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INTRODUCTION

Higher education institutions play the key roleeitucating future knowledge workers
as they are places where knowledge is createdegsed and transferred. They are also
places where the academic tradition meets the chamging expectations from the
university’s environment. Satisfying social expéictas, as well as creating them, be-
comes one of the main objectives of universitidse Thstitutions are accustomed to
a broad autonomy, which in practice should be synmus with a growing responsibil-
ity to their stakeholders (and the taxpayers fat tmatter). Higher education institu-
tions, through their educational and research fanst are bearers of a socially and
academically understood responsibility. This inseghresponsibility, in turn, results in
the necessity of professionalising the way unitigsiare run and organized, their re-
source management and relation-building with Idmasiness and political environ-
ments. The expected result is turning higher edocanstitutions into organizations
that promote a proper use of knowledge resouraas,waich educate graduates who
are ready and prepared to create new knowledge.

These assumptions have led me to a certain ided decided to invite my colleagues
from various academic centres in Austria, BulgaiBaitain and Poland, to write
a monograph on the issues relating to the managesh&nowledge-based institutions.

The monograph consists of four parts:

I.  Quo Vadis, Academia?

Il.  Human Resources

Ill. Knowledge and CRM at Universities
IV. Case Studies

In Chapter 1The “University of Learning” ConceptGeorgi Apostolov presents John
Bowden and Ference Morton’s idea of universitiedeafning. The key point of the
concept is that developing new ways of seeing shbale a highest priority in univer-
sity education, and that teaching for more poweufudierstanding in learners is more
effective than teaching for information transfeheTauthor describes the methodologi-
cal power and the instructional value of this catcand emphasizes upon its role in
defining the policy of a higher education institutj practical aspects of management
and development of modern-day universities.

In the second chapteRigital Players in the Analogue World. Overeducatim the
Polish Society Dominik Antonowicz raises the issue of the phenomenon of over-
employment, which has recently caused growing weraind attention. A relatively new
phenomenon hit the Polish labour market as a ditensequence of the educational
boom. The paper argues that the post-industrididnig¢ducations system experienced
problems with fitting its outcomes into the indiedteconomy.

Chapter 3University and Social Inequalitidsy Jacek Kochanowskj is devoted to the
issue of transforming the university’s social fuaotas a knowledge and science insti-
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| Introduction

tution. It raises the question of the universityaamsexpert institution participating in
normative procedures of knowledge/power (in refeeeto Michel Foucault’s theories)
as well as the evolution of this concept in relatto culture and social changes. The
text proposes an idea of formulating a new functibthe university — that of a knowl-
edge-creating space.

In the fourth chapterTeachers as Knowledge Worketkan A. Fazlagié presents
knowledge-based economy as the work environmentadbus professional groups,
including teachers employed in the school and unritye sectors. The author regards
teachers as knowledge workers whose work dynarsicsgulated by the need to give
information a meaning and to approximate wisdom.cdecentrates on teachers who
participate in creating the system of education,sbnumber of reflections referring to
their need for professional development may eds#lyextended to university teachers
alike. In conclusion, the author points out tha ttynamic changes in Poland of the
1990’s were not accompanied by sufficient changesanagement. Teachers should be
agents of change and managers of the learning $spoet merely sources of knowl-
edge.

Ada Pellert, the author of Chapter $5juman Resources Management at Universities
focuses on the necessary preconditions for sueddsasfan resource management that
exceed established procedures for the administraifopersonnel. The necessity of
shared understanding, collective targets and gietechanging structures, procedures
and attitudes is described. Leverage points ofarsities’ human resource management
are identified and current challenges analyzed.

The sixth chaptedA Framework for Relationship-based Higher Educafid@nagement
by Attila Pausits is based on the stakeholder viewpoints concerningnipertance of
the relationship between higher education instingi and their stakeholders. With
a special focus on this relationship, the authoscdees the student lifecycle with
a broad and strategic view toward establishing iemgtoving a long-term relationship.
Within the framework of life-long learning, studerghould return to the higher educa-
tion institution many times to update their knovged Therefore, the author describes
various tasks and important aspects of relatiorshignted higher education manage-
ment within his concept of student relationship agement.

In Chapter 7, entitletUniversity Management — Relationship PerspectRayet Zeller
emphasizes the growing significance of buildinguheversity’s relations with its stake-
holders, both external and internal. The authocress the roles of particular stake-
holders groups and identifies the network of retathips between the university and its
environment, according to functional and topicékecia.

In the eighth chaptefQrganizational Creation of Knowledge in the Mod&niversity,
Krzysztof Leja points out that contemporary institutions of highducation tend to be
perceived as units displaying external, overt kmalgk, which results in their superfi-
cial description. It is therefore necessary to asWedge the role of internal, covert
knowledge and thorough analysis of the processkaaf/ledge conversion in order for
the university to be no longer treated as a “blagk’. The author presents examples of
processes: socialization, externalization, combna&nd internalization that take place
on the following levels: students — university teais — auxiliary staff, and university

8
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teachers — teams (internal structure) — environnfexternal structure). The author’s
reflections are illustrated with a presentation asfjanizational knowledge creation
through the process of curriculum development.

The last three chapters are case studies.

In Chapter 9 Whate'er is Best Administered is BeBavid Denton argues that any
higher education institution that aspires to besligll a knowledge organization should
put more emphasis on professionalizing its adnatisie staff. The author claims that
universities, just like any other public instituig are obliged to search for models to
emulate. Based on the case study of Ulster Uniyerttsie author lists and describes the
main “strengths of administration” — creativity, mmunication, compliance and cus-
tody. He asks: what administration? And answershduld have three roles — to dis-
cuss, to apply and adhere to, and to decide.

In Chapter 10Jnternal communication as a factor of quality impement in higher
education — case studilarta Purol and Dawid Wosik discuss the role of improved
communication, information flow and quality managemsystem, as exemplified by
the faculty they represent. The authors describartain components of this system and
argue that it is fundamental on the way to quattprovement, which is a measure of
the faculty’s competitiveness.

Malgorzata Zig¢ba, the author of Chapter 11Faculty of Management and Economics
of Gdaisk University of Technology in the Face of Knowketgsed Society Chal-
lengesdiscusses the new tasks universities face in keagd-based societies, illustrat-
ing her point with the example of the faculty slmadyated from and is currently work-
ing for. The author presents the Baldrige Educafisiteria and uses some of them
(including leadership, strategic planning, custon@ientation, international co-
operation and collaboration with local communitiesher case study of the Faculty of
Management and Economics of Gdk University of Technology.

I hope the monograph will be of interest to thederaic community. Any imperfections
it may contain should be solely blamed on me.

Krzysztof Leja
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GEORGI APOSTOLOV

CHAPTER 1
THE "UNIVERSITY OF LEARNING" CONCEPT

1. INTRODUCTION

During the last decades of the 20th century thddvmoved up onto a new stage over
which the developments in knowledge and technolwgpe become the driving force of
the global economy. In the present times of indrggg changing environment and
countless transformations social systems are eagéctrespond more adequately to the
major trends in the broadest context [Vaill 1996]this concern, higher education is
also expected to better assume its social respbtisghhand to be developed fully in
tune with this process of change. All these devwmlepts have caused a dynamic and

substantial change in universities throughout thedy

Most contemporary developments have strong impdinatfor higher education’s basic
activities: education, research and service toetgciproviding managers with chal-
lenges that require innovative modes of stratelioking. Thus, the question “How
should the mission of higher education be redefiiésl not only quite reasonable but
of fundamental importance. It is so because, intaadto the traditional functions of
creation and dissemination of knowledge througleassh and teaching, it should con-
tribute significantly to the “training high-levergfessionals capable of playing a lead-
ing role in the development of a rapidly transfargiworld” [UNESCO 2002]. Among
various new responsibilities the university shohklp the students “to learn how to
learn” in view of a lifelong cognitive endeavourdapermanent individual advance-
ment. In general, it means that the modern idaanofersity has to embrace such com-
mitments as helping students to acquire knowledkjdls, attitudes, values and abilities
which will enable them to act as responsible citizevho participate actively in social
improvements within broad (real or virtual) multitwal communities.

The growing complexity in any and every aspectaihtihe professional and the daily life
calls for redefining of not only the mission bus@the content and the teaching modes of
higher education as well as introducing strong ggsibnalism in its governance. Along
with the contribution to creation, advancement diftlision of knowledge, the need to
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| Georgi Apostolov

train highly qualified employees and form respolesditizens that a community needs for
its development requires new approaches to polidinition and institutional manage-
ment of higher schools. All these have brought &sdhsuch issues of common concern as
quality assurance, accreditation, recognition adlifjoations and competencies on the
global arena.

One of the most serious and very important conataers today is the issue of learning
outcomes and competencies — especially the waydtegpssessed rather than the way
in which qualifications have been earned. In otiwerds, there has been increasing
pressure on institutions of higher education tpoesl more adequately to particular
demands and needs of the outside world of work,tamleate professionals with capa-
bilities suitable for and applicable to a specffiofession or even a definite workplace.
So, the idea behind the “competency movement” besoam alternative to the tradi-
tional input-based approach, which defines theysprdgram primarily by the amount
of the contact hours, books, assignments, etc. Sxamples of this kind of educational
program design are: ISCED, where educational prograre defined “on the basis of
their educational content as an array or sequeh@@ucational activities which are
organized to accomplish a pre-determined objeabiva specified set of educational
tasks” [UNESCO 1997]; or the Framework of Qualifioas for the European Higher
Education Area; and the European Qualification Fraork for Lifelong Learning. This
latter framework uses the distinctions between “Wieolge, Skills and Competencies”
as its basis “because it is the most establishgdfavecategorizing learning outcomes”.

The intensified relationships between universitied the economic sector have brought
“a whole series of global and common challengethén field of university manage-
ment”, most of which turned out to be the definitiof “the unique mission idea” [Da-
vies, 1996]. Some saw this “uniqueness” in changiniyersity teaching, arguing that
the traditional methods no longer seem to be warkifth the much more diversified
student population nowadays [Bigss 2003]. But ctheoposed a completely new idea
of a university — “a university of learning” [Bowdeand Marton 2000].

2. THE “UNIVERSITY OF LEARNING” IDEA

The Idea of the “University of Learning” has beeongnsed by two authors who define
it shortly in the following way: “A vital elemenniour line of reasoning is a shift in the
way the university is organized from a focus orchi#ag to a focus on learning. This
idea is a key implication of our theory of learninghich we have advocated for several
decades” [Bowden and Marton, 2000].

The idea of the university has a long history stgrfrom Bologna in the year 1088.
Until the nineteenth century it had actually beefilUaiversity of Teaching”, when
Wilhelm von Humboldt introduced a different concepthe “University of Research”,
within which teaching and research were being dged together. There are many
different examples or variations based on thesentwdels, which can be studied in the
remarkable volumes published by Cambridge [de Ri&enoens 2003; 2004; Riegg
2004] and Oxford [Anderson 2004]. For instancerdaresting idea, argued by Sheldon
Rothblatt, is that the American university todanétually a “Multiversity” which com-
bines different ideas. According to Bowden and Martiuring the twentieth century,
the conjunction of teaching and research becament® distinctive aspect of the uni-
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The “University of Learning” Concept

versity but moving towards the 21st century, thevensity should be better character-
ized as “the University of Learning”.

As it is well known, there are two different forrmsknowledge formation — learning on
the individual and on the collective level. Teach@ontributes to students’ learning and
developing knowledge which is new to them but netessarily new and unfamiliar to
others. At the same time, research is about dewgjofnowledge that is new in an
absolute sense. In other words, developing entimely knowledge through research is
also a kind of a learning experience but on théective level. Thus, Bowden and Mar-
ton suggest that we have to try to understand #tiar@ of individual and collective
learning instead of exploring the relationship kesw teaching and research. It is obvi-
ous here that the essence lies in the term “legtnin

Learning in this concept is a fundamental elememtkvdefines the university. But in
distinction to the other institutions (like schqdler example) the university combines
learning on the collective and individual levelggpectively research and studying)
with the purpose of developing new ways of seeimdj thus preparing students “for the
unknown, by means of the known”.

3. DEVELOPING NEW WAYS OF SEEING

We have already mentioned the “competency movemanthe current focus on and
the value of the learning outcomes, skills and ostepcies that should be identified
and thoroughly described for each profession, whichresult of the expanding relation
between the world of learning and the world of wafke also have explained that it is
an alternative to describing the educational inpuita curriculum or a study program
(class hours, amount of readings, etc.).

Marton and Bowden agree with this outcome-basedoagp and declare that: “Learn-
ing aims and learning outcomes should constitutedttiving force of the university”.
But they argue that describing outcomes in termeasfowly defined units of profes-
sional behaviour, derived from what professionaigently are believed to be capable
of doing, is not appropriate. It is because edocas about the future, not the present as
students are certainly going to face a great wanéspecific situations in their profes-
sional lives. Effective action varies from situatito situation. Striving for a greater
workplace relevance many specialists miss thetfettgraduates will use their compe-
tencies in the future. It is not possible thengecfy competences just in terms of what
a person can do in a particular case that will bapgpme years ahead. At the same time
effective action “springs from the way the situatie seen”, which means that the most
suitable and actually fundamental form of learnsipuld be aimed at enabling the
students to see phenomena or situations in new.ways

Developing new ways of seeing is a key elemenhef‘tJniversity of Learning” con-
cept. In a broader sense this is the essenceafcitself, having in mind the words of
a famous scientist Tomas Kuhn: “it is a charactierisf frontier research that it opens
up new ways of seeing the world” [Kuhn 1962]. Tilsatvhy one of the most important
recommendations to the academic staff is that evacshould seek what they can do to

15
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assist students in developing ways of seeing, waiehas powerful as possible in help-
ing them to understand the world around them.

Teaching of the unknown is not about transferring teachers’ understanding of a
phenomenon to their students but about assistieiy tih developing their own way of
seeing the phenomenon. Teachers in higher educatiosupposed to enable students to
deal with situations in the future which cannot defined in advance. By means of
approaching what is known, students are expectdxz tequipped for dealing with the
unknown. This can be achieved by forming eyes thinowhich students are going to
see situations in their professional lives in thtufe. “The world advances every day
and no preparation for experiences some years at@adely on the accuracy of any
forecasting of such advances. So university hdmeta. about learning for an unknown
future” — conclude Bowden and Morton and continutStudents’ ways of seeing be-
come just as — if not more — effective than thdseir teachers without being identical
to those of their teachers.” It should only beifiled here that the authors do not advo-
cate for the development of capabilities in stude¢atdeal with new situations not seen
before but argue for students to be able to cope tiwe unknown future.

As it has already been mentioned, for centurieddbas in universities has been more
on teaching than on learning. Unfortunately thewee lats of very bad practices estab-
lished in higher schools around the world. The alted “surface approach” is one of
these practices, when students study only foragbts tand exams and do not care much
about deeper understanding or building conceptaahdéworks. The same case is with
the “information delivery approach”. “At its woritis a symbol of a concept of teach-
ing that is focused on information delivery rattiean on the change in thinking or in
ways of seeing the world by the student, a teacrat-content - centered concept rather
than a student - centered one, transformationateqath The University of Learning
proposes alternative approaches, which can bemstme manuals or guidebooks that
regard learning as the core activity in educatitWhat is learning? Obviously, the
point of studying is to learn. But what does it méa ‘learn’ something? As we have
seen, it is not just the matter of memorizing infation. At higher levels of study,
learning is more about getting hold of ideas thdarimation, involving understanding
rather than remembering” [Chambers and Northed@¥]19n other words, it means
that the whole emphasis changes from being a ‘recaf knowledge” to being “a
seeker of understanding” and “a maker of sensexaahing”.

4. UNDERLYING ASSUMPTIONS ABOUT TEACHING

The authors of the idea for the “University of Lieiag” base their reasoning on several
new ideas about teaching, whose major purposetismyp developing certain outcomes
but also providing appropriate preparation fortinéknown future that students will face
after graduation in the turbulent contemporary emunent. These ideas could be sum-
marized in the following way:

. certain types of learning are more effective thtrers; for instance, learning for

understanding that involves more powerful waysegfisg a phenomenon is more
effective than rote learning of information or kil

16
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. as a consequence of the previous point, certaioegions of teaching are con-
sidered more effective than others. Teaching forenpowerful understanding in
learners is more effective than teaching for infation transfer alone and teach-
ing to develop students’ capacity to discern tHevant aspects of phenomena is
more effective again;

. if our aim is to develop students’ capabilitiesse®e certain things in certain ways,
and if this means being able to discern certaiticafiaspects and focus on them
simultaneously, and if the ability to discern certaspects and focus on them si-
multaneously is a function of the experienced patté variation, then irrespec-
tive of the teaching method there must be suctlatran;

. the characteristics and behaviour of teachers,rtfapats, institutions and educa-
tional systems, in both the current and past egpea of students, have significant
effects on how students of any age learn;

. teaching is a process that requires professionzikidea making at every stage,
with teachers being constantly confronted by unigusumstances. Teachers need
to develop the capacity to identify relevant fastand act in ways that maximize
student learning;

. attempts to improve teaching and learning processpsre teachers to have both
a theoretical and practical understanding of hawdesits learn and how they can
be encouraged to learn in more effective ways;

. attempts to change the way teachers see theiraqiere this theoretical and prac-
tical basis as well, since these developmentalities can be seen as teaching and
learning activities of a particular kind.

As we can see, “learning for the unknown futurdtsctor a shift in the way the univer-
sity is organized in order to create proper envitent for such kind of learning. But it
is not possible unless there is a cultural changthé organization with considerable
ethical implications and vision-shared ideals. Tiniplies development of independ-
ence in graduates and supporting them at the siamee It also means encouraging a
deep rather than a surface approach to learningespe:cting students’ views, whatever
they might be, when they are results of serioussamcere work. Much more complete
understanding of the world is possible only by iirgiation of each other’s differing
ways of seeing it, which means that not only sttel@ne expected to learn from their
teachers but also teachers from their students. the same with research — linking
different ways of viewing some object we gain deflulinderstanding of it. So interac-
tion is a central part of the learning process i major aim — knowledge formation.
And this is how the university enables the contyw@ind enrichment of the human
thought.

In this respect higher education should focus mucie on the principles of learning
than on theories of instruction or move from cregita teaching to establishing a learn-
ing environment. In this perspective traditionaltlge approach or problem-based one,
even integrated with practical experience, have Vale in the “University of Learn-
ing” concept. It is because when we start with dage teaching method and then ar-
range learning within the framework of the thedrgriginates from ,we will get unan-
ticipated and probably vague results. It is bettebegin with real students learning,
analyze its principles and then draw conclusioreuaithe proper learning environment
we should create. Or putting it in another wayisibetter to make arrangements for
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developing insights into the process of knowledgenfition and then select appropriate
teaching methods and approaches. It means sepgkatnviedge from how it is formed
[Hansen, Nahria, Tierney 1999]. Focus on how kndgéeis formed makes us more
sensitive to other forms of organizing the learningcess than those we are used to.

5. CONCLUSIONS

The university is a knowledge organization. Its mpiirpose is to produce learning on
individual and collective level. For centuries fbeus in universities has been on teach-
ing rather than on learning. The most importaninfaf learning is to enable the learner
to see something in the world in a different wakaflis why developing new ways of
seeing should have the highest priority in uniwgreducation. “What should we learn
for?” is a fundamental question, which is in thatef the learning outcomes and the
competency based approach. The modern universitytchae a flexible and dynamic
organization, operating within increasingly chamgienvironment and should create
such learning opportunities that enable studentope with the raising complexity of
the world. Study programs have to offer greaterkptace relevance, but they also
should go beyond competence and aim at learningrfamknown future.

The university capitalizes on thoughts, ideas, nfagions and labour of people involved —
in the past and at present. Using the words of Bowahd Marton it is “the most collec-

tive undertaking of humanity” which organizes th®Wledge and provides opportunities
for everyone to make use of it. The best possilalg i through developing new ways of
seeing situations, phenomena, objects, etc. Kngeledsts always on particular ways of
seeing the world and new ways are necessary fordeeper understanding of it. The
“competency movement” asks for well-defined, obable, achievable outcomes de-
scribed in workplace or particular profession terfifise university education should aim
to provide more than that. The aim of learning #hde to develop a certain way of see-
ing phenomena and situations, which build cap#slifor dealing with them in certain

ways. In other words it should not be too supefieind specific but deeper and more
holistic.

This view of learning rests on a particular ongidal understanding with its proper
ethical implications. One of its major conclusiongyht be accepted as a guiding prin-
cipal when studying the “University of Learning” rept, comparing it with other
concepts and judging its value: “Even if certainys@f seeing certain phenomena are
indeed more powerful than others in certain costexdl the different ways of conceiv-
ing the world have to have bestowed upon them &ggahuine interest and respect”.
In general, this is a very challenging idea thaiubth find a proper place and concern in
the higher education debate especially in the neifog Europe.
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DOMINIK ANTONOWICZ

Chapter 2

DIGITAL PLAYERS IN THE ANALOGUE WORLD
OVEREDUCATION IN THE POLISH SOCIETY

1. INTRODUCTION

Mass higher education is a fairly modern idea, Whi@s initially raised as a policy
issue by some of the European governments shdtdly World War 1l came to an end.
The background of the changes in the academia lveageneral feeling of enthusiasm
and solidarity, which were developed in the post-s@cieties across Europe. It was
accompanied by economic principles of the welfaates which underlined not only the
cultural but mainly the economic role of higher eation. The academic elitism was
steadily but gradually going to be abolished (oritéd to its minimum) and the access
to higher education made universal [Scott 1995]s Tdng process accelerated after the
student’s revolution of 1968 leading (more or ldsectly) to the mass system of higher
education. Initially, it was certainly a politicalitiative seen as a means of economic
emancipation for those who used to be excluded fatering the academia. The idea
that aimed at providing equal educational oppotiesifor everyone despite their social
background and economic status fitted preciselthenwelfare state policy of planned
growth and full employment. As long as growing ssbureaucracy and administration
in the private sector consumed a massive flow glidri education alumnae the enthusi-
asm of extending higher education was widespreadsache political landscape. A
growing number of well-skilled work forces becamediving force of centralized
economy but with time it became obvious that magkédr education weakens position
of vocational education and effectively disturbe trquilibrium on the labour market.
The economic crisis of the 1970s raised the quesifothe economic sense of mass
education.

The radical shift in understanding the nature ghkr education has changed with the
advent of post-industrialism. The first call wasegi by Peter Drucker’s [1969] concept
of knowledge economy published in the bobke Age of Discontinuity.However,
much greater impact has been made by three latdsbavhich “revolutionized” ways
of thinking about mass higher education. Alan Toe's [1971] work The post-
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Industrial Society: Tomorrow’s social history: ckes, conflict and culture in the pro-
grammed societypaniel Bell's [1973] workThe Coming of Post-Industrial Society; A
Venture in Social Forecastingdeidi and Alvin Tofler's [1980] book'he Third Wave
justified the expansion of participation rates ba grounds that technological and eco-
nomic revolution require higher skill levels andriwdorce. The promotion of advanced
knowledge and modes of production corresponds thighgeneral increase of demands
for highly qualified people in various occupatiopalsitions.

Since then one has observed an explosion of litexatn emerging knowledge econ-
omy and knowledge society [see e.g. Pawtowski 2@Banty 2001]. The extensive
cross-disciplinary literature unfortunately makks picture even more vague and com-
plex and the boundaries between what is and ikmmivledge society still appear to be
fairly unclear. The lack of broad consensus ovewviiedge society and economy leads
to many semantic and conceptual confusions. AlsBatand, knowledge society and
knowledge economy are both extremely fashionabledsvin the public and the aca-
demic debate. They are often misused or incoyrelefined for the political purposes
with strong references to the boom of higher edocatvhich has been observed since
the beginning of the 1990s. The assumption thatadnthe key pillars of knowledge
economy is built on a well-educated and continuplesirning society was the reason to
celebrate the advent of knowledge economy. Unfatteely, the mutual relation is not
that straightforward and attention needs to be fmattie recent phenomenoroveredu-
cation The problem is not new as it was initially dissed in the US in the beginning
of the 1980s [Rumberg 1981]. Since then The Burddiabour Statistics provide evi-
dence that the proportion of underutilized grewnfrihe level of 11% in 1961 to 20% in
1990 [see also Court & Connor 1994]. There area ddta concerning other countries,
showing the problem of accommodating a nhumber ofeusity leavers in occupational
posts requiring their level of education. The phmanon callecdbvereducations de-
fined as a situation where " the attainment of digakions threatens to run ahead of the
economy’s ability to absorb those qualificationRopinson 1995:2]. It is a classic ex-
ample of mismatch between one’s educational lendl tae required level (defined as
educational level necessary to get the job) fofhkiscurrent job [Verhaest & Omey
2006:785].As Charles N. Halaby [1994:47] noticed there ar@amseof conceptualizing
the notion of overeducation. But a nominal defoitis not enough for this analysis and
distinctions must be made in terms of conceptuadizbvereducation. There are two
ways of doing so- the first one referring to theloleéng economic return and lowering
of relative wages of university graduates (duri®gds) and the second wdsfined in
terms of inflation of credentialgCollins 1979](often called credential inflatiomot in
the technical requirements of the jobs, but in tise of socialisation to the dominant
status culture as hiring criterifHalaby 1994:47]. Both of them have equal and com-
plimentary application in understanding the ecormoamd social implications of the
Polish education boom.

The paper is aimed to critically review the Poledtucational boom by looking at the
economic implications of the massive flow of wellueated workforce to the (still very

much) industrial economy and to provide new dimamgb the analysis of higher edu-
cation. This educational boom is broadly coveredlmumber of studies, most of which
explore the quantitative dynamics of the procesgyTvaried in terms of the conclu-

sions from the positive to the distanced one, hawgdittle has been published on their
implications for the economy. There is much rhetamithe debate about the knowledge
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society based on the uncritical assumption thahlpigrained workforce significantly
increases the individuals’ potential and competitiess of the economy. This general
enthusiasm of the so calledturn of the meritocracyappears to overshadow the fore-
sight of the inevitable consequences stemming fmeams higher education. This paper
addresses opposing viewpoints, admitting that kadgé economy cannot exist with
education but the extensive number of (high) edocdeavers does not automatically
create knowledge society.

The process of massification is not an unknown phwmon and it has already been
observed and extensively researched in such cesras the US, the UK or the Nether-
lands since the 1960s. However, the period of tithe,socio-economic environment
and the scale of growth makes Poland a bit diffefEime educational boom refers to the
process of rapid growth of higher education, whidgan in the academic year of
1990/1991. During the period of fifteen years thenber of students multiplied by five
from 403.800 to almost 2 million and the higher eation leavers from 56.000 to
360.000 annually. It must have had a serious impadhe labour market and according
to the national statistics office [GUS 2007] theoboincreased the rate of unemploy-
ment among people with higher education degree fta38% in 1996 to the highest
ever level of 4 % at the end of 2005. In fact, e beginning of the 1990s, when the
boom was just taking off, the higher education aliph became the insurance policy
from unemployment (which was incredibly importantridg the period of economic
transformation) and a great opportunity for theieedrs. Indeed the public statistics
office [GUS 2007a] showed that higher educatiotitinsons certificates used to give a
considerable advantage on the labour market asddt#eply rooted and widely shared
belief in meritocracy accelerated the interestettigg higher education. With time the
outcomes of educational boom became less obviousirgpa growing concern of the
economic impact of such a great number of well-atkat work-force. In addition, the
transforming economy has revealed limited capdoitgccommodate such a great num-
ber of well-educated people. It looks like the wa¥gost-industrial workforce clashed
with the industrial economic demand for low-skillggborly paid, one-task oriented
employees. The relatively low cost of Polish workfand the high rate of unemploy-
ment make the Polish economy particularly attracfor the industrial investments. The
manufacturing process is moving East, where lalgosts less, leading to establishing
of low-skilled blue collar job-posts with little lige for the economy. As many analysts
noted, it was low cost labour not the high quatifyskills and knowledge, which attract
foreign investments in the Polish economy. Whamdse, the educational mismatch has
been overlapped with the skills mismatch due to tfae large number of higher educa-
tion graduates come from departments of pedagdg2¥d), social sciences (14.7%) or
administration (27.1%) [GUS 2007:22]. The choiceedfucational policy is hard to
explain in economic terms because the countryrigggting with both overwhelming
bureaucracy and the demographic low. It is evererddficult to understand this situa-
tion if we take into account the fact that the emog experiences a shortage of engi-
neers, who are clearly the most wanted speciaisthe Polish labour market. Finally,
the quality of higher education must be also cargd as an important factor responsi-
ble for disconnection between higher educationtaedabour market.
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2. UNDERSTANDING THE EDUCATIONAL BOOM

Trying to understand this mismatch and predict fthiare developments we use two
complimentary theoretical frameworks: human capitedory and competitive model
(also called the queuing theorfjuman capital theorye.g. Backer 1964] suggests that
the mismatch is just a temporary phenomenon. Fiespond to it by lowering the
wages of oversupplied workforce (higher educaticadgates) and employing cheaper
highly educated people. It means that the busioeganizations might largely benefit
from the boom but there is little advantage forsthdeaving the higher education sys-
tem. In the purely economic terms the return agdefrom the high education is too
low for justifying the investment in education. Tioeigh competition on the supply side
lowers the wage expectation and consequently itldhawveaken the initiatives of the
followers to enter higher education. This asymmaetngll last until the system comes
back to its equilibrium state. However, the follogievidence proved th#te human
capital theoryseems to have a limited application in the Poliskironment. The em-
ployers raise their expectations without increadimg salary level and the university
degree does no longer protect from being unemployrstill the massive flow of
young people has not been stopped or even weak&methe contrary, the indicator of
scholarisation net — providing information about fbroportion of students at the age
19-24 in the whole youth population (at the age24®is rising and reaching the level
of 38.8%, highest ever in the Polish post - watdnis Nowadays almost four out of ten
young people enter the higher education systemitdetz gloomy and insecure pros-
pects on the labour market [see GUS 2007, 2007a].

As the human resource theory fails to provide ugh\all understanding of all the
socio-economic implications of the educational bptimere is a clear need to support it
by the queue theorgr job competition modeThurow 1975] The model implicates
that in competitive labour environment people areuing for jobs. Having a choice of
applicants, employers take best possible advardhgiee oversupply of well-educated
workforce. They lift the job requirements and ebtliomore demanding benchmarks
such as a higher education degree. Livingston [[L8@Bed this phenomenathme cre-
dential gapreferring to the difference between the requirddcational level to get the
job and the required level to do the job. It hagpewen if the institutional environment
and job specification does not require it. In spitdbecoming less advantageous on the
labour market, the possession of higher educatemre® still remains highly recom-
mended. It is so because it has changed from aa@tiyve advantage to the benchmark
role. In other words, a diploma, which used to gontege decent employment, today
appears to be only a minimal formal requiremerdvaithg entering the competition for
almost any non-manual job. Regardless of the infladf university degrees, the initia-
tive to achieve the third level of education remsaggually strong. What is more, as
long as the economy keeps its industrial shape hmtied ability to accommodate all
university leavers in positions requiring their edtion; the credential gap will get
wider in the coming years.

There is undoubtedly a mismatch between the pramuctf education system and the
demand from the labour market. The educationalthedeconomic boom went in two

different directions slightly missing each otheheTeducational boom typical for post-
industrial societies is far ahead of the induse@dnomy. In other words, the education
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attainment does not fit (or has not yet fitted) therent occupational structure mis-
matching the post-industrial society and the indeistvorld. Today’s university leavers
seem to be in the position digital players in the analogue worldviany of them were
trapped in a cage as their life aspiration had baised but there were limited opportuni-
ties to meet them. It leads to the feeling of fiatitn among those who invested their
time, money and efforts to achieve the third lexfehigher education. The expectation of
having well-paid and prestigious occupation for yndecame only a matter wishful-
thinking. The Polish economy cannot accommodaté sugreat number of highly edu-
cated workforce. High aspiration defined as comimnaof at least two key factors (1)
respected social status and (2) a high level @irgallearly cannot be met by the trans-
forming economy. Meanwhile, growing demands fromumber of young people were
left unanswered in our country and therefore witlerong of some labour markets (in
particular in the UK and Ireland) several hunddedusand chose emigration. Most jobs
taken abroad do not require high level of educdtionthey are paid a few times better
then an average Polish salary. So, for most ofytheh the pay-check presents better
value than social status and the quality of theipleyment.

3. THE EFFECTIVENESS OF EDUCATION — METHODOLOGICAL
MISSION IMPOSSIBLE?

The mismatch between the production of the Poldircation system and the demand
from the labour market seems to be unquestionabiesd far therehas been little re-
search done in this field [e.g. Biatecki &aBrowa-Szefler 1994; Misztal 2000]. While
the growing number of higher education institutieavers are concerned about their
future on the labour market, measuring the effectdss of education appears to be a
very ambitious challenge. It is mainly due to thetfthat it concerns a wide variety of
problems which must be directly addressed. Is measa social phenomenon such as
overeducation methodologically impossible? Revigwthe literature one may come
across a wide range of different issues, which rhagtept in mind while trying to cap-
ture overeducation with quantified methods [Alledavan der Velden 2001]. To make
a long story short | catalogued these problemstimtomajor groups.

The first group could be called the deficit of ablie indicators which can measure re-
quired education for a particular occupation. Nayipg too much attention to the de-
tails (which could make my elaboration endlesslyglothere are two basic means of
measuring the required level of education. The enthje method refers to a self as-
sessment exercise but it might be very misleadicpbse the employees’ view might
differ significantly. Moreover, the same occupasian various institutional environ-
ment might cover completely different responsitgstand require different knowledge
and skills. Summing up, the subjective method migheasily misled by incorrect (in-
dividual) definition of required knowledge. Thisgiem is largely absent in the objec-
tive method, which takes into account an averagebau of years of education required
in particular occupations. [see Verhaest & Omey&D88-789]. Using the objective
measurement workers are overeducated if their ¢idned attainments exceed the need
for the specific occupation by more than one stechakeviation. Unfortunately, the
objective method is also far from perfect and i ladso limited use in particular in
higher education. At first sight it appears to baiaor problem because the duration of
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education can be easily quantified. However, theemaglvanced education becomes, the
more diverse (and incomparable) it gets. Givenmpla example, one may compare the
number of years in primarily schools in differefties because there are centrally de-
signed curricula and exams. So they can be faiyparable, but when it comes to higher
education comparisons it becomes very questiorgause the quality of higher educa-
tion differs much (even in the national contextjvéd the UK context there is a certain
difference between a year of studies spent at thigetsity of Luton (giving it all the
credits it deserves) and one of the colleges ati@g.

The second group of problems stems form the sdaneiversal occupational schemes.
Egvert de Weert [2004] and Alpin [1998] emphasise problem of different scales
used in different countries. Unfortunately thereaisack of comparable international
data which may help to confront the situation iffedlent countries and without the
common methodological framework the analysis isimgtvery descriptive. There are a
number of different research schemes used by ttienaagovernance such as Diction-
ary of Occupational Titles (USA), Standard Occupadi Classification (Europe) or

UK'’s Standard Occupational Classification. They different and unfortunately, it is

difficult to compare these occupational schemesrivdtionally. To make it even more
complicated one must keep in mind that not onlydbeupational descriptions matter
but also their number. The more occupational caitegare distinguished the larger
number of people will be classified as being ovadr- educated. Finally, as Alpin
[1998] notes, analysts may also have incompleteviettge about the job requirements
and also job requirements could have very wide ingafdue to different business
traditions) therefore there is no universal measfinequired education for a particular
occupations.

The third group of problems concerns the timingafiducting research. In some coun-
tries like the Netherlands or the United Kingdorarthare surveys among the higher
education leavers (18 months after graduation)uawialg their position on the labour
market. The question of timing seems to be veryoirtgmt, because there is no such a
thing perfect timing. The period of 18 months sedmbe long enough to settle down
on the labour market but in many cases the filstigooften any available opportunity
taken to earn any experience and stay out of the ttowever, if the period is longer
(than 18 months) other external factors (such gshrtraining or postgraduate courses)
might play an important role by changing the oJegraiture.

4. CONCLUSIONS

The conclusions drawn from the analysis apply tth lpmlicy makers and researchers.
First and foremost the policy makers must be awérie fact that the Polish society
might be simply overeducated because the economyotabsorb the fruits of educa-
tional boom. It means that the time, money andrefid those who invested in their

education can be easily lost (due to emigrationnmteremployment). This serious prob-
lem must be addressed and the education and dkithatch must be faced on the po-
litical grounds. There is clearly a lack of a fagching policy in higher education be-
cause so far the boom has been pretty much thet effea spontaneous phenomenon
with vague coordination from the Ministry. Whatri®re, the skill mismatch must be
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managed in the public higher education institutjootherwise tax-payers will spend
money supporting the overeducation and unemployniém state is and likely will be
the dominant sponsor of mass higher education hackfore it must spend public
money carefully

The second set of conclusions also applies to tvergment. It must be more effec-
tively engaged in attracting value-added investmeavhich require well-educated and
highly-skilled workforce. The recent statistics sheery gloomy picture, taking the first
six months of 2007, more the a half (51.8%) of ¢heated jobs required only manual
skills. At the same time only 12.2% of them wereendemanding with requirements of
higher degree. The Polish economy is still not yetadabsorb the flow of higher educa-
tion alumni.

Thirdly, as it was mentioned before, there are nangjtative and direct indicators on
the effectiveness of (higher) education. As mosthef policy makers have no or very
little knowledge as to the overeducation therertyea a need for research in this field.
However, to conduct research it is necessary tablish the national occupational
scheme, which would be (fairly) compatible with testing ones in other EU coun-
tries. It will help to establish the scale of owslucation and find both political and
economic tools to solve the problem.
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CHAPTER 3
UNIVERSITY AND SOCIAL INEQUALITIES:
KNOWLEDGE, EXCLUSION AND EXPERT SYSTEM

1. BEHIND THE HORIZON OF THE ECONOMISM

The management of knowledge is supposed to lettdsdind of fabricating, adapting
to the various competences, created knowledge hilities so that an organization
would be able to fulfil all the tasks successfulliile being adjusted to the changing
economic and social reality [see Nonaka, Takeu8Bbi Probst, Raub, Romhard 2000].
The successful management of knowledge in evergnizgtion is possible only when
all the aims are precisely arranged and all theasjmms undertaken in the organization.
While an university is analyzed as an organizatiased on the knowledge, we can
formulate an exit thesis: programming the stratefgfabricating, transferring and using
the knowledge at the university at first requiresvaering to the question about the
mission of the university in the post-modern sgoci&Vhat is more, this mission has to
be defined at least at four stages. Firstly, thivarsity can be treated assaientific
institution — dealing with scientific researches, secondbait be called aaducational
institution, dealing with transferring the knowledge and &bt thirdly it has to be
treated as alisciplinary institution playing a fundamental role in constructing the
model of the social order, whereas #ueializingfunction has to be considered as well
and theexpertfunction, indicating on the two main social fielofsthe interaction of the
university. Least but not last — the aims of theversity have to be called as an aims of
the enterprise(in a meaning of an entrepreneurial universitywader, an entrepreneu-
rial organization non-profit, [see Drucker 1986909Leja 2006]. What is obvious, all
the functional university’s aspects are penetragiacgh other and what goes behind — are
stipulating themselves. The wrong functioning oé tlniversity as the entertainment
will affect for sure the manner how the educatiopacess is realised. What is more,
the methodological foundation according to theustatf an investigate research taken at
the university determine the manner how peoplecanees fulfil the function of the
experts. Remembering that, it is worth to undertahkettempt of a precise determina-
tion of the priorities in every reminded field basa only the brightness to knavhere
we are going to?will make an answer to the questidmw to do to achieve the
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planned aim8 possible andvhat kind of knowledge and abilities we need toieh
them?

The review of the scientific literature devoted fhose terms leads to the statement of
the distinct disequilibrium according to which detabove aspects of the universities’
mission are a subject of the analysis. The aredovainating fields: firstly, the analysed
problems are connected with the functioning ofuheversity as an educational institu-
tion and secondly, the problems related to the gament of the university as the en-
terprise. Somewhere behind there is a problem efuthiversity as a scientific institu-
tion whereas it is also a part of many interestinglysises. However, as a completely
marginal problem the matter of the university’ser@s a disciplinary institution is
treated; it is strongly seen in the Polish sci@ntiterature. This situation should not
wake up any surprise and what is more, at leasausec of two reasons. Firstly, the
university’s role as a disciplinary institution wpkanned as a discreet role; it is con-
nected with the experts system what will be exgldibelow. Secondly, the global times
were considered as times of the convergence ofetdmmomic systems which were
forced by the global macroeconomic politics dormeédaby the neo liberal paradigm
[see Olssen M., Codd J., O'Neill A.-M. 2004, Kocbaski 2007]; it leads for instance
to the economization of the social areas. Moreokes a growing process since the
capitalistic economy has been formed. The econdimisaneans that all the social
processes are considered mainly by the relation satcalled ‘ the requirements of the
markets’ and ‘ the demands of the markets’. In ey the problem of the university’'s
mission is limited just to its function on the eoanic field. On the one hand, we are
curious to know how the university can help the kemamwith the qualified specialists
and, on the other hand, how the university canterishe free-market reality as the
enterprise. They are of course very important isgrel undertaking them is necessary,
however, the consideration about the problem ofuthigersity’s mission should not be
finished by that.

As an example of this kind of economism | woulcelito quote the report of the Euro-
pean Commission from the L @f January 2003 — ‘The role of universities in &e of
knowledge’. It can be read there:

The knowledge society depends for its growth onpifzeluction of new knowledge, its
transmission through education and training, isselnination through information and
communication technologies, and on its use throweh industrial processes or services.
Universities are unique, in that they take paslithese processes, at their core, due to the
key role they play in the three fields of reseamold exploitation of its results, thanks to
industrial cooperation and spin-off; education araining, in particular training of re-
searchers; and regional and local developmenthtohathey can contribute significantly.
The European Union therefore needs a healthy andighing university world. Europe
needs excellence in its universities, to optimise grocesses which underpin the knowl-
edge society and meet the target, set out by thepEan Council in Lisbon, of becoming
the most competitive and dynamic knowledge-basedoety in the world, capable of
sustainable economic growth with more and betties nd greater social cohesion

! The Polish version see: (Komunikat... 2004:164).

30



University and social inequalities: knowledge, es@n and expert syster|n

I am quoting the extensive part of the report & Buropean Commission to show the
tendency which can be straight defined as an ectmation of the problem of the
higher education and the institutions occupyinghwitiis education. Universities and
other institutions of the higher education are abered only as one of the key elements
in building the Competitiveness of an European eoon According to this competi-
tiveness the push is put on those functions ofuthigersity which are connected with
providing the market with skilled stuff and, whatmore, the cooperation of the scien-
tists with the industry in the range of improvirdgetlevel of the innovations, especially
in the range of the highest technologies. It loakshe disagreement between the two
conceptions of the university: on the one hande-ftimctional university — the one that
its greatest aims it to provide students with thevdedge and abilities connected with
their working competences. On the other hand -iltleeal university — so the university
is concentrated on the self-improvement of theviddial, its personal needs and re-
quirements, its own truth-searching. The disagregmes about this first option. It
looks as if that the dispute between both concaptaf the university: on the one hand
the functional university, | mean the one that Itlasic aim is to provide students with
the knowledge and abilities connected with thewof@ssional preparation and, on the
other hand, the liberal university, so the uniwgr$hat first of all puts on the self-
realisation of the student, its individual lookifage the truth. It was decided to its first.
The mission of the university can be read for insgawhen looking at the documents of
the UE institutions. Then it becomes just a misdionted to the two fields: providing
students with the professional preparation and edjng the innovative of the Euro-
pean economy. It is clearly seen also in the aisabs an organization: the key word
becomes the thesis of the enterprising universaythe one which is managed properly.
What is more, it has to gain and use the fundsiefftly and which harmonizes its cur-
rent activity with the student’'s expectations wHhanptheir professional career. This
occurrence is considered in a extreme way to natieedangers of the described one-
sidedness. The reported tendencies can be absdtes:tthe university becomes only the
higher professional college and we may doubt theedience of the scientific research
and teaching in the directions not connected, éndinectly, with the mission of pro-
viding the economy with the qualified specialists.

I would like to be understood properly: all the Iplems considered in the above Euro-
pean Commission’s report are extremely importawt aam not the one to underesti-
mate them. Without doubting, one of the criteriglainning the educational process on
the higher colleges have to be the expectatiorteeofocial and economic enclosing of
those colleges, connected with the conditionalitthe local labour market and the needs
of the local societies. On the other hand, | doataim that the analysis of the university
as the Entrepreneurial organization has a secomdeaying. In contrast, we all are aware
that the higher college which is not professionatignaged, which does not have a ra-
tional organizational structure and which canndb gand use the funds effectively, also
the funds from the economic organizations, will hetable to fulfil its educational and
scientific functions properly. | am not going tont@st the economism with the anti-
economism in the meaning of the reflections on dbedition and functioning of the
higher education. | do not also think that the @toic conditions have the key meaning to
the mission of the university. | do pay attentiontlie dominating one-sidedness in the
reflection on the role, function and tasks of thevarsity in the nowadays world; the
one-sidedness adopts form of the ultra-functiooalcept if the university. | do believe
it is necessary to implement this reflection whk tjuestions of the role of the university
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(and the science) in building the fair (in the tddaunderstanding the theory of the politics
— | mean — stripped from unfounded injustice, dimgration and exclusion) in the soci-
ety of opened communication. What is more, the ofléhe higher education and the
scientific and educational institutions in empowgrthe liberal democracy in the nowa-
days world. The university, as written above, isrip opinion not only an educational
and scientific institution, but a disciplinary iitation as well. | mean it has a strong
function in establishing the social order basedhennormative system. | think that due
to this it has to be, first of all, recognised wkatd of conversion was underwent with
the disciplinary function of the university duritige last 200 years, so in the modernity
period and how this function should be taken ifte perspective that some theorists
call the ‘perspective of the post-modernity’ (altloe late modernity’ or ‘the second
modernity’). More less with the end of the sixtibere were many changes in the cul-
ture and European societies which put us beforess#ty of considering the role and
the function of the university in a new way, esp#gidue to recognising the variety of
the connections between the institutions of knogéednd the institutions of power.
Secondly, the considerations of the new role ofitiséitution of knowledge to the re-
definition of the educational and scientific fumcti of the university. In other words
saying, | do postulate the attachment in the widage than the economic reflection on
the condition of the university to the cultural ssatial concepts. It will let us to define
the mission of the university in the better way ,andconclusion, it will provide us with
the answer to the question how should the uniwerbiaised on the knowledge, look
like.

2. THE UNIVERSITY AS A DISCIPLINARY EXPERT INSTITUTION

The university is not only an educational and ddfieninstitution but a disciplinary
institution as well, | mean it is an institution iwh is one of the most basic elements of
the social disciplinary system. Its function isstabstantiate and hold up the normative
order in the social field and to prevent all thpeads of the non-normative or anti-
normative deviation. We call, as a disciplinarytitagion, of course all the institutions
of knowledge (also educational and scientific tositbns) and other institutions dealing
with re-normalization (prisons and rehabilitatiarstitutions, hospitals and psychiatric
information bureau). Although, | do think that ttede of the university is quite special
in constructing a disciplinary system. Firstly, th@versity is an institution of education
and of a scientific progress to the experts whovig the scientific Substantiation to
the norms which constitute the actual social ordiéey do signalize an upcoming ten-
sions and propose taking the needed changes. Sgctheduniversity is also an institu-
tion of education for the elites which have a gned¢ in creating and, what is even
more important, in changing the social system aimsand values. The disciplinary
function of the university concerns its role asiastitution of theexpert systenfisee
Giddens 1991:8-9] and as alite-making institution

The theoretical foundation to this conceptualizatid the disciplinary function of the
university is a theory of Michel Foucault [1998,08(. In the greatest summary, Fou-
cault contrasted two methods of being in authothsg: first one which is a characteristic
of the post-modern epoch and it is may be callethaspower over death’. The second
one characterizing the modernity he called it plosver over life’ or simply biopower..
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In the pre-modern times the power, has in Foucaolinion, a character of the central-
ized, hierarchic, being disciplined mainly becaofaising strength — violence. The ex-
haustiveness of authority, taken into the framethefideal model, had a King, called
the Ruler — the one who has power over everythimyeveryone. The Ruler who was
presenting the only centre of dominance, was agfggwrposes using the law to kill. In
the domestic politics anyone who offended Ruler&gasty with questioning the rightness
of his regulations was bound to be dead. In thereat politics the right to kill adopts
form to the right of war: everyone was obliged td pn royal's invocation and devote
life due to the King's personal interests howeveytcould have not be connected with
subject’s interests and everyday life. It seentsetguite paradoxical but death was a kind
of punishment (then when the guilty of a crime weached by the royal ‘justice’) and a
kind of a prize as well (devoting life for fight waonsidered as the reason to the greatest,
however obituary, glory). The modernity changedowéver not so radical as we can
assume — the way of being in authority. The powear aleath was replaced with the
power over life.

It is also important to know the reasons of thiarge as it always evokes big disputes.
Any social change, even that most radical, has memty one reason. We can only
assume why in the historical period, as Foucaulicates, only in few decades, the
social state can be changed in the meaningful Whgse two basic directions of ex-
plaining this specific change of the social mechanbdf power can be indicated. The
most obvious trace is the one connected with thelution appointing to life the Bour-
geois democracy. Establishing the modern democcaeyged the power’s relations:
the Ruler disappeared with his prerogatives toatheolute power. The only exceptions
are some dictatorships and non-democratic regiffess Ruler disappeared and the duty
to the ruthless obedience to his will and behavimmnected with his interests as well.
The human rights were proclaimed and the citizeashmunity was developed. The
community where theoretically the interests of @tizens should be considered as
equal. Then the problem appeared which appointddetéthe modern humanistic and
sociology too. The problem is saving the socialeordnd preventing transforming it
into a conglomerate of coping groups. The inventibdiffused and relative power over
the life, the power based on the knowledge becawenawer to the question. The sec-
ond trace comes from Foucault: achieving the sawidér, using the law to kill, cannot
be possible in the epoch where the subject’s liés wnly valuable when he was sup-
posed to labour force, using words of the actuadlege of the management theories,
when the subjects became ‘the human resources’'r@dmirces cannot be lost as they
are a real value, of course the instrumental valte.value is more important when this
resource is more useful to gain the aims presentiagautotelic values. In Foucault’'s
opinion thebiopowerhad to appear — the power over life — which aim wamanage
the individual's life in the way that he/she wagaduable instrument to achieve aims for
those who are in power. | mean they have some gewalsling subordinating the others
to the own aims using also the economic and symlgalods. Due to the economic way
of being in authority in society there are many,sagalized above, normative prob-
lems. It is obvious that the social order had tordsored in a way that the existing
system of norms and values promoted the interesh@fdominating category. This
category consists of the heterosexual men fromnitdglle class. This is an obvious
thread but being considered in many social theotiesshape of the social order model
does not appear in the vacancy, it does not foenfréimes of independent processes but it
is formed by these categories that dominate irspreeific social match: these categories,
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they have the exclusive access to the power arydobertake the most important social
institutions. They also have a possibility to decighich norms array and values will
achieve the hegemony’s position. | do not meandtiraination of the specified person
which try to use the mechanism of power to gairrtpersonal interests. The modern
social area is the pole of antagonism between smmgasting interests of the various
classes, coats and social categories. The ratésigame is a domination in the social
match. What is important, this game cannot be desdrsimply using just a binary
contrast: ‘Holders of centre of production’ — ‘petdriat’, ‘men’ — ‘women’, ‘hetero-
sexuals’ — ‘homosexuals’. Of course, if we makendre easier, we will reach the ex-
amples of the English society in the dominance atéh Victoria. Then the society
fulfilled sometimes the function of the social mbdeatch of the early modern times
and then we discovered without any doubt that thekers in that match has no role at
all, the men’s power in the family and society wet questioned and all the homo-
sexuals were in prisons. Although, it seems astiiement that in this society the men,
the capitalists, the heterosexual owned the adthéginot a right putting of a case.
There are some examples of influential women, shisieries of ‘experiments’ of the
factory-owner listening to the voice of the workens (hidden) homosexual holding
higher posts. For real being in authority it hads)ha strong meaning not only being a
heterosexual men but, what is more important, takive normative dominance posi-
tions — all its own place in the social match iadéx! with a affluence vectors of the
power and described with some norms taken intstizéal functions array. The defini-
tion of a role is important in this context: | dotractually mean being a heterosexual
men but playing a normative role which the mostontgnt element is avoiding any
behaviours the existing domination system. Any lsara homosexual woman but only
when occupying an exact place in the existing $aanination match and any do not
question its rules, then you can get what you wdihite most important is to obey rules
of the game which function is to protect the int#seof those who dominate in the so-
cial match. The knowledge task — and the instihgiof the knowledge — is to legiti-
mize this social domination match.

The aim of this modern power was a reconstructioth saving the social order in a
situation of decomposition caused by a shake oéttigy into the modernity epoch. The
old methods and techniques of being in authoritieaéed to be inefficacious and im-
possible to use them in the new times and theyndidfit the new challenges. The
crimes done in the past have to be punished atfusrway it was tried to force obedi-
ence using fear. What is more, there appeareddtoefind a solution to prevent some
unwanted behaviours, also including any operatimased on a realization of individual
whims and interest of the unit and not countinghwtitat what was presented as ‘com-
mon goods’ and which root is to save the actualidation match. Restoring the nor-
mative system in that way to prevent to growingramation of the society and surpass-
ing the view of the common anomie and so its prajfithat it promoted the domination
and the aims of the categories privileged in thaaddield — these are the aims that the
power of the modernity has to achieve. It was badlgded to find efficient methods to
make some individuals to act according to the ntiedrames. Moreover, it was nec-
essary to find a way to substantiate the needvingahose frames and it was indispen-
sable to construct the supervising system whiclh eviable to keep individuals in the
normative frames. This system will have to prevd@tiations and re-normalize those
who surpassed affectation of norms. In all thoskgdhe key role played the scientific
knowledge, mainly medical and social sciencest Birgll, the knowledge — transferred
in the educational process as an objective relaimut reality — was supposed to create
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in the individual that kind of conception of itselfid of the world that the operations
consistent with the social norms were considerethdisidual’s own ‘internal’ needs.
What's more, the narrations — that should be atitatise element of the individual's
identity — about reality will provide the substatitbn of those norms. Foucault capti-
vated that into the famous stateméBhslave people means to create their ‘myself’
[Foucault 2000:59]. The identities and its creatimayrations about reality become a
basic instrument of being in authority. The scigmtinowledge, being a basis of those
narrations, became itself knowledge/power: the Kadge which is currently a part of
social relations in violence. Secondly, the knowgkegrovide us with a substantiation —
scientific, so objective — to the norms supporting existing social order. It also char-
acterised that all the human desires, behaviolassifying them according to the norm
(so normal, healthy, rational) and not (deviantkstrazy, aberrant). The most expres-
sive example, which is also considered by Fouc@ilthe example of the sexology in
the meaning of knowledge which was substantiatimglaligation of the heterosexual
behaviours or declining the right to have sexudtitywomen (in the frames of ‘female
hysteria’). These classification of the non-nortyadireas has one more aim — it allowed
to recognise a ‘pervert’ and to submit he/she tailkel prepared re-normalising opera-
tions.

Obviously, an element of the unit's identity wad oaly learned knowledge about the
world taken away in the educational process andogepped with some transfers in-
cluded in the public discourse. The cultural knalge, based on a local tradition,
played a role in some different social fields toextended area. The religious knowl-
edge was important as well but due to the procestesodernisation the role of the
knowledge was growing, first of all, due to the g@ss of eradication and weakened
role of the tradition and religion. The individubgft alone, was looking for a support to
its identity’s constructions. That is why, the estperole was growing and they were
appealing to the authority of knowledge as an iriglainstance influenced more and
more to the individual's auto - creation’s procesg@iddens [1991] pays attention to a
reason why in the modern period — he calls it thstraditional epoch- the unit does
not derive from the straight experience but usesymifferent forms of instrumenta-
tion what leads to the transformation of the psscef the construction own identity
into the reflection process. This process is base#leeping coherent but verified bio-
graphical narrations. The basis of these narratmeghe abstractive systems, including
the expert system. The individual needs knowletigé ¢an be treated as a sure knowl-
edge and that can be built into own structure ef ¢bnception of the world and the
conception of its own. This is badly needed to @afe operations and ventures. In the
situation when the traditional knowledge was ndidvany longer and the religious
knowledge is not a sure instance for everyoneotig solution is to consider the scien-
tific knowledge. Here we discover a disciplinaryerof the knowledge and the discipli-
nary role of the knowledge institutions, includitige university which is an important
element of the expert system and creating thel@uotelal elites of the society. In my
opinion we have to leave the university’s visionaa'science temple’ which is left be-
hind the knowledge relation’s net and it is sharg for the undefined Truth and trans-
ferring the Truth in the educational process. Thewedge is not behind the power’'s
area:

It will be necessary, however, to leave the traddi reflection that the knowledge is
just being born where there are no connections thighpower and it can be only devel-
oped behind its orders, requirements and interésty.it behoves to believe that the
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power products the knowledge (but not only becahae is it favoured because it is
being served or used because it is useful) thgpdleer and the knowledge are strongly
connected with each other; that there is no powetation correlated with the knowl-
edge’s area and no knowledge which does not canaittedoes not create the power’s
relation. (...) shortly speaking, this is not thg@eriencing subject’s operation creates the
useful knowledge to the power or being resistarttbe power-the knowledge, proc-
esses and fights which it yields and which itasgisted of, they appoint all the forms
possible and the knowing domains. [Foucault 200Q2B

This is the reason why university — as an educatiand scientific institution — is an
important element of the social power’s mechanisrtiee knowledge/the power.

3. THE POST-MODERNITY, THE COUNTERCULTURE
AND THE UNIVERSITY

We cannot deduce conclusion that in the modernstithhe power was taken over by the
‘science people’ and that they are the only onedeitide about the social life’s rule.
Obviously, the situation is not like that as theiénce people’ do not have authority but
the authority ‘have’ the science people. To be npyéeised, due to the historical, cul-
tural and social processes the knowledge is crdatatle science people and the scien-
tific institutions and it is used in the procedursbeing in authority, including the
normative power. Although, | do not mean the exdépower’s operations towards the
process of power’s creating the knowledge but rathis that the knowledge is pro-
duced on the specified power’s area (wider: indpecified cultural area). Due to this
there are some scientific discourses which — witlnmuintention of the scientists — are
produced as a constitutive element of the knowl&bdgepower. The knowledge is a
product not of an undefined cognitive act whatighie modern sociology and anthro-
pology rather a truism. What | believe, is ratheoastruct which has roots in the cul-
tural processes, including the mechanisms of thieiral and social violence [see. Zy-
bertowicz 1995, Kempny 1994]. Due to the subjecthi$ article | am not going to
extend this methodological — epistemological threadll finish just with a conclusion:

if the knowledge is a part of the cultural violerqm®cesses, the case of time and the
favourable social changes was including the knogdeisito the frames of the cultural
resistance. As Foucault proves:

(...) the discourses are not submitted once foraveéhe power or inverted into it. We
have make an assumption that there exists unsdableompounded game in which the
discourse may be an instrument and a consequene gower but also a barrier, an
obstacle, a point of contumacy and a foreshadoanadpposing strategy. The discourse
transmits and products the power; empowers it kad eines, exposes, softens and
promotes its damming. [Foucault 2000:91].

In the end of sixties the university stopped tooody a disciplinary institution, it also

became a field of birth to the new emancipations&salrses which appeared in the hu-
manities mainly in theultural studiesfield. If the modern humanities, for instance, was
explaining removing women from the public spherthwirious theories according to the
female physiology, the brain’s structure and soliowas proved that, first of all, there are
some biological organism’s conditionality and tlkeenfle personality that unable to any
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women fulfilling any public functions in politicsr@conomy efficiently. The new post-
modern humanistic indicated to the cultural reasfrthis kind of theory as they are an
important element of the mechanisms of violenckeddhe ‘patriarchal violence’. Saying
in different words — the violence substantiatedrttae dominance [Bourdieu 1998]. If the
modern knowledge about sexuality regarded the de&uality as the only right sexuality
and all the rest of human desires was put on erijecompleted classification of the
deviations, so the post-modern humanistic reflactevealed the normative statements
hidden behind this narration. What is more, it \ats® indicated that the sad form of a
homosexual (and the other figures of the charaeterin the discourse ‘deviants’) ap-
pointed to life in the medical discourse in the efithe 18' century was not any reliable
relation of the person’s features described as Bema@l. It was just a cluster of stereo-
types and prejudices which function was to emphkagiz deviation of the homosexual
desires [see: Kochanowski 2004]. This processingriei the many disciplines and con-
nected with various social and cultural fields, wassisted of genealogical proving the
cultural roots of some definitions used in the hnistic science or in some medical sci-
ences. What is more, it also described the meamapighe cultural violence which were
conducive to create those definitions and the taedrased on them. | would also like to
emphasise that it initiated a new method of desagithose instances as a sex, a sexuality,
a race and an ethnical case what will not inclirdenew description in the procedures of
the knowledge/the power. In Poland this problemeapgd later on, in 1989, after the
breakthrough which was isolating the Polish sdig#dl from the changes taking place in
the western Europe. This retardation allows usbeover very carefully the fascinating
process of the Polish universities’ opening todiseourses of the knowledge/the power
what actually reveals its involvement in the difingry power’s practises. A great in-
stance is a attempt of the authorities of JagiglotUniversity to unable to carry out the
scientific conference about homosexuality and,lifindt took place in the suburbs of
Cracow. What is the most important, in the same yethe main university campus the
anti-homosexual conference with participation aheacatholic operators and priests was
organised [see: Gruszamka 2004]. This kind of incidents causes that theyecomes
naked and the procedures of the knowledge/the peweident. The fid leaf of the scien-
tific objectivity falls down when as ideological ifiean: political, non-scientific, quarrel-
some, slippery) the conference analyzing the dispdtion structure of the non-
heterosexual people is treated. At the same timecanference which considers the threat
of the gay’'s and leshian’s movement to Polish feasibr the problems of ‘curing’ homo-
sexuality is regarded as the scientific one. Thasdents and messages reveal more then
distinctly that analyzing the role of the univeysivithout appealing to its disciplinary
function — and after the cultural revolution — egipation’s function does not allow to put
a question about its mission in the full and exeay.

In the nowadays world universities still fulfil asdiplinary function: the knowledge cre-
ated at the universities and transferred in thecatinal process not only preparing to
take some professional operations but also it keieraely important socializing function,

it teaches how to perform any duties in the sdigld. Thanks to appearing the discourses
of the power/the resistance which help to get tovkithe social handicap areas and exert
role of the scientific knowledge in its legitimiiat, then the transition from using the
knowledge to create the normative homogeneity fieltiean the social area where eve-
ryone is obliged to realize the projected normsitintain the existing domination match)
to a rehabilitation of the heterogeneity and reawngathe real emancipating knowledge’s
potential. Obviously, this transition is just aleetion of the cultural changes which took
place in some European societies (and some Amegisarell) in the second half of the

37



| Jacek Kochanowski

20" century. Its result was to reveal that what waspesed to be unrevealed: the role of
the knowledge and the knowledge’s institutions ab i the mechanism of the normative
power. It has great consequences not only in ajpygetire new methodological humanis-
tic sciences but, what is more important, in thefiming the university’s mission. The
fiction of the unprejudiced knowledge’s temple b tteaching the elites of every nation
became impossible to keep it on so the operatitmsiag defining its mission in the new
conditions. Unfortunately, the collapse of the aband cultural mission of the university
caused a processes | indicated above: the ecortamizd the university. Bill Readings
[1996] indicated this process in his famous boek¢ctinnected the end of the epoch of the
national states and the necessity of supportingogemeous national culture and teaching
the elites). In the meantime the university is b@ag and producing the knowledge ad-
justed with the highest human quality, no matterapistemological conclusion according
to the relations betweeérintellectus et rei! It is still a basic institution in which frames a
men/women tries to understand his/herself and tinewsnding reality and the created
knowledge helps him to convert the world. This kiemlge still plays a double role: on
one hand it may provide us with the explanatiorthef existing system of the social
norms, on the other hand it may also cause an opeafithe social field to the heteroge-
neity and support the processes of limiting theiadaojustice fields. The disciplinary
function remains still actual as, what Foucaulidates repeatedly, there is no possibility
of evicting the knowledge’s relation out of the isbdield: social interactions have to be
governed using some rules for maintain the elemgrgeedictability of the world in
which we all live. Although, it is necessary — ity @pinion it should be a direction of the
attempts of renewing the university as a centreibbinstitution — completing its discipli-
nary function of the emancipation’s function. | méhe university has to provide students
with all the competences enabling them functionimthe various, global, post-traditional
(or rather: multi-traditional) community.

The case of competences seems to appear as dne oéritral problems as it indicates
a direction of a reorientation of the universitgigssion. In the frames of above described
economism the professional competences should péasized and | would like to call
them the instrumental competences — so the knoeledgd abilities’ competences were
very useful when taking up the professional openatiand enabling solving exact tasks
and problems. While projecting those competenceés aixtremely important and highly
emphasized that the role of the cooperation betwleerknowledge’s institution and the
social and economic surrounding of the univerditgnks to which any university will
provide the market and social communities with ifjedl specialists. New challenges,
carried out by the university, make us to emphagézg important meaning of theom-
munication competence§o be more précised, the knowledge and abili&eabling
building the social fields as a field of agreembased on a respect for heterogeneity.
Those competences are necessary to build an caded lon variety and co-existence not
on a exclusion and homogeneity. No matter if wermaeaocial order based on a regulari-
zation of an institutionalized or accidental intengonal relationships or if we mean an
order in any organization being a cooperation fanynorganizations aims. Finally, in the
times of revealing the procedures of the normatiekence a great meaning has a reflec-
tive competences as well which enable the indivglt@analyze some elements creating
own identity and taking up an enterprise of théemtive construction of own ‘me’. Those
competences may be called as critical competenb&hvmean an ability to criticize a
reflection own cultural condition. An ability toitical thinking and an ability to creative
discussion are the necessary abilities of the ¢ddamen in the ancient times yet. Al-
though, the crisis of the social university’s fuantconnected with a tendency to eco-
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nomic view of its function caused knowing the vahfethe ancient abilities and their
meaning to the shape of the post-modern social. fiehe post-modern society, as let's
take, Zygmunt Bauman [2000] indicates, is the dpciehich basic feature is variety,
flexibility, instability and due to this the ung put into the necessity of almost everyday
confirming own auto - definition or its transforrimat and suiting to the changeable reality
requirements. It is not enough that the instrunidimawledge, enabling to make exact
tasks, the current men badly needs some refleabiltties which will allow to deal with
endless amount of news, opinions, ideas, idealéces] orders going form the great tech-
nical infrastructure and so on. The reflective petances, so the ability to analyse criti-
cally own and other’s figures and opinions, thewdenlge about the conditions of human
operations, including own activity and an abilibyuse this knowledge to solve the every-
day problems. It becomes a basis of using answiretpost-modern chaos, where noth-
ing is obvious, stable and unequivocal. This reatitan obvious way begins a feeling of
lost and fear and it is only one step to searclfingescue in the closed, hostile to the
‘others’ communities. Xenophobia starts in a feldisappearing of that what we know
and, as Richard Sennet [1998] indicates, ‘we’ ésdhly ‘predictability’ sphere. The cur-
rent men highly needs the knowledge and the alsiitying him from the temptation to
hate to the others. Hate is treated as a mediointhé breakdown of this what known,
traditional, domestic. This is a reason why enalgpgiperations for the variety, openness
and critical reflection to the basic aspects of uhesersity’s mission is not only a try to
put an educational reflection in the trends of ifashble cultural cases. What | mean, is
searching for a proper university’s mission’s digfim that it would be suitable with the
most important world’s issues.

All the considerations presented above substarttigtenecessity of putting the univer-
sity’s range of problems as the knowledge’s intitituin the perspective surpassed behind
the economism’s horizon. This perspective has ke tato consideration the described
above basic aspects of a social change which ttzae pn the last decades. The conclu-
sion of this article is the following statemente thniversity cannot and should not be
reduced only to the ‘Smithy of staff’ to the econoas it fulfil and important social role
as a basic part of the expert system. Moreovgiariicipates, no matter the science peo-
ple’s intentions, in the processes of creatingstiwal field and obliging rules. It puts on a
great responsibility that they cannot escape inéostory about neutral searching for the
truth. If the knowledge, as the knowledge/the poviidfilled and still fulfils and impor-
tant role in planning and substantiating the emisep which aim is to stabilize the social
order. That is why, the knowledge, as the knowlétigeresistance, has to become an
element of the process of the liquidation of theated in the past and being created now,
marginalization spheres and the structure of te@md various communicative society.
To be honest — we have no choice. The globalizgirogesses, the development of the
communication’s techniques and transport, changiegcapitalism model and creating
the world global economic system, these and otbeditons withdraws us more and
more from the modernity with its paradigm of theusture of the social order forcing the
mechanisms of the common system of norms and vatussvorth to add — that it luckily
withdraws as the normalization system was only iptssghanks to putting those who
were defined as the non-normal behind the socialdse or behind the margin of society.
The nowadays world is the world where any varigtgdmes an element of the everyday
experience for each of us. First of all, the umifyprocedures of violence lost its power
due to what more people are brave enough to logerding to their desire, needs and
dreams. Secondly, the newcomers from different dgodre our neighbours, employers
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and teachers. In Poland and in other post-commagbisttries this processes has been
taking place since 20 years. That is why, the oblthe expert institutions, including uni-
versity, is more important in carrying this procesg. The university as an institution
engaged in empowering democracy, broadening thentomncation based on respect for
variety, creating the innovative economy bettedidgawith problems of poverty, search-
ing for the method of dealing with new and old siskasons — this is the vision of the
university which releases.
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JAN FAZLAGC

CHAPTER 4
TEACHERS AS KNOWLEDGE WORKERS

1. INTRODUCTION

Formal education is a continuous process, whictisstd the pre-school stage (children
aged 3-5) and finishes at university level. Thusnary and secondary education is inte-
gral elements of the skills improvement processdifionally, teachers have relied on
their tacit knowledge but in a knowledge-based enoon(KBA) professionalism requires
codification of knowledge. The role of teachersdgialy transforms from ‘counsellors’ to
‘learning process managers’ whose work has to bearehed and improved thanks to
scientific research. The quality of education delseon continuous upgrading of skills by
teachers, which includes also unlearning of outtatells and changing mental models.
Teacher training is thus not only method of addimgre competencies to the teacher’'s
body of knowledge but also a method of changinghees’ mindsets. We can no longer
rely on the assumption that the development oihseiés possible through mortality (at-
tributed to Max Planck). Nowadays the lifetime obkledge is measured by decades —
not by generations.

2. TEACHERS IN A KNOWLEDGE-BASED ECONOMY

A knowledge-based economy functions thanks to thekwef groups of professionals
who make intensive use of knowledge. In the fastvledge-intensive workused to
be the domain of a small elite. Today the numbékonbdwledge workers” is increasing
rapidly in all developed and developing countri€sachers are also included in this
category. However, the way in which they use knogte differs from that of other
professional groups of knowledge workers, in tharein the age of computerisation
their work has not changed significantly for decade

Teachers are at the very centre of the educatwoeéss. “The greater significance is attrib-
uted to education [...], the more important isrble of the teachers responsible for educa-
tion” [Day 2004:16] Teachers must make use of tkeowledge in their everyday work.

Professional development requires learning, whidleg place in various forms. These in-
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clude natural learning, sometimes opportunist lagrrand sometimes opportunistic learn-
ing. Teachers learn partly through formal trainbogirses, but above all through their spon-
taneous observations and reflections during theikwat school or meetings with their fel-
low teachersThe teaching profession is one in which it is neagsto make intensive use of
knowledge, thus teachers can be categorized addagsworkers. The teaching profession
requires creativity and constant use of judgemethér than functioning according to a
simple set of procedures). The object and the anbstof the teaching profession, as well as
of teachers’ everyday work, is action which isiinédly diversified, individualized, uncon-
ventional and referred closely to a human indiviguho is by nature very spontaneous and
different from others), and moreover continuousigriges with development and progress
in science, culture, technology, civilization andnebcracy [Komorowski, Pielachowski
2004]. Teachers today cease to be the repositafriesowledge and information. They are
becoming ‘doorkeepers’ to the countless and uraligravailable information sources. The
“products” of teachers’ work are anticipated changethe personality of pupils and their
proper and multifaceted psychophysical, intelldcarad ethical development. Teachers’
work involves influencing the pupils’ minds: eduoatusually leaves few material artefacts.
This considerably hinders the amassing of knowledbgeit the best methods of teaching.

There are altogether 498,370 teachers in Polandh&fe, 347,155 (69.6%) work in
cities and towns, including 272,627 (78.5%) femalachers. The remaining 151,215
Polish teachers (30.4%) work in rural areas, aegdtlinclude 123,588 (81.7%) women
[Oswiata...2005/2006:388]. The work of teachers withie ducation system is regu-
lated by a special Act of Parliament, called thacfer's Charter [2006:62]This Act
specifies the terms and conditions of teachers’leynpent, their responsibilities and
rights, as well as their professional grades artariea. The largest number of Polish
teachers (46%) are employed in primary schools. §é®mnd most numerous group
consists of secondary (middle) school teachers §28% third largest being teachers at
general high schools (12%). Teachers in technichbals make up 8% of the total,
while teachers in vocational and technical scheatsh account for 3% of the total.

Primary and middle schools have more teachersgteos than do the higher schools.
Teachers working full-time make up on average 84%he total, and the largest per-
centage of these can be found in primary schods3¢8), with the lowest in general
high schools (78%). The lowest average pupil-t@itea ratio is recorded in primary
schools (14); this ratio does not differ much betwé¢he various types of high school,
standing at 19 students to every one teacher.

In the school year 2005/2006 more than 51% of t@chad the rank of nominated
teacher, and more than 26% were chartered teacBerdract teachers and trainee
teachers made up respectively 16% and 5% of tlaé fbhere are no significant differ-

ences between urban and rural areas in terms digiébution of teachers by grade.
There are slightly more contract teachers (2.2%ejnand chartered teachers (3.5%
more) in towns than in rural areas. There areivelgt more nominated teachers in rural
regions (a difference of 5.5%). Teachers employetillage schools account for just

over 31% of all teachers, which is due to the senallmber of schools in rural areas.

Women make up 89% of the population of teacherthdrprovince of Podkarpackie the

number of female teachers is the lowest, buttkgl account for more than three-quarters
of all teachers. The largest percentage of worash@gs is found in the province Sifiskie
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(Upper Silesia), where 81.7% of teachers are ferii@le male teachers $iaskie and Ma-
zowieckie provinces together account for more 2@ of all men teachers in Poland.
Teachers’ professional development is essentiabnbt to raise the quality of educa-
tion, but even to maintain it at an unchanged le$eleking an optimum system for
rewarding and overseeing professional developméet,planners of the educational
reforms created the system of teachers’ gradesmtlyrin force. Those in the teaching
community have many reservations about this syséewmh,it provokes a lot of emotion.
The issue of teachers’ grades and promotion des¢oviee analysed in depth in a sepa-
rate paper.

Teachers are employed in schools and within thbenigducation system. The educa-
tion sector is one of the pillars of a knowledgedth economy, because education is
one of the sectors that make k-intensive use ofvledge, as are the hi-tech manufac-
turing sector and the health service sector. Butoimparison to at least these two sec-
tors, education lags far behind in terms of therelegf development of knowledge
codification is concerned. It is clearly shown stalled surveys that academic centres
carrying out research into education do not enjoligh reputation among policy-
makers (the Ministry of National Education), headahers, teachers, or employees of
schools inspectorates.

One of the reasons for teachers’ excessive workisatie fact that, as is shown by
British research, half of the time spent on periogrtheir professional duties is dedi-
cated to tasks which could be performed by employeieh lower qualifications. Doc-
tors on the other hand delegate many responggsilit trainees and nurses, and are thus
able to focus on their main responsibilitteRelieving teachers of their many duties
involving administrative work would raise not ontheir productivity, but also their job
satisfaction. The time thus saved could be usetkaghers to carry out scientific re-
search, for example. Teachers’ practical knowledgeurrently seldom used by aca-
demics. The establishment of a new category ofheraesearchers might create new
opportunities for the creation and transfer of klemlge within the education system.

3. PRIMARY AND SECONDARY EDUCATION IN THE INNOVA-
TION SYSTEM

The national innovation system is thought to cdrifisuch elements as technology
parks, business angels, venture capitalists, R&ires and universities. Lower-level
educational institutions are neglected in this tataion — unrightfully so.

The education system currently diverges from odwmomic sectors that make inten-

sive use of knowledge, because:

1. Management in education does not currently maksaouns systematic use of the
latest achievements and discoveries in such figddthe theory of leadership, emo-
tional intelligence, work organisation, change nggmaent, etc., but is based on an
intuitive approach. In this approach, knowledge uildmow to teach effectively is

2 The definition of what is a responsibility (a thskas raised by P. Drucker, who states that andmgment
in the productivity of knowledge-based organizagiaran be achieved by relieving specialists (knogéed
workers) of duties which involve performing auxifiaasks. See: P.F.Druckétnowledge — Worker Produc-
tivity. The Biggest Challeng€alifornia Management Review, Vol. 41, No. 2, Wimn1999, p. 79.
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codified to a considerably lesser extent than iswkadge about how to build a
modern computer or perform complex surgery.

2. The potential damage resulting from non-knowledgsell actions in education is
considerably smaller than the consequences of écaladror (healthcare sector) or
of a bug in a computer program controlling a speafe¢the high-tech sector).

3. Market development and competitiveness are préeeatmuch lesser extent in the
education sector than in the health services,matention the high-tech sector. This
means that there are fewer incentives for wellffoning entities to improve further,
and no mechanisms for excluding head teacherder taachers whose performance is
poor.

4. The education sector is more dependent than o#lmtors on local cultural factors.
Transfer of the “best” technological knowledgensammensurably easier than the
transfer of best practices in education.

5. The education system’s goal is the transfer antivetibn of knowledge. Paradoxi-
cally, however, the teaching community does ngpldisany great interest in mak-
ing use of the results of education research iir therk. During a dozen or so
years of professional work every teacher gainsgehuass of teaching knowledge
that remains in his or her exclusive ownership.yGnsmall part of it is transferred
to others or codified [Knowledge... 2001:68].

6. There is no system for the dissemination of knog#edbout good practices like
that which functions in medicine. Inasmuch as dactre substantially interested
in learning new treatment methods, the interestranteachers, if any, results from
external compulsion. Dissemination of informatidvoat the best teaching prac-
tices may not be equated with knowledge transtachers often “gossip” about
their work. We have knowledge transfer if one peisexperiences become an issue
for reflection for another person, and then mo&vaim or her to perform experi-
ments aimed at adapting that knowledge in a newegtnAs well as knowledge
transfer we should also speaklkafowledge transpositiofiKnowledge... 2001:76].
Transposition involves the geographical relocatidnknowledge (e.g. to another
school or province). Transfer and transposition ratatively easier for teachers in
primary schools than those at secondary schooks.e$hential feature of knowledge
is its “stickiness”. This relates to the costs aamdources needed for its transfer.
Communication success is usually determined byspieaker's commitment and his
or her reputation in the recipient's eyes. Instmgcbn training courses for teachers
rarely consider this aspect of knowledge. It appéam research carried out in 1996
that the main obstacles to raising teachers’ coemget are lack of absorbing capac-
ity, ambiguity of the facts presented about whatka@and what does not, and prob-
lems of communication between instructors and &@cfszulaski 1996 in Knowl-
edge...2001:77].

4. KNOWLEDGE-WORK OF TEACHERS IN CONTEMPORARY
RESEARCH ON KNOWLEDGE MANAGEMENT

Nelson [2000] states that knowledge in the edunatistem develops very slowly com-
pared with other fields: “good educational praesibiave been known for many genera-
tions. And one cannot state with absolute certaiméy we know more about this [*how
to teach well”] today than a hundred years ago'rflypHargreaves 2002:7]. School has
not changed much in this respect over the lastyEa®s. Dominique Foray reaches the
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conclusion that knowledge in education resemblesvi@dge in medicine at the begin-

ning of the 19th century: it is knowledge functiogiin an uncompetitive environment,

based on a humanistic model, where formal scientésearch is of secondary impor-

tance, and the degree of knowledge codificatiarmishigh [Foray, Hargreaves 2002:5].

But we should anticipate greater progress in tithfication of teachers’ knowledge. At

the start of the 19th century medical knowledge ®alas uncodified to a large extent.

The training of doctors was based on relationshef ihaster-apprentice type. Today

medical knowledge is available in a codified forknowledge about teaching will

probably undergo similar evolution. But before thiscurs, new attitudes and behav-
iours must become established among teachers.nTdysinclude the popularization of
the following attitudes (“mental models”) amongdears and the heads of educational
institutions:

e The majority of knowledge is already available: thsk is merely to find its
source or holder.

* Teachers have the right to choose a method of gaikmowledge depending on
their individual style of learning.

* The perfecting of teaching skills is both a dutd anprivilege.

e | am a link in the “knowledge management systentiave to be ready to share
my knowledge and to gain knowledge — the transadtiwolving exchange of
knowledge with those around is favourable to me.

e The codification of knowledge will facilitate acseto it for a wider circle of
users and prevent its being forgotten.

« Professional development should involve a positivenge in behaviours, and the
bridge linking the knowledge of things with the kvledge about how to act is
know-whyknowledge.

*  The majority of knowledge can be codified.

* Knowledge about “experts” should be kept in tharfaf “know-whodata-
bases”.

Michael Fullan explains the slow development of Wiemlge in the education sector in
terms of structural and prescriptive reasons tteata inherent element of the history of
the evolution of educational systems [Knowledge 020The structural reasons result
from the range of teachers’ duties. During the \ivarkday teachers usually have little
time to meet with each other and for self-developm&he prescriptive reasons result
from the fact that teachers are not used to rewgiand transmitting information. In many
cases sharing knowledge about one’s own achievenges against cultural norms. A
teacher who talks about his or her work is percea&immodest and conceited. Teachers
commonly believe that their own achievements ansctiveries” will be of no great illu-
minating value to others, hence they do not haremdency to share their knowledge.

In the legal and engineering professions, knowlectudification proceeds in a natural
way; it is a part of the process of making use ridledge. In the medical profession,
knowledge codification is now a consequence oftthdition and culture developed
over the last hundred years, rather than an integganent of the treatment process. It
should be remembered that, in this professioms, iitoit only text but also pictures which
are of great importance in the codification of kfeage and in decision-making.

Not much scientific research is done in educatibme possibilities for scientific ex-
periments are limited, and, as a consequence, edsumade of the many benefits
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brought by scientific research. The majority of Wiedge remains at the level of tacit
knowledge. Even if some valuable innovations arelenia particular schools, knowl-
edge about them is not disseminated, due to ttkeofamotivating systems.

One of the obstacles to greater codification ofidedge is the lack of specialist vo-
cabulary. In contrast to lawyers, doctors and exgyis, teachers do not make use of
professional jargon. A description of cases infhdagogical field does not contain so
many specialist expressions as, for example, arigéisn of cases in surgery, law, or
physical models in architecture. Linguistic limitats constitute limitations on cogni-
tion.

The existence of a specialist language facilitttescodification of knowledge, and at the
same time contributes to the building of new knalgks at the boundaries of that which
already exists. As a consequence the low levelnofnkedge codification in education
makes it difficult to create professional developingrogrammes or codes of behaviour.
The codification of knowledge takes away its sutbjeccolouring, making it easier for
others to absorb. Knowledge in the form of codifiedtuments can be analysed and com-
mented on by other users. For these reasons aittificof knowledge is a precondition
for more rapid creation and accumulation of newwkedge [Foray, Hargreaves 2002:5].

The process of teaching in school is much more-lasting than a typical process of
medical treatment or the resolution of a case iartcdrhis means that the degree of
rigour associated with the quality of the teachprgcess is smaller. Single errors in
teaching practice do not usually have the sameetpences as errors committed by
doctors, lawyers or engineers.

Those best predisposed to carry out systematiameisén education are teachers them-
selves. Unfortunately the Polish system for sciienfinding does not create favourable
conditions for them to take on the role of consuka

The faster spreading of new knowledge in the edutatector is not facilitated by the
humanistic tradition of “learning by doing”. If weompare the development of educa-
tional knowledge with that of technological knowdeg we notice the following differ-
ences (considering the education sector):

1. Formal academic research into education has sepoimdportance. Possibilities of
conducting educational experiments are limited civhheans that many chances to
take groundbreaking steps in the development ofatthnal methods are missed.

2. Most practical knowledge about how to teach remairthe form of teachers’ tacit
personal knowledge. For this reason the quantigodified knowledge available in
the educational system is relatively small, whicikes progress more difficult.

Teachers make many innovations without using fornegkarch methods. However,

these innovations are made in isolation from thizak knowledge, which makes it

difficult to place the newly-created knowledge ibraader context. Teachers who make
innovations can only value their effectivenesshairt own environment. For cultural
and systemic reasons, it is not possible to vexify promote such innovations widely in
teaching.
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5. TEACHERS AS INNOVATORS - THE INNOVATIONS
IN THE EDUCATIONAL SECTOR

Even if valuable innovations are made in individsehools, they are not promoted else-
where. There are no motivating systems or institiai solutions to promote innovative-
ness in education. Most innovations in educatiorenéeave the classroom from which
they originate. Formal research on education choig at universities has little value for
practice in the educational system. Unlike tecHrknawledge, the results of experiments
in education demand disproportionately greaterreffonnected with describing the con-
text in which the experiment was either successfulot. This discourages potential users
of new knowledge from taking advantage of “goodcticas”. For the same reasons (that
is, the time needed for the codification of knowjeplteachers are unwilling to spread
knowledge about their innovations. Despite the aidss [Knowledge..2001:76] to the
transposition of knowledge in the educational systexpenditure on basic research into
educational systems is insufficient in all courgdyie.g. the UK was spending £50-60
million annually on such research in the late 1990she same period, expenditure on
scientific research in the pharmaceutical indusitglled £2 billion [Foray, Hargreaves
2002:5].

The creation of new knowledge about education aéia place within various configu-

rations or types of relations [Day 2004:221]:

1. Academics may supervise teachers’ practical actiorsupervising-controlling rela-

tions.

Academics as lecturers on professional excellerageitig courses for teachers.

Research-development relations between acadendctharteaching community:

Academics become “researchers” and observers abédnal reality.

Academics work in cooperation with teachers on aege projects, but they play

the leading role.

Academics work in cooperation with teachers undtirlgpartnership arrangement

to gain knowledge “based on practice”.

7. Creation of forums to exchange knowledge betweademics and teachers, e.g. in
the form of seminars, Internet newsgroups, etc.

oo

o

Expenditure on scientific research in educationois, which results in few studies
being undertaken in that field. There is alsodiititerest in such research from practi-
tioners. This situation could be improved if it weyossible to select a group of teachers
who would be able to generalize their didactic eiqmee and conduct research projects
while observing all the rules applicable to sciéntiliscoveries. Such a solution would
make it possible to retain important, valuable beas in a situation where the dip in
population is forcing a reduction in employment.

Progress in educational knowledge would be fadtéedachers were involved in the

development of that knowledge. Creating a categdrieacher-researchers, stable in
number and spread throughout various types of $shemuld be an ideal solution.

David Ebbut describes such teachers as educataefitioners who make use of the
full scope of instruments used by researchersdrstitial sciences (see Table 1).

The vast majority of teachers approach the issutsa@éntific knowledge” with re-
serve. They do not perceive university centresendtiose with an established reputa-

49



| Jan Fazlagi

tion — or the research conducted there as sourcesedul, valuable knowledge for

their work. There are many reasons for this whigght be listed. Professional excel-
lence training courses organized by universitiegehlaeen criticized in the past for
their clear lack of usefulness for school needsised (relatively few people could

make use of them) and the inaccessibility of treeaech knowledge on which they
were based (which was perceived as being kepshyuiardians — experts who were far
removed from the reality of school and the childesarning there).

Table 1. Continuum of active seeking of solutionsybteachers

THE TEACHER AS A RESEARCHER

Normal method

Monitoring of

Teacher - re-
searcher
Self-evaluation:

Teacher - research
Self-evaluation:

eI[eacher - research
Traditional researc

h

Sometimes has
reflections on
his/her practice,
May undertake

makes reflec-
tions on his/he
practice. May

reflections on
rhis/her practice.
Systematically

Systematically
makes reflections
on his/her practice
Systematically

of teaching own work limited methods | limited methods of methods
of practical re- | practical research
search
Works in the pri-
Works inthe | Works in the |Works in the vacy of the class- 1 Works in the pri-
. . h room, as a part of a
privacy of the | privacy of the | privacy of the coherent group vacy of the class-
classroom classroom classroom which holds regula room
meetings
Regularly Regularly makes

Makes reflections
on aspects of prac:
tice. Selects hy-
potheses from for-

tion

collection

collection

collection

: undertake undertakes ac- .
actions : . undertakes actions| mal theory.
actions tions
May use an | May ask an out- | Almost surely uses .
. . . May ask an outside
No outside outside con- |side consultant grhelp from an ouide consultant or a
consultant. sultant or a a critical friend | consultant or a supervisor for hel
critical friend. |for help. critical friend P P
LQC" of system- Informal man- Systematic data | Systematic data | Systematic data
atic data collec-| ner of data

collection

Lack of written
reports

Informal analy:
sis of data

Systematically
analyses data an
forms hypothese
Writes reports
accessible to
public criticism

Systematically

analyses data and
forms hypotheses,
Gossibly as part of

Sgroup

Writes both own
and group reports,
accessible to publi
criticism

Systematically
analyses data to
gconfirm or reject
hypotheses

Writes reports
accessible to publi
ceriticism

L
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Systematically
makes reflections
and makes changes
to his/her practice.
Also involved in the
process of profes-
sional excellence
through testing
hypotheses at insti
tutional level

Source: Ch. Day, Rozwo6j zawodowy nauczyciela. Uczepipreez catezycie, Gddskie Wy-
dawnictwo Psychologiczne, Gikk 2004, page 74, after: D. Ebbutt, Educationaliatctre-
search: Some general concerns and specific resedirch Issues in Educational Research, R.
Burgess (ed.), 1985, pages 152-174.

. Systematically
| Tries to make .
Regularly makes . makes refletions,
reflections on

reflections on |then makes

; .| his/her practice .
his/her practice reqularly changes to his/h
practice

Hopes to contribute
to the developmen
of formal theory

Krzysztof A. Wojcieszek [2000] lists the followingsues which require urgent adapting

action to be taken:

e increasing risk indicators for children and the yguassociated with social and
market changes (e.g. rising indicators of dysfumal behaviours: alcohol use,
drug use, bullying, premature sexual initiationyg® - manipulation, isolation,
fear of unemployment, crime);

« alienation between generations and distortion tthicali messages (the media play
a greater role than the family);

« difficulties experienced by the educational systarcooperation with parents (in-
ability to cooperate with parents for upbringingittchildren);

« rapidly changing demands of the employment mankbich force permanent edu-
cation and re - qualification;

< rapid technological advancement (computerization).

5. CONCLUSIONS

Teachers are a numerous professional in every gount Poland there are more than
¥ million teachers. Such a large group deservdejith studies coordinated with studies on
other professional groups e.g. lawyers, enginelerstors. The development of a KBA is
possible through knowledge-based strategic desisiod those decisions should take under
consideration the dynamics of professional netwofkere is a need for inclusion of pri-
mary and secondary education in the national inf@vaystems. If tire manufacturers cater
for their own caoutchouc plantations, there isreason why the business world should pay
greater attention to the primary and secondaryagiturcas a source of future talents.

Traditionally universities have relied on teacheatsility to self-educate. It was the
corporate world which led the life-long leaning reavent by investing in their employ-
ees education. Now universities must support tamlag process of teachers by creat-
ing systems of skills improvement.
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ADA PELLERT

CHAPTER 5
HUMAN RESOURCE MANAGEMENT
AT UNIVERSITIES 3

1. INTRODUCTION

In people-intensive organisations like universijtivkeman resource management com-
mands a key role in the context of overall inskitnél development. Even though peo-
ple are the most valuable asset of educationatutiehs — also in financial terms — and
many universities have established procedureshfoatiministration of personnel, they
seldom have strategies or processes in place fan&ging” their human resources.
There are, of course, various root causes for tnisthe one hand, educational institu-
tions are very specific organisations in themselaasl on the other hand they are gov-
erned by a rigid regulatory framework. The past f@ars have seen growth in institu-
tional autonomy whereby educational institutions given more and more responsibil-
ity for managing their own staff (which has alsameoto mean that they act as “em-
ployers™). Given that better options for shaping amanaging the human resources pool
have come in the wake of this development, attansioould now focus on devising
suitable human resource management tools.

2. PREREQUISITES FOR SUCCESSFUL HUMAN RESOURCE
MANAGEMENT

Shared Understanding

In order for HR-management to make a lasting cbution toward quality improve-
ment of and institutional self-reflection by educagl organisations, it is necessary for
all stakeholders to have a shared understandingogtanisation, through joint action,
is possible and desirable. This calls for an orggtional culture which not only accepts

3 First time published in: A.Pausits, A.Pellert (Bd$ligher Education Management and Development in
Central, Southern and Eastern Europe, Waxmann ¢y &tabH, Minster 2000, p.109ff. Published here with
Author’s consent.
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responsibility for maintaining and improving theatjty of work through putting in
extra time, effort and personal commitment, butohtalso provides the necessary insti-
tutional framework and mechanisms.

Strategic Goals

Educational reform in many European countries atthe increasingly autonomous
educational institutions to pay closer attentioriheir goals, tasks and specific institu-
tional profiles. Overall, it will take many smaleps to develop the ability to formulate
collective targets and strategies. Strategising n®esetting targets, controlling and
monitoring the development of one’s own institutidacusing on pivotal points for
achieving one’s goals and implementing change.

Structures, Procedures and Attitudes

“Structures” (such as the applicable public seetoployment law and pertinent remu-
neration system or demographic changes) are agkeydge point of human resource
management. Without structural changes, a transftmm personneddministration to
human resource management in the educational ssct@rdly conceivable. Besides
structures, “procedures” are an area of concefluinan resource management. In this
context, procedures mean changes in interperselaians, decision-making and man-
agement style — areas which require building up skills and competences. If change
is to be initiated, it first has to be determinealvhthe existing organisational culture
shapes its members. For change to actually happenjmportant that people’s atti-
tudes start to change, at least gradually. “Atgsidrefers to what the members of a
particular organisation think and feel in termstlo¢ir daily work. And so structures,
procedures and attitudes are different, yet equmibortant areas of intervention.

The Functions of HR-Management

The term human resource management includes alinglrative and coordinating

tasks referring to the employees of an (educatjom@anisation. The most important

dimensions of human resource management include:

* Personnel Planning and Recruitmenthow to recruit the “best matches”? how to
establish good practice in search and selection?

« Performance Review:what are the standards? Who sets the standardsapyties
them? How are standards negotiated?

« Retention: how to maintain high levels of performance, mation and job satis-
faction? How to secure potential- and target-oatatt thinking and acting, at all
levels of the organisation, and for the benefihghared identity/university profile?

* Human Resource Developmentwhich specific (potential) development activities
are to be deployed in the organisation?

Leverage Points of HR-Management at Universities

Universities are, for the most part, not self-corgd organisations acting as employers.
This is, however, only one of the factors for whynfan resource management is still
poorly established in higher education. Anotheructtiral reason lies in the highly
individualised way performance is generated. Ursitirs are described as fragmented,
loosely coupled organisations, where individuafganance is highly valued. Actually,
there are only few places and occasions which erthiel setting of shared institutional
standards, such as in human resource developrhergetection or promotion of staff.
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Due to the highly individualised form of work cordded at universities, certain indi-
viduals have lots of elbow room in decision-makiegen when it comes to the issue of
who is going to be promoted and who is not — thgetof autonomy produces highly
individual results. In terms of individual careetlps, it is much less a particular organi-
sation, or single university, that determines wisameone is headed, but rather the so-
called “invisible college” of faculty peers who aatross institutional borders. This look
at organisational culture adequately explains thais quo of human resource manage-
ment at universities. The neglect of staff-reldt=iies is also attributable to the fact that
the set of skills and competences every new mewfithe organisation brings with him
or her is considered to be sufficient in itselfdiliduals are held accountable for them-
selves; continuing education basically means aoguimew competences in one’s own
area of expertise. The paradigm of individual pemniance is one of the reasons why
experts are accustomed to acting autonomously. Tisewlly invest plenty of time,
money and energy in developing their expertise ey are used to focussing on a
particular field of knowledge, leaving other ar¢aother experts. Generally speaking,
many educational organisations are characterisesd matrix organisation with a two-
fold “logic”: One is the logic of the organisatiamgtitution, uniting different experts
and disciplines under one roof; the second is delof the discipline, uniting experts
of the same discipline across institutional bord&mofessional identity, as such, is
closely linked to the discipline; meanwhile, thedipline is anchored more strongly in
the monitoring of academic achievements. Accorgingbme of the classical tasks of
HR development in the academic realm are performi@docialisation in a particular
discipline, for example, the convention of histagaln contrast, the idea of “human
resource development” is more orientated towards‘dihganisation”, to which there is
little attachment. Likewise, the orientation, atiwamsities, towards the international
scientific community is characterised more strorigyyattachment to a specific disci-
pline beyond the confines of individual organisatioStepping up the career ladder in
one’s own institution is considered less of a sssdban mobility across borders, both
in geographical and organisational terms. If suitatoncepts for human resource de-
velopment at universities are to be deployed, tatus of the university as an interna-
tional organisation must not be overlooked. Theeereo common standards, as yet, for
such key procedures as staff selection and perfmwenaeview, and so the quality of
these procedures varies with the “inborn talentthofse in charge. Most procedures are
“tailor-made” and performance reviews tend to fallthe logic of the discipline [Laske
2004:38] while other aspects of being a univer@gcher (such as management, teach-
ing and continuing education) tend to shift oufaafus.

3. CURRENT CHALLENGES OF HUMAN RESOURCES MANAGE-
MENT AT UNIVERSITIES

Development of an HR-Strategy

It is being increasingly understood that in ordmrd particular profile to take shape, it
is essential that staff-related aspects be takéem account and that content-related
strategies are actually endorsed and implementethdoynembers of an organisation.
The development of an HR-strategy appears to be qui “unreasonable demand” for
fragmented and specialised expert organisatiors aviraditionally decentralised staff-
ing and resourcing policy orientated almost exefelsi towards the discipline and its

55



| Ada Pellert

logic, and not towards the organisation and itsralverofile. The development of
shared HR-standards is thus a decisive factor institution’s capacity to act.

Adequate Career Path Models

In the European discussion, the American TenurekF&ystem is increasingly being
regarded as exemplary. “Tenure track” refers toaseer path model for university
teachers: typically, the incumbent starts ssisiant professoand is later promoted to
associate professpand finally become#tull professorwithout having to change posi-
tions. This model affords high job security, praddthe incumbent maintains a con-
tinuously high level of performance. The tenurénitiated by a preliminary phase of
scientific “probation” in the doctoral and post-tloal stages and is associated with
substantial institutional mobility. The tenure kaas such is usually characterised by a
high level of professional stability; however, gnitnto a tenure track is determined by a
highly selective and competitive process. Whileaotenure track, university teachers
have to undergo a process of continuous evaluatidmperformance assessment.

Implementing Human Resource Development

In order for an HR-strategy to be deployed succdlysfit is necessary to follow

through with HR-development, which aims at promgtiand strengthening certain
competences on the part of the employees. Stepepyuniversities are discovering the
vast potential this area holds. More and more ugities are taking responsibility for
providing adequate preparation and loyalty-buildaigyoung teachers by offering op-
tional or mandatory qualification courses for junieaching staff. In contrast, it is still a
rare thing for more senior staff to be trained(fmeople) management functions.

Leadership Skills Development

It is gradually being recognised that the acquisinf management and leadership com-
petences is pivotal for institutional autonomy a&mel shaping of an organisation. People
management is a non-delegable task; it requireiefsavho are aware of the demands
of their position and who are prepared to take ghaCurrently, universities tend to
give little recognition to successful managers kadlers. Therefore, it is also necessary
to reconsider recognition and reward systems amdvity reputation mechanisms work.

Professorial Appointment Procedures

Professorial appointments are centralised staffigjsions of a university. The staffing
rationale, which follows almost exclusively the iogf the discipline, and which is

characterised by the closed-shop mentality of so@mhmissions, the long duration of
the appointment procedure, the seniority-by-agethoise appointed and the semi-
professionalism of the selection mechanism (whictu$es mainly on the length of
publication lists) is increasingly under attack. fglaver, strategies aiming at the overall
development of the university are hardly taken extoount during this process.

Promoting Young Researchers

Promoting young researchers has been a seriouemgplever since it the realisation
that it is necessary to have a sufficiently largelpf young researchers (which is cur-
rently not the case) in order to actually achidwe ambitious goal of a pan-European
university and research space. The weaknessesctdrdbstudies in German-speaking
countries are becoming a focus of public debate. ilmbreasingly international compe-
tition for the “best brains and best concepts” Hrelongoing “war for talent” in a num-
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ber of disciplines are adding momentum to humaowee development as a key in-
strument for the promotion of young researchersuwamidersity development in general.

The Professionalisation of Administrative Functions

Administrative functions in educational organisati@are currently experiencing the great-
est pressure for change. A host of new resporighilinew forms of management and the
development of tools necessary to accomplish mllate causing a substantial increase in
the workload of administrative staff. In additi@dministrators are increasingly required

to shift their focus away from a transactional peddive still common in many areas of

the public sector, and toward problem-solving assthagement capabilities.

4. CLOSING REMARK

An organisation long characterised by its statua asbordinate entity with little or no

authority to shape its own culture (and, whose messibvould — for the most part —
rather lean back and concentrate on developing thisciplines) is now required to

manage its human resources instead of simply adtaimg its staff. This is a culture

shift not to be underestimated in its dimensionenta new service orientation in the
administration of personnel, to building leaderssiqils at an expert level, the change
in culture must permeate the entire organisatidm fliture-bearing preoccupation with
HR-issues can be a key element in the profilinostitutions.
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CHAPTER 6
A FRAMEWORK FOR RELATIONSHIP-BASED
HIGHER EDUCATION MANAGEMENT

1. INTRODUCTION

The competition on the higher education (HE) marllae to the increasing number of
public and private higher education institution€&(s) as well as the Bologna process as
driving power of a new European Higher Educatiora\force institutional changes.
Based on this and new HE regulations in many Ewom®untries HE is in a change
process. More market and stakeholder orientatianseto competition-oriented HE-
system, to new profile development at the institugi and underline the need of (for
HEIs) innovative management instruments. HEIs hts in need of modern manage-
ment approaches and tools to cope with this “coitipetstress”. The question of ex-
actly how these concepts are implemented is thicptar challenge faced by an expert
organisation [Pellert 1999] on the way to furtheveloping the organisation of HEIs
and the corresponding professionalisation of th@agament. In the same time HEIs
have demonstrated a certain amount of resistaraiesighe adoption of new models as
well as reform ideas. In many cases, Humboldt'alidd autonomy runs counter to
Machiavellian objectives and limits as well as #tate and governmental influence
[Clark 1983]. Thus, there is a conflict of prioesi between the impulse for renewal and
the necessity for control on the policy, institatd, instrumental and individual levels
[Hodl, Zegelin 1999:12ff.; Cordes, Westermann 20€L:Frohlich, Jutte 2004:10f.].

HEIls are knowledge-based expert organisation wisitr@ng focus on teaching and re-
search. Nowadays academic services as the thiat pilrived in the thinking of HEI
leaders and become more attention within HEIs. Btifare and research activities are de
facto services to the public, to companies, stigletat Through the strong competition on
the HE market institutions are constraining to cedor competitive advantages. Knowl-
edge production alone is not enough. This limitddsion of HEIs has to be changed.
Through the integration of a service culture thigiortasks of HEIs get an additional
support to be successful. In this “service modelHtave to change they attitudes to be
an ivory tower and should be transformed to aielahip-based organisation.
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The relationship management approach is theorlstibased on the idea of the stake-
holder-value and customer relationship managentdets have to clearly know their
stakeholders and need specific strategies to esesthtionship to them in a proper way.
This framework is a theoretical model. Some of e&ets are already implemented at
the Danube University Krems, Austria. The Univarsis a state university has over 70
percent of her annual budget from third party maipbstgraduate study programme
fees. As Europe “model project” a state universiffering only postgraduate pro-
grammes, the Danube University is one of the mosepreneurial universities within
Europe’s higher education landscape. Therefor@vatlg the framework of relation-
ship management as well as the first experienctsthis model at the Danube Univer-
sity Krems theoretical and practical issues willdiscussed.

2. THE RULES OF RELATIONSHIP MANAGEMENT

The orientation and “changes in knowledge trarisfdiiller-Béling 2000:5ff] from
teaching to learning, refer to a customer orieotein such a way that the “potentials and
processes are coordinated with the learning presigegiprovided by the students.” [Han-
sen 1999:371] An example of this is the new fldiipof times and places of learning or
the use of E-learning. The improvement of an iastih’s services takes place by orient-
ing the services towards the students, as welirasigh the better use of students as ex-
ternal factors. This customer orientation is reafidcin the main processes of HEI, i.e.
teaching and research, as well as in the percepfigtudents, strategic partners and en-
terprises as customers. The core competence of idEd8ll knowledge development,
transformation and sharing. In the same time HEBsukl become a “partner for life”
through life long learning. As a knowledge servictganisation the HEI is not prepared
for this shift. Alumni management, technology tfensentres or continuing education
centres are first grassroots trials to set up basethe core competences teaching, re-
search and academic services knowledge new redatmnand develop competitive ad-
vantages for the own institution.

Customer orientation as the motto of reform effatshigher education institutions is
more and more often the subject of scientific fadBastian 2002; Krulis-Randa 1996;
Meissner 1986:125ff.]. The approaches, for exampk Hansen, Sinz or Miller-
Bohling, [Hansen 1999; Sinz 1998a; Miiller-Boling0R) to turn the HEIs into a real
service provider are becoming more and more acdepitbin HE organisations and the
relevant ministries. These demands are reinforgeithd causality between services and
the HEIs [Bastian 2002:11f.; Heiling 2003; Hans&99:369ff]:

e Services are immaterial. At the higher educaticstitution, they include research
(in the sense of the progress of knowledge) anchieg (as knowledge transfer)
[Sinz 1998h:3; Hansen 1999:371].

e Services are largely about experience and trust,ame thusa priori not entirely
measurable [Wochnowski 1999:287ff]. For example, ¢valuation of the quality
of teaching only takes place during or at the ehstudies [von Lide 1999:135f].
Students must trust the HE institution to followaigh on the evaluation results.

e Services, moreover, require an external factoresdtare the students at the higher
education institution — which actively participaiasthe production process of the
service and thus has an influence on the qualigngén 1999:371].
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A fundamental difference between HEIs and servigergrises is the educational task.
Different target groups have divergent demands wetiard to teaching and research.
Thus, an orientation towards any individual grodpcaostomers — students, the state,
providers of third party funds, etc. — is, strictigeaking, only possible to a limited ex-
tent. Instead, the HEI has to consider the intere$tall the social stakeholder — and
customer groups (stakeholder approach) in the eonirginy educational task [Stegner
2000:1f.; Franck 2000:19ff.; Hodl, Zegelin 1999:5].

Besides their educational tasks, higher educatistitiutions also have to pay attention
to the particular logic of the relevant market ay given time. A transition from a sell-
ers' market to a buyers' market occurred. Thissttiam forced higher education institu-
tions to critically examine their own potentialsdaprocesses and to better orient them-
selves to the various demands [Thielemann 1997af8c2003:144; Rothschild, White
1993:20f.; Stauss, Balderjahn, Wimmer, 1999:1].alsellers’ market, there is little
incentive to orient potentials and processes tosvilrd expectations of different groups
of customers by means of a service orientation ri@gtdr, Eretge 1999:104]. A shift
from sovereign institutions demanding serviceshsag education ministries, to poten-
tial students has just begun in recent years. kamele, the Western Hungarian Uni-
versity in Sopron offers a business administrastudy programme in German. This
educational offer appeals to both Hungarian stidastwell as those from neighbouring
countries.

One finds different approaches to the theoretigah®nation of the education market as
a buyers’ market. Ruch calls this "trusting the kegrlace* [Ruch 2001:68ff], Slaughter

and Leslie even speak of “academic capitalism”y§lder, Leslie 1997], and Keller sees
a “management revolution” [Keller 1983:16ff] at HEThese considerations indicate a
shift from a transaction-oriented and knowledgeslas a relationship-oriented perspec-
tive in HE management. The advantages of a rektiiprorientation are systematised by
Hennig-Thurau and Klee [Henning-Thurau, Klee 1997f%] in the following way:

Social Benefitsrefer to the forming of social relationships betweustomers and
companies. In the context of higher education tuistins, this finds its expres-
sion in the social integration of students into tigher education institution
[Tinto 1993], as well as into the higher educationstitution’s community as
a network.

Confidence Benefits on the other hand, result from the degree to lwkiadents
and graduates have confidence in the action ohitieer education institution
and its members.

Special Treatment Benefitsresult from the degree to which customers expeeien
individual care by the higher education institution

Identity-related Benefits in the context of higher education stand for theaa-
tages that result from the public prestige and enaigthe higher education in-
stitution and the positive consequences they haygrafessional life.

Customer orientation does not automatically entheecustomer base, but it does create
a necessary condition for such a base. It has tbdlagly stated that periodic satisfaction
ratings and evaluations of teachers and coursea aszessary, although not the only,
requirement for building long-term relationshipgdvieeen students and any given HEI.
Today, due to the lifelong learning approach, weuase that students will not only
study at the HEI once, but they will have recourséhe (teaching) services of the HEI
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again and again over time. Thus, the relationsdies on the character of companions
for life. However, HEIs are not yet prepared foistkind of commitment. Continuing
education in sciences is still underdeveloped d&msic support and participation of
HEIs in the LLL-process, particularly at public HEIA reorientation of HEIs is neces-
sary here.

The potentials, processes and outcomes of a Hifutiet form the basis of its relation-
ship orientation. Hansen emphasises that the hegghécation institution’s processes and
potentials are rarely coordinated because “theretbsbutcome quality is not always
clearly defined and because the potentials ancepses are not interpreted clearly enough
as determinants of the outcomes” [Hansen 1999:3#@refore, attention has to be paid
to coordination in the development of the SLM modéle organisation of potentials and
processes of the production of services deterntiveequality of the outcomes.

In service-oriented fund appropriation systemsjetits are the capital for HEIs. Some-
thing similar applies to alumni, who open up attirsecooperative and financing oppor-
tunities for HEIs above and beyond the studentsliss. Thus, one of the paramount
tasks of the higher education institution is tausture its relationship to these two
groups without restricting students’ freedom in pinecess.

A relationship is based on strategy, processegangle to manage the interaction with
stakeholders in an organised way. New informatiod eommunication technologies
like internet, data warehouse solutions etc. ate @bsupport this triangle and improve
their performance.

First of all, relationship management stands ferdevelopment and implementation of
a new stakeholder-centred higher education strat#&ggorientation of all the processes
and responsibilities of HEIs towards stakeholdexs to take place in order to imple-
ment relationship management. Relationship manageisi@ higher education strategy
aided by state-of-the-art technologies that is usemptimise the quality of the relation-
ship between the higher education institution amddtakeholders in the long term. The
task of relationship management is therefore tdyapaplan and structure the connec-
tion channels of the stakeholders. Along the liok#1cKenna [1991:86ff] and Diller
[2000:20ff], the basic principles of Relationshi@iagement are follows:

Intention of a unique relationship: The objective is to set up a special relation-
ship, which has the goal on beneficial cooperafiorall involved bodies.

Individuality towards stakeholders: Different segments of stakeholders should
receive different service options.

Information on stakeholder: In order to be able to fulfil the first two poinis,is
imperative to obtain, store and analyse as muctpoeimensive information on
the relationship and stakeholders as possible.

Integration of stakeholders: According to the stakeholders’ role they should be
connected to the HEI in the best way.

Interactions with stakeholders: It is only possible to gather data and information
or to build up a relationship to stakeholders &ttllough interaction with
them.
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Investment in stakeholders’ relationship:All of these steps cannot be realised for
free. Relationship management also requires thdimess to commit oneself
financially. In view of the target successes anttomes, these are more than
just costs involved, but an investment in stakedwsddand thus in the future of
the HEI as an organisation.

This six I's are the basic driving forces for aasgdgic relationship management. The
framework for relationship management is finall\géé on these rules and has to follow
this by creating single tasks and actions to imprthe effectiveness and efficiency of
the relationship to the stakeholders.

Students
Staff City
Professional organisations Work life
Student Union Municipalities
Ministry of Education HEIls

Vocational institutions
and upper secondary
schools

National rectors conferen

NGO's

Provincial
Government
Regional development Entrepreneurial

and Contact organizations organizations

Potential applicants Media
Research funding agencies Suppliers

Parliament

Source: own.
Figure 1. Relationships of Higher Education Institdions in Mode 2

The soul of the information technology revolutidan, particular, the Internet is the

chance gave HEIls to choose how they interact widir tstakeholders. The Internet
open up the possibility to create better relatigmstwith stakeholders then has been
previously possible in the offline world. By comlrig the abilities to respond directly

for example to potential student requests and twvige the same stakeholder group
with a highly interactive customized services, Hiale a greater ability today to estab-
lish, nurture, and sustain long-term relationshhen ever before. This is also needed
by opening the gates of the ivory towers as HElramed before. Gibbons at al. de-
scribe this as the mode two knowledge productiablj@ns at al. 1994] Whereas Mode
1 is seen to be discipline-oriented, homogenoaletand more hierarchical organised,
Mode 2 is seen to be trans - disciplinary, hetemeges, heterarchical and transient. In
Mode 2, value, sustainability and social accepitgbdre fundamental criteria in the
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evaluation of quality. In Mode 1 it was the acadegommunities that “spoke” to soci-
ety. Under Mode 2 society “speaks back” at the aoad communities. Thus, the con-
ventional academic model of ‘open science’ andiplisary based research driven by
internal reflection is challenged. The connectilogtween HEI and their stakeholders is
more complex and therefore a strategic managemettieodifferent relationships to
different stakeholders’ groups is needed. The lyfation between forms of knowl-
edge and forms of organisations, and previouslarsged realms of society are becom-
ing more and more intertwined. Figure 1 shows thengexity of stakeholders’ rela-
tions in Mode 2:

The named relationships in figure 1 could be digidgo HEI to governmental bodies, to
business and to customers. All tree groups neéefelift relationship strategies and activi-
ties. The success of HEI is significantly deterrdiy the quality of this touch points to
the outside and inside world of the institutions. Mange all this different levels and
highly differentiated relationships a systematimniework is an absolute requirement.

3. THE RELATIONSHIP MANAGEMENT MODEL

The crucial point is what higher education managegd to know about their stake-
holders and how is that information used to devel@gpmplete relationship perspective.
Following, throughout a specific example of onekstwlders’ group the relationship
management model will be introduced. For this tkdlents as one of the key customers
of HEIs was chosen. The target audience contamsvtiole student life cycle from first
contact with potential student till the graduatgiss and alumni phase. The basic model
includes a set of seven basic components [Winet : 200

e adata of target audience activity,

« analyses of the database,

« given the analyses, decision about which targeieagd to target,

« tools for targeting the audience,

« how to build relationships with the targeted aude&n

e privacy issues, and

« metrics for measuring the success of the relatipnslanagement program.

An essential first stage to a entire relationshgnagement solution is the creation of
a target audience database file. This is the gnwaridfor all relationship based activi-
ties. In the case of students are this studentrdsdout also seeking for historical stu-
dent contact data from student service center. \&ffgathe important information? Pref-
erably, the database should include informatioruatiee following:

Transaction — this should contain a whole study history witldiéional details (class
attends, study and research profiles, universitivities like sports or jobs e.g. at
institute, center).

Student contacts— nowadays, there is a rising number of studentacxt points from
various channels and environment. This should nbt imclude marks and number
of semesters, but any student- or HEl-initiated taoh (student request for
a dormitory place or HEI invitation to a confererste.).

Descriptive information — This means e.g. origin, age etc. and it is égnsentation
and other data analysis purposes.
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Response to communication stimuli- This part of the information file should con-
tain whether or not the target person respondedddommunication initiative trig-
gered by the HEI or any other direct contact.

The basis date sources shows following figure:

— ~e—-
Student data @ @

warehouse

Prosbpective student

Listbroker / adresse% ﬁ x Alumni

Finance Teaching
External Data Infrastructure
Scholarships / Funding Researct
Program Marketing
HE Core Processes
HE Service Processes
Source: own.

Figure 2. Student Data Warehouse

Traditionally, student databases have been analyitkdhe intent to define drop-out rate,
average length of study, ratio of male and fem#de IlEHEI would like to play a better
role in lifelong learning (LLL) process and woul#td to bring back graduate students
several times to the HEI and not only on classimeupurposes, then have they to think
about marketing campaigns for LLL programmes. @mewse the data to develop tailored
and customized programmes for job professionals.aBo to targeting most appropriate
alumni for sponsoring and fundraising activitiesrenaletailed knows HEI this target
audience more profitable could it be used. Thia hange in the view of students not
only to interact with them once in their life bveral times and develop a lifetime stu-
dent value through different common activities ardhange processes. This could lead to
increasing number of HEI services, increasing steég and HEI income, reducing HEI
product and services marginal costs or reducindestiuacquisition cost e.g. for LLL
programs.

In the case of the Danube University Krems the ensity has seventeen different date
bases. More or less every department has his otenbdse. A wide range of different
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IT solution from a single excel list over a selfvdped access date baseother pro-
fessional solutions. Finally — after a project otree years — the university has now her
single date base integrating all corporate unitsdata entities in one large data base by
using the same interface and programme to suppe@neiationship between the univer-
sity and her clients, students etc.

The next step in the framework is to find the &tleen HEI services and study programs
and the right customers for this. The main probiethat to know the needs the best way
is to have direct and high frequency interactidmotigh this the HEI is able to gathering
the right and state of the art information. Fig@rshows the different HEI units and the
interaction’s “attitude” of the units. The most ionfant part for collecting data is the
upper left-hand box. Upper right-hand units as aslllower left-hand units have some
disadvantages by the date development. Lower hightls box unit is highly addicted
from the other boxes. The rectorate is less inwblyg gathering data but using data for
strategic decisions is very important to have thkidvand right information for decision
making. Therefore the rectorate should force theratnits to the data base development.

student interaction

direct indirect
high teaching staff, dean of faculty
programme marketing dep.
interaction director
frequency
student
low administration,
student service |  rectorate
center

Source: own
Figure 3. Student interaction matrix

The next step is to find the fit between HEI sessi@nd study programs and the right
customers for this. This means a consideration dx@twservices and products and the
customers (students, alumni etc.). This could Iselection for a marketing activity for

a newly established programme. Behind of the mttimafor such selection could be
various and focus not only on teaching: new fursiingi project, lobbyism etc. the point is
that without knowing the potential target audieali¢his actions and activities can not be
made in a effective and efficiency way. But eveam HEI made the right target audience
selection the targeting actions are also esseMads marketing approaches such as tele-
vision, radio, or print advertising are useful §@merating awareness and achieving other
communication objectives, but they are poorly-slufte relationship management due the
their impersonal nature. This is one of the reasdmgthe Danube University decided to
use more unconventional approaches especially Irstigh as direct mail and telemarket-
ing and internet marketing as a new portfolio ofkating activities. Peppers and Rogers
[Peppers, Rogers 1999] have urged for businessaismpto begin to dialogue with their
customers through these targeted approaches th#hretalking “at customers with mass
media. After nearly ten years HEI is discovering possibilities of one to one marketing
as well.
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Of course are relationships not built and sustawmiéd direct e-mail themselves but rather
through the types of programs that are availabtewhich e-mail may be a delivery
mechanism. Let go back to the idea of LLL. If thEllderiously would like to be a partner
in this process then the institution needs a ristemqirogram as well. Retention means in
this context that HEI is offering for students ahdmni (or for other potential target audi-
ence) special services. Through this, the HEI lis thincrease retention rate.

There is now question for the relationship betwsatisfaction with products and services
and the institutional success. New quality managerasks at HEI are looking for this
issue e.g. student satisfaction with teachers eadhing programs. HEI already under-
stood that the institution must constantly measatsfaction levels and develop pro-
grams that help the deliver performance beyondtadyaudience expectations. There are
different way to focus on retention like loyaltyograms (we know this from “other parts”
of our life like frequent travellers by airlinexgt Customization is also a good example.
Some HEI are already challenging this by runningoanse-programs for different com-
panies. This means that the institution is focusinghe needs of the company and offer-
ing a tailor-made programme for the company em@sy€ommunity building activities
are also typical examples for retention orientatibine best example is alumni manage-
ment. One of the services within the alumni workhis network services of the organisa-
tion.

The relationship management system depends up@iababe of the target audience
information and analysis of that data for furthéfeetive targeting of marketing com-

munications and relationship-building actions. Ehér an evident exchange between
the ability of HEIs to better deliver services ahd quantity and quality of information

needed to enable this delivery. Particularly, whk popularity of the Internet, many

HEI stakeholder groups are concerned about the atmafpersonal information that is

contained in database and how the HEI is goings® this. Thus, the privacy issue
extend all the way through the seven steps ofrdmadwork.

The new idea of relationship oriented HE-managemasgans that new metrics used b
HE-managers to measure the success of the HEtsesrand products have to be intro-
duced. Up to now metrics at HEI are manly develoftech a administration and less

from a manager point of view. This information mgeaent and decision making sup-
port systems are still underdeveloped. The Danufieetsity Krems uses a software tool

which is able to measure the success e.g. a dir@itby counting the response rate to the
mailing activity. An other good example is the gfntdacquisition costs. Most of the HEI

in Europe couldn’t deliver this information. But slich measures imply doing a better job
acquiring and processing internal data focus on thewHEI performing at the stakeholder
level.

4. CONCLUSIONS

In future, HEIs have to use the relationship cépitatudents and alumni in a better way.
If alumni are the only group considered as custsraéHEIs because, as former students,
they can support the university via sponsoring aieér contributions, it is already too
late. Instead, the alumni work has to begin whendtudents first make contact, even
before they begin their studies. The potentialti@ighip with alumni can only be used if
the process of forming the relationship is seerasa purely isolated activity, but as part
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of a process in the sense of a full life cycle.rEfare a shift from knowledge to relation-

ship orientation is essential. The model of Studdfecycle Management was presented
for this purpose because it increases the emotiat@thment between students (who
become graduates and then alumni) and the HEIr@lagonship can be structured better
and used over the long term due to the orientdtiarards the various life stages of stu-
dents.

Finally, the customer-oriented management is abrmating framework conditions that
make it possible to proactively proceed in the iserprocesses of the HEI [Homburg,
Sieben 2000:490f.]. It is necessary to systemdyicimulate customer relationships
towards segment-specific strategic objectives so tihe desired success and an ideal
type of relationship can be assured in each stage.

The special service character of education haadrbéeen addressed more than once.
Direct contact to customers is advantageous foesity the objectives in each stage of
the relationship. If direct contact with customersnaintained, it is much easier to col-
lect data on the customers’ subjective perceptibthe educational service. Indirect
contact would increase the complexity as well as d¢kpenditure of the information
exchange [Winer, 2001:93f.]. The high intensitytbé relationship, particularly be-
tween students and the HE institution, also make®ssible to regularly collect data
on, renew, and adjust the relationship. The eleamgrtategorisation of the individual
stages also becomes easier. Therefore, it is impthat the system is understood not
as a rigid conception, but as a flexible instrunfentoptimising the relationship in the
sense of Student Life Cycle Management.
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PAWEL ZELLER

CHAPTER 7
UNIVERSITY MANAGEMENT
RELATIONSHIP MARKETING PERSPECTIVE

1. INTRODUCTION

The higher education sector in Poland has beenrgoithg intensive changes connected
with system transformation and the need arisesdefine its role in the new social and
economic situation. As HEbieta Wnuk-Liphska writes ,Institutions of higher education
have been put under pressure of increasing andridiff social expectations, external
financial pressure and requirements relating talpetvity and effectiveness of their
activities. Therefore, we can claim that Europeardeh of higher education evolves in
the direction of ,market” model, characteristic #american higher education” [Wnuk-
Lipinska 1996:5]. The above mentioned changes have tmesh clearly and rapidly
visible in quantitative changes both on the demsidé (dramatic increase of student
number), and the supply side. Additionally, therayes in central system of financing
scientific research and active acquisition of fufasscientific research resulted in so
called entrepreneurial university, in which case ¢éimphasis is placed on business val-
ues. In such a situation, universities are facettht wichallenge connected with the ne-
cessity of identification of their own position ¢ime educational market and the choice
of management form which could solve the problems.

Existing regulations in higher education set basies of university functioning. How-
ever, only abiding by the regulations creates ttumson when schools are more admin-
istered than managed. But guaranteed by law basidemnic values such as autonomy
and independence create an opportunity to decidetahe rules of university man-
agement.

The analysis of university specificity indicates strongly relation character understood

as:
* The lack of clear distinction between external arternal;
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« Resulting from specificity of education process anddemic traditions, the charac-
ter of internal relations, i.e. academic communigtuding scientific research staff,
student community, former employees and graduates;

« Active participation of academic community in themagement process through
membership in statutory bodies such as: the sedapartment councils, program-
ming councils, student parliament, doctoral stusi@airliament, etc.;

e Strong links of the university with its externalvéonment represented mainly by
employers.

Such an approach to university specificity indisatee need for analysis of possibility

of adaptation of relationship marketing conceptuniversity management.

2. CONDITIONS FOR BUILDING RELATIONS NETWORK
AT THE UNIVERSITY

Manuell Castells states that relations are theshakich decides upon the form of mod-
ern organisations [Castells 1996:168]. This statgratso relates to universities. Period
of organisational self-sufficiency of companiesithing of the past. Current organiza-
tions are characterized basically by the abilitygoognize and build multiple relations
so that the network fosters realization of the gadlall parts involved in it, and at the
same time improves customer service quality.

While pointing out relationship marketing as a basi the discussion on relationship
character of universities, one should indicate t¥edinitions, which most accurately
explain the idea of university activity. The firsihe, proposed by Ch. Grénross
[1990:138] says that relationship marketing is ativdy directed atcreation, sustain-
ing and strengthening relations with customer and ther partners, which allows for
realization of the goals of all interested partscérding to . Gordon [1998:9] relation-
ship marketing is a process identification and creation of a new value with eag
customer and then sharing the benefitgained during this relation. Relationship mar-
keting, which is understood in this way leads t fbllowing conclusions for activities
connected with forming relationship networks byvensities:

« The need to identify the customer, his needs aa@xtent of involvement not only
in the crucial elements of the educational offed aducation process, but also the
elements which are connected with initiation of @tion, its active development
and the period after its finishing.

« Recognition of roles fulfilled by a customer thrduthe analysis of his behaviour
during the activity cycle of the buyer in orderd®ate the management strategy in-
volving the longest possible period of time.

< ldentification of the network of subjects which aan influence on scientific and
didactic activities of universities as well as aeticreating and managing of rela-
tions.

3. IDENTIFICATION OF A UNIVERSITY CUSTOMER

As one can conclude from the above analysis, th& mgportant element within forma-
tion of relationship management strategy is thatifleation and defining of customer
role. In case of universities, the identificaticende done on the basis of the Act from

27th of July 2005 ,Law on Higher Education”, whighpoint 13, part 1 indicates pri-
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mary tasks of higher education institutions, atsame time pointing out the subjects of

these tasks which are (Act 2005):

e Students— preparing them for future employment and eduagain the spirit of
responsibility for the Polish State, consolidatimindemocratic principles and re-
spect for human rights;

« Scientific staff — supporting its development;

e Local and regional communities— conducting activities which are beneficial for
them;

e Other persons and subjects- providing research services;

« Other persons and subjectsn higher education institutions environment i w$
results of scientific and research work, dissenmigaachievements and making the
library and information resources available.

Additionally, one can indicate the employers whaotoy the graduates and verify their
competences and skills in the area of their du@@ge should note that in identification
of such a number of groups of customers univessitiee challenges connected with
shaping management strategy, which involves thegsity for creation of separate
activities enabling realization of tasks directé@ach of the identified groups.

The identification itself is a first step in theopess in forming management strategy,
the second step should be defining the roles dbowers in relation to higher education
institutions as well as to one another.

4. ROLES PLAYED BY CUSTOMERS AT THE UNIVERSITY

A closer look at the specificity of processes ttakie place in universities leads to the
conclusion that depending on the relationship cdntastomer plays different, equally

important roles. Recognition of these roles enabdesonsciously form internal rela-

tions, and hence improve the management process.

Using two analytic tools, i.e. buyer activity cyclghich reflects stages connected with

the participation of a customer in the service pescand life cycle of a buyer reflecting

his need for the service in longer term, one caglsiout the following basic roles

played by the core customer of higher educatiotitit®on — the student:

e candidate —i.e. a customer before the period of service pgces

« student— i.e. participant of the process of service imithne of the offered modes
and forms of education;

e graduate — a person who finished the education within ohé¢he offered modes
and forms of education.

Distinguishing of those three groups requires numecise and detailed analysis with

emphasis on their importance in the process ofausity management. The detailed

analysis of the roles played by the student isepries] in table 1.

Basic conclusion stemming from the above analgss $statement that appropriate for-
mation and sustaining relations with a candidate wsfarts studies gives prospects for
dynamically and multi-directionally developing riidans with a student and a graduate.
The condition for such activity is first of all aagizational ability to build relations,
which is expressed mainly by the process of enimgnservice quality. Secondly, such
an activity requires developing efficient systenmisnmnitoring the relations with each
of the students.
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Table 1. Analysis of roles played by a customer iaducational services

Role name

Description

Candidate

Potential candidate

A person which is aware of university existencensiders the
possibility of taking up studies at the university.

Formal candidate

A person who applied in the process of recruitment.

Student

Studying

The role reflects basic forms of participationtie ducation
process.

At this stage the student is also a direct verifiethe quality of
the provided services , which should be directiyrected with
the process of enhancing education quality.

Member of university au-
thority

As a member of student parliament, department dtsjnmiver-
sity senate, senate committees, the student becpeasner in
the process of university management.

Employee

During the studies, according to their needs stsdeke up work in
internal university units as well as participatévaty in research
work.

Member of student organisg
tions

dDuring the studies a student can be a member @fusastudent
organisations as well as take active part in tfeeindation.

Graduate

Employer

A decision-maker who has influence on graduatel@ynment.

Training organiser

A decision-maker who has influence on the offetraining pro-
grammes for students.

Opinion-maker

As a practitioner, it is a person who can presenbjinions on
teaching programmes.

Member of graduate organ
sation

An active participant of graduate organisation.

Sponsor

As a decision-maker, he can actively influence itiiteatives
taken by the companies he is directing, the it which are
connected with supporting various kinds of permaa@a on-off
undertakings organized by universities.

Customer — student

After finishing one of the modes and forms of ediocaa gradu-
ate can take up other studies:

- of the second degree; -of the third degree

- postgraduate; - MBA
Or participate in conferences and trainings orgahtsy various
organisational units of the university.

Customer - client

This role relates to the possibility of buying seeg provided by
universities, concerning analysis and consultan€ias other form o
client activity is paying for their employees’ sieglor even commis
sioning organization of closed for others postgaselstudies.

Scientific and didactic, and
administrational employee

The relation of a graduate with university is aib&srm of devel-
opment of scientific and didactic staff and adniaisonal staff.

Lecturer — practitioner

A graduate who puts theory into practice can pjoatie, as a guest, in
classes or specially organised lectures condugtpchbtitioners.

Representative of local ang
regional authorities

Member of local and regional authorities who hdkiénce on th
form of cooperation between the university and llacal regiona
environment.

]

The subject of research

As an active representative of economic life aggbelis a basic

source of information for scientific research cartdd by universitie

Source: own.
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5. THE ANALYSIS OF RELATIONS NETWORK BETWEEN
UNIVERSITY AND STAKEHOLDERS

The problem of defining university environment lgen a subject of discussion in the
community dealing with this subject for a long tinés R. Tadeusiewicz and J.

Woznicki state [1999:43]: ,University is an integrdement of complex systems: soci-
ety, state and the whole international communityisla system relatively peculiar,

which can mean that between it and its system enrient may and should occur mul-
tiple relations”.

As B. Minkiewicz writes ,If a university was a ,pelly market” subject, then its goal
would be aiming at maximization of profit and theks with the environment would
also have only market character — purchase and cfabducational and scientific-
research services for other subjects. ... The ctaraf the bond university — its envi-
ronment, however, is much richer and more difféagatl [Minkiewicz 2003:33-34].”

More and more often environment is described dsehbtadders, who more or less influ-
ence activities of a university. Stakeholders arsifiess entities, institutions and groups
of people.

The method which allows for more detailed analydiselationship network between
university and its environment and gives possipild look at the problem more thor-
oughly is the analysis based on selected critehialware as follows:

* Functional criterion — reflecting the functions realised by the unsityr i.e. di-
dactics, scientific and research work, external momication, finance, social ac-
tivities, staff management, etc.

e Subiject criterion — relating to the addressee of university actsiti.e. employee,
candidate, student, graduate, companies, etc. Wdotlaw this classification fur-
ther, e.g. students can be divided into stationexgramural, evening courses. Each
of these groups has special needs, which shoulstap®out of university interest.

e Voluntariness criterion — which lets distinguish subjects and institutiomgela-
tions into which university gets intodue to legabladormal conditions, infrastruc-
tural dependencies and relationships voluntaritynied on the basis of the under-
taken strategy. From the point of view of imageatien and competitive position,
there is a special meaning in voluntary relations.

The choice of analysis criteria lets us focus onitéd scope of activities, and if we

assume that it is done with the assistance of peapinected with this scope, it gives a
full picture of relationship network. The result iflationship markets analysis should
be decisions related to introduction of new sulsjéoto the relationship network or

decrease of the number of relations in these af&as.of the fundamental assumptions
of relationship markets formation should be actiypproach to this activity. It means

the necessity for constant monitoring of relatiopshetwork and its active develop-

ment.

* The examples are the attempts of defining andysisabf university environment in publications stas
Uczelnie i ich otoczenie — diiwvosci i formy wspétpracy ed. by B. Minkiewicz, SGH — Oficyna Wy-
dawnicza, Warszawa 2008Jodel zarzdzania publiczna instytugjakademick, ed. by J. Wenicki, ISP,
Warszawa 1999 and articles published in ,Nauk&®okactwo wyzsze”.
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Ministry of Education

State Accreditation

Committee Local Accredita-
tion Committees

Candidates

High schools

Students Media

National and for-
eign universities

Student organi-
sation:

Qgganisations associ-
ating entrepreneurs
International organjg

tions associating
higher education insti-
tutions

Business entities

Scientific Central, regional and
institutions local authorities

Publishers

Source: own.
Figure 1. The analysis of relationship network — aniversity example

For the sake of analysis of relationships of a ensity one can use the concept of six
relationship markets defined by A. Payne [A. Pay8@6:51ff.]. Its aim is to indicate the
need for identification of organisation relationshietwork and building the system which
enables its management. This means the necesséyitw the relations of the university
and to recognize the roles which separate groups ipl the university or the relations
between those groups. The model approach to thtorethip markets includes: customer
market, inside market, intermediaries market, sappharket, potential employees mar-
ket, influential institutions market, and it reqesrgoing further into details.

The form of activity in relation to its environmewhich is chosen by university de-
pends on a few, interrelated factors. This is ntaak@roach to activities, rules of insti-
tution financing, priorities and organisation cuéu

However, it should be remembered that a stratedgésded by people and their attitude
to the role which the subjects belonging to theversity environment play in function-
ing of the university, all these factors can iefige the commitment to intensification
of the search for external partners .
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KRZYSZTOF LEJA

CHAPTER 8
ORGANIZATIONAL CREATION OF KNOWLEDGE
IN THE MODERN UNIVERSITY °

1. INTRODUCTION

Modern-day universitiésare under considerable pressure from their busisesound-
ings and local governments. They are expectedeatey impart and use knowledge in
a consistently improved manner. It has become #wessity of modern times to func-
tion in the so-called triple helix, consisting dietuniversity, authorities and business
context, where the exceptional social responsgjikists on the higher-education com-
ponent. A way to achieve this model is to carry antanalysis of conversion mecha-
nisms between tacit and explicit knowledge, creptinhelix of knowledge within the
university. The result is an outline model of knedge creation in the university seen
as a “living” organization rather than a stiff stture.

2. PROCESSES OF ORGANIZATIONAL CREATION
OF KNOW LEDGE

Achieving added value, which is a measure of sicoesny organization, depends on
the quality of knowledge flow in the following reiens: individual competences —
internal structure — external structure of the aigation [Sveiby 2005:49]. Knowledge
flow is two-directional and is based on convertloigwledge: from tacit to tacit (so-
cialization), from tacit to external (externalizat), from external to tacit (internaliza-
tion) and from external to external (combinatidihowledge conversion may also take
place in a single-object system, where the senddrracipient is one and the same
person [Perechuda 2005a:42]. Socialization is &ga® in which the master-disciple

® The text has been accepted for publication insRdli: K. Perechuda K., M. Sadiska (eds.)Scenariusze,
dialogi, procesy zarmlzania wiedz (Scenarios, dialogues and knowledge managemenéegses)Publisher:
Wydawnictwo Difin, Warszawa 2007.

® The term “university” is used here to denote apetof higher-education institution, irrespectivéts type

and characteristics; the main focus, however, ipudic universities.
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relations are of key importance, the latter seea partner whose task is to grasp the
essence and meaning of the knowledge imparted doyntister. Nonaka and Takeuchi
call this process “building a field of interactiofiNonaka, Takeuchi 2000:95]. Tacit
knowledge, in order to become accessible to a leroaddience, should be conveyed
via metaphor and analogy. The process of exteataiz may be carried through vari-
ous means of data transmission, which on the ond faxilitates the message, but on
the other — increases tipeobability of distortions [Perechuda 2005b:93].offrer im-
portant process of converting knowledge is commnatwhich allows systematizing
available knowledge. It functions well in the Jagse “middle-top-bottom” manage-
ment model, where middle managers play the key fidiey have the best recognition
of customer needs and expectations and communlwatéght signals to the company’s
top management, which is a way of laying the fodiotdia of a corporate vision
[Nonaka, Takeuchi 2000:92]. Finally, the knowledgenversion process known as
internalization, is founded on the idea of inclgisystematized accessible knowledge
into the framework of tacit knowledge of the orgation. The key elements here in-
clude gathering experience from customers (espgdladse who are not satisfied) and
activating employee creativity, which leads to mefecient work thanks to creating a
vision of particular benefits to achieve [Nonakaak&uchi 2000:95-98; Perechuda
2005a:47]. The knowledge helix has two overlappilgensions: epistemological, i.e.
referring to “extracting covert knowledge from dahie knowledge”, and ontological,
showing the range of relations [Perechuda 2005a:48]

3. CONVERSION OF KNOWLEDGE IN THE CONTEMPORARY
UNIVERSITY

Knowledge has its special significance in univésitplaces where it is created, trans-
mitted to students of various courses, and uséarto relations with the broadly under-
stood surroundings. Social responsibility is stiil important element of a modern uni-
versity’s function, as the share of budget fundiscaked to finance public institutions of
higher education remains dominant despite varittesngts to change the situation

The clear and visible redundancy of knowledge amhpetence in universities is not
accompanied by their optimum use. It is connectiéd svstronger identification among
academics with the disciplines they represent than universities they work for
[Jablecka 2004:15], which is especially evidenthia case of departments employing
staff that specializes in a wide range of discgdinAnother barrier is the loose univer-
sity structure, sometimes called a federation pldenents, that leads to a certain isola-
tion of its organizational units [Jabtecka 2004:15]

Explicit and tacit knowledge

In his paperAre universities examples of unintelligent orgatimes? Stefan Kwiat-
kowski analyses the factors that are assessedebaftiigher-education institution in
Poland is granted financial assistance. It turrtstioat each of those factors represents
external knowledge — the decisive elements incthdenumber and qualifications of the

" The issue may not be particularly contentioushia ¢ase of its teaching aspect, but as far asrotsaad
development are concerned, it is difficult to a¢cep
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academic staff, the number of students and doctaradidates, cost analysis of particu-
lar courses, and the amount of subsidy granteldemptevious year.

External knowledge is important but highly supeaficlt brings little effect in terms of
improving the real quality of education and sersipeovided to students. Similarly, little
use comes from the data concerning e.g. the nuosistudents who graduate from a
particular university in a given academic yeah#it further careers are not known. This
situation is most probably a result of mass edanathlso, some members of academic
staff work elsewhere, with the result that they @ften rare guests in their own universi-
ties.

Another cause for concern is the fact that massahn leads to student anonymity.
To label a university by means of external critésia convenient solution, both for the
departmental (and university) authorities and tregomity of students, but it is a near-
sighted approach. This policy is too narrow as eawciversity’s duty is to prepare
graduates for further intellectual work. Thomas &@port points out that thinking earns
a professional’s living, while trust builds relaighips in work teams [Davenport
2006:16]. Assuming that a certain proportion ofvensity graduates aspire to become
knowledge-relying professionals later in their 8yéhey should be treated as such when
they are still students. Admittedly, it requiresiéi and effort to acknowledge the sig-
nificance of tacit knowledge, this exceptional dititke-exploited capital of every uni-
versity. Universities should no longer be treatdde Iblack boxes [Kwiatkowski
2001:231] in which the only criterion for eligitifito acquire financial assistance (sub-
sidies for teaching activities constitute about #albtheir public funding) will be the
quantitative factor, i.e. external knowledge aktbetuniversity.

To look into this black box means to learn abowt timiversity’s tacit knowledge, the
only truly decisive indicator of the value of itstéllectual capital. It would require as-
sessing the knowledge, skills, interests and dg#uof first-year students, and then the
same analysis after their graduation. This kinanapping of an intellectual process in
terms of its efficiency might lead to a situationwhich the university becomes a valu-
able source of information about its students aratigates [Kwiatkowski 2001:232].
Another way to explore the tacit knowledge of unsities would be analysing relations
among students, their teachers and the adminigratiaff, an important link in the
process. It would be interesting to learn whichdshis are e.g. involved in self-
governing and which of them stay away from any fafmpublic activity and constitute
the passive majority. Perhaps in this way we cdinllly find the reasons for the recent
decline of the so-called student culture. This rfehsitling” of the university, meant to
excavate the layers of covert, tacit knowledge ukhdinclude a debate on the funda-
mental question: who do we educate and what foe? ddbate should not exclude the
students themselves, sometimes called “clientshedones “partners” and — on occa-
sion — even “intruders” by an odd member of the iadstrative or teaching staff.

The university’s tacit knowledge is formed at thigamizational level of its particular
units. Mass education has dramatically shortenedtithe for reflection: who do we
educate and why? (Fig. 1). Universities are stitlaves of relative peace, and the
changes that do take place in forms of educationpaogrammes of study tend to cause
a great deal of resistance. Most academic ciralesnéerested in defending their status
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quo and limit the description of intellectual capito explicit knowledge. The crucial
elements in the development of universities areftiutors that allow the iceberg to
ascend (see the curves of ascent in Fig. 1).

Explicit knowledge:
input — output (black box)
indicative (finance, number of
students, graduates, personnel,
publications, patents, types of
courses offered, etc.)

determiners of added valu
relations within university/strucH
ture

reflection: who and why do we

educate?
information about dniversity's
intellectual capital

Legend:

Source:

/

* reporting
e propagating B, B, B,
Tacit knowledge:
« knowledge, skills and attitudep
developed while studying AL A, A,

N2

A A, A, —tacit knowledge of departments 1, 2, ... n
By, B,,, B, — explicit knowledge of departments 1, 2, ... n

Curves of ascent

own, based on Perechuda [2005a:166].
Figure 1. Tacit and Explicit Knowledge Iceberg

—

The conversion of tacit knowledge into explicit kvledge includes processes in the
following relations:
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1. academic staff — administrative staff — studentig.(B),

2. academic staff — internal structure of departméaisulty or department mem-
bers) — external structure of departments (memblkeather departments, uni-

versity’s surroundings (Fig.

3).
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students
socialization externalization socialization externalization
internalization combinati;n/ ihinalization combination
academic sta administrative sta
socialization externalization
internalization combination

Source: own.
Figure 2. Conversion of Knowledge in the UniversityfA)

Further parts of this paper present examples ofvledge conversion observable in
contemporary universities. They refer to both téEig. 2) and external relations with
surroundings (Fig. 3), the latter becoming more ieade significant nowadays.

Socialization

An important factor in the process of educatingletis is the quality of classes taught.
Unfortunately, not all university teachers have tlecessary teaching qualifications.
Courses or in-service trainings do not sufficiengigdress the problem of deficient
pedagogic skills among some academics. That is itvtsyparamount for each newly

employed university teacher (disciple) to be mesdoby an experienced colleague
(master). It is also a good — if seldom practiseclistom to look for teaching talents
among young academic staff, as well as to selectténtor without necessarily assum-
ing seniority of degree as the only criterion. Timecess of socialization of knowledge
may e.g. involve the obligatory presence of anstest at his/her professor’s lectutes

Another manner of socializing knowledge is cyclickss observation by the professor,
who then discusses all possible methodological Ipros arising from his/her junior
colleague’s teaching. In medical universities, stitd must perform a number of nurs-
ing duties on patients, supervised by qualifiedtoiscwho then confirm that the dis-
played skills are sufficient. Medical students lud fast years assist surgeons in simpler
procedures or help as operating nurses, at the samebserving the qualified doctors
at work. After graduating, still supervised by Spésts, they turn to operating, gradu-
ally proceeding from simpler surgeries to more clempperations.

8 At the Department of Physics and Applied Matheosatf the Technical University in Gaik, junior
academic staff are required to take part in théegemr's lectures and observe his/her methodspéeation,
presenting some physical phenomena to studenéséssary.
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Source: own.
Figure 3. Conversion of Knowledge in the UniversityB)

In general, socialization of knowledge is importagpecially in conveying knowledge
that requires understanding rather than just mezimayi It is also crucial in acquiring
skills. Alongside the master-disciple level of sdi@ation with an equal share from both
parties involved, we may observe an independentldpment of tacit knowledge,
without its transfer outside. This tacit socialieat [Perechuda 2005a:42] may mean
observing the master-professor without communiggtiis fact to him/her.

Externalization

In universities, the conversion of tacit knowledgt explicit knowledge is observed
when textbooks for students are published, as ksghey cover issues that require
understanding the essence of the subject, nottlast superficial review. There are
academic scripts for students that qualify as thbse prof. Leopold Infeld, a distin-
guished physicist, encapsulated in one sentencectdlar may either share his knowl-
edge by showing how interesting and simple it iedwit is understood), or by proving
to his students how wise he is (which can hardlygbestioned by any student, no mat-
ter whether the subject is understood or not)”. GGewamples of knowledge externali-
zation are various kinds of popular-science pubibcs, science festivals or picnics.
They show the beauty of knowledge, at the same tuftézating co-operation between
universities and schools. It is a well-known faeatt presenting knowledge to young
audiences is far more difficult than to studentseigular classes. It is especially true of
sciences (e.g. physics or chemistry), but it issfiads to overcome this obstacle thanks to
experiments, which facilitate converting tacit kilegige into an explicit form. Mathe-
matical descriptions of processes become secoriblany because the main aim of ex-
periments shown to young people is to demonstiadev“things happen”. As a result,
some of those schoolchildren may decide to follbig path and they often end up as
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students of the subject. Publications that extemednowledge of mathematics are e.g.
Szczepan Jedski’'s booksLilavati and Pythagoras’ Pathithat show how beautiful this
branch of science is. Generally, externalizationknéwledge serves the purpose of
propagating science, thus fulfilling the postulatesocial responsibility of the (public)
university by creating a climate of respect for Wfexlge, at the same time stimulating
the need for its exploration as early as at theé-plesnentary and secondary levels of
education. A practical offshoot of knowledge ex#dization is also educating future
academics thanks to raising the awareness of seciahomic and natural phenomena.

Combination

Examples of structuring external knowledge in theversity include students’ prepara-
tion to exams, lecturers’ preparation to teachasgyell as writing scripts that are often
reviews of existing literature on a given subj&bburse books should not be classified
as examples of combination because they are omhpitations of other authors’ out-
put. Students do not like them, claiming they aproductive and often error-laden.
The process of combination takes place when progesof study are prepared, both
for university courses and other forms of educatinr example, postgraduate students
expect programmes to provide them with either wgditematized knowledge or more
practical skills. A reason to enlist on the appatari and expensive MBA courses may
be e.g. to implement the latest concepts of margeith the strategy of a given com-
pany. In this way combination of knowledge becomestarting point in creating added
value in a business enterprise. Combination of kedge is also becoming more and
more important due to the information paradox, ite situation in which access to
information is easy, and at the same time recagmitif its quality becomes more and
more difficult. Combination of knowledge is the sea for emerging new professions,
e.g. those of knowledge brokers or knowledge mamageé specialists (although in this
case the essence of organizational knowledge orealays the main role). Another
example of combination in universities is prepargtgndard programmes of study, a
task that calls for a number of specialists froffedént fields working together, as well
as the necessity to adhere to formal requirements.

Internalization

A shift from accessible, explicit knowledge towardssert, tacit knowledge in the uni-
versity may be observed in the case of modifyingnfo of classes in certain courses.
The knowledge possessed by a group of employaesetsto prepare syllabi and forms
of teaching in the way that would best cover cowmstent and allow to apply methods
that reach the deepest layers of students’ tactvledge. The inclusion of explicit
knowledge in the university is also manifested hie practice of assessing academic
staff by students themselves. By means of exprgdbigir opinion, often critical, stu-
dents are given an opportunity to communicate taeplicit knowledge to their teach-
ers and department authorities, who may then ircitich the realm of tacit knowledge.
Remarks and comments, especially the critical onescerning forms and methods
used in teaching and staff-students relations, ldhio& thoroughly analysed in order to
implement the conclusions in everyday practiceotimer words, they should form a
mental model of the department (or university). ©tlee model is permanently intro-
duced, it may become an element of the unit's aegdional culture [Nonaka, Takeuchi
2000:94]. Another example of knowledge tacitizatiorthe university is the tradition of
documenting academic anecdotes and collecting nabitia; books or exhibits left by
prominent scholars. This custom also contributesrigaching the university’s organiza-
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tional culture. Internalization is a form of leargiby doing — a good example may be the
introduction of e-learning that is so well-receiviedstudents.

3.

CURRICULUM DEVELOPMENT AS AN EXAMPLE OF ORGANI-
ZATIONAL CREATION OF KNOWLEDGE IN THE UNIVERSITY

The most recent higher-education laws in Polané giviversities the right and oppor-
tunity to prepare their own syllabi for newly edtaslhed courses (i.e. those not on the
so-called “minister’s list”). This process consisfghe following stages (Fig. 4):
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Sharing tacit knowledge (socialization) — membefshe team responsible for
preparing the programme exchange their expertiseidentify what exactly may
be included in the newly introduced syllabus. Omirsi of experienced staff as well
as those of students and future employers are lgquaportant. The “creative
chaos” has another advantage — it may lead toctefleon existing programmes of
study.

Looking for ideas — at this stage of socializattanit knowledge is externalized,
which requires an answer to the question: who éxact we want our graduate to
be? Both metaphor and analogy are helpful hereyedisas a dialogue in which all
members of the team present different points ofvaéad various interests. The
more varied the team is, the more creative it tandse. Also, redundancy of in-
formation helps find optimum solutions at this gtag

Model formation (combination) is the process resgltin the preparation of an
educational standard for teaching the new coutsequires a “road map”, i.e. a
timetable for implementing the proposals, indicgtinecessary organizational
changes, preparing new teaching materials andribadial aspect of the undertak-
ing.

Confirming concepts (internalization) is the praces verifying ideas that refer to
the content and methods of teaching. The processanfirms that they comply
with the organization’s mission and serve the psiepof its social responsibility. It
is giving ideals a practical, workable shape, atsame time selecting the best con-
cepts — “searching for pearls”, i.e. innovativeasleThe process also involves ways
of persuading the academic community that it is@dgdea to open a hew course.
Knowledge implementation is the process of puttheynew concepts into practice,
which requires a transfer of ideas from the teawell¢o the department level. It
should be accompanied by advertising the new progra of study among poten-
tial university entrants. As Nonaka and Takeucldgesbe [2000:116], it must have
both a horizontal dimension (an opportunity for manent updating of existing
programmes according to the requirements of motierxs) and a vertical one (the
proposed innovations may inspire other organizatiamits of the university to
implement changes as well). Changes in Universityf Xuccessful, will also in-
spire University Y and many others, as they willdetermined to remain competi-
tive by offering new courses and innovative educstl ideas themselves.



Organizational creation of knowledge in the modenivarsity

tacit knowledge in the
university and its environment

v

exchange of existing expertise
within a programme team

(brain storm)

dialogue within the team:
what is our graduate’s profile?

turning ideas into practice
“searching for pearls”

creating a pilot programme
“road-mapping”

horizontal and vertical disseming

socializationof experi-
ence: teachers, other

universities employers,
graduates, students

externalization- “crea-

tive chaos” at the con-

cept stage of the pro-
grammes

combination— adjusting
ideas, correcting coher:
ence, implementing
organizational changit

internalization — a as-
sessing coherence G
ideas, analysing syllabu
content

—

oy

tion of organizational knowledge|

explicit knowledge in the
university and itenvironmer

Source: own, based on Nonaka, Takeuchi [2000:111].

propagating the pro-
gramme among univer
sity candidates, prepar
ing PR campaigns

Figure 4. Creating Knowledge in the curriculum devéopment

The process illustrated in Fig. 4 is the first eyl the concept of organizational crea-
tion of knowledge, in this case connected with icuium development. The end of this
cycle is the beginning of another — socializingengnce, dialogue, review of ideas and
then implementation again. Improving programmesugh a sequence of interactions
is a requirement of our times, otherwise there damager that students may be exposed
to outdated knowledge.
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4. CONCLUSIONS

Curriculum development for a new university couiss@ complex project. Anticipated
obstacles include a possible conflict of interegtpeople and teams, as well as unpre-
dictability of the programme’s reception on thetpafruniversity candidates. Expected
benefits include the innovative edge resulting froomsultations among people with
tacit knowledge, and originality of the project, ialh may serve as a magnet for the
interested parties.
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CHAPTER 9

WHATE’ER IS BEST ADMINISTERED IS BEST
Quality in Administration: A Case Study

1. INTRODUCTION

One of the features of the higher education systetihhe United Kingdom is the prolif-
eration of league tables, for such is the age iichvive live league tables govern every-
thing! Yet, while they rank the performance of ersities in research, teaching, student
accommodation, library spending etc, they makettengt to address the quality of the
administration of the various institutions. Of ceeiruniversities are about teaching and
research but, given their economic value, the alssefthe evaluation of, let alone the
means of evaluating, administrative performancehiize seen to be an abrogation of
management responsibility.

This paper is born of a desire to understand theaycs of a higher education institu-
tion in the context of ever increasing external émgtives. It reflects on a case study and
draws some conclusions about the role of diffepamties (and partners) in the delivery
of an effective outcome. It is not based on a paldr volume of literature; it is a start-
ing point for a discussion that may in turn leadhe development of a series of quality
benchmarks that have wider application within tbhbljg and voluntary sectors.

For the purposes of this paper, terms are defisddli@ws:

* “administration” — the infrastructure that suppdhs institutional purpose;

e “The Administration” — a collective term for the mdhistrative departments; an
“administrative department” is therefore a deparhwich as Finance, Human Re-
sources, Buildings and Estates, Student Services et

e “The Council” — the institution’s governing body;

e “The client” — the particular department or indiva using the services of the
administrative department;

e “The administrative function” — the partnershipweén the administrative depart-
ment and the particular client in the implementaid the particular administrative
procedure or practice;
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e “The Senate” — the institution’s academic goverriogly;

e “The Senior Management Group” — the group that selvithe institution’s chief
executive and takes/recommends operational anegicalecisions;

* “The Staffing Department” — equivalent to a Perssfituman Resources Depart-
ment;

* “The Staffing Officer” — equivalent to Director &ersonnel/HR.

Summary
The Fair Employment (Northern Ireland) Act, 198dhaajor implications for, and
brought about major changes in, employment prasticeNorthern Ireland. The Act
required the monitoring of the composition of ergphs’ workforces and the regulation
of their recruitment, training and promotion praadis, so as to ensure equality of op-
portunity for all, regardless of religious or patial belief.

The University of Ulster’ was one such employer.

Detall

Employment in Northern Ireland was (and, some mighit to suggest, is still) bedev-
illed by open and blatant discrimination on theuyrds of religious belief and political
opinion. As late as in the 1950’'s and 1960’s, jdeatisements would state “Catholics
[or Protestants] need not apply”. Interviews cobidjust as blunt: “Are you a Protes-
tant?” did not become more subtle because it walaced by “What school do/did you
go to?”. It would be nice to say that this was adeature of subsequent decades: but it
was — with barely greater subtlety.

Something had to change: legislation was neces3#sre was self evidently a need,
within the Northern Ireland community as a whole avithin the workplace in particu-
lar, to reduce the waste of talent, to commit wedsity within employment, to enhance
equality of opportunity and to remove antediluvaerjudices. This was to be a process
of dealing with the self-inflicted wounds arisingpin a refusal to recognise a funda-
mental right to hold a different religious beliaf political opinion or to associate with
those of “the other” religion. The purpose of thgislation was to address discrimina-
tion; the concept, or the agenda, of inclusivitysveae alien to the majority of employ-
ers, even those who were attempting to deal witidgeand, to a lesser extent, racial
equality.

The first fair employment legislation was enactedl976, ie broadly at the same time
as the early Race Discrimination and the Sex Disication Act$® (applicable also in
Northern Ireland). It was not effective: discrintiima on the grounds of religious belief

9 Following the publication of the Chilver Reporti882, the University of Ulster was formed by thergee

of the Ulster Polytechnic and the New Universityuséter. (Both institutions had been establish@ibiving

the recommendations of the Lockwood Committee i619 This merger, managed by a Steering Group
chaired by Sir Peter Swinnerton Dyer was the iress binary line merger in UK Higher Education.

1 The Sex Discrimination Act 1975; The Race Relatidict 1976. These statutes provide the basic idefin
tions of discrimination: Direct Discrimination oasuwhen an individual is treated unequally on thmugds

of his or her sex or marital status or on raci@ugds. Indirect Discrimination describes inequalégulting
from the common application of a rule or a practidgch is neutral on its face, but which has a diisata-
geous effect upon members of one sexual or ramiipgas opposed to anothéBimon Deakin and Gillian S
Morris — Labour Law).
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remained a feature of employment in the provindee Fair Employment (Northern
Ireland) Act 1989 was altogether more stringent dadhanding of employers. It intro-
duced: monitoring of the workforce; submission nhaal returns to the Fair Employ-
ment Commission; and the introduction of penalf@spublic sector employers who
failed to comply (persistent non-compliance woidduit in their being excluded from
applying for government funded contracts). A Fam@oyment Tribunal could award a
compensatory payment of up to £30,000 in the egéatsuccessful claim of unlawful
discrimination on the grounds of religious beliefolitical opinion.

There were as many views about the legislatiorhasetwere people expressing opin-
ions: employers seeking to maintain the traditiohgesteryear cynically set aside suf-
ficient funds to pay the compensatory paymentsrediby the Tribunals; employees, or
indeed the unemployed, who had been, or had pedd¢hemselves to have been, dis-
criminated against in the past rarely changed thtitudes; and applications to the Fair
Employment Tribunal increased with varying degrefesuccess. Notwithstanding these
negatives, the legislation challenged serious nuretaployers to review their practices
and to embrace the letter, but more importantky,gpirit of equality of opportunity.

The 1990 analysis of the staff profiles of the Wmaitied’ in Northern Ireland identi-
fied a majority of Protestant employees. The lazatf the Universities and University
campuses within or adjacent to predominantly Ptatgsareas of the Province would
have tended to suggest such a Protestant majoHitywever, the Magee University
Collegé? campus, not more than half a mile from Londondstystrongly Catholic
Bogside, employed a majority of Protestant manudl ancillary staff at variance with
the expectation that such staff would normally éeruited from the immediate locality.
This situation demonstrates the need for the changéeaged in the enactment of the
legislation.

It is more difficult to understand the phenomendram academic staff dominated by
Protestants but that was simply the situation. ,Tioigether with the fact that academic
staffs were still predominantly male, led tgarceptionthat the universities discrimi-
nated in favour of Protestant males. The same ptoteapplied to non-academic staff,
and there is some evidence that the familiar conityloyalties tended to influence the
appointment of non-academic staff. There was sdopeunlawful discrimination —
whether there was wilful unlawful discriminationad$ course another question but one
which, with the passage of time and greater expeeieof the subtleties of prejudice,
becomes ever more difficult to deny.

The Fair Employment (Northern Ireland) Act 1989ealfor all companies in Northern
Ireland with more than ten employees working mbant16 hours per week to register
with the Fair Employment Commission (FEC) for Neuti Ireland. In order to fulfil the
requirements of the legislation, the agenda follthi&versity of Ulster was:

1 At the time of the implementation of the Fair Eoyshent legislation in 1989, there were two Univiiesi

in Northern Ireland: the University of Ulster (sdete 1 above) and The Queen’s University of Belfastd’
century foundation.

2 Magee University College was founded as Mageee@elin the memory of Mary Martha Magee in 1845 to
provide theological training for those seeking mtee the Presbyterian ministry.

3 The use of “Londonderry” is perceived to reflece tRrotestant tradition:the Catholic community is-pe
ceived to favour “Derry”.
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a) to prepare a profile of the workforce;

b) to promote best practice in recruitment and saactind in promotion;
and

c) to promote equality of opportunity in the workplace

It sounds simple — but behind the legislation lae¢ hundred years of, at best, antipa-
thy and, at worst, violence between the two sideth® Northern Ireland community;
and the legislation came at a time when Northegtaid had been engaged in continual
conflict for 20 years.

The Staffing Department at the University of Ulsteas charged with the introduction
and implementation of the legislation and the cqosat changes in organisational
practices. The fact that one particular administeafunction would be charged with
bringing about institutional change was enoughrtivpke an apoplectic comment from
one senior professor that “no administrator is gdim tell me what to do”! This new
situation required administrative interventioncduld not be diluted or manipulated by
the whims of a committee system: Mitchell's Law@dmmittee$* most certainly did
not apply: “Any simple problem can be made insauiblenough meetings are held to
discuss it".

This was an external imperative over which intededision making had no control; its
implementation was going to be a) regularly andicaily reviewed by a government
agency; and b) rigorously enforceable, with peasjtin law. If ever there had been any
dubiety about the parameters within which a unite(&nd indeed any other organisa-
tion) operated, the ambiguity was now removed: retidlegislation could now intrude,
in a way that had not thitherto been envisagedallmte practised, into those internal
practices and procedures that had been devisedginithe internal and external organs
of governance peculiar to the Higher EducationesystBut a more shocking truth be-
gan to emerge: people who did not hold semicademicpositions were expected to
formulate and dictate matters of governance.

The introduction of the Fair Employment legislatieas the manifestation of the reality
of external regulation; the University of Ulsterdaother employers in Northern Ireland
were required to conform penalties would be impasethose who failed to do so.

2. THE CASE STUDY — COMPLIANCE WITH THE LEGISLATION

Summary
The formation of the University by the merger a thister Polytechnic and the New
University of Ulster had been controversial andréhevere many tensions as the poly-
technic and university traditions were brought tthgee. That the University developed
and established its identity was attributable te thisionary leadership of the then Vice-
Chancellor, the Pro-Vice Chancellors and the seridministrative team. The task was
difficult but by 1989 the University had establidhiéself as a viable and distinctive
institution. Merger meant harmonisation of the gieges of the former institutions — it

4 European Small Business Alliance (ESBA) Bulletikgl. 3 - No 9.
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did not mean necessarily a review of practicese® whether they sat easily with cur-
rent imperatives.

Originally, it seemed that there were three quewtithat would be posed by the new
legislation: what would the statistics show; whatuld be the implications for those
departments that had, advertently or otherwiseecteld from their traditional commu-
nity; and would those involved in recruitment amdestion agree to participate in the
programme of training and induction that was toitieoduced and developed-house

by the Staffing Department. But in fact there wasegen more fundamental question:
would the institution recognise that there was ssue.

The new legislation exposed, in a way that the tiebabout merging the academic and
other programmes of the new institution had nog, ittiter “tribal” tensions that had
hitherto been suppressed. (The use of the woitditt was and is still fraught and
emotive but no apology is made for using it.) Naist of these was the perception that
Magee College in Londonderry, despite its Preslgteorigins, was predominantly
Catholic while the other campuses were predomigapitbtestant.

In the event, the process was probably one thatyeslgange manager should experi-
ence: it was challenging; it was emotionally demiagdit was creative; and it resulted
in the formation of dynamic and creative allianceladeed it is probably fair to say
that, by 1992, the University of Ulster had develbpecruitment practices and proce-
dures that were then (and indeed still are, in maages) well in advance of any others
in the UK.

Detall

The Ulster Polytechnic and The New University ostdl had been established follow-

ing the report of the Lockwood CommittéeHowever the Chilver Committee, report-

ing in 1982° found that
“1.10 The New University of Ulster [did not ach&\the role that was envis-
aged when it was set up in 1968. On its presentemodl operations it
[faced]such severe and increasing problems of awi@dend financial viability
that it was necessary to question whether or noould make any long term
contribution to higher education provision in Nath Ireland.
1.17 The Ulster Polytechnic is a young institutishich has displayed com-
mendable energy and initiative in developing a widage of courses. The
Polytechnic should increase its commitment to viooal studies, and should
consolidate its activities following the considdealgrowth that has already
taken place...”

(Report of the Higher Education Review Group fortNern Ireland — January 1982)

! The Report of the Lockwood Commission (1965): @enmission headed by Sir John Lockwood of Lon-
don University, was appointed by the Minister ofidfice to review the facilities famiversity and higher
technicaleducation in Northern Ireland and to make recomratols. The committee’s findings, published
as the Lockwood Report, enabled the governmentaicerfar-reaching plans for higher education in Nem
Ireland. They recommended the establishment ofcansk university which would be complimentary to
Queen’s University.

16 Following the publication of the Chilver Reporti882, the University of Ulster was formed by therger

of the Ulster Polytechnic and the New Universityi$ter. (Both institutions had been establishdbfang

the recommendations of the Lockwood Committee i6619 This merger, managed by a Steering Group
chaired by Sir Peter Swinnerton Dyer was the iress binary line merger in UK Higher Education.
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The government decided to blaze a new trail withesiger across the binary divide. It

was perceived by many as a shotgun marriage (tbmative was closure of the NUU)

with the Polytechnic being the dominant partnehe Tirst few years brought to the fore

the challenge of addressing the academic, admatiigtr and territorial tensions; the

Staffing Department fielded many of those tensiagst sought to bring together two

disparate traditions of Higher Education as welltlas two perceptions of success (as
perceived of the Polytechnic) and failure (as pgezkof the New University of Ulster).

The Fair Employment Legislation was not helpfulaitidressing the agenda implicit in
the longer term implementation of the merger. ived to reinforce some of the divi-
sions; it proved to be a catalyst for some outspal@mments and recriminations about
the University's staff profile; and the surfacinfjlatent and not so latent political af-
filiations left few in doubt that an imbalance dgi$ and required to be corrected. In the
memorably naive statement of one administratived tefadepartment - “| don’t know
what all this discrimination stuff is about; we dohave any Catholics in the Depart-
ment” — lay the manifestation of the challengetfer organisation. Some did not under-
stand, others did not want to understand.

The legislation demanded that employers with mbamt16 employees should monitor
their workforces by religious affiliation and gemde This was not as simple as it
sounds! Gender is generally self-evident — tothskquestion creates a credibility gap.
To ask people to declare their religion was, ind¢betext of 300 years history since the
Battle of the Boyne, a gross intrusion into theivacy and a deeply political question
with all sorts of assumptions being made. The lati® provided for one of two ap-
proaches: the direct question “Are you a Prote8tdi#re you a Roman Catholic?”; or
the more oblique question: “Which primary schoal glou attend?”. Where employees
declined to respond, the employer was entitlednferitheir religion by reference to
their personal files from which information was #able about their address, their
interests etc.

The individual employer was free to determine tray\in which monitoring would be
approached. The University decided to discussibdus operandbpenly before ques-
tionnaires were issued — responsibility lay witke tBtaffing Office (anything unpalat-
able was generally the responsibility of the StaffiOffice!!). Staff representatives
recognised the value of the legislation: they warpportive of the management’s ap-
proach; and they were particularly helpful in eneging employee participation. An-
other key player in the process was the Fair Empoyt Commission with whom the
University had, a first, a difficult relationshifghat this was so was, in retrospect, un-
derstandable — the Protestant emphasis of the gmpla profile was self-evident with
the implication of discriminatory practices in thast; the Commission had to be satis-
fied that appropriate steps were being taken tdémpnt the legislation. However, The
Commission’s support grew and its antipathy dintiats as the University’s commit-
ment to the implementation of the legislation beeanore evident.

All employees were informed of the decisions theg émployer had taken about their
religious affiliation; they were given the opporitynto correct any misperceptions or
misinformation. The issue was taken extremely sehopartly as a consequence of top
level commitment to the process and partly becatisiee extensive consultation. Maybe
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a benchmark of a successful administrative ventutbat people feel confident and com-
fortable to such an extent that they are able ouithancour, to correct sensitive information.

Monitoring was based upon the catchment area:dbal ldemographics should be re-
flected in the workforce. Thus, manual staff (okexa, porters, security staff etc) lived in
areas relatively close to the four campuses —esdigiribution of the manual staff at, e.g.,
the Coleraine campus should ideally have been 8@te$Rant and 20% Catholic because
that was the demographic distribution; secretanmal technical staff lived further a field
but probably within 20 miles of the relevant cangsuand their distribution should have
reflected the demographics of the area from whiely vere in the main drawn; academic
and administrative staff were expected to travekdok and their place of residence was
not considered to be particularly relevant. Tersiamse when aggregate information was
published indicating under-representation. Undprasentation was perceived to be the
result of “institutional” exclusion ie discriminati; not of self exclusion.

The second aspect of the legislation was to endatethose involved in recruitment
and selection and in promotion were trained in Ipeattice. This was not of itself con-
troversial but it was viewed with considerable disd Managers in general do not un-
derstand that they need to be trained in persddRelssues; few, if any, academic
managers felt a need to be inducted into bestipeathey resented the intervention of
an administrative department and in particular addenent (HR equivalent) which, in
any organisation, tends to be viewed with some tagem: “It is not difficult to ask
questions; and fancy procedures are not goingharee the quality of applicants!” was
a fairly typical of spoken and unspoken attitud®s.important step in acceptance then
took place: the Staffing Officer engaged in a pamgme of extensive consultation about
the content of new procedures while at the same tiffering induction into recom-
mended best practice. Thus those being inducteame snight say trained! — enjoyed a
sense of ownership of the procedures; they wenegbf@imiliarised with what they be-
lieved they had created!

The outcome of the monitoring is the subject ofthap paper on another topic(!) and
the content of the training programmes in recruittrend selection provides another
discussion. Whais relevant to the present paper is the fact thatthigersity of Ulster,
through the commitment of a number of people araheigs, brought about a change in
the culture of an organisation by a process of gageent and involvement. Partner-
ships and alliances were formed that set the uttit above others in its commitment
to best practice. Many roles were played by marmopfee yet none was played in isola-
tion; they were interdependent; they required comment; and with these elements in
place they worked to the benefit of the organigatio

3. THE CASE STUDY — SOME INFERENCES

Summary
“An organisation exists for a particular purposedis subject to internal and external
regulation”. The University of Ulster, in commoritlwother universities, had a pur-
pose (indeed it still has a purpose but it is rgwed in the context of a Vision and a
Mission Statement) that was enshrined within iteu@hr and Statutes. In addition, the
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University, in common with other organisations iortiern Ireland was constrained
by specific external legislation designed to engheeabsence of discrimination on the
grounds of religious belief or political opiniont was thereby required to review its
internal procedures.

That the University implemented the revised lefmtain procedures, widely accepted
throughout the institution, was the outcome of Aeseof dynamic processes (albeit
unrecognised at the time) that may provide benckm#or assessing the quality of
administration, however defined.

There are six considerations to be borne in mind:

e an organisation in pursuing its purpose must compith internal and external
conditions;

e administrative departments should ensure compliaamoe create an environment
for the fulfilment of purpose;

« the administrative function involves more than damanistrative department;

» the administrative function should facilitate iistional purpose;

e a service agreement will only be a quality agreetnifeit embraces a quality func-
tion; and

e reciprocity.

Modern society regulates, through legislation an@dqpice, personal and organisa-

tional behaviour. The delivery of an organisatiomairpose will not survive unless it

complies with external regulation. A student canthught by whomsoever but the
appointment of a particular lecturer is regulatestaff may be rewarded according to
the whims of the Vice-Chancellor but Equal Paydigion may intervene; and students
may be admitted according to institutional critebat the university may be penalised
if the government’s commitment to widening accesbwarted. The challenge for the
Administration is to ensure that internal and exirregulations are implemented -
creatively and dynamically as a means to the emdsstitutional purpose.

“No longer is it remotely possible to run a univigyswith ‘three men and a
boy'...There has grown up since the end of the SeWdodd War, and particularly

since the fifties, a large new career in universiiministration. This reflects not only
the greater numbers of people involved but alsoiticecasing specialisation of func-
tion within the bureaucracy®

In the 1970s there was a clear development as astmgitors sought to develop their
skills in order that academic colleagues might Ipeested of some of their more time
consuming administrative chores (examination tigt#itg was one of the first rational-
ised activities and indeed it was the beneficidrthe first attempt to introduce computers
into administration). Administrators began to méeetdiscuss generic administrative is-
sues with, first, the Meeting of University Adntiaitve Staff (MUAS) followed by the
Conference of University Administrators (CUA) andrenrecently by the Association of
University Administrators (AUA), these organisatidmeing matched by successive gath-
erings of particular groups of administrative staffch as Finance Officers, HR staff etc.

" Power and Authority in British Universities: Moedand Eustace.

100



Whate’er is best administered is best. Quality dménistration: A Case Stud)}.

The fact is that the administration now has a resaility that extends beyond provid-

ing the infrastructure for the academic effort istof course there to support the devel-
opment of the purpose of the institution or orgatitm; but it is also there to enable

the organisation to develop within the context eéreincreasing external demands.
Higher Education now requires administrators to agg in the Four Cs or, onomato-

poeically, the Forces: Creativity; Communicatiom@pliance; and Custody.

This having been said, it is important to recogrilsat administrative departments are
not responsible for the administration of the ington. While it may expect (wrongly as
this paper will suggest) that the Director of Parsel should deal with the Employment
Tribunal that addresses the issue of unlawful radecrimination in the selection
process, what University would allow the DirectdrRersonnel/Human Resources to
select the Professor of Nuclear Physics? That fanadf recruitment and selection is
undertaken through the operation of a co-operationl ideally a partnership between
the Department of Physics and the Personnel DegartmThe Personnel Department
does not promote a technician; the Finance Depantmikes not spend the Careers
Office’s budget; the Examinations Office does reitthe first year paper in Modern
History. The administrative department facilitatbe organisational outcome — not by
intruding into the area of expertise but by prowglithe procedural framework that,
ideally but not universally, should ensure thatsistency across the organisation.

So what then is the role of the function? Threenseeemerge: to Discuss; to Apply and
Adhere to; and to Determine (Decide). While sepafedm the roles of the administra-
tive department they are nevertheless reciprocdliaseparable.

Administrative departments are criticised for beislgpw; this leads to assumptions
about quality; this in turn leads to assumption@abquality and the belief that quality
can be established by the application of servicee@agents. These assumptions are
frequently misplaced: delay is frequently occasibriyy the failure of the function
rather than of the department. Service agreemeiits an omnibus applicability have
litle meaning.

There is a need to identify partnerships, whetheytwork and the impediments to their
working. There is a need to look at the fithespfopose of the organisation’s admini-

stration ie the infrastructure; the Administratiore. the collectivity of administrative

departments; the particular administrative departrmvolved in the process; and the
administrative function ie those who in partnershligliver the outcome. This is not
about the traditional tensions between academic adahinistrative departments; it is

about the dynamic of the interaction between thestituent parts of an organisation.

Detail

Although there had been Fair Employment Legislasimee 1976 it had been paid scant
regard by employers. The new legislation was cifi it meant business. The Com-
mission were serious in their intent to eradicaserimination on the grounds of reli-
gious belief and political opinion; employers igadrits intentions at their peril. There
was no dubiety at the University of Ulster. The Wmbity with its four campuses in
different parts of the Province was an obvious @atd for the attention of the Fair
Employment Commission. The University was proactineits approach: early and
continuing discussions took place betwsenior (this was not typical of other employ-
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ers) officers of the University and the Fair Empiignt Commission, better enabling
the formulation of the University’s approach to thgeratives of the legislation.

In short, the University recognised that there weseles of social integrity that had to
be addressed, irrespective of issues of socialctamse, social engineering or financial
penalty. The legislation was for real; the penaltieould bite; and the University’s
reputation could suffer: but the demand on the Brgity was not that it should fear
repercussions, but that it should ensure that riégstiges were beyond reproach and
founded solely upon the ability of applicants. Tehemas a need for the University insti-
tutionally to commit itself and the Senior Managem@&roup was committed to setting
appropriate measures to win over the actions, tiftme hearts and minds, of managers
and staff. The legislation was about staff and s@s the Staffing Department that was
charged with the drafting, negotiating and delivefyew practices.

In “Fair Employment in Northern Ireland — a Gengmnaton”, published in May 2004,
Professor Bob Osborne concluded that there had begor changes in fair employ-
ment since 1974.

“There has been a substantial improvement in thpl@mment profile of Catholics,
most marked in the public sector but not confired;t

Catholics are still more likely than Protestantsbt unemployed. As unemployment
levels have fallen back, lack of employment is atdbutory factor to disadvantage and
poverty but not its main determinant;

There are emerging areas of Protestant under-eaged®on in the public sector most
notably in health and education;

« There has been a considerable increase in the mwhipeople who work in inte-
grated workplaces;

* Educational qualifications are now virtually thereafor Catholics and Protestants
but there are two areas which will have a hugeuerfte on future trends in the la-
bour market: there is clear evidence that Protéstimom poorer backgrounds do
less well than Catholics from the same sort of gread the exodus of Protestants
to universities in Britain who do not return meahat graduates competing for
higher level jobs are more likely to be Catholic;

e A generation ago the chances of individuals doiagie than their parents in the
job market were significantly determined by thegmomunity background; evi-
dence now suggests that education mainly deterrmsimgial mobility and that relig-
ion plays no part;

« Strong legislation has played its part. Employergehindicated that it has helped to
change practices;

* Public attitudes towards fair employment strategied equality in general have
changed; Catholics and Protestants are broadlyostiyg of equality; fewer Catho-
lics have major concerns about fairness in relatmemployment but increasing
proportions of Protestants are starting to haveeexrs about their position in the
workplace.”
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4. THE “FORCES” OF ADMINISTRATIVE DEPARTMENTS

What follows is the outcome of extended reflectibmyas not self evident at the time of
implementation; and it is unsupported by referetioceore learned and informed litera-
ture.

The role of the Staffing Department in the impleta¢ion of new procedures (in pursuit
of the implementation of new legislation) leadsata ice play on words and thereby to
the definition of the “Forces” (four Cs) of admitnative departments: Creativity; Com-
munication; Compliance; and Custody.

Creativity . It was self evident to anyone with an interestduality of opportunity that
practices were flawed and required to be substhntimodernised; but the equality
debate commanded little respect amongst manageradh “always done it this way”.
This being the case, the legislation was viewethasatalyst of change and the intro-
duction of best practice rather than as a restrictin what had been done, literally, for
decades. In other words, the Staffing Departmeawntis was not to police (and thereby
tell managers what they had done wrong) but to vate and thereby to allow for
greater imagination in the recruitment, selectiod promotion of staff.

There were two tangible outcomes for the emplolyetter appointments (and it was not
entirely clear what that would mean); and since gscriptions and person specifica-
tions tend to be colour blind (whether orange aregtg or black and white) and gender
neutral, the University's diversity agenda was ambesl — perceptions of the University
as an employer were modified. There were also @mgible outcomes for staff and
putative staff: clearer selection criteria; and evigarticipation, reduced self exclusion.

The intangible reward was that the programme okealoops engaged staff at all levels:
people were able to air their concerns and pregsdin what was, in fact, a dynamic
environment. The most intransigent manager woulcehaired to adhere to the Univer-
sity’s practices if he/she wished to recruit stafhere were furious arguments; there
were threats; there were allegations of politiadlying and harassment; and there were
acerbic debates about tribalism. But at the enthefday, the revised practices were
introduced and, more importantly, accepted. Whyevibey accepted? — because peo-
ple felt that they had been able to participatihéir formulation.

Overall, the cathartic impact was immense; it was first time that many had been
prepared to air their prejudices. It was a bolg $ig the senior management to allow
for such a wide debate. Change does not happeditly i evolves by the participation
in the debate of those to whom it will apply. Dission does not remove obstacles; it
identifies them; and being identified they can bierassed. Discussion allows for the
sharing of the creativity and the ownership ofdlaécome.

Communication. The creativity that emerged, for catharsis isative, was a direct
consequence of the implementation of a processasfir@unication.No man is an

Island, entire of itself; every man is a piece It tontinent, a part of the main”. It is
doubtful that John Donne would have dreamt thatafriés Meditations would be used
in support of a discussion about higher educatidmiaistration in the twenty-first
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century. Yet one of the mysteries of managememiigher education is the process of
communication by osmosis: “Why have | not been Pai which the answer was
“Because | didn't know that we were employing youds an actual situation. The en-
demic failure to communicate is bizarre: it seemarply a) “I've done my bit”; b) “I
don’t belong to any other process”; and c) “AnywBy the expert”. This seems to be
the only explanation of a comment by an admissaifiser that “the academics will not
understand so they don't need to be involved” & firmulation of an admissions pol-
icy; and of another comment by a former colleagt® whserved that the “procedures
are so involved that | am the only person who fulhderstands them and so | have to
be consulted on every occasion that they are irdfoke

Communication produces dynamic outcomes. The pscaiedister engaged the internal
stakeholders; they were real and dynamic (or &t lewst of them were) partners. They
derived ownership of the resultant procedures tjinde iterative processes of consul-
tation and induction. It was not necessary to controa the price of failure to conform
(the policing role); the imperatives were underdtdlorough a process of sharing (the
creative role).

Compliance The proliferation of internal and external progezs and regulations re-
quires ComplianceThe head of an administrative department is resplengor the
formulation and implementation of and compliancéhwnternal rules and regulations
that may be institutionally driven (admissions pgJior externally required (conformity
with employment law). These multiple roles can giise to the traditional aca-
demic/administrative antipathies. There is a pedioapthat the administration con-
strains, rather than to interprets, facilitates andbles. In many cases the perception is
justified; and in many cases it is not!

The consistent and creative interpretation of thlesr of compliance creates a positive
dynamic tension enabling the institution to thribef the converse is also true ie a fail-
ure to comply damages the credibility of the adstmtive department or process con-
cerned and in the longer term may damage theutistit

This may be illustrated by reference to a spesitigation in which a member of staff is
unsuccessful in his or her application for promotithe head of department invokes
special pleading contending that the individualbsut to be offered, or indeed has been
offered, a promoted post elsewhere: the outcontieeipromotion of the individual by
the application of “special powers”. (It was norrf@ml the Statutes of the 1960s univer-
sities to include within the Statute pertainingthie Vice Chancellor a section such as:
“The Vice Chancellor.....may, on occasions which basiders to be occasions of ne-
cessity, take such steps as he may deem expexditg interests of the University...” —
while this was intended to reflect states of emeegethere are instances in which the
retention of a particular scholar was deemed tanbte interests of the university.)
What happens in this instance is that special phgablecomes the norm (for those in
the know) encouraged by heads of department arat gmior managers. This in turn
leads to a weakening of established proceduredsat undermines the various partner-
ships that should be working together to ensurettiginstitution operates a transparent
and fair reward strategy.
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In short, compliance should be implemented condistat a level that the stakeholders
understand; the expertise of the professionalsigesvthe refinement that is necessary
for, and in, the formulation of overall policy.

Custody. The final responsibility of the Department is thas@dy of the procedures
and records. This is frequently misunderstood asdj result, a range of micro-systems
is developed each of which is likely to serve dedént purpose. A record system is
highly complex and there are numerous examplessasttous attempts to set them in
place. The nature of organisations tends to bevietgionist; the good practice of con-
sultation is doomed to fail unless a focus is naimgd on the purpose of the system and
its custodians. Thus, in the formulation of a par&/payroll system, the head of per-
sonnel and the head of payroll should be clearytiified as the responsible officers;
they should consult to ensure the inclusion of m&seinformation; they should identify
exportable data that can be used for setting ual lmicro-systems; and thewust di-
rect the systems analysts. That they did not dim so particular instance (in itself a
fascinating case-study in project management) wislae on their part and the out-
come was doomed; but that they were unable to d@rsdandeed as was actually the
case, impeded from doing so) was a failure to reisegthat at the end of the dthe
responsibility for the custody and accuracy of diagalay firmly with them. There is no
such thing as vicarious custody.

The Administrative Function

In the late 1960’s and the early 1970’s there wasahtension between academic and
administrative departments. The academic commugdtgeived itself to be constrained
by “the administration”; and “the administrationda often observed that academics
were “trying it on” — again! Discussions about teellegium” excluded the commonal-
ity of interest between academic and administratiuleagues — the collegium was
definitively academic. Academics were offended hg tonstraints of bureaucracy;
administrators were insulted when their regulatiaresignored. Both were blinkered in
their perceptions. A sweeping generalisation, eMentheless difficult to gainsay, is
that academic colleagues were overwhelmed by aeweftbureaucracy that accumu-
lated and was never rationalised. The adminismatias caught between the Scylla of
external demands and the Charybdis of enablingeawi&deffort. Despite the substantial
changes in the internal and external climate initk&rvening period, much of that ten-
sion remains.

Herein lies the conundrum of the institution asomganisation seeking to deliver its
academic mission and the institution as an orgtaisaeeking to conform to public
and private legislation. Ulster’s induction to thair Employment legislation sought to
resolve the conundrum by the application of bestinitrative practice: the adminis-
trative department identified the external impesgiwhich were then explored with the
stakeholders in the context of their particulardseeand thereafter there was a recon-
ciliation of diverging needs albeit with emphasis eapnformity with the legislation. In
the event the reconciliation was not particulaif§icllt.

The pragmatism of reconciliation may be demongtratefollows: equality of opportu-
nity in recruitment demands that appointments arteearmarked for particular people
and yet a head of department has a particular dateliin mind. How can this be
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achieved in a way that satisfies both the law &edrterests of the department? This is
the challenge for the creative HR Department. Btyuad only abused when either the
role definition cannot be justified in terms of dejmmental needs or the person specifi-
cation cannot be justified by the role definitimr; when the manager is motivated by
bias and prejudice. While it is not for the HR Depeent to appoint a particular indi-
vidual or to discipline a recalcitrant member dfftit is its responsibility to set the
guidelines and the way of achieving the objectiveereafter the HR Department and
the Stakeholdertogether comprising the functipdeliver the outcome and share the
responsibility for it. In the same way, it is ndiet Finance Office that fails to keep
within the budget devolved to the Department ofs€ies; and it is not the Examina-
tions Office that is responsible for the late suksitin of the first year paper on Roman
Law.

So what does the function do? It is suggesteditthais three roles: tdiscuss to apply
and adhere tq and todecide

We have already identified the importance of thed@tment’s role in communication.
Although it may come as a surprise to some (!), moimication is neither telling nor
being told! The purpose of a process of commurdcats to allow for understanding;
“I'll meet you at the Alhambra” will mean a myriaaf things to a myriad of people
ranging from a tryst in romantic Granada to an evgmt the local movie theatre (for
those old enough to remember the profusion of Allv@antinemas). So communication
for those who do not understand must allow for tjaes discussion and comment.
Thus the first and most important element in theiagstrative function idiscussion.
Those who are not responsible for administratiacfices and procedures have a major
role to play in their formulation (and they must fr@vided with the opportunity to do
s0). To decline to participate in the formulatiohpoactices and procedures in their
formative stage is an abrogation of responsibdisymuch as is a failure on the part of
an administration to promote the discussion. Agrpeacedures have to be imple-
mented; they are more easily implemented when aseatsense of ownership of them;
they are certainly better understood when one lkasam opportunity of contributing
positively (or even negatively) to their formulatioA former Vice-Chancellor of a
prestigious university maintained that, providegérgvmember of the Senate was given
the opportunity to express a view, his summarisifiga debate (in his own favour)
would never meet dissent!

Unfortunately, after the discussion stage and thesequent implementation of agreed
practices and procedures, those who have willipghticipated in the discussions seem
reluctant toApply andAdhere to the outcomes. At one institution, despite titeoduc-
tion of recruitment and selection procedures, thegis a view that the best way of se-
lecting professorial staff was to use an intermatimetwork of contacts (one hesitates
to use the term “old boy” network because that wais(quite) true) on the perfectly
sustainable grounds that if candidate X was knowma &tar by senior and respected
academics in such diverse places as Melbourne, Capm, Los Angeles, Boston,
Beijing and Marseille then there would be littlegain by going to an external adver-
tisement. In practice this was an effective systamd poor appointments were never
made. Was it a good system: academically therelittlasdoubt that it was; in terms of
a best practice that would stand up to externaltisgr (by an employment tribunal for
example) it was “unfair”.
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It is difficult to argue that the appointments piee, described above, is unlawfully
discriminatory; it is irregular and it should besclburaged, if for no other reason than
the fact that the same result could be achievetthdwapplication of best practice. While
taking short-cuts is never wise, even for thosé wittensive experience, there are times
when they are necessary. Practices do not havafaite lifespan; they have to be
adapted to meet changing needs through an iteqatdeess in which either changes are
made or the rules are reinterpreted.

The bottom line is that procedures are meaninglakesss there is an outcome: adminis-
trative function is aboubecision. An institution cannot advance unless decisions are
taken; procedures can be beautiful and they casfysatvery critic but unless they can
deliver they are meaningless. Recruitment and sefeprocedures at one university
clearly failed the Dean who lamented that “they latly enabled him to appoint one
person and that was the only person whom [he] didwant”! (Was it the procedures
at fault or his understanding of them?)

Quality and Service

The implementation of a procedure requires theigtimn of duties to certain of the
players. This is part of a service agreement; bsgraice agreement is not necessarily
an indicator of a quality process. A specific ex@mmrelated to the world of academia
demonstrates the point. A phone call at 11.30 aanltwal garage secured an agreement
that a replacement headlamp bulb could be fittechbgn if the car could be made
available within the next ten minutes. The car wasented on time; the mechanic was
available; at noon the part had been fitted. Diesle! However, the headlamp failed
after ten miles: the wrong bulb been fitted and tiechanic had failed to notice an
exposed lead which shorted when water splashed®rcdannection (and there is no
shortage of precipitation in Scotland). The senacgeement was fulfilled; but there
was an absence of quality.

The quality process drives the service agreemedtrmt vice-versa. One Personnel

Department, following a series of discussions vitbans and Heads of Department

agreed the following schedule for the recruitmemd selection of staff (and interest-

ingly, the greater use of the internet does noes®arily reduce the time scales set out

in the following example — therein lies yet anottebate about the effectiveness of the

proliferation of e-mail communications — who wa®eeapable of replying meaning-

fully to fifty communications in one day!):

* Receipt of a full set of further particulars toeaf last advertisement — 3 weeks,

* Appearance of last advertisement to closing d@eveeks ending on a Friday,

« Submission of applications to department — not ltan the Wednesday following
the closing date,

* Receipt of the shortlist from the department —mote than 10 days after the re-
ceipt of the applications,

* Interviews — not less than three weeks and not rtiae four weeks from the re-
ceipt of the shortlist,

e Letter of appointment to be issued the day afterinterviews.
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The purpose of this schedute, which participants in the function had agreeds to
ensure that the implementation of best practicethatithe university was engaging in
a quality process. Implicit in the process weimetto process the paperwork in a
proper manner; and the fact that anyone wishirentpuire about the status of his or her
application could be informed of the stage reachetle process.

The service agreement collapsed from time to tireeabse of pressures put on the
partners to the function: delays in advertising, ¥olume of applications, the return of
shortlists, or in the issuing of invitations toentiew. In short, these constituted hiccups
in delivery but they were caused by adherence $b pi@ctice. There were others: late
applications; applications solicited by and subaditto Heads of Department; demands
to change interview dates to accommodate favoumgulicants. These constituted
breaches of best practice as well as disruptingéineice agreement. Measures of qual-
ity are as much to do with the willingness of ctignoup to play their allotted role as it
has to do with the ability of the department toial fluctuating demands within the
parameters of best practice.

The foregoing has been specific in that it hastedldo the quality of an administrative
function the service agreement is coincidental. Howewguality review of an admin-
istrative departments, by definition, about quality not service. loglld be concerned
with individual and collective competence; leadgséind the response to leadership;
continuing professional development; and fitnegspiarpose. It is also about the de-
partment’s credibility amongst the client group r- effective department can deliver
despite the leader; a competent leader can delasuite the department.

Whether the review is about service or quality,ction or department, it must be set in
the context of the institution’s expectations of #dministrative department under con-
sideration. Therein lie many questions! A univerdias expectations of an academic
department in terms of the Research AssessmentiBgeand the Teaching Quality
Assessment; it can set the goals; and it can nmgrgss towards those goals taking
such remedial action as it may think fit. Institutal expectation of the function need to
be separated from the institutional expectatiothef department — the challenge is to
ensure that both are considered.

The emphasis of this paper has been on adminigrdgpartments and the dialogue
between individual administrative departments drdlient group. Those engaged as
non professionals in an administrative functioncheeunderstand the processes and the
reasons for compliance; they must be prepared ¢depaaesponsibility commensurate
with their participation and involvement in the pess. On the other hand, the profes-
sional administrator must not forget that the ursitg is about teaching and research; it
is therefore incumbent on him or her to enable ah¢hnce those purposes. The admin-
istrator should see the roles of the administradipartment as furthering the objectives
of the academic organisation; the academic engagtaching and research must rec-
ognise that, for better or for worse, the orgaiosats regulated in the interests of the
community at large.

There is a need for real communication. One waetstrcannot exist in the modern organi-

sation. Client groups must know of administratitipudations; administrative departments
must know of academic initiatives. Is it possiilehe 2F' century that a decision to close
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an academic department could be taken withoutriba/ledge of the head and members of
the department and the Director of Personnel? mg@er might surprise you!

5. POSTSCRIPT

It is gratifying that the administration — i.e. tpartnership between the Staffing De-
partment and the client groups — of the Universitiister made a significant contribu-
tion to the enhancement of equality of opporturatythe University. Comparing the
employment profile of the University now in comgsam with ten to fifteen years ago is
evidence of the quality of the venture and therebyne aspect of the University’'s
administration.
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CHAPTER 10
INTERNAL COMMUNICATION
AS A FACTOR OF QUALITY IMPROVEMENT
IN HIGHER EDUCATION — CASE STUDY

1. INTRODUCTION

There is no doubt that the impact on the knowleloigged economy is performed indi-
rectly by education, especially higher educatiohjclw provides society and economy
with highly qualified human resourcesdiirowa-Szefler 2003]. Higher education insti-
tutions (HEI) determine the shape of the knowledgeiety and the knowledge-based
economy. HEI existence including scientific resbameducation and innovations is to
a large extent conditioned by activities in thddief knowledge creation and knowl-
edge disseminatiéh The knowledge capture and knowledge disseminagsnlt in
improved skills and competencies of the work faroe the development and commer-
cialization of new technologies. From this pointvadw, HEI are specific kind of learn-
ing organizations specialized in the generation disdemination of knowledge in a
unique way [Conceicdo, Heitar, 2002:83]. HEI arelemsocial pressure, which is the
result of their direct impact on the process ofduwng elites and the economy. The
economy depends on highly qualified human resounsich in turn is an essential
condition on the way towards competitiveness orhkibe European and the global
scale [Ciekot 2001].

The ability of meeting requirements which are smt HEI depends on established
knowledge management system. Special concern sheulgiven to scientific and or-

18 From 17" of September, 2007 author is being held the posif Dean’s Representative for Quality Man-
agement at the Faculty of Commodity Science, Pokiraversity of Economics.

¥ Quality Assurance Coordinator at Fujairah Colledg¢igher Colleges of Technology, United Arab Emir-
ates. Permanent address: Paézimiversity of Economics, where the author held pusition of Dean’s
Representative for Quality Management b{} 6 September, 2007.

2 The role of universities in the Europe of knowledg(COM(2003) 58), 10.01.2003 Brussels,
http://europa.eu.int/scadplus/leg/en/cha/c1106dessed: 09.09.2005.

111



| Marta Purol, Dawid Wosik

ganizational knowledge. Scientific knowledge is daroed during scientific research,
which is an input to the codification and dissertiora among the students and other
stakeholders. The organizational knowledge is retdde the efficient management
process and building competitive advantage andkitmisviedge aspect seems to be the
key issue given the aim of this article.

Quality of education, apart from knowledge creatiknowledge capture and knowl-

edge dissemination is a result of:

e implemented solutions, which should be perceivepasitive conditions of func-
tioning of HEI not necessary connected with edooat process; and

e implemented solutions, which determine positive ditons of providing educa-
tional services [Krgniewski, Wanicki, Morawski, Antoszkiewicz 1996].

One of the above mentioned solutions is efficiet¢rinal communication, flow of in-
formation and control of documentation system, Wwhice parts of the organizational
knowledge and quality, or wider, knowledge manag#rmsgstem in HEI.

The purpose of the article is to provide an examglggested model and procedure of
efficient internal communication, flow of informati and control of documentation
system, based on experiences of the Commodity &iEaculty at PozmaUniversity

of Economics. In the authors’ opinion this is orfe key conditions to be considered
when striving towards quality improvement in higleelucation.

2. THE ROLE OF INTERNAL COMMUNICATION, FLOW OF IN-
FORMATION AND CONTROL OF DOCUMENTATION IN
QUALITY MANAGEMENT SYSTEM

The efficient internal communication process cdmités to proper functioning of qual-
ity management system in any organization. On therchand, many problems occur-
ring in the quality management system in an orgdiia may result from poor com-
munication. Our society, let us call it the infotioa society, requires a properly func-
tioning information system. Efficient flow of inforation within the organizational
structure, organizational work culture and worlatetl documentation management
build together internal communication in a wide ser it is also relevant for the uni-
versity. It is needed to make a selection of appate communication channels and to
develop specific flow of information managementtsys Effective information sys-
tems should be stimulating to development of aredeere units of the organization
operate [SasakR007].

As the 1ISO 9001 standard requires, the top manageimsupposed to make sure that
relevant communication processes are establishéteiorganization and that commu-
nication related to the efficiency of quality maeagent system is implemented. In the
economic reality, however, we can observe mispéimepf good internal communica-
tion. This misperception leads to incidents, whereng communication activities are
taken up, as if their main goal was to occupy #k ltime as possible and to escape
from difficult situations. [@browski, Rostek, Kurd2003]. As far as quality manage-
ment system is concerned, “communication” can loetstood as a process of prepara-
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tion and flow of information in different forms wrder to ensure efficiency of realized
processes. Information can thus be seen as a key, dise value of which depends on
its transfer speed and management effectivenesafQ®07]. When implementing and

improving management systems, including those carif@g with 1ISO 9001, one has to

consider an important role of internal communiaatio the development of the entire
organization.

In the 1ISO 9001 standard you can find many requér@mreferring to the top manage-
ment’s responsibility to communicate with peopleoas the organization, i.e.:

e quality policy and goals,

¢ importance of meeting with customer and legal nesquents,

e promotion of awareness of customer’s requirementke organization,

* people’s accountability defined, awareness of hal@gaate and important their
activities are and how they contribute to achievdonglity goals,

* ensuring, that staff know changed requirementskarodv when product’s specific
requirements will be changed.

Also the ISO 9004 includes some reference to conication and recommends that the
management should define and implement an efficadteffective process of commu-
nicating quality policy, requirements, goals antliagements. Providing such informa-
tion might be helpful in improving organization’srfctioning and getting people di-
rectly involved in the process of achieving qualifyals. It is recommended that the
management should communicate with people in tharézation and actively encour-
age them to give feedback as a way of getting tiolved. Securing relevant com-
munication processes should therefore include:

* identifying people — participants of the communimatprocess;

* information to be communicated,;

* means used in the communication process;

* method selected to monitor efficiency of the meased,;

e documentation and records needed for verificatl@at tommunication has taken
place;
e activities within continuous improvement of the aommication process.

Even if the employees know the quality policy, thgdbals and duties, rights and re-
sponsibilities, the assumption that internal comitation is efficient is still far too
exaggerated. Communication issues should be agprdanore deeply by introduction
of additional communication tools, such as: infotioraboards, intranet, Internet, meet-
ings with employees etc., through which organizatielated information is communi-
cated [Wawak 2007]. What is useful in the procelsgimrmation flow are so called
knowledge portals, where different kinds of database used as knowledge manage-
ment tools or sources of information for the emples. Furthermore, the knowledge
portals make various company data more easily aitdes which facilitates co-
operation between units operating in different tmees [Meier 2007]. As the results of
GFMP Management Consultants’ research show, mfstiation reach the employees
through meetings and electronic mail. Most of tifeial media, such as intranet, inter-
nal publishing department, memos and informatioartt® play a minor role in passing
vital messages to the employees. It is partially tusome natural constraints (e.g. it is
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difficult for internal publishing depts to competéth e-mail speed). The key of internal
communication is therefore to focus on informatftowing in two directions [Cres-
cendo 2006]. We can then say about something sitaléeedback, which allows the
managers to adequately react to occurring probkemseliminate reasons for potential
conflicts [Wawak 2007]. Recently a sort of commuaign evolution has been observed
in companies, which has been leading to interaacto/amunication tools strictly asso-
ciated with new telecommunication technologies usadadays [Crescendo 2006].

Communication across the organization may haverdifft forms, can be realized in
different directions and have many crucial funcsiomcluding the following [Mali-
nowska 2002]:

¢ informative,

¢ understanding oneself,

¢ information exchange in order to program activities

* defining importance of interpersonal relations,

* helping in research and attempts to change atstadd behaviour patterns,

* satisfying needs of security, domination, conformisc.,

* recognition, - settling (explaining problems, salyiconflicts).

Internal communication to be efficient needs torbalized between employees in-
volved in the process of understanding and achijegiganizational goals and strategy.
Internal customers (employees) should be treatadllto external customers in terms
of their importance. It may result in establishingstomer loyalty, which leads to
stronger identification and association with thgamization. It is specially important in
the cases where one deals with some confidenttal enich due to strategic reasons
must not be disclosed to the outside world. Marsgfficiently informed employees do
not identify themselves with the company, whichpiractice means they are not in-
volved in achieving organizational goals. Lack wfformation or delayed work-related
messages mean worse quality of work and performdraak of information on impor-
tant corporate events demotivates employees, beagmsgously an employee likes to
be a part of corporate life. The role of internahenunication is therefore not only to
pass information, but also build a new system dfies, creating ideology of changes
which motivate and educate employees. Effectiverivdl communication may become
the key to increase of employees’ motivation angbivement, increase of work effi-
ciency, success of changes and building a posititegnal and external image of the
organization. Many companies striving to get thamployees involved, apply modern
and innovative solutions with respect to formal cammication tools, resulting from
those new technologies and innovations in the fiélchanagement [Kurda 2005].

When developing communication policy, one shoulke tato consideration that:
* employees are not provided with as much informagisthey expect to,

¢ employees expect most information from their disegteriors,

* employees prefer direct communication,

* employees are more interested in the messages tie mfluencing themselves
(their duties, salaries, work security).

In each communication process there can occur mastacles, which decrease effi-

ciency of management system in an organizationyTdre most often the result of
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employees attitudes leading to their poor involvetrie the corporate affairs. The me-
dium-level employees, who, being some kind of fdtenay make out something differ-
ent of the information they get — can be seeredstiss barriers to the flow of informa-
tion. There are also managers, who do not wanbhontcunicate with their subordinates.
It is often about building authority in the follomg way: ,| possess important informa-
tion,  am more important, if you want somethingnr me, then...” [@browski,
Rostek, Kurda 2003]. A crucial role will thus beapéd by the top management’s in-
volvement in employees’ educational and motivatidsgues.

Efficient information management in each form (pdalcument, e-mail) is a tool enabling
better rendering of services in higher educatidratTs why it seems so necessary to im-
prove communication processes depending on thegaarent model, information flow,
communication channels used and technical solutiartls in and outside the organiza-
tion.

3. INTERNAL COMMUNICATION, FLOW OF INFORMATION AND
CONTROL OF DOCUMENTATION PRINCIPLES — PROCE-
DURE’S AIM, SCOPE AND DEFINITIONS

Procedure’s aim

The purpose of the procedure is to determine thiptes of internal communication,
flow of information and control of documentation glemented and executed at the
Commaodity Science Faculty at Pozaraniversity of Economics.

Scope

The procedure is addressed to all Faculty of Conitjm@&tience employees. The proce-
dure refers to data and information, their flow @odtrol of documentation in the scope
which is needed to efficiently realize the proceihkin quality management system.

Definitions
Communication- the process including preparation and flow édimation in different
forms to ensure efficient realization of processes.
Correspondence the overall documentation produced in conveufi@s well as elec-
tronic form, needed to realize processes withiditjuamanagement system.

PUT — Pozna University of Economics.

FCS- Faculty of Commodity Science.

QMS - Quality Management System.

KC — Knowledge Centre.

Responsibility and practice
1. General.
1.1.The main goals of the established internal comnaiian, flow of information
and control of documentation principles are:
1.1.1.Access to the up-to-date knowledge about realinatfoprocesses at the
FCS, including scope of responsibilities of the F€&18ployees and all
information needed to perform duties according toped require-
ments;
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1.1.2.Correct information flow among all employees, FC&tamers and
every unit of the organization within the implemeshtand maintained
QMS;
1.1.3.Efficient flow of documents, which include specifitata necessary to
correct processes realization and their control.
1.2.Working organization and rules regarding employeesponsibilities, em-
ployees’ rights and obligations are included in ETAUT Statute” and “The
PUT Rules of Studies”.
1.3.Each FCS employee is obliged to get familiar witrhé PUT Statute” and
“The PUT Rules of Studies” when commencing employtmend has to re-
spect all the principles included in the above noged documents.
1.4.The basic FCS communication tool is KC, which isemsible for each FCS
employee through FCS intranet system (http://szi@man.pl) Additionally,
the flow of information at the FCS is being procegdind supported by the
following forms and tools:
1.1.4. QMS Documentation,
1.1.5. FCS Council Sessions,
1.1.6. Heads of Departments with their Employees Meetings,
1.1.7. FCS Commissions Meetings,
1.1.8. FCS Dean'’s Office,
1.1.9. FCS Trainings in the following areas:
- QMS,
- functional and general courses,
— occupational health and safety and fire prevention,
1.1.10. FCS Scientific Meetings,
1.1.11. FCS Information Boards,
1.1.12. Phone Connectivity,
1.1.13. FCS Non-conformance and Recommendation Box,
1.1.14. E-mail,
1.1.15. FCS Employees Duty Hours,
1.1.16. Internal Correspondence,
1.1.17. Current Verbal Communication.

Knowledge Centre

2.1.The control of the KC is a responsibility of thedh’s Representative for
Quality Management and the Documentation Profeasion

2.2.Uploading the information and documents is the esaspility of the Docu-
mentation Professional upon the application andra@m of the Process
Owner.

2.3.The application regarding all updates and modificest in KC database can be
submitted by every FCS employee in an electronibasrdwritten form (incl.
date and signature) and should be addressed t®@dbamentation Profes-
sional.

2.4.The Process Owner’s opinion and approval of theatgpdnd modification can
be confirmed by e-mail or conventional (writtenyrfofeatured by date and
signature.

2.5.1n exceptional cases, opinion and approval of fate and modification may
be issued by FCS Dean or the Dean’s Representativ@uality Management.
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2.6. Every update and modification in the KC becomegvat the moment of send-
ing e-mail information to all FCS employees by Brecumentation Professional,
which includes notification that the update or nficdiion has been imple-
mented with indication which process or area thgémented change refers to.

2.7.The Documentation Professional is responsibleterregistration of all the up-
dates and modifications, which should include thgedénd the name of the ap-
plicant, the authorized person’s opinion and appirand the scope of modifica-
tion.

QMS Documentation

3.1. QMS Documentation is available in KC and permarneatider control. Pro-
cedures and instructions are under the Process Gwsugervision. Records
are controlled according to the requirements ddfineprocesses descriptions
included in procedures or instructions containegriocedures as well as in
the “QMS Records” document.

3.2. All the documents circulating as electronic filégsld be named depending
on the type of document, i.e. (FCS_Coun_Mts) amddate of issue in the
yyyy-mm-dd format should be indicated, (i.e.: FC®&un_Mts_2007-09-17).

3.3. Incoming and outgoing correspondence of all FCigus controlled accord-
ing to ,The PUT Rector Recommendation, # 7/20030&2005 referring to
implementation and use at the PUThe Office Instruction. Instruction re-
garding organization and activities scope of Areiév Unified inventory of
archival documentation”

FCS Council Sessions

4.1. The organization of the FCS Council Sessions isrdsponsibility of the

Head of the Dean’s Office, who:
4.1.1. receives motions concerning the schedule of the EG$cil Ses-
sion;
4.1.2. distributes information on the date, the venue thiedagenda of the
session using the KC portal;
4.1.3. produces the below mentioned documents:
4.1.3.1. Annual Schedule of the FCS Council Sessions,
4.1.3.2. FCS Council Session Schedule,
4.1.3.3. FCS Council previous Session Minutes.

4.2. Each time the aforementioned documents requiré@® Dean’s approval.

4.3. Each FCS employee has the right to submit a mdtolbe discussed at the
FCS Council Session through the Head of the De@ffise, no later than 9
days prior to the FCS Council Session. The motfwukl be accompanied by
a whole documentation package.

4.4. In exceptional cases (less than 9 days before @%® Eouncil Session), the
FCS Dean or vice-Dean can decide on including $isee in the Session’s
agenda.

4.5. The schedule of the FCS Council Session along withutes of the FCS
Council previous Session should be available in pattal no later than 5
working d ays before the next Session.
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FCS Commissions Meetings

5.1.

5.2.

5.3.

5.4.

5.5.

5.6.

5.7.

5.8.
5.9.

FCS Commissions are established upon the new dl&xan’s motion sub-
mitted during the first FCS Council Session.

FCS Commissions are established as a response toettds resulting from
new regulations and necessity of the implementetiraaintained QMS im-
provement.

The number of the FCS Commission members dependts activity scope
and can range from 3 to even more than 12 perde@S. Commission is
headed by the Chairman and consists of Commisdambers.

The Chairman of the FCS Commission may be neitherRCS Dean nor
vice-Dean. Any exception to this rule is allowedonpFCS Council's ap-
proval only.

As the new elected FCS Commission commences itk, woe FCS Commis-
sion Chairman and FCS Commission Members deterthmdé-CS Commis-
sion’s scope of activities.

The FCS Commission Meeting is organized by the @8 mission Chair-
man, who is responsible for communicating the datdthe venue to the FCS
Commission Members no later than 10 working daysreehe planned meet-
ing.

In exceptional cases (less than 10 days before@®& Commission Meeting),
the decision regarding the FCS Commission Meetingnade by the FCS
Dean or vice-Dean.

The FCS Commission Meeting may be organized byten of the FCS.

The minutes of the FCS Commission Meeting should\zlable in KC portal
within 5 working days after the FCS Commission Megand should contain the
date and the names of the participants. The mimugsbe enriched by developed
action plans.

5.10.Every FCS Commission should consider a developroétite FCS Quality

Policy in order to plan activities within the QMS.

5.11.The Chairman of the FCS Commission is responsitietfe preparation of

the FCS Commission Annual Report, which shouldudelthe assessment of
the FCS Commission efficiency, considering meetifngguency, the partici-
pation, the FCS Commission Members active work theddegree to which
planned objectives within implemented and maint@i@MS have been met.
The FCS Commission Annual Report should be avalabthe KC portal by
May 3T

5.12.The FCS Commission Annual Report including the ss®ent of the effi-

ciency constitutes an input during the managen®iiew.

5.13.The FCS Commission efficiency provides a basisviaification of the FCS

Commission Membership and helps justify the neethefFCS Commission
current and further functioning.

FCS Trainings

6.1.

6.2.

6.3.
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agement during the FCS Education Quality Commisslesting.

The Dean’s Representative for Quality Managemerdgsponsible for inform-
ing through the KC portal about the date and tlepsm®f the QMS Training
no later than 10 working days prior to the meeting.

The QMS Training records are supervised by the Bmriation Professional.
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FCS Scientific Meetings
7.1. The information regarding FCS Scientific Meetingdistributed via the KC
portal no later than 10 working days before thetinge
7.2. FCS Scientific Meetings are organized on tfieahd 2“ Friday of every
month.
Work-related information
8.1. The following information channels are used by B@S Deans and vice-
Deans, the employees of the Dean’s Office and tbad of the Departments
to communicate work-related issues to the FCS eyapk

8.1.1. e-mail,
8.1.2. direct conversation,
8.1.3. phone,

8.1.4. internal correspondence,
8.1.5. work-related note / memo.
8.2. The following information channels are used by B@S employees to dis-
tribute work-related information to the FCS Deard asice-Deans, the em-
ployees of the Dean’s Office and the Heads of the:

8.2.1. e-mall,
8.2.2. direct conversation,
8.2.3. phone,

8.2.4. internal correspondence,
8.2.5. work-related note / memo.
The rules described in this procedure come intogfampon the FCS Dean approval.

4. CONCLUSIONS

As Dabrowska noticed [2000:53] “The present world isesiyvunstable and unpredict-
able place. A continuous flow of information andheical innovation has become a
dominating factor in reaching competitive advantdg@thermore, knowledge together
with education have become major economic resojfeares, Maral 1999:11-21] In
the 21st century innovations and ideas, combindl skills and knowledge are tools
for success and wealth, just like physical labowt aatural resources used to be of a
prior importance in the {9century” [Blackstone 2001:175-184].

The above mentioned sentence is the starting poihie consideration of the organiza-
tional aspect of managing knowledge in HEI. Fgstn efficient quality management
system should be implemented and maintained, thermart of which refers to the

internal communication, flow of information and ¢ar of documentation. In the au-
thors’ opinion this seems to be a prerequisitet@nvtay towards quality improvement
and eventually to competitiveness on both the Eesiomnd global scale.
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CHAPTER 11
FACULTY OF MANAGEMENT AND ECONOMICS
OF GDANSK UNIVERSITY OF TECHNOLOGY
IN THE FACE
OF KNOWLEDGE-BASED SOCIETY CHALLENGES

1. INTRODUCTION

The world around us is perpetually evolving. Thevedepment of new information
techniques and technologies has removed the bdesdand obstacles to free flow of
information and knowledge. The primary resourcéhimeconomy is not land, work, or
even capital, but knowledge. With constantly insieg volume of knowledge, the role
of its efficient and successful management is ustimeable.

One of the places which come to one’s mind whenkthg about knowledge is the

university. Over the centuries university has ba¢emple where the process of knowl-
edge storage and transmission is taking place. Mowgver, the role and character of
the university have to be changed. “Modern higltkrcation systems were established
within the framework of a modern, urban, industriggcular and scientific society. If

such a society no longer exists, [...] the purpoddsgher education too must change”
[Scott 2002:61-75]. In the newly established envinent where knowledge and intan-
gible assets have become a source of competitivenéaye in many organizations, the
role of universities considered not only as plasB&nowledge storage and transmis-
sion, but also of knowledge creation and manageastbecome of uttermost signifi-

cance.

The aim of this article is to depict those new sadé universities in a knowledge society
with regard to the case study of the Faculty of Mgment and Economics (FM&E) of
GUT. The author describes the FM&E with regardhte Baldrige Education Criteria.

The author is convinced that these criteria may lleé Faculty achieve considerable
results and cope with the challenges of knowleadgéesy. The reason for choosing this
particular faculty is such that the author studitdhis faculty and works there and is
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well acquainted with its curricula and structurartRermore, the author shares the opin-

ion that the example of this faculty is particwariteresting due to several reasons:

1. It is only 15 years old, which is not much in compan with GUT which was
established more than 60 years ago.

2. It is of a special character, as it originated frdm combination of Institute of
Economics and Humanities with Department of Orgatiin and Production Sys-
tems Design from the Faculty of Mechanics. Thisquei mixture since the begin-
ning has determined the interdisciplinary characfghe Faculty.

3. As the Faculty acts in a competitive environmeniti&ls of similar character in the
Tri-city and in Poland, it is forced to constanitgprove its educational offer and
faculty management. For that reason, the Facukystated to pay greater attention
towards knowledge management issues. One of théigegas the creation of De-
vice?! of Knowledge and Scientific Information Managemen2003.

For all the abovementioned reasons, the FacultiMafiagement and Economics is
worth serving as a case study. One might impairsthese of analyzing and presenting
only one faculty instead of the whole universitpwever, the author of this article is
convinced that it is justified to evaluate eachtlid faculties separately due to their
unique and individual character. Different soluicemd strategies will be appropriate
for particular faculties, depending on their préssituation and characteristics. For
these reasons, examination of a single faculty sa@erbhe defensible.

For the Faculty analysis, some of the criteria efffrmance excellence of Baldrige
National Quality Program are applied. The Baldrigiéteria for Performance Excel-
lence offer “a systems perspective for understapgarformance management and they
reflect validated, leading-edge management practgainst which an organization can
measure itself” [2007 Education]-. A very important criterion is measurement, analy
sis and knowledge management, which is cruciakfmh organization willing to stay
competitive. All the criteria will be described detail in due course; first, however,
some basic facts about the FME will be presented.

FME has its 15th anniversary in the year 2007.tA&$ already been mentioned, it was
established by combining Institute of Economics &hananities with Department of
Organization and Production Systems Design of GUd@ as such, it combined the
skills and practical experience of academic staffgessing knowledge about engineer-
ing, economics, humanistic science, and managej8tategia...2004].

The unique character of the Faculty results from ¢bmbination of engineering and
managerial knowledge with the ability to solve gesbs, therefore one can undoubt-
edly say that FME graduates obtain interdiscipinaglucation. This fact has been no-
ticed by employees who are eager to employ FME alulso ‘Polityka’ magazine
and ‘Rzeczpospolita’ newspaper appreciate the valtME as according to their rank-
ingzz,zFME is the best among faculties of manageraem¢chnical universities in Po-
land™,

2 presently Departament of Knowledge and Informakitamagement.
22 Official website of the Faculty of Management &ubnomics of GUT, www.zie.pg.gda.pl, accessed:1180D7.
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The more detailed information on the Faculty widl presented in due course, when
FME will be evaluated according to some of the Bgkl criteria. The next part of the
article will make the reader acquainted with theecealues and concepts, which the
Baldrige criteria are built upon.

2. CORE VALUES AND CONCEPTS OF THE BALDRIGE
EDUCATION CRITERIA

There are several core values and concepts seasitige basis for the Baldrige educa-
tion criteria. Among them are:

« visionary leadership,

* learning-centered education,

e organizational and personal learning,

e valuing faculty, staff and partners,

e agility,

» focus on the future,

e managing for innovation,
 management by fact,

e social responsibility,

« focus on results and creating value;

e systems perspective [2007 Education...

All the aforementioned values and concepts playprmsicerable role in the organiza-
tion’s performance. They are embedded in each targton which aims at success and
high-performance. They are also a set of guidelfoeducational organizations will-
ing to stay competitive in a knowledge-based sgciBelow they are described in detail
on the basis of materials found on the Baldrigadwal Quality Program website.

Visionary leadership

The first concept is visionary leadership. It skigh responsibility on organization
leaders, who should “set directions and createidesit-focused, learning-oriented cli-
mate; clear and visible values; and high expectatid he directions, values, and expec-
tations should balance the needs of all organizatistakeholders” [2007 Educatiof]...
Furthermore, the leaders are also responsible daragteeing “the creation of strate-
gies, systems, and methods for achieving performatrategies, systems, and methods
for achieving performance excellence, stimulatingovation, building knowledge and
capabilities, and ensuring organizational sustalityb[2007 Education..]. It should

be the leaders’ role to motivate and inspire acaclstaff and administration workers to
perform their job the best way they can. As in neastes HEIs are scattered into many
small units, the significance of visionary leadets are able to prepare strategies guid-
ing organization in all its units is enormous.

What is more, leaders should also be a source sifdd@mple both for inter and outer
environment. They should “serve as role modelsutinotheir ethical behaviour and
their personal involvement in planning, communimasi, coaching, development of
future leaders, review of organizational perfornggrand faculty and staff recognition”
[2007 Education.]. All in all, the role of organization’s leaders af prior significance.
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They should consider their organization as a pfaceonstant improvements and vi-
sionary changes. Moreover, they should activelytrdmute to such an organization’s
governance, which would satisfy all stakeholdeegds and should also be responsible
for organization’s actions and performance.

Learning-centered education

The second concept to be described is learningeoethteducation. This issue stresses
the need to focus on the learning part of educatidimat nowadays matters in education
is satisfying the needs of students derived froenrttarket. With increased demands on
employees who want to become knowledge workerstabdelve problems of interdis-
ciplinary character, HEIs must not only follow metkrends, but they must be ahead of
them. Moreover, if they want to ‘produce’ graduadesired by employers, they have to
concentrate basically on students’ active learr@nd on the development of problem-
solving skills. Additionally, they need to be sdiv& to “changing and emerging stu-
dent, stakeholder, and market requirements arfietéattors that drive student learning,
satisfaction, and persistence” [2007 EducatignFlexibility with regard to curricula
and offers to all organization’s stakeholders acial factor in obtaining sustainable
competitive advantage on education market.

There are several features of learning-centeredatidun. The first one is setting high
standards for students and expecting a lot frormthighis should result in high stu-
dents’ development and best students’ results.sEleend one is having the awareness
that students absorb knowledge in specific waysanddividual rates, and therefore it
is necessary to constantly search for alternatisgswto improve learning. The third
feature is placing a strong emphasis on activeniegr which can be done with a sup-
port of various techniques, materials, and othelstbelping to catch student’s attention
and interest. The next two features are forma#imd summative assessments. The
former kind of assessment is applied to measurailgg at the early stage of learning
process and is a useful tool for adjusting learmifigr to individual needs and learning
habits. The latter assessment, compared with ealtstandards and norms, is used for
measurement of student’s progress. The last fe&uwoncentrating on key transitions,
e.g. school-to-work. There is a great role of Hlsupport their graduates in leaving
universities and finding a job, as this is an intaot moment of their life [2007 Educa-
tion...].

Organizational and personal learning

Organizational and personal learning should bettd#rmost significance in each or-

ganization as it adds to the highest levels of mizgdional performance. Only organiza-

tion focusing on organizational and personal leagns able to set itself new goals and

approaches, and therefore adjust to changes ialstlders’ needs and expectations.

Organizational learning should be part and part@noorganization, which means that

it should:

e be aregular part of daily work,

e be performed at all organization’s levels,

e be driven by opportunities,

e contribute to solving problems at their source,

e concentrate on building and sharing knowledge & @rganization [2007 Educa-
tion...].
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To support learning processes of individuals iroeganization such means as trainings,
education and financial motivation may be useds&ml learning is a crucial factor in

each HEI as it can result not only in more satisfetaff and organizational cross-

functioning learning, but also in favourable enwingent for innovation — an important

factor of competitive advantage.

Valuing faculty, staff, and partners

The fourth concept is valuing faculty, staff, arattpers. This attitude seems to be en-
tirely justified taking into account the fact tHan organization’s success depends in-
creasingly on the diverse backgrounds, knowledkjéis,screativity, and motivation of
all its faculty, staff, and partners” [2007 Eduoati. ].

An organization willing to reach high level of démement and progression has to focus
on two sorts of partnership: internal and exterpeitnership. The former kind deals
with cooperation among leaders, faculty, and stafffile the latter with students, other
HEIs, suppliers, businesses, various associatmmggnizations and communities. Suc-
cesses in internal and external partnerships comantite establishment of creative and
innovative organization’s environment and help éveloping long-term objectives.

Agility

The next value, agility is increasingly vital fon arganization. It determines how fast
an organization can adjust to changes and demahis students and other stake-
holders. In a constantly changing world, where timenoney, better flexibility can
often bring improvements in organization, qualapgd cost.

Focus on the future

The sixth concept is being focused on the futueehEorganization eager to be competi-
tive and reach performance excellence should bedgriented and willing to make
long-term commitments not only to external stakdbd like business environment, but
also to internal organization’s community, i.e.d&uots, faculty and staff. Furthermore,
an organization, when preparing a strategy, shtakd into account many factors, like
“changes in educational requirements and instroati@approaches, resource availabil-
ity, student/stakeholder expectations, new panigeopportunities, faculty and staff
development and hiring needs, the evolving Inteeratironment, changes in demo-
graphics and in student and market segments, cortyfaatietal expectations, and
strategic changes by comparable organizations” {Z2b@ucation.]. A future-oriented
organization sets development as its main goalraadhes this goal by implementing
all the aforementioned factors into its strategy.

Managing for innovation

The next concept, managing for innovation indugeprovements in organization’s
curricula, services, processes, and operationsrtake® in order to build new value for
all the organization’s stakeholders. Innovationaikey element in making constant
improvement, and thus it should be an inseparahit qf the organization’s learning
culture.

Management by fact

The concept of management by fact emphasizes #x foe measurement and analysis
of organization’s results. Various kinds of data amformation should be calculated for
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the management purposes in HEls. Among them aputidata, environmental data,
performance data, comparative/competitive dataa dat faculty and staff, cost data,
and operational performance measurement” [2007 &thrc.]. There are also various
kinds of measurement areas, like “areas might declstudents’ backgrounds, learning
styles, aspirations, academic strengths and wea&sgsducational progress, classroom
and program learning, satisfaction with instructaomd services, extracurricular activi-
ties, dropout/matriculation rates, and postgraduasiuccess”[2007 Education.]. All

the collected data may be segmented in a varietyays, depending on their character
and possible applications. All in all, collectedaanay serve as a guide for organiza-
tion’s evaluation, decision making, and improveménce they should be given spe-
cial attention.

Social responsibility

As far as the next concept, social responsibitgancerned, members of HEIs should
serve as role models concentrating on ethics, giioteof public health, safety, and the
environment. The main responsibility for setting@d example lies on the organiza-
tion’s leaders; however, the rest of organizatiar@smunity should follow this exam-
ple. The importance of HEIs serving as an illugtratof good citizenship practice is
unquestionable and that is why “organizations shoalt only meet all local, state, and
federal laws and regulatory requirements, but thleguld treat these and related re-
quirements as opportunities for improvement” [2@ducation..]. They should also
emphasize ethical manners in all their actions.

Focus on results and creating value

The tenth concept enhances meaning of key resuleniorganization. These results
should create value for students and other untyessakeholders, like parents, employ-
ers, academic staff, business community and théicpiurthermore, they should sat-
isfy various stakeholders’ needs and expectatiomstributing to development in over-
all education performance and constructing relighil

Baldrige National Quality Program treats systemspective as the last of core values
and concepts, the author of this article, howegensiders the concept of systems per-
spective as a very significant element in univgraiatnagement and, as such, will de-
scribe it in detail with regard to the FM&E context

3. SYSTEMS PERSPECTIVE AND THE BALDRIGE CRITERIA

The Baldrige Criteria treat organization as a systéth multiple constant interactions.
They are a sort of guide for organizations willtagreach performance excellence. All
the concepts and core values need not only to Heeded into organization’s struc-
ture, but also synthesized, aligned, and integrafedy are depicted in the picture be-
low.
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Organizational Profile:
Environment, Relationships, and Challenges

2. 5.
Strategic Faculty and
/ Planning Staff Focus
7. Organizational

1 “ Performance
Results

Leadership

A 4

A 3. Student, 6.

Stakeholder, Process A
and Market Management
Focus

4.
Measurement, Analysis, and Knowledge Management

Source: http://www.quality.nist.gov/PDF _files/2007_Ealion_Criteria.pdf
Figure 1. Baldrige Education Criteria for Performance Excellence Framework:
A Systems Perspective

As it can be seen in the above picture, univelisitfependent on outer environment,
relationships, and challenges. A very importang rial university management play its
leaders, who examine, respond to and handle peafurenbased on organization’s re-
sults. Useful tools for this process are: measungnamalysis, and knowledge manage-
ment, which deliver necessary information for diecismaking and performance study.
In a nutshell, the major goal of HEIs should bethieve best organizational perform-
ance results and by that to satisfy students, varstakeholders and the university envi-
ronment. Systems approach supports university apgr management of all its units
and contributes to its success.

Having described all core values and concepts gras the basis for the Baldrige
Criteria, now most of these criteria will be presehwith regard to the FM&E. The last
two criteria, i.e. process management and orgdairatperformance results are omit-
ted, as they have been somehow included in theigésns of other criteria.

Leadership

The FM&E is governed by the Dean and three Vicer3dar Research, Education, and
Lifelong Education, who are the main leaders ofRhaeulty. The administrative matters
are managed by an administrative director. Howeagerthe management of 8 depart-
ments and 4 divisions of the Faculty is a hard,tés& directors of all the aforemen-
tioned units also contribute to the Faculty lealdigrsThis scattered structure of power
makes the FM&E management a real challenge.
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Of great significance in the process of faculty agament is its mission. Mission of the

Faculty states that the FM&E is to become Polahds management school among

universities of technology in Poland. As the maialg the Faculty sets:

* providing the highest quality of education and assh, which will guarantee
preparation of its graduates for functioning iroimhation society,

« and creating the basis for transfer of managememiviedge into companies, mak-
ing them competitive in a knowledge-driven econdBlyategia...2004].

These goals are very ambitious and achieving thexqaires active involvement of all
faculty employees. The FM&E employees need to becaegquainted with the Fac-
ulty’s mission, key values and responsibilitieseymust feel the spirit of their organi-
zation and be aware of its role in the knowledgaetp. As it has been experienced by
many companies and organizations, only such empkyéo identify with their place
of work can achieve highest results at work. Addidlly, inviting external and internal
stakeholders to present their suggestions of tloelfygs mission, vision and responsi-
bilities might result not only in a greater numlzércreative proposals, but also in a
better understanding of the Faculty’s matters. Iina better involvement of the
FM&E community in the faculty issues might be aeki@ by presenting all the FM&E
achievements and new undertakings on its websitthat those interested could gather
some information.

Important elements determining the Faculty leadpsséare its key values and responsi-
bilities. Presently the key values of the FM&E are:

e partnership,

e responsibility,

« knowledge,

«  skills®,

All these four values should be tightly boundedhvatl the FM&E actions and under-
takings. They should be present at each stage wiatidn offered by the Faculty.
Among the FM&E responsibilities are:

1. building partnership among all those involved ia girocess of research and teach-
Ing,

ensuring state-of-the-art instruction and research,

shaping ethical public and social attitudes,

teaching managerial and engineering skills,

educating top specialists who can easily adjusthéo changing requirements of
European markets

akrown

As far as building partnership is concerned, the’&BE\Vtooperates with various Euro-
pean universities and HElIs in the field of exchaggtudents and academic staff. There
are also several scientific and research projemtsec! out with the assistance of na-
tional and international centers. For researchtaadhing the most modern and recently
developed methods, materials, and knowledge ak use

Z0fficial website of Faculty of Management and Egoias of GUT, www.zie.pg.gda.pl, accessed: 15.17200
2 Ibidem.
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Another responsibility of the Faculty is forminghiial public and social attitudes.

Public responsibility and citizenship are charastierfor the knowledge society and, as

such, need to become rooted in the FM&E graduétigh ethical standards embedded

in the Faculty’s mission, strategic plans and penBmce contribute to maintaining the

reputation of the Faculty. Among recent social@®iundertaken at the Faculty are:

« material and morale support for Ukraine when demogiin this country was en-
dangered,

< annual auction organized for the faculty membergenue from which was given
to the charity,

< other initiatives being an answer to various nesatsonly of the local community,
but also of foreign countries.

In order to teach managerial and engineering skils FM&E should intensify the
establishment of partnerships with local busingssbgh representatives may either be
advisors or adjunct faculty members. This wouldamthe curriculum with practitio-
ners’ point of view and experience. The interdiBogry character of curricula combin-
ing managerial knowledge with engineering couldebeiched with practitioners point
of view working in business, and at the same timerease employability of graduates
making them better prepared for market demands.

The ambitious task of being responsible for edagatop specialists who can easily
adjust to the changing requirements of Europearketsrinvolves promoting a new

kind of attitude by the FM&E leaders. They havertake the faculty aware of the need
to create learning possibilities for a variety tfdents with different learning needs and
styles. This does not mean lowering the level fase not able to cope with standard
curriculum, but offering various ways of studyingttwdiversified teaching methods.

The FM&E leaders should foster future-oriented edion rooted in innovative tech-

nology-based learning systems, like multimedia netbgy, teleclasses, telecourses,
and on-line courses. They should also promote dredéne access for all students to
selected e-books, journals, and other researctriadate

The role of the FM&E leaders is very challenginggeveral reasons. The first reason is
that the conditions in which the Faculty operatasenchanged completely. Fifteen
years ago when the Faculty was established, theehigducation market was definitely
in favour of management school. Managerial edunatvas possessed by only a few
graduates of HEIs in Poland. Now, however, theasitm is entirely different. In
a perpetually evolving market of new needs andirements which the Faculty has to
face, a successful leadership is of uttermost itapoe. Secondly, the difficulty of
successful leadership lies in the necessity tdl fuéfrious stakeholders’ requirements
and demands, which sometimes are in oppositiomtb ether. The key FM&E stake-
holders are:

« students and lifelong learning participants,

e the faculty and staff,

e local, national and international employers,

e the surrounding community at large.

Meeting the needs of all the aforementioned graspa tremendous effort not only
because particular groups have differentiated @afiens, but also due to the fact that
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among one group opposite attitudes are preserllfithe faculty leaders need to have
a visionary attitude towards their job and the aunding environment.

Strategic planning

The present situation of the FM&E might be consédeas stable due to several reasons.
First of all, the financial situation of the Faguis quite stable. Secondly, the number of
academic staff required to keep the rights to leagineering and master studies is suf-
ficient and till 2010 there is no risk that the By will have to suspend these courses
of studies. Last but not least, several of the [fgamembers are supposed to acquire
following academic titles, which may result in dbtag the right to lead doctorate
studies. All in all, the situation of FM&E fostemstroduction of novel projects and
ideas. In the next few years the Faculty is goimdacus on the following strategic
goals:

obtaining full academic rights,

improvement of education quality,

raising the quality of scientific and research vegrk

increasing the economic effectiveness of the Facult

improvements in administrative service,

development of infrastructure,

intensification of educational services marketing ilmproving the methods and
effectiveness of the Faculty’s image creation [i8tg&...2004].

NouohkwhpE

To receive full academic rights, at least threedacgic teachers need to obtain the pro-
fessor titlé>. This condition has been fulfilled and the Facuias applied for the right
to confer the title of doktor habilitowany. Untibw the decision has not been under-
taken by certain authorities.

As far as improvement of education quality is relgdr there are various processes which
may help to realize this strategic goal. One offitlie better meeting of students needs and
increasing satisfaction with programs offered by Baculty. Another example is higher
value of programs and their greater diversificatfoiith a special impact on life-long
learning and English courses/programs). Introdactb entirely interactive classes of-
fered through the Internet and, in due course,dedjree programs of this kind may also
advance education quality. This novel form of etiocahas many advantages as it does
not involve investment in new facilities and hetpgeach a special group of customers,
e.g. people working 6 days a week, or young mothersable to study even part-time.
The strategic objective of the Faculty should eubke of technologies to enhance learn-
ing. More information on these processes one cahiffi the following section.

In the face of restricted financial resources olgdifrom the government, the FM&E
needs to search for other-than-governmental sowtesvenues to achieve financial
stability. The Faculty may obtain financial mearani part-time students’ fees, grants,

% Some academic degrees and titles vary in compasisth for example those in the US. The degree of
doktor habilitowanyis given to a person with the doktor's degree, Wae considerable scholarly or artistic
achievements, has submitted a dissertatioapfawa habilitacyjng and has gone successfully through the
stages of review, debate and defense. The degfedsktor and doktor habilitowanyare awarded by HEIs
and by other scientific and research institutes)ente title ofprofesoris granted by the President of the
Republic of PolandSource: http://www.buwiwm.edu.pl/educ/educ.htm.
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research for businesses, donations and fundraiSing.last three forms are not very
popular and some actions may be undertaken to wepttus state. However, not only
a raise in the amount of collected funds is regljibut also the increase of economic
efficiency of spending them. The effect of syneofythese two actions might result in
the desired development of the Faculty infrastmectu

The other strategic goals of the FM&E, i.e. raisthg quality of scientific works and
research, improvements in administrative servige] mntensification of educational
services marketing will be discussed in the renmgrpart of this chapter. What is sig-
nificant for all strategic goals is the processthodir verification. As the Faculty has
limited financial resources to administer, it mdstide on such strategic goals, which
offer the greatest potential benefit. The procdssrategic planning should be based on
the following elements:

e examination and gathering the necessary data,

e analyzing data,

« identifying strategic goals and objectives,

« choosing goals and objectives with the greatesntial benefit.

Strategic planning process is depicted in the péchelow.

examination and

collection of the
necessary data

selection of goals and .
objectives with the data analysis
greatest potential benefit

identification of
strategic goals and

objectives

Source: own.
Figure 2. The process of strategic planning

Representatives of all internal and external stakkdns should be involved in this proc-

ess of strategic planning for the sake of the Faciihese stakeholders are named be-

low:

1. external stakeholders — accrediting agency, stgdamd life-long learning partici-
pants, employers, local high schools,

2. internal stakeholders — faculty and administrasitadf.

Accrediting agency, which is the State Accreditat@ommittee (P@stwowa Komisja
Akredytacyjna — PKA) controls the Faculty curriceleery five years. The FM&E must
meet the PKA requirements as these are the obtigatmditions for the Faculty func-
tioning. The other groups of stakeholders, i.edstis, local employers, high schools
representatives, faculty & staff could be examined e-mail or with the help of stu-
dents (surveys, interviews) to find out what areirthequirements, present and future
needs, and the level of satisfaction.
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Student, Stakeholder, and Market Focus

A modern faculty well-functioning in a knowledgecssty must be student-, stake-

holder-, and market-oriented. As the FM&E aims @ing such a faculty, it must pay

attention towards opinion of the abovementionedugso In order to do so, employers

together with current and former students shoutdesas advisors for the faculty in the

field of academic expectations and needs of premmhfuture students. It is justified by

the fact that strong relationship of the Facultyhwits graduates might contribute to

some development in the adequacy of programs anduhlity of services. Surveys of

graduates one or two years after completing thatiss could help to answer the fol-

lowing questions:

« Has the knowledge gained in the course of studiesroed to be useful in profes-
sional career?

« What could be improved in curricula to satisfy mmetsand future needs of students
and employers?

Apart from the Faculty graduates, also businessesgmtatives should be invited to take
part in discussion about curricula and the futureation of the Faculty. Their opinion
is valuable as they consider graduate as a s@roaoluct, which they evaluate according
to graduate’s abilities and skills. Gaining the Wiedge about employers’ expectations,
the Faculty can tailor a more suitable curriculum.

However, these are not only the Faculty’s graduates business representatives that
should to some extent model curricula. The mairikers of the educational offer are
also supposed to present their proposals how taowepthe learning environment.
A survey among students might bring new solutianshe existing obstacles in gain-
ing knowledge and result in proposals of new cauesal programs. Presently students
at the FM&E evaluate the academic staff each semestoreover, not only the aca-
demic staff should be the object of evaluation, &lsb the quality of and satisfaction
with courses, facilities and educational methodistlidents present their opinion on
facilities, the faculty leaders could set priostien some of the spending and invest-
ments according to students needs. Additionally,absessment of the level of students’
services should be performed. Students shouldk@sencouraged to propose possible
new services improving the positive studying atnin@sp at the Faculty.

When taking into consideration the results of h# above surveys and examinations,
one can be sure that the Faculty’s studies wilitt@ctive to all its stakeholders. Never-
theless, to meet the challenges of constantly éhgrighowledge society, the Faculty
must enrich its offer with lifelong learning formBhe FM&E seems to realize this task
perfectly, proposing one of the greatest numbensost-graduate studies among facul-
ties of similar character. Presently around 20 sesirof this kind are available at the
Faculty.

As far as the form of studies is regarded, the Baahould also prepare a variety of
easily-accessible distance learning programs, el in English, based on new tech-
nologies, mainly the Inter- and Intranet. With swohoffer, the Faculty could benefit
from the idea of borderless education.
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After a detailed analysis of the above demands rendirements, the author of this
article would like to propose a few possible immgments, contributing to the better
performance of the Faculty in the future. As th@esprovements are loosely linked
together and hard to be classified, they are jsi&td and described in detail.

1. A greater number of obligatory language courBmsstudents and establishment of
a special kind of specialization with intensive Estglanguage program

Normally students of the FM&E attend 240 hours ariguage course (including 60
hours of business language). Although the standatdaching assumes 120 hours of
foreign language course, the amount of languageshaftered at the FM&E is, in most
cases, insufficient to become fluent in EnglishisThay also be caused by the fact that
there is a variety of lectors teaching foreign lzexges who use various teaching meth-
ods and programs with not always good results.derkhe preparation of one teaching
program for each foreign language with specialntitte paid towards speaking and
writing skills might help to solve this problem. s&l some consequences should be
made towards lectors poorly evaluated by students.

2. Intensification of contacts with Eastern Europead Asian HEIs

This proposal is justified as a complete coursstadiies in English has been introduced
at the Faculty. The reason for such geographidahtation is such that the costs of
living in Poland are lower in comparison with othWestern European countries and if
English studies of high quality are offered, someigners from these regions might be
willing to come. This thesis has been recently cordd as a new course Bachelor in
Management was started for the Chinese people.

3. Focus on cooperation with the US

Although exchange of students or academic staffi Witnerican HEIs is costly, it is

worth trying. American HEIs are tempting partness the FM&E because the attitude
towards science is completely different there. Bpshit is possible to find a small and
eager to cooperate university, which would considaliaboration with a European
institution as an advantage. Furthermore, some Rar@mon-profit institutions might

be willing to partly finance the costs of this ceogtion.

4. Intensification of student interactions with tbeal community

This goal could be achieved by introducing intorimulum courses requiring coopera-
tion with the FM&E environment. An example of sueltourse can be ‘Event manage-
ment’ or ‘Social event management’, where studeotdd learn how to organize an
event and, at the same time, help local disadvadtggoups, such as disabled people or
orphans. Once organized event could be repeatdd ssanester with some improve-
ments made in organization and performance. Sucinses could contribute to the
creation of value added. Contribution to the locanmunity should be an important
element of studies.

Measurement, Analysis, and Knowledge Management

The process of measurement, analysis, and knowledgegement (KM) is of utter-
most importance at the Faculty as it is supposeddk® place continually. The object of
measurement is data; the object of analysis ignmdtion, while the object of knowl-
edge management is, of course, knowledge. A conptacess of knowledge manage-
ment should be taking place at the Faculty and themeinforcing effect occurs. As an
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example the process of satisfying stakeholderstisean be quoted. Firstly, expecta-
tions of all stakeholders should be measured, stgasmnalyzed, and finally trans-
formed into knowledge. The cycle should be contilyu@peated, resulting in the crea-
tion of knowledge at the Faculty. Such a cycle nbWkledge management should be
determined for all the processes which undergouetiain at the FM&E. Apart from the
expectations from stakeholders, among them are:

« evaluation of academic staff performance,

« evaluation of curricula quality,

< evaluation of financial performance, etc.

Efficient KM at the FM&E may contribute to greatsuiccess of the Faculty in various
fields, as teaching or research.

Faculty and Staff Focus

Constantly evolving changes in stakeholders’ ndedter the FM&E to obtain very
dynamic and easily adaptable faculty and staff. abademic staff, in order to meet
individual student’s needs, has to be open to iatieg learning methods and tech-
niques. Furthermore, to increase the interdigeapli character of research and teach-
ing, effective communication and cooperation betwaeademic staff from different
faculties and divisions should be widely promot€bis could ensure faculty members
development.

In a nutshell, the FM&E leaders should promote degelopment of the Faculty with
regard to two areas:

< improved teaching performance,

« enhanced scientific performance.

Below there are described the proposed actionsngete improve the Faculty’s per-
formance.

1. Improved teaching performance

As it has already been mentioned, every membdreoFM&E is evaluated at the end of
semester; however, this evaluation has only infosaaharacter as there are no further
consequences for the faculty with low-quality pemiance. If this powerful tool was
used in a decisive manner, some poor academicd beulieprived of the right to teach.

To prevent employing academic staff with low teaghabilities, in the process of re-
cruitment each faculty candidate should preparepadent a presentation on a chosen
topic with students and faculty members as audipnoeiding feedback.

In addition, workshops and trainings on effecti@aching methods, and presentation and
oratorical skills should be offered to the FM&E nigrs. In special cases, professional
training should be provided when there is suchraahel. Also intensive language courses
for the Faculty members with a special stress ad@mic English (writing skills, presen-
tation skills) should be delivered by a professidaaguage school. Increasing English
literacy among academic staff could help in essabiig studies in English language.
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For the sake of students’ skills and abilities, mem@tion with local businesses should be
deepened. This cooperation could have diverse cteard-irst of all, business represen-
tatives could share their practical experience with faculty members, while the latter
could share their theoretical knowledge with thst fgroup. This could be a mutual inter-
action resulting in enriched knowledge of both giuepresentatives. Secondly, students
could prepare projects on the basis of informatibtained from companies. Thirdly,
students could be offered internship at companigéch could help them to find em-
ployment in these companies after graduating. &jiatalliances with local businesses
may provide students with some practical experiemweeork before graduating. To sum up,
the process of cooperation between the facultylacal businesses could result in the fol-
lowing benefits:
a. for the faculty
« the possibility for students to find an internshipne of local companies;
« the opportunity for students to prepare projectsea examples, not just
on theoretical data;
» the chance for students to get acquainted with emms and perhaps find
employment there after graduation;
b. for businesses
» the opportunity to meet some ambitious and talestadents, who might
become the company’s employees;
» the possibility to obtain free analysis from studemworking on their pro-
jects;
» the chance to build relations with academic envitent and enrich the
practical experience with theoretical basis.

2. Enhanced scientific performance
The leaders of the FM&E should encourage acadetaft t® scientific development.
One of the possibilities is to encourage acadetaiif ® publish in the ISl journals by
special gratifications. Unfortunately, the numbémpablications in ISI journals by the
Faculty members is not very high. Perhaps somendiah awards could be offered to
those being most active in this field.

A crucial factor for the scientific developmenttbe FM&E is literacy in foreign lan-
guages, especially in English. Academic staff vitiglish fluency can obtain many
grants and take part in international projects.

To conclude, the FM&E leaders should support staffelopment, as the development of
the faculty members commits to the improvemenhawhole faculty. Only elastic aca-
demic teachers may offer students the highesttyuyatbgrams and satisfy all their needs.
Satisfying needs, though, does not mean light waikland low risk of failure, but servic-
ing well-tailored curricula which help to increasteidents’ employability. Even if some-
times students do not appreciate a course intgtafithe teacher should “explain how it
provides a necessary step toward the personal gbéte students (“If you want to be-
come an auditor, you need to learn about samplin@gdmstrong 2003:371-374], not
remove the course from the curriculum. The FM&Euti@lso continue its development
in scientific field, with special attention put tavds research and scientific publications.
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The process of faculty management in a knowledgedaociety is a challenging task.
There is a variety of phenomena taking place afabelty, which have to be governed by
its management and staff. The Faculty of ManagerardtEconomics which has been
presented in this article, seems to cope withtdsk in an efficient and successful way.
This, however, does not mean that there is no placdmprovement. Demands of
perpetually evolving knowledge society force theulty development and flexibility.
Only agility and openness to alternating environmeill help the FM&E to stay
competitive in the education market.

4. CONCLUSIONS

Universities have a central role to play in promgliorganizations with flexible profes-
sional employees, this task, however, requiresraéehanges in university’s environ-
ment, structure, and attitude. In order to edueaskilled and information literate em-
ployee, universities need to transform their cutdcand forms of learning from out-of-
date into future-oriented ones, which should beadtef changes, not follow them with
a delay. Secondly, HEIs should aim at diversifiedificing strategy and more efficient
spending of resources. They should function asperasis enterprises, where resources
are allocated in a wise and justified way. Thirdhey should quickly react to changes
in their stakeholders’ expectations and demandsadipgst to new conditions faster than
their competitors. Moreover, they should tend topmrate with businesses and indus-
tries for exchange of experience and knowledgey Bmuld endow their students not
only with theoretical knowledge, but also with thkilities and skills increasing their
future employability. All the abovementioned tas&guire intensive work from univer-
sities, however, they are necessary for univessitiebe competitive and be successful
at educating flexible professionals.

The Faculty of Management and Economics of iGaJniversity of Technology aims

at educating flexible professionals in manageniehnis faculty is rather young as it was
established in 1993 and it was created to meetiapearket demand for employees
with managerial background. Now, after over theadiecof its existence, the Faculty
facing new requirements from its stakeholders lmsneet new challenges of the
knowledge society. As a sort of guideline the Facalight use the Malcolm Baldrige

Education Criteria for Performance Excellence, Wwhias been described in this article.
These criteria consider organization as a unigséesy influenced by a variety of inter-
nal and external interactions. The FM&E has beayaed as such a system with re-
gard to the Baldrige Criteria.

The above analysis of the Faculty is just a smalt pf the evaluation which has to be
performed within the Baldrige Criteria. The ideagygested in this article are just a
small part of possible actions as there is alwapsaae for further improvement. De-
spite the fact that the situation of the FM&E sed¢mbe stable, the faculty should con-
stantly search for new challenges and aim at peapetxpansion. Only then it will re-
main competitive and will contribute to the devatamt of a knowledge-driven society.
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