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Universities in the International Arena: Looking Forward

Hans de Wit, Director, T.M.C Asser Instituut , University of Amsterdam (NL)
The internationalisation of higher education is undergoing radical changes in the past 5-10 years in comparison to the previous fifteen years. This issue will be dealt with by presenting and analyzing several questions:  

· What do we mean with internationalisation of higher education?

· What are the political, economic, social/cultural and academic rationales for internationalization?

· How does globalization impact higher education and its international dimension? And 

· What are the new emerging trends in internationalisation of higher education under the influence of globalization of our societies?  

The diversity in which institutions of higher education respond to these issues will be illustrated on the basis of the results of an ESMU Benchmarking exercise among five institutions of higher education in Europe. 

Participants will be asked to identify the main rationales for internationalisation of higher education at their national and institutional level; to identify what kind of approach to internationalisation is dominant: the cooperative or the competitive approach; and if and what kind if shift in trends they see with respect to internationalisation of higher education in their country and institution. In smaller groups they will discuss these issues as to identify similarities and differences and the reasons for them. 

Building the International Brand: a case study of internationalisation strategy at City University, London

Ian Creagh, City University London (UK)

Keywords: internationalisation; internationalism; transnational higher education; branding; institutional personality; 

Scott Davis has written:

“….all too often organisations that decide to launch a major brand initiative focus on its most tangible/consumable/ external representations – logos, advertising jingles, 
taglines and the like.  In fact, they are missing the boat when they take this approach.  The reality is that a brand is far more complex than a name or a logo.  Rather, a brand is a set of expectations and associations evoked from experiences with a company or product.  Brand is how your key constituents – customers, employees, shareholders – experience what you do.”  (Davis, 2002: 503) 

Notwithstanding 20 years of deregulation of higher education financing in Britain which has progressively exposed higher education institutions (HEIs) to the perturbations of the international market place, most institutions continue to experience difficulty in evoking the essence of their organisational personality.  Almost all institutions claim to be excellent in teaching, learning and the research that they choose to specialise in.  A cursory glance at institutions’ mission statements shows that these are not a sound basis for institutional differentiation.  Market positioning and differentiation have become more acute as organisational issues for HEIs as more and more institutions seek to maximise revenues from international student recruitment and research collaboration. 

Developing a core identity and then communicating it to stakeholders in an effective way is the essence of the challenge facing universities as they grapple with the branding debate in an international context.  While it is true that many universities have build up significant equity in their brands, it is also true that few have capitalised on this.  Why?  Because it is difficult.  Just as individuals avoid searching critical 
analysis, so do institutions (Matchett, 2003: 7).  Also, universities are less a single personality than they are a quarrelsome clan, with individual schools often operating in different international and domestic markets, offering different value propositions to these markets and defending local organisational cultures against the incursions of the central management and other schools or faculties.  

City University’s organisational context for conducting its debate on branding and in particular, building the international dimensions of its brand, has much in common with the descriptions outlined above.  It has valued devolution of authority to academic schools and until recent radical changes in its governance, the balance of organisational power was vested in schools and their deans.  Similarly, over the past 5-6 years, the University has sought to reinvent itself as the City of London’s University, with a particular focus on “business and the professions”, and as the “intellectual hub” of the City.  

A core element of its identity is its relative internationalisation.  City’s history, geography, education profile, student and staff cultural make-up and circumstances make it an internationally oriented university.  It recruits students from more than 160 different countries.  More than 30 per cent of all its students come from countries other than the UK.  Its home students also come from diverse family backgrounds with 46 per cent of all of these students coming from families whose ethnic identity is not associated with the British Isles.  More than 20 per cent of the University’s staff also comes from countries other than Britain and it is located in one of the great world cities which attracts people and businesses from around the globe.  Its financial heart – the City of London – is the most international of the world’s major financial centres, and is of special significance to the University.  All of that said the balance of the University’s international aspirations has been channelled through the current business model, a model that favours the recruitment of large numbers of international students to full and part-time programmes delivered in London, augmented by a relatively low level of in-country partnership activity.  
City has performed well as a recruiter of in-bound international students, but less well against other indicators of internationalisation.  Policy changes in higher education financing ensure that virtually all UK universities are now aggressively recruiting international students, with the UK industry as a whole under sustained competitive pressure.  Also, recent studies indicate that offshore, so called transnational HE delivered by UK and other HE exporters is now a major global phenomenon.  There is clear evidence that longer term strategies, based around collaborative partnerships in relation to teaching and research, curriculum reform and a stronger sense of internationalism, is now needed to enhance the University’s international profile.  

It is against this backdrop that City embarked on an 18 month campaign to reformulate its internationalisation strategy -- the City International agenda – to build on current strengths and address known weaknesses.  Key features of the campaign were: 

· implementation of an integrated strategy formation sponsored by the Executive; 

· implementation of global strategies to extend the University’s global reach and ultimately, enhance its international brand; and

· implementation of coordinated regional strategies, to focus university-wide effort and maximise education, research and reputational impact.  
Central to the implementation of these strategies was:

· the creation of central and school-based leadership;

· the development of high level action plans by various central management departments;  

· the allocation of new resources to address known and basic gaps.  

The presentation to be given at the seminar will canvass in more detail:

· the strategic drivers that generated the the adoption of the City International agenda;

· the tensions between the aspirational and risk minimisation dimensions of the plan; 

· the centrality of coordinated leadership and the difficulties of effective coordination;  

· the generally poor understanding of the international forces impacting on higher education within institutions.  A significant amount of the process underpinning the adoption of the strategy at City was aimed at informing various constituents what was and was not being done within the University by way of international affairs; and finally

· the University’s attempt to embrace internationalisation systemically and bring a global focus to its research, teaching, curricula, education profile and services for students.  In this scenario, the aim is for City University’s brand recognition to become synonymous with student, education and research internationalism.  

References

Davis, Scott, “Implementing your BAM strategy”, Journal of Consumer marketing, 19 (6) 2002, 503-513.

Matchett, Stephen, “Marketing in a More Competitive Environment”.  Unpublished conference paper delivered to the National Marketing in Education Conference (Australia), 29 September, 2003. 
Repositioning

Adrian Graves, University of Salford (UK)
Repositioning the University in a Competitive Market

The Heist Report, Robert Gordon University

This paper will describe the rationale, processes and outcomes of a comprehensive review of strategic marketing and branding at the Robert Gordon University, Aberdeen.

The Robert Gordon University is a ‘new university’. Although RGU can trace its origins back to the foundation of the Robert Gordon’s Hospital in 1729, it emerged as a tertiary institution in the mid nineteenth century evolving into a highly respected Institute of Technology during the twentieth century, achieving University status in 1992. It has around 10,000 students who undertake programs across the award spectrum in three faculties, Health and Social Care, Business, and Design and Technology.
In 2002, the University engaged in a searching revisit of its vision and mission following abortive merger discussions with another University and senior management consensus that RGU needed to re-consider its competitive position and its development aspirations following its first ten years as a University. As part of these reconsiderations, the University commissioned a major study of its strategic marketing, corporate branding and a wide range of associated processes. The specific context of the study was a number of serious challenges facing the university in the recruitment of students, including:

· The core under-graduate market in Scotland is saturated with student participation rates in the order of 50 percent. 

· Demographic trends in Scotland for the 17 to 23 year age group were projected to fall sharply from 2012, by as much as 25 per cent. 

· The University’s financial stability was dependent upon the ‘UCAS’ market, that is the state administered system of undergraduate university applications. 

· Any expansion in the part-time, distance learning or postgraduate taught programs was dependent on healthy full time undergraduate numbers. 

· RGU is a provincial University, dependent on local recruitment with little brand reach beyond the Grampian region. 

· The pattern of overseas student recruitment, while healthy in numbers, was focused on a narrow range of markets and addressed to a relatively narrow range of programs in the University

.

The University appointed Heist, consultants to carry out the study. Heist not only presented with the capabilities the University was seeking to execute a comprehensive review, but their approach to the project was innovative. A conventional view of HE strategic marketing is that it is often associated with the functions and practices of marketers and marketing departments. Heist’s starting point was that marketing was not the function of one department, but at its most effective is a process integrated into an institution’s culture. The method of the review reflected this approach. 

The project methodology proceeded around a series of discrete studies which gave rise to 21 separate reports based on a comprehensive program of qualitative and 
quantitative research. Surveys were conducted of staff, various cohorts of current students (full time, part time, undergraduate, postgraduate and international) parents, prospective students, teachers, employers, graduates, and a wide range of other stakeholders. In addition, studies were carried out on the viability of the University’s portfolio of programs with further studies on potential new programs of likely interest, including distance learning and on-line learning options. A competitor audit, a study of student decision making, a communications audit and style manual review were also carried out. 

One of the most interesting and ultimately one of the most helpful studies was an analysis called the Heist Maximise Report. This assessed the University’s performance (current good practice versus weaknesses or areas for improvement) in relation to a wide range of processes deemed to impact on RGU’s capacity to recruit and retain students. This was addressed under three main headings with associated sub headings:
· Capability and Management (Mission, Vision and Values, the institutional culture and management,  staff recruitment and retention strategies, student data systems, quality of the estate and facilities management, corporate planning); 
· Core Marketing Processes (strategy and planning, organisation; market intelligence and research, branding and reputation management, portfolio and service management); 
· The Student Journey (pre-recruitment activities, student decision making, entry and induction, retention, progression and graduation, loyalty and affinity)
The Maximise Report underlined that the University’s performance in student recruitment and retention were very closely associated with its management capacity in key areas, the quality of the student experience at RGU, as well the quality and funding of its key marketing and branding processes.

Following receipt of the Heist Report, the University acted on a very wide range of recommendations which led, amongst other reforms,  to a comprehensive review of its portfolio, an investment in new courses, disinvestment in failing courses and a new commitment to postgraduate and continuing and professional development; a major review of its marketing and branding, with substantially increased investment in staffing capability of the centralised marketing functions and a dramatic new image for the University; a self-conscious commitment to referencing investment in new estate and services and academic support to the quality of the student journey, and revised methods of surveying and responding to student and staff satisfaction; and technology enablement of student focussed processes, including on-line registration, application and inquiry systems. The University has also acted on the development of new relationships with the further education system to enhance conversion of students from sub degree programs.

Has the investment in this research and the subsequent adoption of its recommendations paid off? It is probably too early to determine but initial signs are very positive. The University has been successful in increasing applications by approximately 5% per year since 2003 and its conversion rates have also improved. The balance in the portfolio of undergraduate to postgraduate has changed dramatically from a ratio of 15% postgraduate to closer to 30% postgraduate, without a dramatic decrease in undergraduate numbers. Overseas student recruitment has increased 30% per year every year since 2003. The balance of regional to extra 
regional recruitment also changed from a ratio of 80/20 in 2002 to around 55/45 in 2005/2006. The University has also enjoyed a growing reputation beyond its region and enhanced image within it. But one of the most positive outputs is a new coherence and professionalism within the University to marketing matters, a strong and unified commitment to optimising the student experience and greater sense of purpose and self-confidence at large in the academic enterprise. 

The Cooperative Approach

Giovanna Filippini, Head of International Relations, University of Bologna (IT)

Abstract not received. 
Cooperation in French Speaking Universities

Françoise Granger, Ecole Normal Supérieure des Sciences de l'Information et des Bibliothèques (FR)
What for ? What success  ? What are the limits of such a cooperation ?

A network was created between the heads of administration in French-speaking universities to exchange experiences. It started as an informal cooperation in 1977 and has by now 140 members from 21 countries. It is called GISGUF  (Groupement International des Secrétaires Généraux des Universités Francophones).

The network was built to exchange the best practices in university management as HUMANE does in its own seminars. The topics dealt with can be compared to those discussed by HUMANE.
The next meeting will take place in June 2007 in Geneva and will focus on “ quality” and our  role to manage the quality process. HUMANE members will be invited to participate in this GISGUF conference.

The network also provides a professional training to accompany changes in the administration of higher education and research. In 2005 we were asked to organize training sessions for  African colleagues who have to cope with a very difficult economic background, as well as a considerable  increased number of students.

Another example of cooperation between heads of administration is part of an agreement between the French and Moroccan governments. The agreement is headed by the  associations of university presidents in both countries. 

I shall try to tell which achievements were successful and what are the limits of such a cooperation.

Joint Awards

Mary Hughes, Head of Admissions and Partnership Services,  University of Kent (UK)
Abstract not received. 
Managing Internationalisation: Best practices in preparing university services for internationalisation.

Student Support in Italy: University of Eastern Piedmont’s experience

Pasquale Mastrodomenico and Cristina Conti, Università degli Studi del Piemonte Orientale "Amedeo Avogadro' (IT)
The purpose of this presentation is to give a general view of the topic, by looking at Italian universities as well as trying to understand how a small and new university, such as the “Amedeo Avogadro” University, is dealing with international mobility and services arranged for Erasmus students who choose to have this exciting (?!) experience during their period of study.
We will also try to highlight  some positive and negative aspects concerning the Italian situation in its effort to increase the number of “international students” (both enrolled and Erasmus): language, accommodation, etc ...

Perhaps there aren’t so many people around the world who know where the “Amedeo Avogadro” University is located: this presentation also aims to show a little more about Alessandria, Novara and Vercelli.

The goals of our small but promising University are ambitious, yet quite feasible. We will try to explain that even though it is a small entity there are many interesting things to be discovered, both from a cultural and artistic point of view (because these cities are rich in history) and from a didactical point of view (because its strength lies in the particularly favourable teacher-student ratio which facilitates intensive personal contact and ensures that students are taken care of, step by step, throughout their academic career. We have also some points of excellence concerning both  didactics and research).

Mobility of Researchers: SISSA’s experience

Giuliana Zotta Vittur and Tatiana Usenich, Scuola Internazionale Superiore di Studi Avanzati (SISSA) (IT)

There is a widespread awareness that mobility of qualified human resources and the so-called “brain circulation” are vital factors for the development of culture, economy and research. Mobility should be explicitly valued as enriching factors for our universities and of the researchers’ careers.

The presentation illustrates SISSA’s experience of internationalization and the strategies in favouring mobility of PhD students and researchers in general. Starting from a brief outline of the situation of Universities and Higher Education Institutions in Italy, the speakers will focus on SISSA, by providing figures and data on mobility, which will then be analyzed and discussed. Speaking about strategies, four different levels have been identified, namely strategies at a European level, at a national level, at a local level and finally SISSA’s own strategies. Examples of each will be provided.

While in terms of international exchange growth rates have increased considerably in recent years, there are laws and regulations that still hamper academic mobility for studying, research training or working in another country. The speakers will try to identify and analyze some of these problems which are present not only in Italy but to a greater or lesser extent also in other European countries.

Despite this awareness there are still important achievements at a European level which must be recognized and highlighted which stem directly from the political objectives set out in Lisbon and Barcelona. The National governments have to commit themselves to putting into practice the recommendations of the EC to reduce bureaucratic obstacles which prevent the circulation of researchers and develop their own strategies to internationalize research and teaching
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