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A. Gavrikov
Options of Strategic Development for a University Complex 
in Modern Socioeconomic Settings

Dear participants of the seminar!
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In the course of modern Russian educational policy the following tendencies have been displayed: 
· completed transition to two-level higher education; 
· forming the system of professional standards and independent quality assessment; 
· elaborating structured approaches to put up capital for special purpose (target capital); 
· forming the conception of research universities; 
· transition to continuous education and development of new models of retraining and advanced qualification courses; 
· more active role of public organizations in education management.
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      Though not quite a tendency, but an advanced view on the matter was presented at the 5th Krasnoyarsk Economic Forum by Dmitriy Medvedev: “There is a pressing need to create … universities with modern  campus facilities, with scientific, economic and academic autonomous to attract investors and tie up capital for special purpose… All new curricula must answer individual interests of talented students… The system of continuous education available to every person will be the result of our work, i.e. (id est) life long learning”.
      Modern university management can not grant such long-term wishes without solving strategic management problems.  A new corporative culture to be formed, there must be a combination of traditional academic and entrepreneurial values. It is well-known that in the current situation it is insufficient to bear upon maintenance of educational institutions in the assigned parameters, i. e. bearing upon a survival strategy. The ever changing sociocultural reality demands an innovation ability from higher school. Such an ability is realized within the bounds of the development strategy,  i. e. the strategy of  education management. To ensure quality of education is a criterion of an effective higher school strategy. The option of a development strategy has to facilitate the fulfilling of the main task of any university – provision of high quality specialists’ training.
      At the same time, notwithstanding some positive tendencies, higher school in Russia still lives according to the post-administrative model bearing resemblance to the planned economy rigidly regulated by State and administrative order. It is rather difficult to act freely and operatively and ensure the innovation “breakthrough” within the limits of this model.
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      As is generally known, it is the liberal model which is characteristic of the countries with a developed democratic system. The indications of this model, alongside the true autonomy of universities, are a partially paid education combined with financial support provided for students, academic freedom of instructors and their high social status, regard for students. 
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This model presupposes the following functions of the State and regional administration bodies: monitoring the education system and labor market; planning, in view of this, correcting influence upon the education system to realize national strategic priorities and regional development programs.
      Though  requisite conditions for the realization of the liberal model are not yet formed in the Russian Federation in full measure, a great deal has to be changed in the higher school educational process to date. In the course of transition to the multi-level professional education, a student-focused strategic avenue is to be pursued. The system of quality management should be normative enough to impel teachers and students to co-authorship and initiative. Students have to enjoy fair conditions for active creative work. Teachers have to get some spare time by reducing time in class to do research, write manuals and various documents on teaching and its methods.
      There is no doubt that innovation must be the main principle of the university life. It is important to follow the example, provided by foreign universities, of fostering enterprise which is understood as a concerted effort made by the whole university but not by its individual enterprising members. Obviously, forming a multi-level educational system and the market of educational services, solving the problems of adaptation to a rigid competition call for the transition to the entrepreneurial educational structures. There must appear a new organizational and economic mechanism for a university to properly function and new approaches to estimate the efficiency of its work. What is needed is the strengthening of the upper level of the university management, broadening the development periphery, diversification of the financial base, stimulation of “academic activity”.
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      Modern interpretation of the university as a “susceptible innovative system” which is not just an educational budget-type institution, presupposes management as a prerequisite for considerable development. And here capitalization, as an effect of “ordered” and paid services, accumulation of intellectual property and the use of loans, is unavoidable. 
Slide 6
Putting up capital for special purpose (American universities’ endowment-type) and work at the securities market will lead to changes in the property status of universities and their land plots. Meanwhile, Russian higher institutes of learning have low capital assets. Yet, international cooperation, competition in the field of  educational, scientific and productional, consultative, sociocultural and information services present a great challenge.
      In the situation of a competitive market modern universities consider the results of their activity as merchandise, and take it into account while working out strategies of development. 
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The forming of the “commercial product strategy” of a university should be based on a few conceptual principles determining a university’s policy in the sphere of educational products and services, i. e. 
· the principles of continuous innovations, 
· diversification, 
· synergism, 
· continuous education, 
· promotion of an educational institution, 
· universal quality management, portfolio formation on the basis of a strategic analysis.
      Commercial product policy in such a traditional social institution as a higher institute of learning begins with recomprehension  of the purpose of its main sphere of activity – professional training of specialists. 
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The accent is shifted from the purely academic (intracorporal) purpose to the “outside client”, who is looking for a concrete educational program with its economic dimensions – such as price, expenditure, market capacity, potential profits and profitability. In the course of the development and implementation of commercial product policy a university has to solve the problem of a rational nomenclature of educational services, optimization of the inventory of specialities included. It is especially urgent for the regional university system that has to use  market instruments to realize its commercial product policy which would allow to raise the university’s competitiveness and economic efficiency.
      The Novgorod State University also faces the problem of an effective choice of development. Today we have a strategic plan  of development till 2010. 
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The basis of it is the mission   and corporative strategy – quality and innovations, adopted by the Academic Council. We have worked out necessary functional strategies: knowledge management, resource management, management of changes  on the basis of the strategic management, quality and public relations  management. It is very important now to build the processes in accordance with the specified activity model and provide effective interaction with the sides interested.
      On the whole the process of strategic planning in the university is a problem sphere making us look for some balance between the present and ideal. The university needs transformation   with due regard for the world experience to enter the economy based on knowledge. The core of this transformation is the evolution of corporative management in order to pass from the model of “a closed organization” to the model of “an open organization”.
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      Working out a strategic plan is a systematic process of taking corporative decisions, which  means:
· determining the objective of the university’s development;
· positioning the university with regard to the objective at present;
· finding the best ways of transition from the present state to the objective.
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      While planning on the strategic development of the university as a federal and regional university complex, we chose the following sequence of stages:
· strategies;
· programs   to realize the strategies;
· projects    necessary for realization of the programs. 
Projects are supposed to be pilot and, if successful, they will be used in other subdivisions of the university complex. The future of the Novgorod State University will depend upon the process  of changing its present state to bring it in conformity with the tendencies of development of its inner potential and outer surroundings.
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      Principles of strategic planning have been used in the university at every stage of its formation  and development. Now the university is the educational center of the Novgorod region. Formed in 1993, it became an example, for the first time in the Russian Federation, of a successful realization of the integration model on the basis of merging of three different departmental higher educational institutions, technical schools, scientific and industrial works. Restructuring and optimizing the management system and contents of scientific and educational work resulted in broadening the field of activity, increasing the number of specializations, contingent of students, post-graduates, doctors. A branched system of infrastructural maintenance of subdivisions and a powerful information and tele-communication system as well as the scientific research unit have been formed. The university functions within the bounds of “a divisional model”, which helps to realize the principles of branch specialization as well as interdisciplinary project activity. The basic structural subdivisions are functionally independent, the whole complex being intact.
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      The university complex comprises seven institutes and five colleges. The total number of students and post-graduates is about 17000 and the staff exceeds 3000.  235 State licensed professional programs are being carried out.
      The past ten years have been the years of a stable development of the Novgorod State University. There has been a considerable assets rise; the buildings became more spacious; the stock of different kinds of facilities increased. The modern system of quality management, the system of students’ self-government, the atmosphere of cooperation and respect – all these contribute to creative research and initiative.
      Active dynamism of academic and scientific work of the university is attractive to the international cooperation. Innovative educational programs are aimed at the international educational integration and at the realization of the principles of Bologna Declaration. At present the university has egreements of collaboration with 20 universities of Belarus, Germany, the Netherlands, Norway, Poland, Serbia, the USA, Ukraine, Finland, France, Sweden, Estonia. Foreign students from more than 35 countries study at the university’s departments.
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Thanks for your attention!
