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Introduction

The research on governance has become very
popular throughout Europe in the last decade. The
term governance is complex and miscellaneous.
Today it is being extended by integrating different
meanings of the governance process, leadership and
management. Governance involves many actors and
covers state institutions as well as private and volun-
tary sectors; it becomes a more vague and change-
able process.

One of the core questions of university gov-
ernance research is: How are governance decisions
made in order to improve scientific and study re-
sults? Thus university governance analysis is related
to the financial support, regulation and even estate
management issues of the university. It is essential to
analyze the principles of effective, equitable, demo-
cratic or, so called, good governance. So, compara-
tive research on university governance was made by
analysing the historical and practical development
of higher education and the university governance
system in the United Kingdom, the Finland and the
Netherlands. The case of a new higher education re-
form in Finland and some aspects of Lapland Uni-
versity governance are introduced in this article.

Firstly, a variety of governance definitions
and an equalizer model suggested by Fried (2009)
are analysed. The second part of the paper is devoted
to the new reform of higher education in Finland,
which is presented through the analysis of the values
and principles of universities, transformation of state
and university relations and changes in university
governance. A deeper analysis of Lapland university
governance is presented by studying the composition
of the main governance bodies, the role of external
stakeholders and by introducing the community’s
academic assessment of the EU higher education
policy tendencies toward entrepreneurship culture
as well as their opinion of good principles of gov-
ernance.

The aim of the article is to present the con-
cept of university and higher education governance,
its main dimensions and to set forth the practices of
governance in the case of Lapland University.

The methods used in the research are analy-
sis of scientific literature, legal acts and documents,
interview, qualitative and quantitative content analy-
sis.
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The Concept of Governance: Higher Education
and University Governance

The term “governance” is quite an old phe-
nomenon, but in different countries or even within
the same country it may be treated differently.
Generally, all scientists agree that the English term
“governance” can be related to the Latin and ancient
Greek language terms meaning “controlling the
boat” / “turn the boat” (Jessop, 1998, p. 30). Sci-
entific literature often provides connections between
governance and management, leadership, media-
tion, property and others, sometimes even identify-
ing these concepts. However, the emergence of the
governance discourse generally indicates search
of a new balance between social forces, actors and
structures which exclude directed rules and models.
Thus, governance must be seen as a dynamic con-
cept, which includes a number of areas and is used
in a wider context such as corporate governance,
new public governance, good governance, global
governance, economic governance, participatory
governance, governance as institutional administra-
tion, etc. Despite the variety of terms, it is possible to
distinguish three main features that are highlighted
in each context of governance use:

1. Governance refers to the regulation and control
according to the existing (social, political, eco-
nomic, institutional) order;

2. It can be defined and analyzed as “a whole of
practice when independent political and/or eco-
nomic actors coordinate and/or hierarchically
control their actions and interactions... Thus, the
governance structures are the formal and infor-
mal institutional tools through which political
and economic actors organize and implement
their mutual commitments”.

3. These structures will ultimately serve for the so-
cial system legitimacy and efficiency, through
the negotiation processes, setting of the stan-
dards, presenting the distribution of function,
monitoring, reducing conflict and resolving con-
flicts (Hirst, Tompson, 1997, p. 362).

Scientific literature emphasizes that the analy-
sis of governance is an integral part of the historical,
social and cultural context. Therefore while studying
theoretical models of governance, analyzing gover-
nance processes and their change in foreign higher
education institutions, it is necessary to go deeper
and take both the national and the international
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higher education development trends into account,
to evaluate historically formed traditions of gover-
nance of higher education institutions and academic
culture. Although in practice the theoretical models
of university governance do not exist in their pure
form, the theoretical overview of governance mod-
els enables to structure the existing knowledge about
the characteristics of university governance, rela-
tions between the university and the state and have a
major explanatory value.

Often recent reforms of higher education and
university governance are defined as a transition
from the traditional academic self-government to
a new managerial model. The purpose is to set the

internal organization of the university towards the
modern service enterprise. But the emphasis is put on
greater accountability to stakeholders, flexibility and
sensitivity to market needs and the ability to develop
strategic objectives adapted to people who serve the
university. The scientific literature identifies five key
mechanisms of coordination or collective control
suitable for the university sector leadership:

o External regulation (SR — state regulation)
External guidance (SG — stakeholder guid-
ance)

Academic self-governance (AS)

Managerial self-governance (MS)

Competition (C)

TRADITIONAL GOVERNANCE MODEL

ENTREPRENEURAL GOVERNANCE MODEL

Figure 1. Governance equalizer. SR — state regulation; SG — stakeholder guidance;
AS - academic self-governance; MS — managerial self-governance; C — competition.
(Source: Fried J., Higher education governance in Europe: autonomy, ownership and accountability —
A review of the literature, 2009.)

It is clear that these dimensions are only ab-
stractions, analytical categories, defining the key
governance dimensions having formed in specific
local and historical conditions. However, these ana-
lytical categories may be useful to reveal the evo-
lution of directions and development of the gover-
nance concept. Scientists such as Boer, Enders and
Schimank based on the above named dimensions
developed the so-called “governance equalizer” as
a heuristic tool for the international comparisons of
polysemous concepts (scientists also attribute the
concept of governance, new public administration to
such concepts).

It should be noted that each of the governance
model includes the appropriate combinations of all
five dimensions. All these dimensions co-exist but
during the corresponding period only few dominate.
The main advantage of this “equalizer model” is that
it allows to reveal the complexity and multidimen-
sional configurations of the university governance
concept.

Today, the search for balance between the
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models of the classical (traditional) university and
business (entrepreneurial) university sets modern
universities in the state between the prospects of get-
ting real new revenue and the risk of loosing cer-
tain academic values. The practice shows that in
the countries where higher education reforms are
imposed “from above” they are never effective and
are realized much more slowly than in the coun-
tries where the conversion trends and directions are
discussed with higher education institutions in ad-
vance. As observed by researchers (Felt, 2003; Boer,
Enders & Schimank), in the first case, the autonomy
of universities becomes very relative, and the line
between political intervention, strategic governance
and efficient administration is of the chart.

Research methodology

The analysis and evaluation of university gover-
nance models, creation of research instruments was based
on the existing theoretical models and concepts. In broad
terms the governance of the University in developing the
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research instruments was seen as a set of laws, rules,
structures, norms and practices which form the basis for
the university to achieve its goals, objectives and poli-
cies in a coherent and coordinated manner.

Qualitative as the main and quantitative as the sec-
ond research approach was chosen to implement the re-
search of university governance models. These research
approaches helped to develop continuous knowledge
about the situation. One of the qualitative research meth-
ods, i.e. an open-ended interview was chosen as the major
method in this study. In order to fully understand the phe-
nomenon the research focus has been moved to a small
number of cases of deep exploration and generalizations
have been applied not to the reference population, but to
the phenomenon under investigation. Although, accord-
ing to the pre-formulated questions, the path of quantita-
tive research would be suitable, but this study appeared
not viable. It was not important to show numerical results
of the greatest possible number of survey respondents,
but to explore how this specific group of subjects values
the effectiveness of the governance model.

The survey was carried out using open-ended
semi-structured research interviews. Discussions were
recorded by a voice-recorder. The data collected during
the interviews were analyzed using the method of the
qualitative content analysis, which provides a number of
steps: multiple text reading, isolation of representative
categories, separation of the category content to subcat-
egories, reasoning of the categories according to respon-
dents’ statements.

The researchers also analyzed state and institu-
tional strategic documents, activity plans, financial and
quality monitoring reports. Both external (“historical
context” of the document) and inner (content analysis,
accuracy of information, reliability testing) analysis was
performed.

The method of quantitative content analysis was
implemented while seeking to identify the ideological -
cultural — the United Kingdom, Finland and the Neth-
erlands - university values. Content analysis was imple-
mented by specifying the maximum number of words
(maximum 250 words). Common words such as the
mission, university and the capital city were eliminated
from the study analysis. Quantitative content analysis was
performed using the software TagCrowd, which presents
repeating words in the content and their frequencies.
According to the frequency of repetition, it generates a
graphic view.

Although this paper presents a more detailed ideo-
logical orientation of Finnish universities, it should be
noted that many universities in different countries empha-
size similar values and priorities in most of the cases.

Results of the Research

Values of the Finnish University Orientation

Higher education governance must reflect the en-
tire set of values, which depend on different country con-
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texts, different higher education actors and stakeholders

who are interested in higher education quality and results.

It can be argued that there is no single ideal model of gov-

ernance that would be appropriate for different contexts,

different institutions.

The results of content analysis showed that the
core values of Finnish universities are associated with the
main functions of higher education, i.e., organization of
research and education. It is obvious that research is a
strategic key value in the missions of the Finnish univer-
sity. It can be assumed that the value of research recently
has increased dramatically for several reasons:

1. Research has always been one of the major priorities
for higher education, but the era has dictated a need
to strengthen research development, as universities
become more linked to the needs of society, mar-
ket values, are more responsible for their own fis-
cal policy. Obviously, the research results and their
usefulness for the university are constantly grow-
ing. The universities of the analyzed countries have
strong education centers, which conduct international
research, the universities pay much attention to the
development of consortia, inviting representatives
from outside to participate in projects, and so on.

2. Research is an integral part of study quality. The
greater emphasis iS put on university research, the
more innovative and modern become university ac-
tivities and more effective results.

The intercultural dimension takes quite a signif-
icant role in the university missions and visions of the
country (Fig. 1). Most Finnish universities recognize the
need and elevate the objectives to develop research inter-
nationally, not only to promote international co-operation
of researchers and students or to provide international-
ized education. It is understood that in order to be open,
dynamic and constantly changing, universities recog-
nize the development of interculturalism and integration
into the European Higher Education Area. Universities
strive to ensure competitiveness of the trained specialists
in the European labor market, and the standards of sci-
ence and study quality.

Comparing these results with the values and ideo-
logical orientation of universities in the Netherlands and
the UK, it should be noted that Finnish universities pay
much less attention to the word “student” than in the
mentioned countries. Hypothetically it can be said that
in Finnish universities students’ representation in institu-
tional governing bodies is less numerous in contrast to
the Netherlands or the United Kingdom, where students
usually account for about half of the council, or the com-
position of the Senate.
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Figure 2. Graphical structure of the declared values in the missions of Finnish universities

New public management and implementation of
the principles of entrepreneurship in the Finnish higher
education system has begun only in recent years and yet
it is little reflected in university policy documents. This
is confirmed by the content analysis results of universi-
ty missions which revealed a relatively rare use of such
words as “business”, “economy”’.

Finally, it can be stated that the higher education
values that are reflected in the missions of the universities
in Finland, only partially respond to a higher education
reform, which, in addition to traditional values - science
and studies, puts more emphasis on “new” universi-
ties - the mission of a service provider.

Governance of Higher Education and
Universities in Finland

Due to sustained and successive reforms of
higher education, where universities took an active
part, at the end of the XX century the higher educa-
tion of Finland was orientated to decentralization of
institutional governance and personal policies (uni-
versities got the right to establish new departments,
develop new study programmes, elect and appoint
academic and administrative staff on university’s
own), performance-oriented budgeting, performance
contracts with the Ministry of Education, managerial
development of decision making in the universities,
performance related pay systems, quality assurance
systems, and performance accounting. As Temmes
and Virtanen (2008, p. 21) notice: “The increasing
decentralization of university governance has cre-
ated more opportunities for regional operations and
interaction with local stakeholders”.

Since 2004 universities in Finland have faced
new trends of the higher education reform: strength-
ening of university transparency and openness to
the society, involvement of social stakeholders into
the main university governance bodies, increase of
financial autonomy. The main task of this reform is
to increase the role of the university Board, to de-
velop social relations and finance management skills
of university leaders, to empower universities to be-
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come more flexible and independently react to the
challenges of a new financial status.

In 2005 universities were given the right to
establish corporations in order to encourage univer-
sities to utilize their research discoveries for com-
mercial purposes. Since 2007 universities have been
able to receive donations for foundations separate
from regular university budgets. At the same time
universities were given a legal right to enter into
contracts under private law to use these additional
and separate assets. This reform can be seen as a first
step in the process of changing the legal status of
universities (Temmes and Virtanen, 2008, p. 29).

The increased economic autonomy and respon-
sibilities of universities required more emphasis on
managerial competencies and real accountability for
decisions and their consequences. Thus a reform of
the management system of universities became nec-
essary. The present authority structure with a pleni-
tude of internal boards to which strategic authority
is decentralized has not sufficient capacities to run a
university effectively under the circumstances of the
global knowledge economy (Temmes and Virtanen,
2008, p. 34). Thus at the national level a decision to
change the legal status of universities was made. In
2009 the Parliament adopted a new University Act
(558/2009), which came in force from the start of
2010 and made changes in universities’ legal capac-
ity, governance bodies as well as in relationship with
the government. Before the Act was adapted, the uni-
versities, which had been only state since the1960s,
had an option of becoming either institutions subject
to public law or foundations subject to private law.
Only two of 16 universities! in Finland decided to
become a foundation university (Aalto University
and Tampere University of Technology). This new

! Before the reform there were 20 universities in Finland.
However, in order to build up a better and more effective-
ly performing higher education system as part of national
innovation and competitiveness system under the national
decision the number of universities was decreased up to
16. Accroding to plans of Ministry of Education in 2020
only 11 universities will operate.
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status distinguishes universities from public sector
institutions, but not from state budgeting.

Thus, since 2010 the universities have an in-
dependent legal status, separate from the State, and
take the place of the State as employers. With the
separation of the universities from the State body
corporate, the posts and tenures in the universities
come under legislation of labor contracts instead of
civil service regulations. According to the new Act
the universities became able to pursue independent
human resources policies, improve their attractive-
ness as an employer and in this way strengthen their
competitive advantage in order to recruit the best
personnel (Niemi, 2010).

The new Act reinforced the financial auton-
omy of the universities by legitimating the right to
independently redistribute the income, to receive do-
nated capital and use it or income from it to finance
their operations, to use business revenue for their op-
erations (extension education, contracted research,
other commercial activities). Such broader financial
autonomy encourages universities to efficiently op-
erate in the international environment and emphasise
their strong aspects.

However, the government continues to be re-
sponsible for funding the public duties of the uni-
versities even though the universities are no longer
within the State budget economy. The Ministry of
Education grant formula-based core funding to the
universities for the execution of their statutory public
duties according to the extent, quality and impact of
the activities and education and science policy objec-
tives (Vuorinen, 2009, p. 10). According to 2007 data,
64.5% of total university funding was in the form of
direct grants, the so-called “budget funding”. Some
universities earn substantial sums for research from
Finnish government research organisations (about
11% of the total in 2007), and although income from
such sources is described locally as “external fund-
ing” it still ultimately comes from the Finnish gov-
ernment. Funding from domestic corporations, the
European Union and other foreign sources amounted
to only 10.4%. The remaining 14.2% of funding in
2007 came from “other domestic sources”, but much
of'this also came from government departments (Aa-
revaara, Dobson, Elander, 2009, p. 14).

It is interesting that although the universities
can become foundations subject to private law, na-
tional regulations guarantee free of charge degree
education for students from Finland, EU/EEA. The
only new trend is addressed with the right of the
university to charge fees to a student admitted to
a degree programme taught in a foreign language.
However, such provisions concerning fee-charging
degree programmes will be enacted by the Ministry
of Education Decree. The universities can also ar-
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range made-to-order degree education for citizens of
non-EU/EEA countries (Universities Act 558/2009,
Section 9-10).

One of the main documents, which regulates
the relationship between the Ministry and the univer-
sity, remains a “fixed term agreement on the quanti-
tative and qualitative targets of central relevance to
education and science policy and on the monitoring
and evaluation of their implementation” (Universi-
ties Act 558/2009, Section 48.1.).

While the increased financial responsibility
determines the importance of strategic management
in university governance, the new Act obligates uni-
versities to ensure an undisturbed operation in ex-
ceptional circumstances and abnormal and special
situations as possible by the means of contingency
plans, advance preparation of operations and by
other means. The role of the Ministry of Education
is very important: it supervises the advance prepara-
tion and where the preparation is found to be defi-
cient, the Ministry may order the shortcomings to be
put right (Universities Act 558/2009, Section 90).

New trends in the reform of higher education
in Finland are orientated towards the development of
entrepreneurial culture: the involvement of external
stakeholders into governance bodies of an university,
the Rector’s election and subordination to the Board,
etc. (the details of the university governance bod-
ies — see Table 1) The Ministry of Education main-
tains that new regulations ensure the flexibility of the
university sector, create conditions for better opera-
tion of the universities with the surrounding society
and better reaction to social and economical chang-
es. On the other hand, the changed composition and
responsibilities of the university Board, increased fi-
nancial autonomy require more frequent evaluation
of the activities and results from all the university
staff. As Aarevaara, Dobson, Elander (2009, p. 15)
point, “although the keys to a reformed sector are
a diversified funding base and an entrepreneurial
culture, it is not self-evident that new entrepreneur-
ial modes of operation will be widely accepted in
Finnish universities at first.” Scholars emphasise,
that integration of an entrepreneurial culture might
be challenged by bureaucratic attitudes, which dur-
ing long period of universities being the subjects of
tight controlling legislation, were deeply rooted in
the academic society, namely, as a set of “traditional
structures” in higher education institutions. Despite
many advocates of the entrepreneurial governance
model among the members of the academic society,
“the ability of universities to implement change will
be put to the test when these different administrative
[bureaucratic versus entrepreneurial| cultures are
brought face to face in coming years” (Aarevaara,
Dobson, Elander, 2009, p. 15).



ISSN 1648-8776

JOURNAL OF YOUNG SCIENTISTS. Nr. 2 (35). 2012

‘uonerngal

ME[ SIY) J3PUN JOU ST 0LJO JO WIS} Y], "AJSISATUN 3Y) JO s1oulted
Surpunoj oy} Sunnsuoo 1d)ye APoq SANBNSIUIWPE JOqUISWL
-pnu [[e19A0 o3 Aq payutodde are pieog ayj Jo s1oquiaw Ay,

"SIBAA G PR9OX? JOU ABUI 9J1JO JO ULIS) AY) TOAIMOY
"SIOQUUIOWI [ENPIAIPUI S)I JO PUB PILOQ ) JO SOTJO JO UL} Y} UO IPIOAp [[IM Apoq 91eISo[[00 AJISIOATUN oY T,

pIeog 9y} JO JoqUISW € 9q Jou AeW APOq 9ANEHSIUIWPE JOqUSW-[NW dY) JO IOqUISW /Apoq 2)eISo[[00 AJISISATUN oY) JO Joquiatl Ayndop € 10 Joquiowt
pIeog 9y} 03 9JeUIPIOqNS AJIOIIP JIUN B IO AJ[NOBJ B JO JOJOIIP B “T0JO0I-IOIA 10309 O,

Apo
91e139]]09 ANISIOAIUN 9y} AQ PAIJJ[D ATk PUB AJISIdAIUN A JO :oﬁmsmw mm (%0f wnwruiw
PIoY 9Y} UI S)IE IO SOUDIOS Ul as1adxo Jo aSuer opim e juesardor jsnur Aoy ], © JB) SIOP[OYQYe)S [BUI)Xd
Syuopm}s
*9JI] SSouISnq PUe [€}9100S Ul pue AJISIdAIUN ) JO uonerodo Surdnoi3 Arunuwwod [ouuosiad 190 pue
JO P[oy 9y} UI S}IB pue SOOUSIOS Ul 9s1)1adXe [eUOIjBUIdUL PUE Kyis1oarun oy £q parodo are Koy ‘sSurdnoid juaiogyip oy Sunjuosardor| JJelS YoIeasar pue Juryoed) 1oylo
Teuoneu 3say31y oy Juasardar AjpArsusyardwod [im preoq Ay, SIQUIAW JO JOqUINU AU} UO SIPIIAP APOq 1eIFI[[0 AJISIOATUN I, K)ISIoATUN A1)} JO SI0SSAjoxd
sIoquIow /, :3unuosaidal ‘soquiowl -6 10 /
a21ffo Jo w121 pun uonyisoduio)

0 g
KJISIOATUN U} 0} PORIWUPE 9q O} SJUIPNJS JO .IIQUINU JY) U0 SIPINP L

¢KYISIOAIUN O JO
sanIIqrsuodsal [euoneonpa oY) ur 93ueyo € uItIddu0d uoednpy Jo Ansiurjy oyl o3 [esodoid e syruqns - -9

¢KYISIIATUN I} JO 31N)ONI)S [euoneIddo 3Y) UO SIPINAP pue
uonesIuesIo [e1oudsd 03 Jururersdd sojni Surpuodsariod IoY30 pue suone[nga.r AJIsIoAiun ay) sydope  °g

9010 31 JO aInjeu

9} JO UOIBIOPISUOD UI JI JOJ UOSEII POpUNOJ-[[om pue JeWNIIO[ B SI 919Y) JI 9OUJO WOLJ 10J09Y
J(} SOAOUWIAI PUB WA} USIMI(] FIOM JO UOISIAIP 9} UO SOPIOAP PUB SI0JIY JO JA03IY 9Y) S}PP p
¢KYISIOATUN O JO J[BY2q U0 UOIeINPT JO AIISIUIIAl 3Y) YIM Judwdaasde ay) sydope ¢

‘JuowId)e)S
suone10do AJISIOAIUN J0AIIP 0} 10329y Y3 spIp ¢ | [BIOUBUY oY) saredad pue AyisoArun oty Jo 393pnq Ay pue ue[d OIOUOII PuE UOLOL OY) UO SIPIAP  °T

‘suerd Suryoeai-Iey IOUYI0 puL SUBUY pUL ‘sopdrourid juswaseueur
suonerado AJISIOATUN o) SUIUISOUOD SISNBW Y} UO SIPIdAP 7 | Pue AG33ea)s Y} ‘AWOU099 pue suonerddo ANSIOATUN Y} JO SIANII[QO JSOWIIOY Y} SIUIULIAIIP |

¢AJISI9ATUN JY) JO A39).1)S AY) U0 SIPIIP |

:Ky1sa9A1un dr[qnd 3y) Jo APoq IANNIIXI ISAY3IY Y I,

aavod

AJISIIATUN UOI)BPUNO ]

AJISIAIUN JI[qNJ

(6007/8SS 10V SONISIOAIUN UO PAseq) puvjul,y ul sans.1aaiu) Jo uoyvsmunsi() 1 d]qeL

95



ISSN 1648-8776

JOURNAL OF YOUNG SCIENTISTS. Nr. 2 (35). 2012

syuopms A (9) ‘[ouuosiod 10yjo pue JJels yoreasal pue 3uryoed) Yo (q) ‘AysioArun yj Jo siossajord oy (8) Jo uonejuasardar opnjoul [[1M Apoq o], ‘SIIqUIdW () JO WINWIXBIA]

uonisoduwo)

UO01309§ Jopun JOqUIA PIeOq € JO [BSSIWSIP d} UO SOPIOAP ']
9UBIUNOJO. PAIAIIBYD B PUR 10}03Y ) IoqUIdW pIeod e jsurede sogewep 10 uonoe Surye) uo saprodp °/
‘SIOQqUIdW S)I pue preogq SAITIQeI] WOoIY 10309y )

K)ISIOATUN O} JO OOLJO UI WIS} JO UOTJRIND O} UO SOPIOJP G | PUL SIOQUIOW pIeog o} soSIeYOSIp pue AJISIoAIUN dY) Jo 110daI [enuue oY) pue JUSWSIE)S [BIOURUY ) SULIUOD "
‘woy) 03 sroquiow Andap pue sroquiow ‘suosiodireyo syurodde {AJISIOAIUN 9Y) JO SHUBIUNOIOB PAIIUIBYD A} S)OJ[Q °G
PUE UOT)BOYT}ODI PUL JUSUISSISSE ‘S09150p 0) SUnje[aI SI0)jeul ‘preoq o Jo [esodoxd oY) UO IOqUISW PIEOY B SISSIWSIP ‘f
M [BIP 0 SAIPOQ IAYJ0 IO SpIeoq Aressadou a3 syurodde 4 ‘s8urdnoid Ayrunuwuod AJsIoArun ay) £q SI9qUIdW pIeog Y} JO U0 A} SWLIYUOD “¢

‘yoIeasar pue Suryoed) Surie[oI SO [BISUT UO SIPIOAP ‘¢ ‘pIeog 9y} 0} SIOqUIAW [BUISIXD Y} S)OJO ‘T

‘BLISILIO UOISSIWPE 9y} UO SOPIOAP ' ‘sIoquIaw

‘syuowroambar 90130p pue BINOLLIND A} UO SIPIOIP "] S)I pue pIeog 9y} JO 9OUJO UI W} Y} JO UOHEIND O} PUB PIeog Y} U0 SIOQUIOW JO IOqUUNU J} UO SIPIOAP |
AdO4d JALLVYLSININAV JAdINAN-LLTNIN AdO9d ALVIDATIOD

‘s[RI diys.aaped| poos udsoid se [[om se e

sapnp Sursaeydsip 10§ paanbaa soudjodwod oy; e
pUE 99.39p d)e10)o0p B SEY o

:9US 10 9y Je} SI J09]9 10309y

MD] 2y A2pun JON oy 10J Juowalrnbal oY [, *SIBOA G JO ULIO) WNWIXEUW B J0J AJISIOATUN o) JO PIeOg Y} AQ PIJOI[Q SI 10309y O],

21ffo Jo w121 pun sapppipund ay} 10f spuaua1nbayy

‘JJ©1S Y} JO [eSSIUSIP pue SuLIly U0 IPIddP 0} °G

‘suone[NSaI AJISIDATUN A} U PIQIOIP ASIMIDY)O SSA[UN SUOISIIIP Paeog ) Jo uoneyudwdjdur o) 10J

‘pIeog 9} 210J9q SWOD YoIym sA1apew 9y Jo uonejuasaid pue uoneredord oyp 10J ¢

{IouueW 9[qeI[al B Ul pagueLie SI JUdWASeUBL [RIOUBUY JBY) PUB SMEB] AU} 3IM doueljdwod ul sI Jununoode Jey) SULINSSE J0J 7

‘uoIsSIu AJISIIATUN I} JO IZIBYISIP AIIO9J PUL JUIIOYJD ‘[BOIOU0I Y} I0J |

:91qisuodsar s1 10300y

oy [, "'uone[n3al 1o 9yme)s A} Aq Apoq IS0 WOS 0} PAUTISSE U9 JOU IABY YOIYM AJISIOATUN Y} FUIUIOIUOD SISNLW SIA[OSAI PUL AJISIOATUN I} JO suoneIado Y spea[ 10309y YL

HOLOHA

[ 9]qe] panunuo)

96



ISSN 1648-8776
JOURNAL OF YOUNG SCIENTISTS. Nr. 2 (35). 2012

The case of Lapland University

The decision to make a deeper analysis of
Lapland University was influenced by some similar-
ities with Siauliai University: both universities are
regional, young and small state higher education in-
stitutions. According to 2010 data, Lapland univer-
sity consists of four faculties: Faculties of Art and
Design, Education, Law, Social Sciences; it provides
studies for more than 5000 students and has more
than 600 staff members.

The Values and Strategic Goals of the University

In response to new trends and challenges of
higher education reform, Lapland University devel-
oped Strategy 2020 which sets that the University
of Lapland is committed to promoting sustainable
development, well-being and equality at the local,
regional and international levels through research,
artistic activity and teaching. The core values of the
university are:

e learning that draws on both the individual and
the community

» research that is critical and emancipatory

e scholarship that is marked by creativity and im-
pact

As in many universities of Finland, the vision
of Lapland University is based on strengthening the
international dimension in researches and studies.
According to the Strategy, in 2020 the University
will be an international institution with a distinc-
tive academic and artistic profile (Strategy 2020,
http://www.ulapland.fi/InEnglish/About_us/Strat-
egy 2020.iw3 ).

Another important aspect is the strengthen-
ing of the university cooperation with society and
business community. It is stated that strong social
cooperation empowers to develop closer relations
between research, arts and studies. The participants
of the research also emphasised, that during the
last decade the strategic orientation of the univer-
sity changed towards developing university open-
ness and entrepreneurship, which are determined by
changes in state financial support system.

“It has been changed more money-orientated,
but the heart of Academy (scientific research and
education based on that) is still alive,”- said one of
the University deans.

“I think we need cooperation with business
community and much more than we used need, be-
cause all money we have usually came from the Min-
istry. But at this moment we see the decrease of such
money thus we need to look for new financial re-
courses, projects. And the university has to be much
more open to the society”, - mentioned the represen-
tative of administrative staff.

97

Thus Strategy 2020, which sets the university
profile, provided study programmes and researches
as well as quality management goals, is a guide-
line of university governance. The implementation
of goals, set in the Strategy, is ensured due to peri-
odically created implementation plans, which terms
are coincident with the fixed term (3 years) agree-
ment between university and Ministry of Education.
This agreement is the main document, where all
main quantitative and qualitative targets or indica-
tors, used for external institutional evolution, are set.
As the person, responsible for quality management
system in Lapland University mentioned: “We have
very strict indicators (...) we have national, the ba-
sic, indicators which are set down from Ministry. But
of course we have our own internal indicators (...)
and we are very carefully following how we are in
one year (...).”

While almost all participants of the research
agreed that the development of the university stra-
tegic goals, mission and vision are a more internal
task of the university community and the main gov-
ernance bodies, the universities necessarily should
organise and plan their work according to the na-
tional strategic documents: “Education and Research
2007-2012. Development Plan”, “Internationalisa-
tion of Finnish Education, Research and Innova-
tion”, etc.

The Role of the State in University Governance

Although the reform of higher education in
Finland is orientated towards the increase of the
university autonomy and responsibility, especially
in the financial management field, the Ministry of
Education remains an important institution in the is-
sues of the university operational review and finan-
cial support.

As it was already mentioned, the relationship
between the university and the Ministry is regulated
by a three year agreement, where the main indica-
tors of university activities (such as the number of
graduates, the number of PhD students, etc.) are
set. If the university supposes to get extra finance, it
should organise its activities in the fields of national
priorities of higher education. The participants of the
research were asked to evaluate the role of the State
in university governance. All of them agreed that the
university would not be able to be run as an indepen-
dent corporation or a private enterprise, thus a partial
control of the university estate and financial issues
under the competence of the Ministry of Education
is seen as necessary.

“We got more autonomy to make financial de-
cisions. But we are still under the control of the Min-
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istry, which makes financial decisions every three

years. Thus they set goals we have to achieve. And

those goals are quite hard to achieve. Even if we can
make a discussion on the goals, After all, we have
to fill those goals or requirements of the Ministry of

Education in any case. So [ think the independence

is not a real independence”, - the representative of

the administrative staff critically evaluated the situ-
ation.

It is important to notice, that the Ministry does
not participate in the election of member for internal
university governance bodies. The external members
of the university Board are appointed by the univer-
sity collegiate body. As one of the interviewees said:
“That is our university autonomy.(..) I work at the
university for many years and I can say that politics
does not correlate to the quality of the university”

The other form of State control of the uni-
versity activities can be addressed with the Finnish
Higher Evaluation Council/ FINHEEC, which is
responsible for periodical evaluation of higher edu-
cation institutions. It is pointed that FINHEC acts
as an independent expert body assisting universi-
ties, polytechnics, and the Ministry of Education in
matters relating to evaluation; it is also set that the
Evaluation Council operates under the auspices of
the Ministry of Education. FINHEEC conducts three
principal types of evaluations (http://www.finheec.
fi/index.phtml?l=en&s=30):

e Audits of quality assurance systems of higher
education institutions (universities and poly-
technics): evaluations of the methods, processes
and mechanisms that the institution uses to main-
tain and develop the quality of its education and
other activities (the University of Lapland suc-
cessfully passed this evaluation in 2009, further
evaluation is planned in 2015)

e Evaluations of educational centres of excel-
lence: FINHEEC submits a proposal to the Min-
istry of Education on the centres to be selected
during each performance agreement period. The
selected centres of excellence are awarded a per-
formance-based appropriation from the Ministry.
(During the period of 2010-2012 the Department
of Social Work at the Faculty of Social Sciences
of Lapland University was included in the list of
centres of excellence).

e Thematic evaluations and evaluations of edu-
cational fields: applies the following criteria in
choosing the targets of the evaluation: the field
or theme must be significant with regard to edu-
cation and society, it must be rapidly growing,
developing or problematic

The goal of evaluation is firstly to assist the
university in quality, study and research management.
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As the interviewer responsible for quality manage-
ment at Lapland University stated: “The main goal
of evaluation is to gather and present good practices
in the field of studies and research. All processes are
open, we should teach the staff to evaluate them-
selves (...) It is important that the same processes
are in all Finland's universities (...)”.

If the evaluation of quality ensurance system
is neither related with accreditation nor with finan-
cial support, the evaluations of educational centres
of excellence is directly addressed with financing the
departments of the university. This type of evalua-
tion ensures efficient use of state financial support
for studies and research.

So, the members of the academic society of
Lapland University evaluated the reforms of higher
education very positively initiated by the Ministry,
emphasising the advantages of increased university
autonomy, but they also expressed regrets for de-
creasing financial support for the universities from
the state budget.

Governance Bodies of Lapland University and
the Role of Social Stakeholders

The Board of Lapland university consists of
11 members, 5 of them are external stakeholders,
appointed by Collegiate Body of the University.
The groups of the academic community (students,
professors, other staff) are represented equally — 2
members from each group. The term of the Board
is 2 years. It was noticed, that the interviewees very
positively evaluated such composition of the Board
and especially participation of external stakehold-
ers.

“Our chairman is coming from other town and
other university and he is the same at our university
for some years, so he knows all university and scien-
tific issues quite a lot. And we have four members on
the Board who are not from the university and it has
been very good. So, we have a scientific chairman
and a vice chair is a businessman. 1 have followed
about their work and they are fulfilling each other
very well (...) We are lucky, the external members
are active; they are participating in meeting very
well,** said the person responsible for quality man-
agement.

“The Board consisting of persons from the
university and outsiders is functioning quite well.
When this university reform was prepared we were
afraid that those outsiders will come and change the
whole university, but it was not proved out”, “It is a
positive chance for the university (if they are inter-
ested really, and active in real, and ready to think
not about themselves but about the university as a
whole),” — mentioned the deans.
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The representatives of Lapland University
emphasized that in order to ensure efficient and ac-
tive participation of external members in governing
university it is important to look for persons, inter-
ested in university activities or those, who have had
close relations with alma mater. However, the finan-
cial support for these external stakeholders is not
seen as a relevant motivation. As some interviewees
noticed:

“Finnish people are motivated. They feel re-
sponsible when they are elected to some organs.
They can get some money for those meetings, but it
is not an explanation to attend the Board meetings.
They just have to be interested in the university wel-
fare”.

“Our external members of the Board are not
only from the business sector but also from research
institutions. (...) I think they just have an interest in
the university life. Most of those people had some-
thing to do with the university before they came to
work here. Their main task is to make the university
more open to the society”.

All the participants of the research agreed,
that a more active participation of social stakehold-
ers in the university governance bodies improves the
university openness to the society. However, some
interviewees identified a risk of such strong role of
external members, concerning with the decrease of
the academic culture.

“Of course, it has some risks. Risk belongs to
the academic culture. Because if you look at the aca-
demic culture from historic perspective, you see, it
is very old. What is a sustainable part of it? It is in-
dependence and critics. And what mean that people
from outside participate in the academic culture and
academic administration? (..) But we must choose
people from outside. They should be well educated,
they need to be able to understand the academic cul-
ture”

It was obvious, that according to the inter-
viewees, the main guarantee of effective and suffi-
cient participation of social stakeholders in univer-
sity governance is relevant selection criteria and pro-
cedures. It is important that the main decisions con-
cerning selection of these external members of the
Board, were not under the competence of political
structures, but were made by the university commu-
nity. Although academic self-governance dominates
over external guidance, the role and utility of social
stakeholders in university governance is realized and
acknowledged very well.

The Collegiate Body of Lapland University
consists of 24 members, while the Act allows to have
at maximum 50 persons in this body. The composi-
tion of the Collegiate Body is based on the principle
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of equal tripartite representation, when each group
[a) professors; b) other teaching and research staff
and other personnel; c) students] has 8 places in this
body. The term of being the member of the Colle-
giate Body varies according to the group: for profes-
sors and other staff — it is 4 year, while for students —
only 2 years. It should be noticed, that the Collegiate
Body is responsible for election and appointment of
external members of the Board. It also confirms the
financial statement and the annual report of the uni-
versity and discharges the Board members and the
Rector from liability; decides on taking action for
damages against a Board member, the Rector and the
chartered accountant. It is interesting that the rep-
resentatives of the academic community of Lapland
University are very sceptical towards this power of
the Collegiate Body.

“It is more a formal power. They have meet-
ings once per year, during the financial reports”

“Our internal organ is the Collegiate Body,
which is a combination of institutional people and
I have no interest or desire in being in that institu-
tion, because this Body has no real decision making
power. But the way it works is that it decides on the
structure of the decision making body”.

The common ideas were expressed by schol-
ars, analysing the tendencies and challenges of the
higher education reform in Finland. As Aarevaara,
Dobson, Elander (2009, p. 16) noticed, “most of the
changes in governance arrangements will be evident
only to those directly involved, until such time as
the university collegial body uses its right to bring
action for damages against the university Board.”

The new reform of higher education changed
the role of the Rector by referring some of his/her
responsibilities to the Board. Nowadays, the Rec-
tor’s position is between the Board and the univer-
sity community. The main responsibility of the Rec-
tor is to ensure economical, efficient and effective
running of the university. In other words, the Rector
represents the university and acts as the leader of ad-
ministration. As the interviewee observed: “the Rec-
tor has all the power, but he has divided his power
with the Vice Rector. (..) After the reform the power
is more divided between the chairman of the Board
and the Rector. (...) The Rector still signs agree-
ments and contracts, thus he has the main decision
making power”.

In conclusion, it should be noticed that dur-
ing the last years the internal governance of Lapland
University became more entrepreneurial: the strate-
gic goals and values emphasize the importance of
the university collaboration and cooperation with
the society and the business sector and its impact
on the social and financial welfare of the university;
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university governance, administration and academic
self-governance are differentiated. However, the
analysis of the election procedures of the external
stakeholders, the responsibilities and cooperation of
the Board, the Rector and the Collegiate Body con-
firm that external guidance is not the dominant of the
governance model in Lapland University. Internal
institutional governance is based on the combina-
tion of the egalitarianism and academic meritocracy
principles.

Principles of Good Governance in Lapland
University

The prerequisites for good management, set in
Lapland University Strategy 2020, include equitable
and fair actions in the university community, respect
and concern for the individual, and interactive com-
munication.

According to the interviewees, the main prin-
ciples of good university governance should be
added with “mutual trust between all levels; a lot of
effort of leadership (emphasis not on management
only); open space for the academic people to con-
centrate on the things they are experts in; balance in
power and responsibility (also within the university),
transparent, foreseeable, proactive governance”,
“professionalism, timely made decisions”.

Good governance is also concerned with a
decreasing bureaucratic process and creation of a
pleasant climate within university.

“The effective way of governance is not bu-
reaucratic. I have this working way...like printing
papers. Good administration works in many ways
and levels. One of them is papers, other — is per-
sonal level, which means relationship between the
persons here and in the faculties. And it means that
we have to listen and balance agreement in these
communities. We have to make right decisions in the
right situations. If administration works in less bu-
reaucratic ways it works well,” — mentioned one of
the administrative staff representatives.

So, the participants of the research empha-
sized necessity to harmonize and combine academic
research development and its administration. Such
reflections of the interviewees demonstrate the im-
portance of the academic culture for university gov-
ernance and a sceptical opinion on an entrepreneurial
or corporative model of governance. Although gov-
ernance, administration and academic functions are
clearly divided at the structural level of the univer-
sity, understanding of the academic culture remains
an essential element of good university governance.

Governance Model of Lapland University

According to the analysis of the main uni-
versity governance dimensions, it can be concluded
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that such principles of academic self-governance as
egalitarianism and academic meritocracy are suc-
cessfully complemented by the features of external
guidance: coordination and management of activi-
ties are based not only on formal rules but on regular
discussion on results and strategic goals between the
members of the academic community and the exter-
nal stakeholders.

Although the governance structure of Lapland
University is based on a strict division of administra-
tive and academic tasks, the representatives of the
university community state that the university can
not run as a corporation mainly orientated towards
financial benefit. While the importance of univer-
sity openness and closer cooperation with the busi-
ness sector were accepted by all research partici-
pants, they mainly emphasized the understanding of
the academic culture as the main element of good
governance. State control and the role at university
governance are minimized to financial support and
supervision of university activities. On the one hand,
the new University Act increased autonomy of the
university in the fields of internal governance, estate
and financial management; on the other hand, it set
higher requirements for university transparency and
responsibility.

Thus, according to the analysis of the main
university governance dimensions, the model of
Lapland University governance could be described
by using the equalizer scheme (see Fig. 3). It is
supposed, that this model is closer to entrepreneur-
ial than corporative because of several reasons: all
groups (academic community, administrative staff
and external members of the Board) are integrated
in decision making processes; the professors and
researchers actively participate in university gover-
nance and share their places in the main governance
bodies with the external social partners. At the same
time the university is strongly orientated towards the
results and looks for additional financial recourses.

It is interesting, that the research participants
described university governance as closer to the col-
legiate model and critically evaluated the EU higher
education policy tendencies towards the entrepre-
neurial model of university governance. “I think we
are a classical university. I suppose, we are not so
strongly orientated towards money” mentioned the
representative of administration. “/ evaluate these
tendencies negatively because the university life and
relevant/meaningful goals for it are mainly artificial
to govern following the entrepreneurial model”, no-
ticed one of the deans. However, all interviewees
agreed that the trend of the higher education policy
make universities develop closer cooperation with
the society and the business sector.
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Figure 3. The equalizer model of Lapland
university governance (ER- external regulation;
AS — academic self-governance; EG- external
guidance; MS — managerial self-governance;
C — competition).

Findings

L.

The Higher education governance concept is char-
acterized by the complexity and multidimensional
character. Governance is directly connected with
university autonomy and university development, it
is as a result of constant interaction between differ-
ent actors in higher education that holds positions in
the structural control, enabling them to act on making
legitimate and transparent decisions.

The quantitative content analysis of the university
missions showed that top rated core values are asso-
ciated with traditional university values like scientific
research, education / learning and interculturalism.
The circumstances of the global knowledge
economy raised new challenges to traditional
governance of higher education institutions,
which lacked financial autonomy and which au-
thority was mainly concentrated on the univer-
sity academics. The new University Act in Fin-
land changed the legal capacity of universities,
claimed participation of external social stake-
holders in the university Board and the Rector’s
subordination to it enabled the universities to
pursue personal policies.

The development of new entrepreneurial modes
of university operation is concomitant with
transformation of the Ministry’s role in univer-
sity governance from control to review. The
Ministry of Education has no authority to decide
on the composition of internal university gover-
nance bodies, but it remains the main financial
resource for the universities in Finland. The
finnish Higher Evaluation Council (FINHEEC),
which is responsible for periodical evaluation of
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higher education institutions, also operates un-
der the auspices of the Ministry of Education.
Participation of external members in the univer-
sity Board was positively evaluated by all inter-
viewees. Previous experience with the universi-
ty, interest of university activities and acknowl-
edgment of the academic culture were named as
the main characteristics of social stakeholders,
who guarantee their effective and sufficient par-
ticipation in university governance. However,
the authority of the Collegiate Body to discharge
the Board members and the Rector from liability
was evaluated more sceptically.

Although during the last years internal gover-
nance of Lapland University became more entre-
preneurial, the responsibilities and cooperation
of the Board, the Rector and the Collegiate Body
confirm that internal institutional governance is
based on the combination of egalitarianism and
academic meritocracy principles.

Equitable and fair actions of the university com-
munity, respect and concern for the individual,
interactive communication, mutual trust, leader-
ship, transparency, professionalism and the aca-
demic culture are seen as the main principles of
good university governance.

Although the governance structure of Lapland
University is based on a strict division of admin-
istrative and academic tasks and development of
university openness and closer cooperation with
the business sector is acknowledged as a neces-
sity for effective university operation, the repre-
sentatives of the academic community empathi-
sed that the university can not run as a corpora-
tion mainly orientated towards financial benefit.
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UNIVERSITY GOVERNANCE MODELS: THE CASE OF LAPLAND UNIVERSITY
Aidanas Barzelis, Oksana Mejeré, Diana faparniené

Summary

This paper analyzes the scientific discourse of governance and university governance within the framework of
the existing concepts, it also deals with alternation of university governance in the context of European higher education
regulations and directives, presents analysis of the traditional and entrepreneurial university governance models of the
content aspect. It also presents the results of “International Comparative Research on University Governance Models”
carried out by the paper authors emphasizing the context of Finland’s higher education and university governance and
the case of Lapland University. Although traditional higher education values dominate in many missions and visions of
Finnish universities, internal institutional governance of the University of Lapland has recently become entrepreneurial.
Good governance of the university is associated not only with distinction of administrative and academic functions,
reduction of bureaucratic processes, but also with the openness of the university, good communication and understanding
of the academic culture.

Keywords: university governance, Lapland University, entrepreneurial university.
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