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Abstract:

The reform and opening up, implemented in China since
the 1970s, has prompted the deepening of
marketization. Profound changes have taken place
regarding the relationship among China University of
Geosciences (CUG), government competent authorities
and the market, amid deepening marketization. Faced
with evolving internal and external environment, by
eyeing on optimizing discipline structure and upgrading
discipline level, CUG has launched strategic change.
And thus it has successfully moved towards the second
development curve, transforming itself from a single-
discipline geological college into a multidisciplinary
university with geological discipline as its dominant
feature and a university of multidisciplinary coordinated
\development.
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Changes are an integral part of organizational life. The occurrence and the
continual management of Organizational changes could impose crucial and
even decisive impacts on the survival and development of the organization. As a
subsystem of the social system, universities are also undergoing a series of
changes and development to ensure their contribution and social relevance.
Strategic Changes in universities are distinctive of a host of complexities, owing
to the loosely coupled organizational structure, unique academic culture,
differences among stakeholders and so on. Therefore, analysis of the execution
and management of strategic changes in universities could be of great
significance. In-depth research on the connotation, elements, aim, function and
mode of university strategic changes have been conducted by previous scholars
with many theoretical insights generated. Whereas, with strategic changes either
kicking into gear or being in full swing in various universities in the globe, there
has been a dearth of literature examining those taking place in Chinese
universities against the context of deepened marketization in China.

This study takes Chinese industry-featured universities as the research object,
with Chinese Universities of Geosciences (CUG) selected as the case of focus. On
one hand, the birth of CUG represents a timely response to demands of national
economic development, and cultivating talents in the geological exploration
industry is of both urgency and great value. Therefore, CUG is distinctive of
industry-featured demands since its inception. On the other, through effective
strategic changes, CUG has successfully transformed itself from a single-
discipline geological university to a multidisciplinary one with geological
disciplines as its dominant characteristics and multi-disciplinary coordinated
development. This study conducts a detailed analysis of the internal and
external environment faced by CUG at various stages of transformative
development, into objectives identified and main measures adopted for strategic
change. By doing that, a summary of the experience and effects along the way
of CUG's transformative development is presented, in an effort to enrich the
theoretical research on university strategic change and generate a valuable
reference for strategic changes in other universities.
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1. Analysis of 4 Stages of CUG’s Transformative Development

CUG, founded in 1952, used to be an industry-featured university under the
administration of the Ministry of Land and Resources before the reform of the higher
education system. In order to meet the urgent demands for large-scale economic
construction of the People's Republic of China, the newly-established CUG from the
very beginning, a single-discipline talent cultivation system with geological-exploration-
related subjects as the core was formed. It received support in students internships and
scientific research from enterprises in the geological industry under the administration of
the ministry of geology and mineralogy. The employment of graduates were all
allocated by the Ministry of Geology and Mineral Resources. It was known as one of the
national key universities wielding high-level impacts in the field of geological exploration
research.

In 1978, China decided to carry out reform and opening up. In the process of the gradual
government deregulation and marketization of universities, through strategic change,
CUG successfully realized transforming itself from being a single-discipline geological
university with geological disciplines as the main feature to a multidisciplinary one with
integrated development of multiple disciplines. It has undergone a 4-stage process of
transformative development:

1.1 The Recovery Development of the 1ST Curve Period of the CUG:1978-1985

The first stage of CUG's transformative development was under the influence of
evolving external environment. The end of the Cultural Revolution in 1976 and the shift
of national focus to socialist modernization in 1978 created a stable external
environment for CUG's recovery development. In addition, the resumption of the
enrollment system of higher education in 1977, which had been suspended for 10 years,
and the growing demand for high-level professionals have brought new development
opportunities to the CUG.

In the face of the new situation, CUG identified its objectives of strategic change timely.
It actively launched programs of rebuild and restoration. By taking teaching as the core,
integrating teaching and scientific research, CUG spared no efforts in finding solutions
for teaching reform and improving the quality of education. After the optimization of
school-running conditions, in 1983, CUG put forward the strategic goal of growing itself
into a geology-distinctive socialist university of Chinese characteristics that is "modern,
open and international”, with prestige both at home and abroad.

CUG adopted a series of measures for the launch of strategic changes. First, in terms of
discipline structure, in addition to restoring original majors of geosciences, science and
engineering, CUG successively built 3 departments, including the department of
computer, economic management engineering and basic courses. And it newly set up 8
specialities of strong market demand. In terms of discipline level improvement, reforms
were carried out in terms of personnel training, scientific research and international
cooperation. To be more specific, faculty and students participated in the pilot program
that integrates teaching, research and production. Meanwhile, the graduate education
system was optimized and the graduate enrollment was gradually scaled up. With
respect to international cooperation, the scope of international exchanges and
cooperation was expanded, establishing ties with various countries and regions such as
the United Kingdom, the United States, the Federal Republic of Germany and other
countries and regions.

Through stable development, CUG realized an initial transformation as a single-
discipline university of science and technology, with discipline levels restored and
promoted. However, during the early stage of adapting itself to the market-oriented
economy, CUG failed to gain insights into the market economy. There, the strategic
change of CUG at this stage could not fully meet the demands of market-oriented
economy development.

1.2 The Budding Stage of the 2nd Curve of CUG: 1985-2000

With the deepening of the marketization of China's reform and opening up, by
considering series of internal and external factors, CUG initiated its strategic change
from the original single-discipline university to the multidisciplinary university with its
discipline feature in earth sciences, of integrated development of a string of disciplines.

During the budding stage of the 2nd Curve of CUG, its strategic change was subject to a
series of new external and internal factors. Firstly, in terms of the external environment,
the newly emerged market-oriented mechanism was a challenge for CUG. On one hand,
the government gradually granted universities greater autonomy, with the sources of
funding for running schools expanded. At the same time, the system of graduates’
independent job-seeking was gradually established by the government. Universities
began to participate in the competition of enrollment market and employment market;
on the other hand, the market demand for geological talents was getting saturated. A
narrow discipline structure could hardly meet new demands in the geological industry
for talents equipped with extensive knowledge and comprehensive capacity.

1. PEHFAAFEI L RN ER ST

PEMRAFRETF1952F, B—FHESSHENR
g Ea B FEELRRMEEMNTIHEEX
F. BRZY), ATHRARMBREFEIRMB)E
K, FRAA T AMBRENIREFR T D ER B
HAAEFRER, ZEXINHNZRARIIHEKH
FRA PR EER), HRITABAILS TR, FlldE
RGN = ER— 00, F—MEERMEENRT
ROUEEBERKEZMNINLEERSRK,

19785, REIREFZITHREFM, EEDETS MM
AEERSHIHHHERET, PEHMRAFEETK
R LA TSR T FR SR A A b BT B 5 ) DA B B 5
AMBEE, SERDELARHSHAURNFENE
B, HOEREARENTHAMER,

11 PEMBRRZNE -—MEAMEELXREMER:
1978-1985%

FE—MERCUGHIEIE B E R RN ERIMEBHMEE
o, 1976F XL AEMRIERIN1978FERTAE
ERERIMSEGRAMEIR EHEE, BFER
IR E & REIE TIRERMIMNIRIME, 19775 i+
FNSEHRERERENRENN T UHSKEA
ZAHERIE S HAFRTRTHIE,

H G LZILRISNERIAE, FPRRETHHN TR R ER
i, MIRFAIRTIREDZETIIE, UBFERE, BH

FMPMERLE, EERRBFNENRSHER
EmoE, ENFRHEARNER, 1983F, R

RUETEBEREERSEE—EFERN “WREL
ﬁm%\ﬁﬁi"ﬁ¢ﬁﬁﬁﬁiﬂmﬁiﬁ%ﬁ
BB,

PEMRARZELMNERR T RIIBEUNEERE
M EFEREMEE, RTRERBHUHFIET
BT, TREFERTIHEN. 2FEE
T2, EMiREM3INR (8) , EIRTEANMHIHER
TN, AFFOKERALE, RRESRAS
1B, RERRMERSFERTRE. fli, AR
IMEAFREZ. B, =48RR ERT
18 TEMRERBRR, BLT AFREREM
1B, BERASFEERRERE. £E. B

.,
EEE,

ZERTERRE, FRYVLNT TR -MREETH
FRMNEE, MEFEATERWERIKE, A
M, HENHHEFERONE, CUGHTHIHE
PSR ZRAZAE, ZREBTEEBREER
HETIHETFERITFR.

1.2 FEMRARFHSE A S MELR: 1985-2000
F

HHEEA BT ERERINR, FRES
BRRIMMER, FTIETHIEEE, BBARMES
REUBFTEN ARABEE, SERDRRENS
PHEARFRELR,

FEMAAFMET, CUGHRRTEZAETRI
EERM, F—, BIRMERNHIHLINERIFET
KEREXWPE, —HE, BERELSMFRKEE
BMNZEEEN, REFKRTHFLBEREFERE,
EiY, ERZESEIEWVEFERWGHE, KEHF
WBE5RE. MAHIZINES; 5—7F@E, Hiax
FHIFITIWAA T RE T, TATHNFE
BREASHIRTEWARERE. HFE5681%E
AT ER,

VOLUME 1 ISSUE 6 AUGUST 2021

9



JOURNAL
=7

m-Leadz

LEAD2 Paper |LEAD2iEX

In terms of internal difficulties, first of all, CUG' school-running concepts were distinctive of
the mindset of planning economy, and therefore there was a lack of understanding of how
to build a high-level university in the context of marketization; second, in lack of competitive
human resources, CUG was confronted with problems of aging faculty team and lack of
attraction for talents. Third, the discipline structure of CUG failed to meet the demands of
social-economic development demands, leading to difficulties in finding employment
among high-level geological talents, a goal that CUG has been committed to.

In 1987, the strategic goal of CUG was identified, which is to build a comprehensive
university of geosciences catering to the overall social development, as well as a modern,
open and international university in earth sciences. In 1991, the 2-step university
development plan for the next 10 years was proposed by the president. (See Table 1).
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TABLE 1 Strategic Goals of CUG’s Development Plan 1991-2000 |
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1st Step,1991-1995, Deepening reform, optimizing structure, enhancing overall capacity, improving school running model with geoscience-oriented science
and engineering disciplines as the main part, and coordinated development of science, engineering, culture and management, so as to pave the way for next

5-year development;
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2nd Step: 1995-2000, Striving for Appropriate disciplinary structure, optimized conditions, improved capacities and coordinated development among various
departments, and enhanced comprehensive advantages, achieving a big step towards a modern open and international comprehensive university.
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Under the guidance of the 2-step strategic goal, one on hand, the advantages of key
geological disciplines were further consolidated. Applied disciplines were vigorously
developed, new disciplines were established and discipline structure was optimized. On the
other hand, reforms were carried out in aspects of faculty team, talents training, scientific
research, internal governance and so on, striving to improve the level of discipline
construction and governance ability of CUG. For example, the faculty structure was
optimized by proving funds for in-service teachers to obtain master and PhD degrees,
sending teachers to go abroad for further studies, making exceptive decisions to evaluate
and grant senior positions to outstanding young and middle-aged teachers, and attracting
high-level talents according to the needs of discipline construction and professional
adjustment. Also, it stressed both undergraduate and graduate students, with multiple
education levels established, including night university, correspondence education and so
on. And practice-based teaching was strengthened. Moreover, the transformation of
scientific and technological achievements was actively promoted and service provision to
the society was strengthened. On top of that, institutional reform was carried out by
advocating the principle of simplification and efficiency.

After undergoing the initial phase of strategic change, CUG has set up a discipline and
speciality system with geoscience as the main feature, science and engineering discipline
as the backbone and coordinated development among multiple disciplines of science,
engineering, culture and management. The talent training mode is more diversified, and the
scientific research and social services further meet the needs of social development.

At the same time, there existed some problems at this stage. Firstly, under the constraints
of internal and external conditions, the proportion of doctoral teachers in CUG teachers was
low; and the proportion of introduced teachers was low, with most of the faculties being
CUG graduates. In addition, due to the limited school running conditions at that time, the
adjustment of discipline structure was relatively slow, and there was a lack of investment in
developing new disciplines and majors.

1.3 The Second Curve Development Stage of CUG: 2001-2018

Entering the 21st century, China has experienced intensified marketization. In 2000, CUG has
become one of the universities directly under the Ministry of Education. In 2006, the
Ministry of Education and the Ministry of Land and Resources entered into a collaborative
agreement on jointly promoting the development of CUG, with new chapters of
opportunities and challenges opened up in its future prospect.

At this stage, the internal and external influencing factors are stated as follows, firstly, the
increasing autonomy of universities and the deepening of market-oriented reform have
intensified the competition. The Outline of National Medium-and-Long Term Education
Reform and Development Plan (2010-2020) (2010) and the Work Plan for Streamlining
Administration, Delegating Power and Improving Regulation while Transforming
Government Functions(2015)and other documents have been successively issued, marking
continuous government efforts in clarifying and enhancing the autonomy of universities.
This meant that other colleges and universities could set up geological specialities, which
gave rise to ever more fierce competition amid universities in China. Besides, the deepened
market-oriented reform has triggered ever more fierce competition in the recruitment
market, employment market and high-level faculty introduction for universities in China.
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Second, the rapid popularization of higher education has brought opportunities and
challenges to university development. Universities could get more tuition income and
increase funding through enrollment. The expansion of the scale of students would drive the
increase of specialities, which would then bring new growth drivers to the construction of
disciplines and specialities. On the other hand, the diversified educational needs required
universities to provide necessary conditions for school running and cultivate higher-quality
talents.

Third, clear school-running requirements were put forward by the government, which is
education quality enhancement and running a university that satisfies all. Since 2001, China
has issued a series of documents to improve the quality of higher education, such as
"Undergraduate Teaching Quality and Teaching Reform Project in Universities" (2011) and so
on. At the same time, the government promulgated a series of professional standards and
evaluation standards, which put forward clear and accurate requirements for school running,
with great pressure felt and reform impetus unleashed among universities.

Faced with the new situation and new requirements, CUG appropriately identified its long-
term mid-term and immediate goal for strategic change. In 2004, CUG initially identified its
phased goal as "building a First-Class University in earth sciences with coordinated
multidisciplinary development" and the long-term goal of "building a world-class university in
geosciences"; in 2011, it further refined the goal into a "three-step" development strategy. The
1st-step (2020) is to achieve the phased strategic goal of basically growing into a First-Class
University in earth sciences as well as a high-level university of coordinated multidisciplinary
development. And the 2nd-step (2021-2030) is to become a well-known research university at
home and abroad. And its 3rd-step (2031-2052) is to basically realize the long-term strategic
goal of developing itself into a world-class university in the field of geosciences.

In 2015, further elaboration was made in its phased goals and tasks of the 'three-step"
development strategy, and the main measures adopted were as follows. Firstly, it
strengthened the organization and leadership of discipline construction and built a dynamic
layered and classified management system. As for the traditional advantageous disciplines of
geosciences, CUG has been giving key financial support to encourage them to pursue
expansive growth and strengthen the discipline advantages by aiming at the frontier of the
discipline. With respect to non-geological disciplines, the strategic planning groups for
fostering characteristic engineering and characteristic liberal arts development were
established successively, by eyeing the national strategic demands and the industry and
regional development. Researches on internal and external disciplines were actively carried
out so as to improve the construction level of engineering, liberal arts and basic disciplines.

Moreover, it further clarified the ideas and measures for each discipline and speciality
construction. Under the guidance of the development strategic objectives of CUG, by 2014,
the discipline construction concept of reinforcing characteristics, entering into the
mainstream, striving for transformation, and of building a mutually supportive and coordinated
development disciplinary ecosystem has been formed. The ‘five-in-one" discipline
construction mode of coordinating talent team construction, discipline research, platform
construction, talent training and international cooperation and exchange has been
established. Under the guidance of the above general construction ideas, five-year
development plans of each discipline and speciality were formulated, with construction
measures refined.

Besides, CUG Introduced a competition mechanism and optimize discipline structure. In
implementing the three-step development strategy, CUG prioritized tasks of urgency and
significance by carrying out discipline self-evaluation in 2013. Disciplines were either
suspended or restructured based on evaluation results. And efforts were made to optimize
discipline deployment and establish a new discipline construction and management
mechanism featured with the integration of competitive discipline evaluation and the increase
of both input and rewards, in the pursuit of higher quality in discipline and professional
construction.

Fourthly, CUG implemented the strategy of strengthening the university with talents and
university internationalization and strived to improve the faculty team level. CUG began to
vigorously implement the strategy of strengthening the university with talents in 2009. At the
same time, the faculty competition mechanism was introduced, intensifying the classified
evaluation and performance management of faculties, optimizing the ability-and-
contribution-oriented scientific research evaluation mechanism. Moreover, the salary level of
faculties was raised several times. Faculties were also encouraged to study abroad, striving to
enhance the internationalization level of faculties. In 2012, International University Consortium
in Earth Sciences (IUCES) was founded. The setting up of such a long-term, sustainable and
stable cooperation mechanism promoted joint sci-technical research on major issues in the
field of geosciences, and established a joint training mechanism for students, further
expanding the international vision of collaborative innovation among universities.

Fifthly, CUG Promoted the rule of law and improve the governance structure. 2015 witnessed
the release of The Constitution of CUG for the first time. And CUG implemented the
governance structure featured with leadership from the Party Committee, university affairs
governance by the President, academic affairs governance by professors and implementing
democratic participation. And rules and regulations of CUG were revised and perfected under
the guidance of the constitution.
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Sixthly, CUG built a new campus and broke new grounds in optimizing school running
conditions. In order to support CUG's transformative development, it started to build a
new campus in 2011 and the construction was completed in 2019. The new campus
covers a construction area of 573,400 square meters, accommodating more than 10,000
students from 5 colleges and 2 national scientific research platforms, with complete
teaching, scientific research and social service functions and living conditions available.
The construction and operation of the new campus effectively support the
transformative development and improvement in the innovation ability of CUG.

After nearly 18 years of reform and development, 2018 witnessed CUG's achieving of its
first goal ahead of schedule, meaning that its discipline ecosystem, featured with
traditionally outstanding advantageous disciplines and mutually supportive multi-
disciplines, has preliminarily taken shape, with its core competitiveness continuously and
effectively enhanced. But there existed problems that couldn't be ignored in this process.
The strategic change at that stage was less than desirable due to an inadequate
understanding of the laws of university running, with a string of new disciplines and
specialities being established through fragmented input of resources. However, in 2013,
CUG's readjustment of discipline construction effectively prevented the disorderly
expansion of disciplines to a certain extent.

1.4 The Second Curve Growth Stage of CUG: from 2018 to Now

In 2018, CUG evolved into the stage of fulfilling its second-step development goal ahead
of schedule. At this stage, new changes at home and abroad brought new opportunities
and challenges to its prospect of development. First, the high-quality-oriented
development in China generated high demand for innovative and outstanding talents.
Thus, it is vital for Chinese universities to play a fundamental and core role in this process
of development so as to realize their lofty historical mission. Second, for contemporary
Chinese universities, serving the development strategy of national ecological civilization
construction and seeking the harmonious coexistence of mankind and nature represent
their responsibility of the time and value pursuit. Third, the competition among
universities has been intensified as a result of the "Double First-Class" construction
program implemented by the Chinese government and the gradually perfected market
economic system. It is a strategic measure for Chinese universities to promote the reform
of their education mode and governance system to adapt to the competitive landscape.
Fourth, the accelerated evolution of a new round of sci-tech revolution and industrial
change prompt universities to think about how to embed new technologies into the
research of earth science, and seeking a new role of leading the development of the
industry instead of supporting the development of the industry.

In such a context, CUG further refined its 3-step development goals. After 21 months of
in-depth research, extensive discussion, brainstorming, consensus building and
collective decision-making, the Strategic Plan of Building a World-renowned Research
University in Earth Sciences a Beautiful China & a Habitable Earth: Towards 2030 was
formulated and released by the end of 2019. Taking "building a beautiful China and a
habitable earth" as the strategic theme of its future reform and development not only
reflects CUG's advantages in earth sciences but also reflects its value pursuit of
"promoting the harmonious coexistence of mankind and nature’. The plan specified the
goal of its development in the next 10 years: to build an internationally well-known
research university in the field of Earth Sciences by 2030. The main indicators of running
the university will be up to or be close to the level of world-renowned research
universities. And earth sciences will be positioned at the forefront in the world, with
various disciplines competing to improve quality and reaching the First-Class range.
Moreover, a competitive and influential faculty team is to be organized. And it is to
become a university with an outstanding education, scientific researches, culture and
management, entering the rank of "world-class university" as a whole.

The plan further specified 4 action principles, 5 strategic priorities and a strategic
guarantee, presenting the blueprint for the high-quality development of the university in
the next decade, providing a reform roadmap in aspects of talent, philosophy,
technology and methodologies. What's more, it provides strategic thought guidance for
CUG's organizations at all levels, disciplines, specialities and staff. At present, the 14th
Five-Year Development Plan of CUG is being further formulated under the guidance of
the overall plan for deeper comprehensive reform and high-quality development of CUG.

2. Achievements of Strategic Change amid CUG's Transformation Development

Through more than 40 years of transformative development, 3major trends of sound
development are displayed: its vision has been shifted from being domestic-oriented to
outward-looking, and the awareness of competition has been greatly enhanced among
all faculties. Second, the focus of constructing disciplines and specialities has been
shifted from increasing the number of degree programs and expanding student
enrollment scale to striving for connotative construction and high-quality development.
Third, the goal of development level has been transformed from emphasizing the output
index of quantity to highlighting high-level faculties and improving education and
teaching quality. The specific fruits of the strategic change are as follows:

BN, BIRFRK, R@NFRHERE, ATH
FROEBIFHEULARNTE, 2011EE2RE
FRIRFRK, 2019F1KT. IRXKSEAER
5734 FE R, BEEMSANZRI2ANEREIME
BENM, 10000 RBFEANE, BETENK
¥, MR SRSNENEERE, BARET
FRONFEERE.

ZTIM18FMRERRE, FRT2018FZAIKN
THE—LHNFET, XBREZRIEERANE
FRR, BEXENZERESRAVSHN, &%
IDRERNFHEIBE, AT, FLUIEPHEEFELS
BUBIEIRE, AFNHFMRRZRATHE, Fg
T—HERETN, FREGARADE, GILHTEH
BEERLR, T, fE2013FECUGH FERIZIR
?ﬁ%%ﬁ%E—EEELEﬂTﬁﬂ%%ﬁﬁ
3K

1.4 REMBAFRE ML KMER: 2018FE

20185, ERERIFEAT B S REBIREIRM
B, ERINRBREBHHTHAFRERT N
BENM: £—, PENSRESFTRRENTEIH
FEHAARBE S AERLL TR, PERFY
DEEX—RREEDREEMMNZOMER, £
Z, RBERESNIARRLRAME, ERAXS
BAMEHERYRAPEAZNRARESNEE
K, B=, PEBRFEEN “R—iR" BRME
BT &N HiaZT AR T AFENESR, F
EAFENEAEEASAERRTERENES
ROERBR 24, M, F—HRRESEUTEN
EEEEZRASABEBWMEARFIHRABRAZH
BRZOENMATRE, BXERSTIRRERD
BT R R,

FERHERT, (UGE—SHILT =S ELRRBEIRN
AE, MEANNTBRRARR. T2, 21
B, BRHER SMRE, T2019FRMEMT
(EMPEEREMIK: HE2030——i K F 5
IFEPRABAARBEAFRIRHEEAML . (K
BESAMEIREN, 1§ "BREWTE, HEH
R ERFRARNELRIVEIEEM, AR
FRUREZSEME, VERHER “RBHAS
BEAMERE" BNEER, (L) BBHTER
RKRTFEREIBIR: FI20305F, EIMIKEFE
SUFEFRBAREKRE, TEDFIEIRAR R
IEEFRAIBARBAZKE; HMBRHZ A E R
5], SERRHER. 28—, [REBRESN
MRMABIMEIAR; A —HE R, FAE
M, Xftal, BESHKRE, BAEAN “HH
—IRARE" BRITY. (K #E—SmET 4
TN, ST E = SR RIEIENE, HFER
ARTESHELKRVNTERE, » “BiREMH
E, BEEHR" BHEAS, BB, BAMGESHE
PR T INEBRAE, AERSENM, SNERT
WAIZER TR 7 Exig B854, Bal, FRES
Rz FIEE#E—SHGHIUALRAL, DAL
ENZRERMNGFERNEESRERR.

2. PEHIFTAZ AR T E LY

BT40S FHHETE, ZREVU=IRIFNEK
BE%: —RARUHFENENEEER, ZF2
HEESARRITR A 0iEE; —2FHTUERE
NEFRFMRBE, T RBEMMRSINERRED
HRER, EREKRE; ZRARKFEERENE
BHEN~HERRESKEIRENMEIRESHE
HERERS. BRSENNRAENTH@E:

12 VOLUME

1 ISSUE 6 AUGUST 2021



JOURNAL
=7

m-Leadz

LEAD2 Paper |LEAD2iEX

The discipline structure of CUG has transformed from previously being geology-oriented
single-discipline to one of the multiple disciplines coordinated development earth science as
its main feature. Before 1985, disciplines and specialities were mainly limited in geology, with
only 4 first-level doctoral programs and 5 first-level master programs, judged by current
classification standards. After 35 years of development, through scale expansion and
adjustment, it has 16 first-level doctoral programs (including 4 doctoral programs in
Humanities and Social Sciences), 34 first-level master programs covering 8 categories of
science, engineering, economics, management, education, law, literature and art, 15 post-
doctoral mobile stations, and 10 professional master degrees of engineering, MBA, MPA and
so forth. The number of students has increased from 4,340 in September 1985 (including 515
graduate students and 54 doctoral students) to 30,239 by the end of 2020 (including 18,080
undergraduate students, 9,302 master's students, 1,916 doctoral students and 941
international students).

The domestically leading discipline of earth sciences in CUG has transformed into a
characteristic leading discipline, reaching a globally advanced level, and other newly-built
disciplines have gradually evolved into the top ranking of 1% in the globe. Traditional
dominant disciplines, such as geology, geological resources and geological engineering,
ranked first in all previous national discipline evaluations. Newly-built disciplines enjoyed a
sound momentum of development, and a well-coordinated discipline system has been
initially established. As of July 2021, discipline fields of Geoscience, engineering,
environmental ecology, materials science, chemistry, computer science and social science of
CUG has entered the top 1% of ESI, with rankings continuously improved. Among them,
geoscience and engineering have entered the top 1 %. and geoscience has ranked the 14th in
the world.

The structure of the faculty team of CUG is constantly optimized. In 1985, less than 10% of
faculties had master's degrees or above, and 79% of full-time faculty had doctor's degrees as
of 2020. The introduction and training system of high-level talents and the evaluation system
has been continuously improved, and a team of high-level, international and multidisciplinary
academic leaders and young academic backbones have been preliminarily organized, among
which 5 were selected as Clarivate (formerly Thomson Reuters) “highly-cited scientists”, 9
were selected as Elsevier "highly-cited scholars”, and 61 were selected as ESI highly-cited
authors.

CUG has transformed from a university providing talent training and social service only to the
geological prospecting industry to one catering to all sectors of society and global
institutions. At present, the "3 integration" talent training mode of ‘interdisciplinary and
professional integration, teaching and research practice integration, innovation and
entrepreneurship education and professional education integration” has preliminarily shaped
up. On the basis of maintaining close contact with the geological exploration industry, CUG
not only supports the development of Hubei Province of China but also actively caters to the
whole country, vigorously promoting the cooperation of government, industry, education and
research, and actively supporting industrial, regional and local economic and social
development. The training quality of international students in CUG has been greatly
improved, with their employment competitiveness continuously enhanced. The field of
employment involves domestic and foreign universities, world-famous enterprises, overseas
government agencies, etc. The number of CUG students studying abroad and looking for jobs
is also increasing.

The management system featured with centralization of power in the 1980s in CUG has
evolved into an internal governance system with the coordinated operation and clearly
defined responsibilities, rights and interests. Through several reforms, a modern university
system with Chinese characteristics in line with the actual condition of CUG has been
preliminarily established. The governance system of “leadership from the Party Committee,
university affairs governance by the President, academic affairs governance by professors
and implementing democratic participation” has been continuously improved; teachers,
students and other stakeholders have played an ever critical role in the decision-making of
major affairs of CUG; the democratic participation mechanism represented by Teachers'
Congress, Students' Congress, Council and Alumni Association has been optimized; the rights
and responsibilities of the university-school two-tier governance system have been more
clearly specified, unleashing greater vitality for school running.

3. Experience of Strategic Change amid CUG's Transformation Development

CUG has been adept at grasping the opportunity of change. In the face of critical
opportunities for change, it is vital that studies were conducted for an accurate understanding
of social development trends and modern university development rules. To do that,
university leaders shall play a leading role in conducting an in-depth investigation and studies
as well as in organizing faculties for deliberation and communication, with a focus on
strategic demands occurred in industrial and economic and social development, and on
national strategy and discipline development trends, as well as on 3 pairs of relationship,
including the relationship between teaching and scientific research, dominant disciplines and
other newly-built ones, as well as between priorities and general issues. Therefore, it is
significant to gather the wisdom of the staff, seek consensus so as to generate strategic
decisions and specific implementation measures, improve the strategic management ability
of governance, and promote strategic change amid university development.
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CUG has stressed and promoted the establishment of a clear common vision and the
formation of a shared value system. In the process of strategic change, it is essential that
universities shall follow the law of higher education and the law of talent growth, take
"people's satisfaction” as the value criteria for running a university, reckon the "pursuit of
excellence" as the ideal pursuit of running a university, regard adhering to First-Class
standards with international vision as the basic principle of promoting the reform and
development of itself and develop a shared vision, mission and values through continuous
exploration. A clear common vision, mission and values can effectively improve the
leadership and organizational effectiveness of the university, facilitating the formation of
consensus, and better promoting the strategic change of universities.

Moreover, CUG consolidates the strategic planning system and strengthen strategic process
management. While stressing the formulation of the development plan, the strategic process
management should also be strengthened, with emphasis attached to the implementation of
the decomposition indicators and tasks of the overall development plan. Based on the
development plan of each unit, implementation performance will be regarded as an
important reference for increased investment from the university. Meanwhile, the faculty
evaluation in each phase of appointment should be strengthened, linking personal income
with post responsibility and work performance. The above measures prove to be effective in
enhancing the supervision on the implementation of the university development planning
system.

Last but not least, CUG clearly specifies the roles of leaders at all levels. High-level leaders of
universities shall be “never content with the status quo and never evade changes’. They shall
strive to become the planners, practitioners and driving force of the transformative
development of universities by overcoming the fear of difficulties, emancipate their minds,
get rid of stereotypes and behavioural inertia. And Middle-level leaders should be motivated
and creative in their work and support the development of teachers so as promote integrated
development with them. At the same time, middle-level leaders shall formulate strategic
plans that are in line with the actual situation of the school and department development, in
accordance with strategic goals developed by high-level leaders. Moreover, they should
integrate internal resources and strengths, identify development orientation, focus on
strategic targets, so as to seek excellence after thorough consideration.

Conclusion

With the continuous advancement of China's marketization process, like other industry-
featured universities, CUG has taken various measures timely and appropriately in the
process of transformative development to adapt to the development of the market economy.
After more than 4-decades of development, CUG has successfully transformed itself from a
single-discipline geological university to a multidisciplinary one with geological disciplines as
its dominant characteristics and multi-disciplinary coordinated development. CUG has
defined and refined its development objectives by a comprehensive examination of the
internal and external environment. On such a basis, the strategic objective system is gradually
established and discipline structure constantly improved in CUG with useful experience
accumulated. Meanwhile, problems exposed and lessons learned in each stage of its
strategic change are valuable assets. By looking ahead, in conducting further transformative
development, firstly, university leaders should constantly improve their strategic
management capability and reinforce their strategic execution. At the same time, grassroots
level organizations, such as colleges, shall be further empowered in an effort to mobilize the
initiative of all-staff participation in strategic change and strengthen their ability in facilitating
strategic change. In addition, input-output analysis is essential to ensure the efficiency of
resources allocation and application.
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