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Anthony Antoine is the Executive Director of
the Brussels School of Governance at VUB
and is the coordinator of the UNU-CRIS
Campus in Brussels. He is a member of the
Council of the Free University of Brussels
and the Audit Committee of the Institute of
Erasmus University in Brussels. He focuses
on the organizational structure and
executive management of private and public
universities.

ZH&RE-LHEF (Anthony Antoine )

LHRE- T HRVUBHEERAEFRAIMNIT
EE, WEREREEAFHEERREMME A
BN, MERHEEREHAFESSNHE
ERFHINEAZMAFETERINMRZ
—, fEETFRIMRAIARNFHBREMUR
THER,

LEADERSHIP
INSTITUTIONAL

ARFREHNEIXRTLIG

"Governance is not only about
structures and politics, as we mostl
try to emphasize and theorize, but it
is also about people or should | say,
especially about people.”
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How has university governance evolved over time?

There are four big global evolutions in the development of university
governance that we can identify in the past century. Up to about the first
half of the previous century, we witnessed traditional, mostly private, or at
least self-supporting universities worldwide. With the democratization of
higher education on the one hand, and the development of socialist and
communist regimes on the other hand, publicly funded universities
emerged worldwide, which led to new types of governance, increasing the
role of governments and the university's dependency on public funding.
And then, since the 1980s, we could observe a shift back to privatization,
with a decrease in public funding. In China, the further boom of higher
education over the past years and the subsequent university restoration
led to the same effect. Redistributing finances to a growing number of
universities and/or selecting top universities, which often goes at the
decrement of funds for others, showed a quest for funds that were not
there before. The result in both parts of the world is the same, a
competition for limited resources, which, in terms of university governance,
led to the development of the academic entrepreneur. University leaders
need more competencies than merely academic ones. A final phase can
be witnessed since the development of the Internet and the fast evolution
of communication technology. It led to bigger competition worldwide and
a fight for talent, be it students or staff.
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How do you perceive the impact of COVID-19 on university governance?

Not that Covid-19 brought us new things, but it accelerated a number of
evolutions that were already in the making and made us realize our
dependency on scarce resources worldwide.

When | was first at the LEAD meeting in Brussels in 2016, we talked about
the digital age and how our children and especially grandchildren, were
born in an age of ultra-connectiveness, and how this is a challenge for so-
called old-style universities and their teachers.
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Yet, Covid sped up this digitalization of all universities and
higher education institutions. Within the span of just a few
months, we all learned to use Zoom, Microsoft Teams, and
video chats. We also learned to work from places other
than the ones that we normally worked at. And for many
of us, this is now the new normal.

Digitalization and fast-changing technology remain
relevant as key markers for university governance change.
The globalized society and its interconnectedness are
also very relevant. And we still witness the growth of
university internationalization worldwide with ever-
growing networks and programs. We can take Eutopia and
the European University networks as an example. Over the
past years, it grew in size and scope, more and more
under governmental pressure. These networks will be
relevant in European and international bids for programs
and projects, and they will remain a contributing factor to
university governance change.
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In your view, how has this evolution of university governance
impacted the career of academic leaders?

Rectors, vice-rectors, deans, all of them need
superpowers. As they not only need to be at the top of
their class when it comes to research and teaching, but
they also need to be top managers, top CFOs, top CEOs,
and top CIlOs, preferably with top-notch marketing and
communication skills. Over the past two decades, we've
seen the rise of the academic entrepreneur, who needs to
seek new ways of financing and managing resources. By
way of example, our university issued bonds to get the
necessary resources and with success. Yet issuing bonds
is probably not something you had in mind when you
started your academic careers in biology, chemistry,
history, architecture, nanotechnology, etc. This regular
and financial framework will, however, continue to
pressure university structures to professionalize and
include more and more experts and expert communities
to help govern university.
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What other major changes have you observed in
university governance in recent years?

University leadership is changing to encompass the
latest management insights. In order to defend
themselves against the scarcity of resources and to
enable universities to face the challenges of this
new century jointly, international networks emerged
in Europe, instigated by the EU, in the form of
European Universities. The latter are
professionalizing and structuring themselves to
become independent entities that will be future key
players in the acquisition of projects and funding. In
our Eutopia network, we are fully developing the
necessary governance structures to this end.
Eutopia grew and now consists of a total of 256,000
students and 45,500 staff members. It's one of those
networks that arose to be ready for the challenges
of the future and is looking at alternative ways of
teaching in an interconnected world.

And then, specialized schools are alone or in
network with others, focusing on interdisciplinary
issues. None of the 17 UN Sustainable Development
Goals can be attained through research in one
specific field. This is why universities transform.
Either through dismantling the barriers between
disciplines through mergers of faculties into larger
and multifaceted entities or through setting up
problem-based or issue-based schools, colleges,
institutes or centres that focus on one particular
issue from a multidisciplinary angle. Our Brussels
Schools of Governance is a case in point. We focus
on four different key transversal topics and
deliberately limit ourselves to that.
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What other factors do you think will influence university
governance in the near future? And how can universities react
to that?

Let us not be blind to the changing environment. We live
in the political and economic reality that surrounds us,
and that political and economic reality is changing fast.
Because of external circumstances, all European
countries and a lot of others worldwide are facing high
inflation that leads to higher prices and lower subsidies.
So the austerity programs that have been menacing
public universities worldwide since the 1980s are thus not
over. And we are likely to see a further race for talents
and financial means in the years to come.

The political environment in Europe is also changing.
While we were all cheering for European integration ten
years ago, we are now seeing signs of disintegration and
upheaval of nationalism. So this inward-looking trend may
also affect academia, with programs becoming less
inclusive or international. If globalization is one of the key
triggers for university governance change, changing the
nature of that globalization will also affect the universities.

Initiatives such as the European University Networks that
thrive on inclusiveness or mutual understanding go
against this nationalistic flow. And so do these initiatives,
such as LEAD and LEAD2. Universities have an academic
mission and can explain politics. And hopefully, they can
influence politicians to make informed decisions. Our
mission is to do research and to convey the findings of
that research through teaching and public information.
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Thomas Estermann

Thomas Estermann is Director for Governance,
Funding and Public Policy Development at the
European University Association. Before joining
EUA in 2007, Thomas Estermann was Deputy Head
of Strategic Development and Deputy University
Director at the University of Music and Performing
Arts in Vienna, a member of the universities' senate
and was involved in several reforms in higher
education in Austria. Thomas is member of several
European and national committees,expert groups,
editorial boards, advisory groups. He contributes on
a regular basis to higher education management
programmes and national higher education reform
processes. He has publications on the topic of
university funding, governance and management.
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What do university leaders consider as the main
drivers and priority areas for their institutional
transformation?

According to our research, the top 3 drivers for
institutional transformation are the national revised
strategy for higher education, changes in national
legislation, European or international trends and
financial pressures. Most of them are external
pressures that push institutions to look at the
transformation agenda.

Regarding the priority areas, improving efficiency,
effectiveness and value for money has become the
top priority for institutional transformation. Further
developing the societal mission of the institution
and enhancing equity, diversity and social inclusion
are also two other priorities pursued by institutions
in their transformation agenda.
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Who is considered to be formally part of the institutional
leadership team?

Rectors and Vice-Rectors are universally considered part
of the formal leadership team, followed by Deans, Heads
of Administration, and Chief Operating Officers. Heads of
the University Senate Committees are least often
considered to be included in the formal leadership team.
But the situation varies with countries. In Poland,
leadership is considered more in an academic way.
However, in Nordic countries, leadership is more
diversified and inclusive.
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What do you consider as necessary skills for successful
higher education leaders?

On the top of the list are communication, open-
mindedness and conflict-resolution skills. Then you have
other important skills such as integrity, active listening
and empathy. There's a whole set of skills that, in my
opinion, indicates to a certain degree the fact that a
university leader today is not only someone from whom
people expect to do things or to be very proactive, but he
also needs to understand the very complex environments
and needs to be open and listening. That is something
quite interesting.
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How are the leadership development programs
supported?

They are mostly supported through institutional
funding. So it's the institutions that either set up
programs through their own resources or pay for the
communities to participate in such leadership
development programs. Then you have self-funding.
Those are individuals who think that leadership
development programs will bring added value to
themselves and for their future careers. So they are
willing to invest in such a program. Some systems
provide national funding at the system level. And at
the European level, only 10% of funds were devoted
to capacity-building and support for leadership
development programs. So we have a very clear
conclusion that you have on the one hand, huge
expectations from policymakers at the national and
European levels. We know that leadership and
leadership development play an important role in
achieving goals and aims. However, at the same
time, very little support has been devoted to doing
something about that. This is certainly something
that we would like to make a very strong message
to the community and policymakers, that we need
much more investment in leadership development
programs. | think LEAD and LEAD2 are very good
examples.
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"Apart from an outlook on the
strategic development of universities,
leaders need to deal with the crisis and
lead through crisis."
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