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facts on the use of TA CHE

= TA used in Germany, Scandinavian countries, not common
all over Europe

= Germany: almost all 16 states and at least 50-60% of the
universities have some kind of TA between units

= TA for professor‘s agreement very common (resources for X
years, usually specific duties to contribute to teaching and to
acquire additional research income)

= few TA examples for professors in general and few
connected with performance element in salaries
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variety of TA CHE

examples for TA between state/ministry and institution:
great variety of forms of TA (remember the roles!)

¥

FINLAND DENMARK LUXEMBURG

special investment for

¥

in the first round of TA
clear target numbers research excellence : .
. . " the university had no
for graduates, PhDs in few universities,
- strategy, how to make
limited to 5 years TA then?
short, not much text '
TA with ministry on : .
target numbers business plan in order ,,proc;e?:eor;lgg’:eodn TA:
relevant for formula to make 5 year- g
funding investment processes to develop
sustainable strategy

Experiences with target agreements | Frank Ziegele



variety of TA CHE

examples for TA between state/ministry and institution:

: Northrhine-

great variety of forms of TA

¥

¥

comprehensive
TA on state-defined description and
TA on internal catalogue of topics, specification of
management reforms but exact strategy to justify
interpretation up to basic funding
create trust in the HEI
capability to use state with one
autonomy properly ensure coordination + university: obligation
autonomy to implement funding

formula internally

Experiences with target agreements | Frank Ziegele



variety of TA CHE

examples for TA between state/ministry and institution:

great variety of forms of TA

¥

¥

peer group revised the

state pool for whole HE sector of the

innovative projects,

start-up funding state TA on individual
perfomance
distribution of pool via ministry saw TA as a i_ndic_;atc_Jrs for _the
TA (in order to induce means to flnq ar- institution which
output-definition for rangements with the are used for_
orojects and to enable HEI how_the recom- resource allocation
ore-funding of good menqlatlons of the (,index modell“)
ideas) com_mlttee should be
implemented
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conclusions CHE

= reality does not shows one standard model, a number of
reasonable alternatives exist (different roles of TA)

= can we conclude anything general (except basic
requirements for TA and ,find your own way*“?)

= yes, in three ways lessons might be learnt from
experiences:

success not guaranteed, things can go wrong

there are good methodological examples

some general success factors could be derived from experience
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starting point CHE

= pad message: TA do not guarantee
Improvements, it depends on how they are
made

= good message: for everything that could go
wrong there is an instrumental remedy

EXAMPLES, from now on
focused on president/rector
— faculty level
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examples for failures and technical solutions CH:

no real priorities, list all kinds
of activities, write what you do

anyway

focus on 2-4 priorities,
mention central goals but say
,pick out what is important
for you and say why*
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examples for failures and technical solutions CH:

Intention to steer with goals,
but in TA goals are not
described precisely or

the realization of certain measures
IS used as success criteria

rules of the game: quantification/
specification of goals,

measures/activities can be men-

tioned but are no success criteria
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examples for failures and technical solutions CH:

TA creates new
Inflexibility, no in-period
reflection on goals

yearly discussions, flexibility,
Incl. reflection on objectives
(dynamic environment)
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examples for failures and technical solutions CH:

If output orientation is connected
with uniform standard indicators
they are often not accepted in
special faculty cultures

use heterogeneous performance
Indicators for different units
(,our indicators®), great potential
of TA
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examples for failures and technical solutions CH:

If TA are used In connection
with innovation finance (and
heterogeneous performance
Indicators): problem of comparative
assessment of quality

leadership, transparent
criteria, support by expert group,
vote of the ,extended rectorate”
(rectorate+deans)
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examples for failures and technical solutions CH:

president uses TA to dictate
certain measures to the faculty,
tries to get power to steer processes
within faculties

Include a general rule into the
TA ,code of conduct”: president is
not allowed to suggest specific
measures, only output goals
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learning from examples

CH=

how does a reasonable TA look like ?7?

example TU Munich, physics department
guite simple, but shows features)
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success factor 1

At the beginning you have to make
clear the major functions of TA
In your model of university management.

Otherwise variety of functions leads
to inconsistent expectations,
conflicts and suboptimal
process design.
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examples (again) CHE

= university wants to promote institutional strategy or
wants to stimulate strategy development on faculty level

= dean wants to increase dialogue within faculty or wants
to make clear project planning for attaining faculty goals

= faculty wants to legitimize basic budgets of institutes or
wants to create an instrument of financing innovative
projects

write down the ,rules of the game*, have a kind
of code of conduct for the use of TA
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success factor 2

In a number of projects ,tools"
and procedures of contract
management have been developed.

The technical knowledge has to
be used to design optimal
management models for
universities.
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some aspects of ,good practice“ in contract

management

CH=

= poth sides should reveal their strategic ideas

(sometimes principals hide their agenda)

= define a structure for the document:

general
description

Indicator
(qual./quant.)

goal
value

time
horizon

contribution
to central
strategy

= |eave openness in TA documents for disciplinary

cultures
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some aspects of ,good practice“ in contract CH:
management =

= clear description of negotiation process, enough time for
dialogue

= clear schedule (limited time, but enough time for internal
discussions in decentral unit)

= reliability of process (surprises reduce trust)

= |nclude status quo analysis in contract

= test if clear measurement of all objectives is possible
= allow flexibility during period

= fix reporting duties (keep it lean and dialogue oriented)

+ see solutions for failures above!
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alternatives to connect TA with funding CH:

the funding mechanism of TA could implement funding....

... ac-
cording
e to the
. Cordln attain- ... With a
.. @ g ment of : formula
cording to the an ... with a e o
to the aspira- lump
| agreed target
cost of a tion of an target sum values of
project ig:e:? (immedia indicators
g tely or in
the next
period)

in the end it should guarantee: pre-funding, incentive for realistic +
ambitious goals, trust, low control cost -> COMBINATION NEEDED
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example for right level of goal description

mission
statement

Internationalization

. B

number of foreign students
enhanced by 5%

.

IN new innovative study
programme 20% of students come
from abroad

. B

project advertising, partnerships,
planning internet, ...
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success factor 3

Most of the general success
factors are valid on institutional
and individual levels. But there

are some specialties if TA
are made on the individual level
of professors / staff.
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special aspects of individual TA CHE

= importance of motivation: appreciation of individual goals,
balance between steering and autonomy, ,trust bonus*

= danger: TA regarded as loss of individual autonomy

= practical problem: number of contract partners for a dean,
feasibility?
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CH=

TA / contract management
IS a highly relevant field
of university management and widely used
In Germany and some other European
countries.

Success is not guaranteed, but depends
on the design of instruments and
procedures.

There are a lot of experiences, they should
be used (good as well as bad practices).
Success factors and methodological
knowledge could be derived from them.
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