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AE0A6ynjon yia ITorotiks Avafadpion Evaluation for Quality Improvement

Appoxgireio lavemarijpno Gpdyng Demotritus Dinrpersiy Of LaTtes
ITPOAOTOZX

Me v ékSoon avtq tov Epyaotpiov ExnonSevtikiig I[ToArxijg kat Atofknons
tov Anpokprieiov IMTavemotnpiov @pakng olokAnpdverar kat Tvmkd 1 Sradikaoia
aodéynong tov AILO. oto mlaioo 1ng ovppetoxrs tov oto Ipdypappa Trg
Opyavoong Evpendikéy ITavemompiov (yvoors ket og C.R.E.) ya v ootk
Aodéynon tov [avemompiov katd 1o akadnpaiké €rog 1996-97.

To Anpoxpiteio Iavemotjpio Opakng vmjp&e to np@to eAAnviké Havemotjpio
nov ovppetéoxe oe €va olokAnpopévo mpdypappa afoddynong ané gva Siebvi
opyaviops avapgropinyrov kipovs. H avapopd o éva “odoxkAnpwpévo™ npoypappa
éykertal oto du enpdkerto yra pia Sradwaoia nov eiye oxediaobel e§ odoxkAjpov ano
tov S1ebvij opyaviops (ev mpoxkewpéve v C.R.E.) xor nov nepieddpfave 1600 1)
Sadikaoia avto-atlodéynong éoo xar ) Sadikaoia ewrepikiis afiodéynong ané
0}1&6& Eévov elikdv - epnelpoyvopévev, n omnoia, votepa ané 60o emtomeg
emMOKEWeS ong Tpelg noAeig oug onoleg edpeder to Iavemotjpo, Katédnge oty
ovvtagn g tehiki|g "Exfeong ASioAdynorg.

Ot otéxor oMd@ xar 1 @dogopic Tng ocvppetoxrg tov Anpokpiteiov
INavemotpiov Opakng oto [péypappa MHavemotpakis AGioddynong g C.R.E.
napovordloviar avaylvga oto Ewayoyiké Inpeiwpe tov npeny Ilpdtavy tov
[6ptpatog Kabnynuj Tigvvn Tlavovor, o omofog efye xon v evbivy 1600 g
vnoPolris tng oxetikijs npsoxAnong npog v G.R.E. yia 11 ovppetoyr] tov [6ptpatog
oto npéypappa 600 kat g anodoxis g teliki)g £éxbeong.

H ovpforr tov Epyactnpiov Exnondevuxig IModmikijg kat Awoiknong oto ev Adyo
npdypappa virp&e onpavuky, agod o Awevbuviig tov Epyacupiov Kabnynuig
Aroviong KAadng eixe 1) yevikr guBivy) ané mdevpdg Anpoxputefov Iavemotpiov
Opdkng, téoo yia 1) ovviagy g Exbeong Avio-a§odéynong 600 kar yio v
vAornoinon Tov 6Aov HPOYPAPPATOS YEVIKGTEPC.

Ko perd v olokdfipwon 6pwg tou mpoypdppotog avtov, to Epyaotjpio
ouvveyiCer pe ovvénewa ) Spaocmpiduptd tov otov Topfa g afloAdynong twv
1Bpopdtov aldd kol tev pepovopfvey povadov oto xdpo g Tprrofddpiag
exnaidevong. Tto mdaiow autd, to Epyaoujpro €xer avadafer v evbivn g
vAonoinong g ovppetoxfs tov Mabaywykod Tpijpatog Nymaywyey tov AILO.
oto npéypappa agroddynong mov éxet mpoknpigel yia to 1998 to Ynovpyeio Habeiag.

Te 6,11 agopd téog ta o@édn mov npogkupav yia to AILO. and 1) ovppetoxr
oto npéypappa agodéynong g C.R.E., oto 6o evandkertal va aflonotjost Katd tov
kaAdtepo Suvatd Tpéro 1600 T MOPIoPATa TWV OXETIKGY eKOE0EwY 600 Kai, Kuping,
T1¢ epnelpieg nov anoktjdnkav andé myv 6An Sadikaoia cAdd kai ) vootponia mov
kaAAiepyrifnke o Goovg mijpav evepy6é pEpog o aumjy, efte Upokertal yia péAn tov
Hibaktikol 1poomMKOD efte NPOKEITAL Y10 POLTITES.

Kabnynuijs Awoviong KAaéng
Arevbuvtrig tov Epyaotnpiov

S L i
-t
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ABoAéynon yio IToonikrj Avafddon Evaluation for Quality Improvement

VET ’ Demaocritius Untuersity af Thrace

PREFACE

The present edition of the Centre for Educational Policy and Management of
Democritus University of Thrace (D.U.T.) completes typically the procedure of evalu-
ation of D.U.T. in the context of the Institutional Evaluation Programme of C.R.E.
(Association of European Universities) for the academic year 1996-97.

Democritus University of Thrace was the first Greek University ever participated
in an integrated institutional evaluation programme carried out by an international
organisation. The emphasis is given on the “integrated” character of the programme,
which indicates that the overall procedure was designed entirely by the international
organisation (by C.R.E. in this case) and included on the one hand the self-evaluation
process, and on the other hand the external evaluation process which was executed by
the review team, composed from four foreign experts, who constructed their final
Evaluation Report after two review visits in the places of the University.

The objectives, as well as the philosophy, of the participation of D.U.T. in the
Institutional Evaluation Programme of C.R.E. are presented sharply in the
Introductory Note of the former Rector of the University Professor Yiannis Panoussis,
who was responsible for the application / invitation to C.R.E. for the approval of
D.U.T.’s participation in the programme, as well as for the acceptance of the final
report.

The contribution of the Centre for Educational Policy and Management to the
overall procedure was substantial, since the Head of the Centre Professor Dionyssis
Kladis was in charge from D.U.T.’s part for the implementation of the process, both as
the liaison person of the University and as the chairman of the self-evaluation steering

group.

Furthermore, and after the completion of the evaluation process of D.U.T. from
C.R.E., the Centre for Educational Policy and Management continues with consistency
its scientific activities in the field of institutional evaluation. In this context, the Centre
is committed to the implementation of the participation of the Faculty of Pre-Primary
Education of D.U.T. in the evaluation programme announced by the Greek Ministry
of Education for 1998.

Concerning finally the benefits for D.U.T. from its participation to the C.R.E.’s
Institutional Evaluation Programme, it is up to the University itself to take best advan-
tages of the outcomes of the reports, as well as of the experience gained from the over-
all procedure, but mainly of the climate fostered among all those, both teaching staff
and students, who were actively involved in the process.

Professor Dionyssis Kladis
Head of the Centre

———
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AEwoAdynon yia HMowuxr] Avapadpion Evaluation for Quality Improvement

lotopixd -
Madikacia

To ndaiowo ¢
anoypaonc e

Zvyxdijrov Tov
AIl.6.

EIZATQI'TKO ZHMEIOMA

Tov lotvio tov 1996 1 ZvyxkAnrog tov Anpokprieiov Iavemotnpiov ©pdkng
(A.IL.®.) anogdowce opdgwva T ovpperoxyy tov ISpiparog oto llpdypappa
Havemotnpmaxrg AGioAéynong (Institutional Evaluation Programme) tng Opydvewong

Evponaikev IMavemotnpiov (Association of European Universities - npénv C.R.E.) |

yie 1o oxadnpaiké €rog 1996-97. To ev Aéyw Ilpdypappa Aertovpyel ané To

akadnpaikd €rog 1994-95 ko xatd ta 3 npdra yxpévia g Aertoupyiag tov |
ovppetetyay oe auté 26 evpoIaikd [Mavemotqjma, petadd tov omoiov kol 1o |

Anpokpitero IHavemotjpo Opdxng, povadiké amné v EMGSa. "Hén, katd to
enépevo akadnpaiké €og 1997-98 npofAénetar va ovpperdoyovy oto Ipdypappe 13
evponaikd Havemoujpia, ota onoia neptlapfaverar kat 1o Iodvieyveio Kprjung.

H 6An Swabikaoia ovpperoxric tov ATLO. oto Ipéypappa odokAnpédnke tov
lotvio tov 1997, nepiedapBave 6 g €8¢ pdoeig:

® Tnyv erowpacia g "ExBeong Avto- a&o\quoqq tov AIL.O., n onota voPArjdnke
oty C.R.E. onuig 21 lavovapiov 1997.

® Tnv npayparonoinon g npokatapkuikig enfokepng tng Opadag A§odoyntédy g
C.R.E. oto A.IL.O. and 23 £ng 25 Defpovapiov 1997.

® Ty eropaoia ZvpmAnpopatkdy ExOéoewy tov AILO., o1 onoieg vnofAOnkay
oty C.R.E. otig 21 Anpidiov 1997.

® Tyv npayportonoinon mg xépiag enfokeyng g Opadag Aodoynray g C.R.E.
oto ATLO. and 8 éwc 10 Maiov 1997.

® Tnv etowpaoia g ‘Exbeong g Opadag AGwdoymiéy mg C.R.E, n onoia
vnoPAOnke oto A.IL.O. oug 23 Tovviov 1997.

H anégaon g Zuvykdjtov tov AILO. yia ovppetoyj oto Ipdypappa
Iavemotpiaxrg AoAdynong mg C.R.E. 1jABe wg guowky ovvéyela kat ovvéneia
aponyovpeveyv. anopaoswv  tov  Idpipatog. Ilpaypatikd, to Anpokpiteio
Hoavemotjpo Opdkng, evappovi{Gpevo pe TG OUYXPOVES TAOEIS TOL EMKPATOBY
febvidg oto xdpo g avétatg exnaibevong, €xer 1161 npoxwprioel pe opépavn
anégaon g ZuykAftov tov ot Beopobgnon tov tpurtiyov “IIpoypappatiopsc -
Anoloyiopég - Afodéynon” orov Eowtepiké Kavoviops tou 18pipatog.

To tpturoxo avié anotedel kaBoprotiké oroyeio yia v anoteleopanky ko
anodoukr] Aertovpyie, yia my opBoloyua] avdntvly kai yia 1) ovveyy nowotiki
BeAtiwon tov [Mavemotnpiov kat, odpgova pe @An anépaon g Zvykrjtov,
npoBAendray va tebel oe egappoyrj pe v évaptn tov akadnpaikot €tovg 1997-98.

‘Onwg efvar guoiks, 11 Beopobéinon kat, xupiwg, 11 anotedeopatiky Aettovpyia
VEOV ovotpdrov oe éva Havemoujpio anotedel apretd 66okoAn vnéOeon, 16iwg drav
Sev vndpyer oxeniki epnepia 6nwg ovpfaiver yevikdrepa oty xdpa pag. I'a tov Adyo
autd, 1 LoyxkAntog tov AJL.O. ano@doloe tov nepaopévo Lovvio va anevbuvbel oe pia
and g eyrupdtepeg Siebveig OPYQAVMOELS OTO XDPO TIE avVETat)g aumfﬁsuor]q; ™y
C.R.E., omy omoia ovppetéxouy GAa oxedév ta evp@oikG DOVEMOTHPIG HE TOUS
Iputdveig Tovg, Kat va {nrijoet 1) ouvepyaoia TG MPOKELPEVOL Vi TTPOYWPIOEL Katd
TOV TAEOV OLOTHATIKG KAl OTEAEOPATIKG TPSTIO aTo 0Xed1aops ka oty vhoroinor
TOV VE®V OLOTHATOY.
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H C.R.E. avantioosel, onme GlAwote kot dAdor SieBveig opyaviopot (Evponaixi
‘Evwor), O.0.X.A., Zvpfodhio g Evponng), £6d kot apketd yxpovia évrovy
Spactnpiotyte ndve ota {nquijpata tov oxedweopod, g afrodéynong, g
anoteAeopoTIKGTNTAG Kal, 0t Tedevtaia avdlvon), g avémruving ¢ mowdtntag ot
Aerrovpyla ko oto £€pyo twv [Havemotnpiov. Téoco n C.R.E. 600 kat o1 GAAot Siebveig
OpPYOVICPOL EYOUV OUHITUKVMOEL KOl GQOROLGOEL TV Tepdotia S1ebivi] epnieipia nmov €xel
anoktn el oTovg Topeis avtols ta tedevtaia xpovia, kabog ofjpepa neproodrepes and
70 xdpeg o 0AGKANPO TOV KGO0, Ko o 6Aeg tig Hugipovg, €xouv evoopatdoet Tig
Baoikég avtée apxég Kal Aettovpyleg ota SIKG TOVG CLOUPATA AVHTALS EKIAIBEVOT)G
1600 o¢ eninedo kKLPePvoEOV 600 Kat 0¢ eSO MAVEMOTIIAKGY 18PUPETOY.

Xy EAAGSa eivanr yeyovog Gt Sev €xouv yiver ovowaonikd Brjpata otov topéa
avté. O kuPepvnuikég npoondbeisg yia Beopobéinon oyenkov Stadikaoidv €yovy
anofel péxpr ofpepa drapneg. Ané nlevpds Mavemotpiov kot T.E.I. pmopoiv va
onpewwbdoly 6o pévo nponyovpeveg oyetikés npwrofoudieg, népa and v napovon
npwtofovAia tov ATL.O.:

® H ovppetoyry tov Tuprpatog HAektpoddywv Mnyavikov xat Miyavikev
Ynoloyrotev tov E.MLIL. ke tov Tprjpatog HAektpodoyiog tov T.E.I. TIdtpag oto
mAotkd npoypappa g Evponaikiig “Evwong yu my a§iodéynon g nodrag
1wV 18pupdtov tprrofddpiag exnaibevorng katd ) Sietia 1994-1995.

¢ H ovppetoyxr tov Owkovopikot Ilavemotnuiov ABnvev kar tov T.E.1. Tldtpag oto
project tov Ilpoypdapparog I.M.H.E. (Institutional Management in Higher
Education) touv O.0.Z.A. nov ava@épetar ota {qujpata g agioAdynong g
nowsinrag oy tprrofabpma exnaibevor), oro mdaiow tov onofov ta Gvo 16plipata
grolpacay kot vuéBulay oYeTIKEG PEAETES V1O TIG MEPLITHOELS TOUS.

Onwg 6e avagépbnke kai mponyovpéves, v npowtofovdic tov AILO. va
ovppetdoyer oto Ilpdypappa ITavemotuakg Aﬁmhc’)yr](}qq meg C.R.E. xatd to
akadbnpaikd £rog 1996-97 £pyeran 161 va (uoi\oueqoal 10 TToAuvteyveio Kprjmg kotd
10 akadnpaiké £rog 1997-98.

H ovykekpipévn nporofovAia tov ATLO. Eegedyer and ta 6pra evég tomxov
mAoukos npoypapparog 1 pia andijs pedéug nepurndoens (case study) ken naipvet
mAE£oV T pop@r)] piag mo ovoleoTKig Kot GReons ouvepyaoiag oe povipdtepn Bdon pe
v C.R.E. yia v xaddtepn Guvam) avamtoln Aettovpyudy molotikiig a§loddynong kat
otpatnykot oxediaopot. To ATLO. emdidkel 0LOLROTIKE pe TV npeToPovAia Tov autr
va a§lonoujoet akpifdg my tepdotia Siebvi] epneipia nov vaGpye OTOV TOPER QUTE.

H Snpovpyia Beopdv 6pwg onaving anoditer drav Sev cuvodedstar ko and ty
avamtoln katd@AAndov kdipatog, katdAnAng arpdopapas. H cvppetoyr tov AIL.O.
oto ovykekpipévo IMpéypappa IMavemotnmarig ASoddynong etvar Béfaio 6t €yer
ovpPaler anopaorlotikg oty avantull) KAIPaTog Kol artpéo@aipas motet|Tas Kot
ce'q'whiyllarlq )¢ MOLGTN TG O OAa Tar eTnineda tN¢ Mavemotnakns Aettovpyiag: Xro
eninedo TV NaVEMOTaKOY apXayv, oto eninedo 1ov opydvev kot Stadikaoldv
Ajpne anogdoewy, oto eninebo g Swoiknong, oto entnebo g kabnuepvrig
akabnpaixrig Aertovpyiag (exnaibevong ka €pevvag) ke oe televtaio avdlvon oe
OAGKATpI) T1)V HOVEMOTPIOKT] KOWETTO.
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H "Exfzony
Avro-aéioddynonc
Tov AIL.O.

O1 emoxepers ¢
Ouddac
A&odoyyrviv e
C.R.E.

Avté eivar k@t nov vnoflondibnke 1600 péoa andé my evpeia Sraxivnon g
"ExBeong Avto-a&rodéynong oto eowtepiks tov Iavemotnpiov kot ané 11§ oLl Tioeig
nov npokAnBnkav oxeukd, 600 kol péoa and Ty £vepyd CLPPETONIT] €VOG peydAou
apmBpot napayéviov (oe eninebo SoknNuKGV apx®v aAdd kai oe eningdo andey
pedév A.E.IL. kot gortntav) katd tg o Hpoavaq)apesmsq emokewpelg g Opadag
A&odoyntov g C.R.E.

H “Ex8eon Avto-agroddynone tov A.I1.0. anote)el pia npoonddeia axpiBoic kat
ellikpvolc anotinwong mg ekévag tov AILO., piag axtwoypagiag tov Katd
KAnow tpoéno, pe aitepn €peaorn oty Kataypa@r tov Suvatotiteov kal teov
advvapiédy Tov, OTNYV KATaypapl] TOV EVKEIPLOV 0L £XEL Kal oV SvokoMév 1o
avupetwidel oty nopeia tov Kaw oty avamvg tov.

H “ExBeon evidooer tig napandve kKotaypa@és oe éva mlaiowo otéXev 1nou
Srapopgdveral, €01w Kat atedds, péoa and Tg Katd Kaipol OTpatnylkos yapaktrjpa
ano@doets tov AILO. kat 11§ pedetd oe ovVAPTN O pE TI VPIOTAPEVES oLVOTjKeG AN
Kal P Tig MPOonTIKEG Mov Hiaypdgoviar orfjpepa Siebvag yia vy vnéBeon g avatatng
eKIa{BELONG Kal OLYKEKPIEVE Yia Tov {rotpevo véo pélo tov Ilavemotpiov péoa
oto Siapopgotpevo véo Sebvég mlaiowo yia ty Kowovia kot yio ty Eknaidevor).

H “Exfeon ovvobetetar ané apketd INapapujpata ota onoia €xet nepdn@ei
6An 1 avaykaia yia ™y karavénorn g onpepviig eikévag v AILO. texpnpioor).
Ipokewpévov de va vndp&er pia oloxkdnpopévn exéva 1ng “ExBeong Avto-
agloddynong, Ba npénel va Bewpnbotv wg ovpndjpepd g kar o1 TvpmAnpopotikéc
ExBéoeig,  ovviagn twv onofwy MPOEKVYPE WG AVOYKOULGTITA KOTE TV TTPOKATUPKTLKI]
eniokeyn g Opadag AGrodoyntay g C.R.E.

‘Onwg avagepbnke 1161, n Opdda AGiodoyntédv g C.R.E. npaypatonoinoe 6o
emokeyeg oto AI1.O., pia npoxatapkuiky ané 23 éwg 25 @ePpovapiov 1997 kat trv
kupra enfokeyn ané 8 €wg 10 Maiov 1997. Katd 1) Sidpkeia tov 6o avtoy
emokéyeny, 1 Opada Afodoyndv, pfoa and éva braitepa Bapd kat eviatks
npéypappa, eixe noAAandés ovvaviroelg pe TG HPUTAVIKEG apyés, pe ta pédn g
Opadag Avto-agrodéynong tov AJLO., pe pédn g TvykAfrov kot g Emtponric
Epevvav, eved nopdMindla mnpaypatonoinoe emok€yelg o0 6Aovg  TOUG
MQVEIOTI IOKOUG Ydpoug Kat otig 3 néAeig (Kopotnvij, EGvon), Ade€avBpoinodn) onig
onoteg eivon mpog to mapdv Sieonappéves o1 Spaoctnpisuyreg tov AILEO.

Enfong, oe dla oxedov ta Tprpata tov AILO. 5 Opdda Afodoyntav elye
NOPLOTEG ovvavtnoelg pe exnpooanovg tov A.E.IT. kat tov gortrdv. Xto mhaioio tov
OuveAoL TV napandve ovvavtjoewy, 1 Opada Afodoyntdv eiye v svkaipia vo
€\Be1 o enagr] kol va ovdnuioel néve oty vndBeon g akadnpaikis nodiTag Kat
Tov otpatnyikot oyediaopot pe nepinov 40 pédn AETIL. (pn ovpnepidapfavopévmv
TOV MPUTAVIKGOY apyx®@v Kot tov pedov g Opddag Avto-a§oddynong) ko pe 25
neptnov gporttes. Evvoeitar 61t 6Aeg o1 ovlnujoeig éyvav oty ayyAikrj yAédooa.

Té)og, mpener va onpeiwdel 6t 1 Opdda ABwloynuév ovvavtifnke kot pe
e€ONaVEMOTaKOUG Mapdyovies oL Omoiol EKHPOomIOVoay TG TMOAITIKEG Kol Ti§
OLKOVOPLKEG TOIKESG KOl MEPUPEPELAKES APXES, YWPIS Gpmg va propel va BewpnBel 611
1] ouvavinor autr] vIpEe APKOVVING anoteAeopatikij.

PREFACE - INTRODUCTORY NOTE 8




Anuo Kpirsta L2

Ta npoowna

g AEwAGynon yio [oronrj AvaféOption

Evaluation for Quality Improvement

Enedr), dnwg gival yvootd, o fabpdg emrvyiag g kébe npoonddeiag eEapraral
ndvrote kard xipo Adyo ané ta npéowna mov avadapfdvouy Ty kipra evbivn
vdomnoinong g, eivon emPePAnpévo va kAeioel 1o napdy e10aywyko onpeiopa pe v
avagopd otr) oteAéywor Tev §o opddbwv mov elyav my evbivy g vdonoinong g
ovppetoyijs Tov A.ILO. oto Ilpéypappa Havemotpaxig Agoddynong mg C.R.E.
KQ1 0TOV pOAO OPLOPEVOY and ta Npoomna autd.

Yy Opada AGwloynuév g C.R.E. ovppeteiyav ot e€rig:

e Dirk Bresters, Kafnynujc Egappoopévev Mabnpatkoy, nponv Tptrtavng tov
University of Amsterdam, OMavdia.

® Andrei Marga, KaOnynuijc lotopiag kot @®docogiag, ITpvtavng tov Babes-Bolyai
University, Cluj-Napoca, Pouvpavia.

e Henrik Toft-Jensen, KabOnynujs Tewypagiag, IIpvtavrg tov Roskilde
Universitetscenter, Roskilde, Aavia.

e Dr. Bas Nugteren, Secretary to the Board of Utrecht University, OMavéia.

O Prof. Dirk Bresters fjtav o emkeali¢ g Opddag, eva o Dr. Bas Nugteren
fjrav o ypappatéag g Opddag. Me v ibiéujta avty, o Dr. Bas Nugteren eiye v
guBGvr] Tov yevikoU ouvvioviopod tg Opddag kar g etoipaoiag tov oyediov g
tehikrig “ExBeorg.

Ytnv mpokatapKnky emfokeyrn ovppeteiye emndéov wg napatnpnuic 1 Jean
Avnet Morse, 1) omoia efvat Executive Director in the Commission on Higher Education
of the Middle States Association of Colleges and Schools oty ®dadédpeia tov H.ILA.

iy Opdda Avto-a§rodéynorng tov AJLO., 1) onoia cvykpotjOnke pe andé@aon
)¢ TvykArjrov, ovppeteiyav ot £6rg:

® Awoviorog KAadng, Avaninpotis Kabnynuig (kon 1161 Kabnyntig) Exnoudevtikiig
[MoAitikiis kar Awiknong kot Exmaidevtikod XyeSiaopotl tov Ilaibaywoyikouv
Tufqparog Nnmaywywy.

® Anprtprog INaveywwtexkdénovlog, Kabnyniig Tlpoypappatiopot kar Opydvmorng
tov Tprjpotog ToAttikodv Myavikoy.

® NwéAaog Enpotipng, Kabnynuic uoikijc AvBpwnoloyiag tov Tpijpatog lotopiag
kot EOvoloyiag.

H Siownuikiy] viootrjpi&n v €pyov g Opadag Avto-afioddynong avarébnke
ané 1o Iputaviké Zvpfovdo tov ATLO. otovg Srowknrikoig viiadArjlovg AkeEavdpa
Kupkoudn), EAévy) Mavpidov kot EAevBépro Tortaénovlo.

O A. KAadng eiye oprotel ané 1 LoyrAnto wg o emxe@adiic g Opddag kat wg
0 o6vdeopog tou A.ILO. pe my C.R.E. yia v vdonoinon tov Ipoypdppatog. O A.
KAGSng eixe v kipa goB6vn g grolpaciag g "Exbeong Avto-a&ioAdynong tov
AILO. kot tov oxyeukdv Topminpopankdv ExBéoeov. TTapdAdnda elye 1) yeviki
evBivi) tov ovvtoviopot AoV Twv ouvapov Siadikaoiey aAAd Kal g OpyaveOTIKI|G Kot
ovoaoTIKYG Tpoetolpaciag twv 6o emokéypewv. TElog, o A. KAddng eiye kat v 6An
empédera tng napovoag EkSoorg.

“Eva Baoiké yapaktnplotiks tov [poypdppartog Havemompaxrg A§ioddynong
mg C.R.E. eivar 1o 611t anotedéopata g 6Ang Sadikaoiag anotedody eowtepikrj
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Eniloyoc

vébeon tov kabe Iavemonpiov. Tovro onpaivel 61t 1o kGOe ITavemotipio €xet my ©
anokAewtiki evBivn va anopaoioet 1o 1o edv Oa Sdoet Snpocidtnta otig ExOéoeg |
Avto-a&ioAéynorg tov kat otny "ExBeor) tov a§iodoyntéy g C.R.E.

To AILO. éxer €8 apyxrig kaver ty emdoyr] g mAfjpovg dnpooronoinong Glwy |
TOV OXETIKGY LAKGY Kat oto mhaioo avirg g emloyrg yia pia “evoryr mokvuky” |
evtaooetal kai 1) napovoa £kboorn), 11 onoia nepapfdver 1éoo v “Exbeon Avto- |
agroddéynong tov AILO. pali pe tg XopmAnpopatkés ExOéoets, 600 xon v “Exbeon
g Opadag AGrodoynudy.

H mnapotoa €kboorn and tvmkr dnown motonoel v olokAfjpwon plag
PA660&ng mpoondbelag. Xty ovoia 6pwg mpénel va avupetomotel oav pia
nopokatedikn nov agriver 1 anepyépevr Mputaveia oto Anpokpiteto Havemotjpio
Opakne. Apov 1 viidbeorn ¢ nowdtnrag Gev eivar KATL mov apyidel kat TeAeldveL pe
pia npoondBeia nenepaopévng Sidprerag, aAdd aviibera eival, npénet va eival, otdon
Cor¢ xar prhocogukr] Gmown yia éva Iavemotijpo nov Bédet va €xer péddov, nov
BéAer va BAéner pnpootd, nmov Oédel va el Kal va Spa evappOVIOHEVO pE TIg 0UyYpOoveg
Srebveic Tdoe1g Kat MPOOITTIKES.

Kabnynuig I'dvvng Navodong
npany [poravng AIL.O.
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Procedure

The context of
Senate’s decision

_—

INTRODUCTORY NOTE

The Senate of Democritus University of Thrace (D.U.T.) decided unanimously on

June 1996 the participation of the University in the Institutional Evaluation

Programme of C.R.E. (Association of European Universities) for the academic year
1996-97. This is a Programme operating since the academic year 1994-95. During the
first three years of its operation, 26 european Universities took part in this Programme,
among which Democritus University of Thrace was the only greek University. For the
next 1997-98 round of the Programme, 13 european Universities have already applied,
among which the Technical University of Crete is the second greek University partici-
pating in the Programme.

The overall procedure of D.U.T.’s involvement in the Programme was completed
on June 1997 and included the following phases:

® The preparation of the Self-evaluation Report for D.U.T., which was submitted to
C.R.E. on 21 January 1997.

® The preliminary visit of C.R.E.’s Review Team to D.U.T., which took place from 23
to 25 February 1997.

® The preparation of Supplementary Reports for D.U.T., which were submitted to
C.R.E. on 21 April 1997.

® The main visit of C.R.E.s Review Team to D.U.T., whu.h took place from 8 to 10
May 1997.

® The preparation of the Review Report for D.U.T., which was submitted to the
University on 23 June 1997.

One has to consider the decision of D.U.T.’s Senate for participating in the
C.R.E.s Institutional Evaluation Programme as deriving successively and naturally
from other previous decisions. Indeed, Democritus University of Thrace had decided
previously to set up a system for planning, review and evaluation in the context of the
Regulation of the University, which was unanimously adopted by the Senate in consis-
tency with the trends prevailing in higher education internationally.

The triptych “Planning-Review-Evaluation” has a decisive significance for the
effective and efficient operation of higher education institutions, as well as for their
rational development and growth and for the continuous improvement of their qual-
ity. According to another Senate’s decision, this triptych was scheduled to validate from
the beginning of the academic year 1997-98.

Setting up and, furthermore, implementing in an efficient way new systems and
mechanisms in a University, is naturally a quite difficult affair, especially if no experi-
ence exists, as is the case in Greece. Therefore, D.U.T.'s Senate addressed to C.R.E.,
one of the most reliable international organisations for higher education affairs, mem-
bers of which are almost all the european Universities through their Rectors. D.U.T.’s
Senate addressed to C.R.E., seeking for its collaboration in order to proceed to the
design and implementation of the new systems in the most systematic and efficient way.
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The international The issues of planning, of evaluation, of efficiency and effectiveness and, finally,

situation of quality improvement concerning the overall operation and work of the Universities
are in the centre of interest and relevant activities of C.R.E. as well as of other interna-
tional organisations, like European Union, O.E.C.D., Council of Europe. There is vast
experience gained in the above fields during the last decade world-wide. Today, more
than 70 countries all over the world spread through all the continents have merged
the above essential principles and functions into their own higher education systems,
both in governmental and institutional level. C.R.E. and the other international organ-
isations are continuously concentrating and assimilating all that experience.

The greek case There are no serious steps in this very field to be mentioned for Greece. The gov-
ernmental efforts for establishing relevant procedures were unavailing till now. On the
other hand, and apart from the present initiative of D.U.T', there are only two relevant
initiatives undertaken previously by Universities or by Technological Educational
Institutions (T.E.L):

® The participation of two Faculties, the Faculty of Electrical and Computer
Engineering of the Technical University of Athens and the Faculty of Electrical
Engineering of the Technological Educational Institution of Patras, in the pilot pro-
ject for quality evaluation in higher education established by the Commission of the
European Union during the two-year period 1994-1995.

® The participation of the Economic University of Athens and the Technological
Educational Institution of Patras in the project of the IMHE (Institutional
Management in Higher Education) Programme of OECD on quality management,
quality assessment and the decision-making process. In this context, the two higher
education institutions prepared and submitted their own case studies during 1996.

As was already mentioned, the D.U. T ’s initiative for participating in the C.R.E.’s
Institutional Evaluation Programme for the 1996-97 round is now followed by the
Technical University of Crete, participating in the 1997-98 round of the Programme.

Specific This very initiative of D.U.T. goes beyond the limits of a typical pilot project or a
characteristics of simple case study. It aims at a substantial and prompt collaboration with C.R.E., in a
D.U.T.’s initiative more or less permanent basis, which will assist D.U.T. in its efforts for developing

mechanisms and operations for quality assessment and strategic management. In fact,
this very initiative of D.U.T. aims at the utilisation of the large international experience
existing in this field.

Anyway, the establishment of new systems and new mechanisms is scarcely fruit-
ful, if it is not accompanied by the development of the proper climate, of the proper
atmosphere. D.U.T.’s participation in the C.R.E.’s Institutional Evaluation Programme
has no doubt contributed to the development of a climate and an atmosphere of qual-
ity and quality assessment at all levels of the overall institutional function: At the level
of University’s authorities, at the level of the decision-making bodies and processes, at
the level of administration, at the level of the day-to-day academic activities (teaching
and research) and, in final analysis, all over the university community.

PREFACE - INTRODUCTORY NOTE, 12



AEoAéynon yia Iowonikr] AvafaBpon Evaluation for Quality Improvement

The development of such a climate was strongly helped on the one hand by the
wide dissemination of the Self-evaluation Report throughout the University and the
induced related discussions, and on the other hand by the active participation of a large
number of persons (both at the level of academic authorities and at the level of indi-
vidual academic teachers or students) in the two visits of the C.R.E.’s Review Team.

The Self-evaluation The Self-evaluation Report for D.U.T. is an attempt for plotting accurately and

Report sincerely the overall picture of D.U.T. It is something like a radiography of the
University, emphasizing upon its strengths and weaknesses and upon its opportuni-
ties and its threats.

The elements of the above picture are considered in a context of objectives which
is formed, though incompletely, through the several strategic decisions and choices of
D.U.T. Furthermore, the Self-evaluation Report approaches and examines the ele-
ments of the above picture (i.e. the characteristics of D.U.T.) in conjunction with the
existing conditions, as well as with the prospects appearing now world-wide for the
future of higher education and, especially, for the new role of Universities in the new
international context for Society and Education.

The Self-evaluation Report is followed by several appendices, including all the
appropriate information and documentation which allow for the understanding of the
current picture and situation of D.U.T. Furthermore, the Self-evaluation Report is
integrated through the Supplementary Reports, the preparation of which resulted as a
necessity from the discussions during the preliminary visit of the Review Team.

The two visits of the As mentioned already, the C.R.E.’s Review Team made two visits to D.U.T. The

Review Team preliminary visit took place from 23 to 25 February 1997 and the main visit took place
from 8 to 10 May 1997. During these two visits, which were characterised by a heavy
and intensive programme of work, the Review Team had multiple meetings with the
Rector and the Vice Rectors, with the members of the Self-evaluation Steering Group
and with members of the Senate and the Research Committee. The Review Team also
visited all the University places (including the new campuses) in all the three cities
(Komotini, Xanthi, Alexandroupolis) to which the activities of D.U.T. are dispersed for
the present.

Furthermore, the Review Team visited almost all the Faculties of D.U.T. In each
Faculty, the Review Team had two separate meetings with representatives of the teach-
ing staff and with representatives of the students. During all those meetings, the Review
Team had the opportunity to meet and make important discussions as regards the
issues of the academic quality and the strategic planning and management with almost
40 members of the teaching staff and almost 25 students. It is needless to say that all
the discussions were carried out in english.

Finally, it must be added that the Review Team met also once with representatives
of the economy and the local and regional authorities in order to discuss the relation-
ship between the University and the external stakeholders of the private and public sec-
tor. Anyway, this meeting can not be considered as adequately efficient.

e
P
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The persons in
charge

Publicity

[t is known that the rate of success for every effort depends mainly on the acting
persons who are in charge of the main responsibilities. Therefore, the completion of
this introductory note requires mentioning of the persons that comprised the two
groups or teams involved in the overall procedure and also of the roles which some of
these persons actually played.

The C.R.E.’s Review Team consisted of the following members:

¢ Dirk Bresters, Professor in Applied Mathematics, former Rector of the University of
Amsterdam, Netherlands.

® Andrei Marga, Professor in History and Philosophy, Rector of Babes-Bolyai
University, Cluj-Napoca, Romania.

® Henrik Toft-Jensen, Professor in Geography, Rector of Roskilde Universitetscenter,
Roskilde, Denmark.

® Dr. Bas Nugteren, Secretary to the Board of Utrecht University, Netherlands.

Prof. Dirk Bresters was the chairman of the Team, while Dr. Bas Nugteren was
the secretary of the Team, being hence in charge of the general co-ordination of the
Team and of the preparation of the draft of the final Review Report.

During the preliminary visit, the Review Team was accompanied by Jean Avnet
Morse as an observer. Jean Avnet Morse is Executive Director in the Commission on
Higher Education of the Middle States Association of Colleges and Schools in
Philadelphia, USA.

The Self-evaluation Steering Group of D.U.T., which was formed with a Senate’s
decision, consisted of the following members:

® Dionyssis Kladis, Associate Professor (now Professor) in Educational Policy,
Management and Planning of the Faculty of Pre-Primary Education.

® Demetrios PanagioTakopoulos, Professor of Project Management in the Faculty of
Civil Engineering.

® Nikolaos Xirotiris, Professor of Physical Anthropology in the Faculty of History and
Ethnology.

The administrative support of Self-evaluation Steering Group was assigned by the
Rectorate Council to the members of the administrative personnel of the University
Alexandra Kyrkoudi, Helen Mavridou and Eleftherios Tsitsopoulos.

Prof. D. Kladis was assigned by the Senate as the chairman of the Self-evaluation
Steering Group as well as the liaison person of the University for the C.R.E.
Institutional Evaluation Programme. Prof. D. Kladis had the main responsibility for the
preparation of the Self-evaluation Report as well as of the Supplementary Reports. At
the same time, he was in charge of the general co-ordination of the overall procedures
and of the organisational and of the essential preparation of the two visits of the Review
Team. Finally, it must be added that the present edition was prepared under the atten-
tion of Prof. D. Kladis.

One of the basic characteristics of the C.R.E.’s Institutional Evaluation Programme
is its confidentiality. This means that the outcomes of the overall procedure belong to
the absolute ownership of the corresponding University. Each University has the exclu-
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Epilogue

e

sive responsibility on deciding itself whether it will bring to publicity or not its Self-eval-
uation Report as well as the Review Report.

D.U.T. has made from the very beginning the choice of bringing to full publicity
all the documents concerning its participation in the C.R.E.’s Institutional Evaluation
Programme. The present edition is part of this “open policies” of D.U.T. and it con-
tains the Self-evaluation Report together with the Supplementary Reports for D.U.T.
as well as the final Review Report.

The present edition from the typical point of view certifies the completion of an ambi-
tious effort. But, from an essential point of view, it must be considered as a heritage left
by the retiring Rectorate to Democritus University of Thrace. Since the affair of quali-
ty neither begins nor ends with an effort of finite time length. In the contrary, it is - it
has to be - an attitude for life and a philosophical aspect for a University which wants
to have a promising future, which wants to look at this future, which wants to live and
act in consistency and in harmony with the contemporary trends and prospects world-
wide.

Professor Yiannis Panoussis
Former Rector of D.U.T.

—_ - -
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INTRODUCTION

The present self-evaluation report for Democritus University of Thrace (DUT) in
Greece was prepared in the context of the CRE Institutional Evaluation
Programme for the academic year 1996-97.

After the approval from CRE of the DUT’s application for participating to the
programme, the Senate of the University assigned a self-evaluation steering
group consisting of three members of the academic personnel of the University. As
chairperson and co-ordinator of the steering group was assigned the Associate
Professor of the Faculty of Pre-Primary Education Dionyssis Kladis who was also
the liaison person of the University for the CRE Institutional Evaluation
Programme. The other two members of the steering group were the Professor of’
the Faculty of Civil Engineering Demetrios PanagioTakopoulos and the Professor
of the Faculty of History and Ethnology Nikolaos Xirotiris.

The self-evaluation steering group is assisted by a secretariat including two
persons of the administrative personnel of the University. The one of them, Ms.
Aleka Kyrkoudi, is responsible for the contacts in the interior of the University, for
the support of the several meetings and other types of collaborations and for the
collection of the necessary documentation. The other one, Ms. Helen Mavridou, is
responsible for the international contacts and for the organizational preparation and
executive support of the two visits of the review team.

The draft of the report, as well as the documentation and the relevant
analysis necessary for the 8 Appendices, were prepared by Dionyssis Kladis and
then discussed in length with the other members of the steering group in order to
take their final form. During the preparation of the draft of the report, Dionyssis
Kladis had a limited number of collaborations with key-persons of the academic
community and of the overall university life. The relatively limited number of those
collaborations was due basically to the reasons mentioned at the end of the present
mtroductory note.

In the preparation of the report we met a problem of major importance which
we were not able to overcome. The problem arose from the proposed by CRE
structure of the self-evaluation report, which obviously was adapted to institutional
cases with evaluation mechanisms in function.

Things turned to be complicated for us, as this was not the case for our
University. This was something that we had already made clear to CRE with our
application last June. We were referring there that our University happens to be in
its very first steps of self-evaluation process. And we had further elucidated then
that our “very first steps” were simply the design of a system for planning, review
and evaluation in the Regulation of our University, which was adopted by the
Senate and which is scheduled to validate from the beginning of the next academic
year 1997-98.

This being the case, what we do expect from our participation to the CRE
institutional evaluation programme is on the one hand to get helped in establishing
and implementing those evaluation processes, mechanisms and methods that fit
better and more efficiently to the overall characteristics and conditions of oul
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University and on the other hand to get helped in developing an evaluation and
quality climate throughout our University.

In our report we have tried to write down everything we appreciated as
important for the complete, explicit and global information of the reviewers.
Furthermore, we tried to be absolutely honest, being sometimes particularly strict
with ourselves. In other words, we have presented clearly not only our strengths
and our weaknesses but also our pathologies, which is something going beyond
the terms “weaknesses” and “threats” used in the SWOT (Strengths -
Weaknesses - Opportunities - Threats) analysis.

We have tried to follow the structure proposed by CRE guidelines for the
report. As we stated before, it was not always possible. We have the feeling that
reviewers will find less information than what expected in the chapters of the report
concerning “quality culture” and “strategic management”. We explained the
reasons already. Anyway, we believe that there are useful conclusions to derive
for us, even from this limited analysis which could not go deeper.

A second serious issue refers to the rate of involvement of other persons
from the academic community or from outside the University in the overall self-
evaluation procedure, apart from the members of the steering group of course.
Indeed, until now, only a small number of involvements may be noticed. We only
addressed to a limited number of persons in order to collect documentation or any
other information which we did not have primarily or in order to discuss with them
some specific issues.

But, according to the guidelines, we were not supposed to deepen our
analysis or to extend it to specific issues. Therefore, the need for relevant
specialized information was rather rare. On the other hand, there was no reason in
general for partial collaborations aiming to the detection of the results of quality
evaluation mechanisms, since such mechanisms do not exist in our University for
the moment. Anyway, it is the purpose of the self-evaluation steering group to
proceed to the active involvement of a significant number of persons during the
remaining weeks until the preliminary visit.

The self-evaluation steering group

20 January 1997

"
!
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® Achievement of the social coherence throughout the region.

e Improvement of the cultural and educational level of the population of the
region.

® Social and personal development throughout the region.

Technological development and economic growth of the region.

The above mean that DUT has to overcome the traditional passive function
of bringing simply - directly or indirectly - additional financial resource in the region.
It is evident that the interaction of the University with the region will vary both in
qualitative and quantitative terms depending on the nature of the faculties involved
or depending on the functions carried out.

The general characteristics of the region of Thrace, which constitutes the regional
environment of DUT, and the relevant development prospects', are given in Appendix 1.

As mentioned already, the University’s functions and initiatives are carried out in
local, regional, national and international (both close or wide) levels. The balance
between those different types of functions depend on the unit involved each time, rang-
ing from the individuals of the academic community up to the several academic levels
(faculties or schools, research institutes, other centres or the institution as a whole).

Therefore, one has to speak about a quite complex balance among the
several performers, the several functions and the several environments. It is
evident that individuals, as academic researchers working in personal basis or
through research groups, have a more significant role to play, requiring major
personal accountability, concerning the interaction with the international scientific
environment. On the contrary, accountability required for individuals is much lower
for the interaction with the international higher education environment, through inter-
university cooperations, through participation in international programmes, through
participation in international organizations etc. These functions require great degree of
accountability from the institution as a whole.

Similar balances or imbalances exist in the whole spectrum of performers,
functions and environments. What has to be added here is that the above analysis
determines in general terms and the stance of the University vis-a-vis its social partners,
the local or regional authorities etc.

The academic nature of the universities includes inseparably teaching and
research. This is the major distinctive characteristic between universities and other
types of educational or research institutions. DUT has to work in order to protect
and to promote this principle.

We face two significant dangers: The one is the possibility of domination
of research against teaching, especially in scientific areas where the outside
financing of research is quite familiar and easy and produces a significant income
for the involved personnel, which in turns gradually decreases its teaching activities.
The other danger is the possibility of deprivation of teaching from its research basis,
especially in scientific areas where research does not result to any additional
income for the researchers or in cases where the absence of research conceals
limited personal capacities.
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1.4 The academic
profile of the

University

The University has to fight against both those two dangers. But, furthermore,
it has to assure for the proper conditions and prerequisites. The problem of the
existence of two-speed researchers in the universities is a real one. And the
distinction i1s not based upon quality diversification of the several research works
but upon market-oriented diversification distinguishing entire research fields from
others. This is an expected result of the expansion of the oriented scientific and
technological research.

The balance between teaching and research (and supply of scientific
services) depends largely upon the balance among the several research areas and
types. DUT has to search seriously for this crucial balance. And it is obvious that
the quest of this kind of balance will determine in general terms and the stance of
the University vis-a-vis its outside research funders and partners.

The present state of the academic profile of DUT (i.e. the faculties and the research
institutes that already exist or have been proposed to the Ministry of Education) does not
derive from any kind of central and overall planning, either from the part of the
University or from the part of the Ministry of Education. Of course, we can detect sepa-
rate objectives and necessities to which many of the DUT’s academic units respond, but
this is not the concept of the development plan of an institution. The details concerning
the academic profile of DUT are described in Table 4.1 and in the corresponding
Organigram (Appendix 4). In any case, the present academic profile of DUT must be
taken as granted, although discussions concerning some internal changes arise from time
to time (e.g. recent discussions in the Senate about the necessity of splitting the Faculty
of History and Ethnology into two faculties).

The academic profile of a university reflects of course its mission and its objectives.
The academic profile of DUT has to bring out its particularities and its singularities, it
has to utilize its comparative advantages and it has to respond to regional and nation-
al necessities taking into account the international trends and perspectives.

The further development of the academic profile of DUT must be based
therefore to a developmental plan which will cover all the dimensions of this
complex issue. It must be mentioned here that DUT faces a problem which is quite
common in Greece. This problem has to do with the pressure exerted from local
authorities to the central government and to the University itself, forcing to the
establishment of new faculties of DUT in cities of Thrace (and furthermore in cities
of the wider Region of Eastern Macedonia and Thrace) where there do not exist
now any university units at all. This is a pressure deriving of course from the tra-
ditional concept of a university which simply brings additional consumers (and
financial resource) to the surrounding region (par. 1.2 above).

Anyway, the problem of the further expansion of DUT is quite complicated as
it has to combine the particularities of the region with the major prospects for the
whole area of higher education worldwide. In principle, we may consider major
different approaches concerning the direction to which further development of the
academic profile of DUT should occur.

According to the one approach, the academic expansion of DUT must have
mainly geographical characteristics. This aspect results to the establishment of
new faculties in places other than the three major cities of Thrace. This aspect leads
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1.5 The organiza-
tional profile of the
Uninersity

—

to a geographical integration of DUT’s profile and is followed by a number of
additional units to be grown either inside or outside the University. Such units may
be either post-secondary educational institutions of the non-university sector or
parallel activities inside the University (e.g. international conference centres).

According to the second approach, the evolution of the academic profile of DUT
must be structurally confined to the three cities of Thrace. This evolution has to intend
to the strengthening of the existing five poles of academic activities (par. 4.1 below). Of
course it can drive to the creation of new academic poles as well. The establishment of
new poles should not turn out to weaken the existing already poles. Further on, this se-
cond approach is strictly related to the new prospects combined with the need for life-
long learning and with the need for regional response of DUT. In order to meet these
needs or these challenges, DUT has to proceed to the integration of its profile by
expanding its activities both in width (expansion in the geographical space) and in
depth (expansion in the new post-secondary educational space).

Two issues to be mentioned further on in this point are those referred to the
establishment of research institutes and to the growth of postgraduate
programmes. The first issue is connected with the already mentioned balance
between teaching and research but also among the several areas and types of
research. The existence of research institutes associated to faculties, and even
more in a multidisciplinary or interdisciplinary basis, is expected to promote the
whole research climate and to help balancing between the several situations.
Furthermore it is expected to increase the systematization of the faculties’ research
activities and to add significant efficiency to them with regard to financial manage-
ment, to search for additional resources and to supply of services.

At the same time, the growth of postgraduate programmes within all the
DUT’s faculties is quite important for the integration of its academic profile, since
research training in academic terms is indeed the only function that still remains as
a monopoly for the universities. On the other hand, the further evolvement of
postgraduate programmes is still the only reliable way for the effective generation
of new academic potential in universities.

As the University’s activities are dispersed to three cities, the balance
between centralization and decentralization becomes rather complicated. The
academic decentralization becomes much more intensive than in a university
without geographical dispersion and the same exists on the other hand for the
administration centralization.

In the level of academic organization we cannot of course speak about centraliza-
tion. The basic academic units - the faculties - deserve obviously major academic auto-
nomy, which cannot (and should not) be restricted. But, in many cases, this academic
autonomy leads also to efforts for greater independence of the faculties from the central
authorities in the governance level. This means of course a more weak central control
upon the faculties affecting both the organizational and the legal level. Distance make
things even more difficult, even in the era of information technology, as this ba-lance
has to do mainly with personal relations between the authorities in the several levels.

The reverse problem exists in the administration level. Decentralization
could be considered as desirable in this level, but its implementation seems to be
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1.6 The Univer-
sity’s approach to
students

rather difficult. There are four major reasons, which are rather common to the whole
system of the greek public administration. The first reason has to do with the non-
symmetric distribution of the human capital between the centre and the
periphery. In the case of DUT this lack of symmetry is extended also to the
distribution of human capital among the three cities. The second one is the low
degree of implementation of information technology systems. The third one is
the lack of high level specialized administrative personnel. And the fourth, and
perhaps the most significant one, is the lack of a climate or a culture of
decentralization in Greece, which means that mentalities and temperaments in
Greece do not favour decentralization in the administration level.

The overall administration structure of DUT is described in Appendix 4 (par. 4.2.1
up to 4.2.5) and is presented in the relevant Organigram (p. 81), while the situation as
regards the administrative personnel is presented in Tables 5.8 and 5.9 (Appendix 5).

Anyway, it seems to be clear that the balance between decentralization and
centralization (together with the necessary effective coordination) in DUT must be a
critical objective and its achievement should include the following major points:

® Fulfilment of the necessary requirements (information technology and human
resources strategies, and also proper regulation status) for rational increase of
decentralization in the administration level.

¢ Effective coordination of the faculties’ teaching and research activities, in order to
attain greater efficiency.

® Effective and rational control of the faculties from the central governance (Rector
and Senate), concerning mainly the obligations occurring from the existing laws and
regulations and from the institution’s strategic plans and decisions of major and
overall significance.

The greek higher education system does not allow for other types of students than
for full-time students. This is consequently the case with DUT too. Anyway, the emer-
ging new concept of lifelong education arises for DUT the need for the expansion of
the target group to which it is addressed, if it really wants to adapt with the new inter-
national prospects but also to get best utilization of the new conditions.

The above lead to the need for search of a new clientele (including adult
students and part-time students) and for development of new teaching methods and
practices (like distance education). Furthermore, the above have to be combined
with the necessary changes in the greek legislation. But, the question arising is
whether DUT could undertake proper initiatives, even before such a legislation
change occurs, and to develop them even in an in-formal way.

It the above thoughts are to be combined with the need for effective
interaction of DUT with its local and regional environment in the cultural and
educational level, then the already mentioned expansion of the target group should
mainly concern the population of Thrace. This is a quite difficult question, and not
only because of the lack of the proper legal framework. It is a crucial question
whether a regional university should be addressed mainly to students from the
same region or it should be opened to enrolments from every region of the country.
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As already stated, the effective interaction with its international environment
is one of the principal aims of DUT. This cannot be found written in some strategic
documents of the University’s Senate, but we may say that we have to do with some
kind of applied policies continuously implemented through the current practice of the
University. Anyway, for DUT europanization and internationalization appear as two
vital and obvious necessities or, in other words, as an one-way road for its
further development into the overall international context.

The europanization policies can be monitored in many parallel activities and
initiatives, ranging from the research and the educational field up to the
organizational one. The successful participation of the University (with the specific
weight in the Faculties of School of Engincering) to the competitive research
programmes of the European Union is one case. The active participation of the
University to the educational programmes of the European Union (Erasmus,
Tempus, Jean Monnet Chairs etc.) is of course another case, which is now
integrated through the institutional contract to be signed in the context of Socrates
Programme. The europanization policies extend also to the organizational level, on
which lies an initiative already undertaken by DUT, aiming to the establishment of
the first trans-european faculty in Greece, ie. the Trans-European Faculty of
Biology. This is a result of successful long lasting cooperation with the 47 partner
universities of the Erasmus-Tempus Biology Network.

A specific objective with special interest within the europanization policy of
DUT is its initiatives for the establishment of a systematic cooperation with the
universities of Black Sea Countries, focusing on issues relating to hellenic culture
and environmental protection.

The internationalization policies of DUT may be detected in a great number
of activities which go much further than the analogous activities of the most greek
Universities. We only mention here the three most recent of those initiatives:

® DUT is the first greek University which enters into an institutional quality evalua-
tion exercise with the assistance of an international organization like CRE.

® DUT is the only greek University participating to the OECD Programme for
Institutional Management in Higher Education (IMHE).

® DUT is the only greek University where an International Research Centre has been
established (the International Research Centre for Complexity and Chaos).

The above picture of DUT should not nevertheless lead to downgrading the
existing problems in establishing these policies or in undertaking such initiatives.
These problems originate from the cautious and suspicious stance of most people
in DUT (both students and academics) vis-a-vis actions towards the widening of the
international horizons of the University, as these actions drive the whole system to a
more or less unfamiliar for the most people competitive environment. This is a
situation rather common within higher education institutions in Greece, and we
could argue furthermore that this is a common characteristic within the whole greek
society as well. As a consequence, the combination of the fear of the unknown
together with the fear of the competition creates a negative atmosphere which the
University has to overcome in order for its initiatives to be successtul.
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9. INSTITUTIONAL AUTONOMY AND STATE CONTROL

As mentioned before, one of the major fields of conflict between universities and
government in Greece concerns the balance between institutional autonomy and state
control. The control of Ministry of Education posed upon the universities arises on the
one hand from the restrictions of the existing legislation and on the other hand from
the fact that the state is the main funder for the universities. The main restrictions aris-
ing from the current legislation are outlined in the next paragraphs.

The balance between academic autonomy and state control, as regards the
selection and appointment of academic staff is analyzed in Appendix 3 (par. 3.6).
The complicated mixture of those two principles creates a large amount of
beaurocracy and allows for some kind of clientele relations to be developed
between the Ministry of Education and the universities’ authorities or even between
the authorised services of the Ministry of Education and every individual with
personal interest for every particular case.

Furthermore, this situation causes a great delay of the whole procedure, as the
duration between the time of the demand for a post to be filled up to the completion
of the appointment sometimes exceeds three years. This delay is obviously acceptable
and desirable from the place of the government, since it is related to financial savings.
But the case is quite opposite from the place of the universities, since it destroys every
idea of planning and postpones the solutions of staffing problems.

According to the existing system of access to higher education in Greece,
presented in Appendix 3 (par. 3.10), universities have no authority at all as regards
the selection of their students. The entrance procedure is based on a mixed system
of national examinations and priority of demands of the candidates, and is carried
out in central level by the Ministry of Education.

Universities have authority only for the selection of a small number of
students, not exceeding 10% of the total enrolments through the above national
examinations. This small proportion corresponds mainly to students who want to
move from their initial enrolment for personal reasons.

[t is evident that this legal situation does not leave formally any degree of freedom
to universities in order to develop specific policies concerning the characteristics of
their student potential. For example, within this framework DUT cannot establish any
formal policies concerning the candidates from the region of Thrace. Therefore, if
DUT wants to go on with this matter, it has on the one hand to undertake some kind
of informal initiatives to this direction and on the other hand to exert a relevant pres-
sure to the Ministry of Education.

The details concerning state financing to the universities and the relative
financial management mechanisms are presented in Appendix 3 (par. 3.3). These
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mechanisms result to a decrease of the financial flexibility of the universities
which in turns discourages universities wishing to undertake initiatives surpassing
the financial or structural limits of their budgets.

The affair of financial autonomy of the universities is a crucial point in the
discussions about higher education reforms in Greece. And this is a point for which
every government seems to wish to make significant progress.

In the meanwhile, greek universities try to achieve best utilization of an
existing parallel legal framework concerning the financial management of the
extra funding for research activities and for supply of services. This parallel
framework, which is described in Appendix 3 (par. 3.4) establishes a quite flexible
mechanism  which  finally  strengthens the managerial efficiency and
competitiveness of universities and encourages their entrepreneurial activities in
the search for new or additional resources. In this point, it must be noted that in
some universities the amount which is managed through this parallel framework is
large enough to give a great rate of flexibility and efficiency to them.

The responsibilities concerning the establishment of undergraduate or postgra-
duate study programmes, as well as the responsibilities concerning the development of
the academic structure of the universities, are analyzed in Appendix 3 (par. 3.5 and 3.8).
This share of responsibilities results to two major problems. First of all, universities can
not proceed to development plans concerning the creation of new faculties, either the
establishment of new degrees or new specializations. On the other hand the Ministry of
Education has not its own development plans in order to approve the proposed changes
in the academic profile of each university. Therefore, the whole procedure is carried out
on occasional basis and is characterized by the lack of any plan or any deeper study.

The second problem has to do with the complete lack of any type of
coordination among the study programmes even within faculties in the same
scientific field. This problem is quite serious, if we consider the relation between the
teaching curriculum and profession in some specific cases, as in medicine or in teacher
training, where the several corresponding faculties may have quite different teaching
curricula without any norms posed by the state or by any other central agency.

Another problem to be mentioned in this point derives from the existing legal pro-
vision, according to which free textbooks are given to the students (one textbook for
every course). This results to an intense dependence of the overall teaching process on
the corresponding textbook, which is further strengthened as students are not obliged
to attend physically the didactic activities in the context of each course (except of those
with experimental, clinical or practical dimension). As a consequence, students are not
forced to make significant use of the universities’ libraries, which in turn are rather
poorly stocked because exactly of this limited demand. Anyway, the Ministry of
Education has included the adequate funding of universities’ libraries among its prior-
ities tor financing universities through the European Union’s resources.

The principle of academic freedom reflects also to the autonomy of research.
Indeed, this autonomy exists only for the case of academic or basic research. But, a
large number of research activities, mainly in the area of applied and technological

SELF-EVALUATION REPORT OF D.U.T. 29




ABioAéynon yra Iowotikr] AvapaOuion Evaluation for Quality Improvement

2.7 Development
of entrepreneurial
activities

research, are supported financially by outside funders in a contract-based partnership,
In this latter case we cannot speak any more about autonomy of research, as funding
follows the principles of orientation and competition.

The coexistence of the above two situations (autonomy of academic or basic
research on the one hand, and oriented/competitive applied and technological
research on the other) does not restrict the university’s ability to determine its own
directions and priorities on research policy, both in institution and in faculty level,
This policy reflects both to internal funding of research activities and to simply
strengthening the competitiveness of the relative proposals.

The responsibility for the development of research policy belongs to the
general assemblies of the faculties and to the senate of the university as a whole.
But, a major role for the planning of research policy is deserved for the research
committee of the university, which has also the responsibilty for the proposals to
the senate for the allocation of internal research funding.

The management of research in the university is carried out by the research
committee and its administration unit and obeys to laws and regulations much more
flexible than those affecting the rest financial activities of the university. This results to
a much more efficient management function for research (see Appendix 3, par. 3.4).

It must be noted at this point that the approval of the financial management of a
research project with outside funding produces additional resources for the university |
itself, which can be used in turn for financing specific educational, development and
research activities.

The greek legislation allows for the universities to develop entrepreneurial
acivities, both i the areas of research and services. In fact, a more precise
expression should be that the greek legislation encourages universities for such
kind of activities, as it provides them with a legal framework for a relevant financial
management much more flexible than the one existing for the financial management
of the funding occuring from the typical state resources.

This flexible financial management can be carried out by two different
mechanisms existing in each university. The one is the mechanism of the research
committee, and the other is the company for the management of the property
and the holdings of the university. The details concerning those two mechanisms
have been described in Appendix 3 (par. 3.4). The parallel existence of these two
mechanisms gives the greck universities the opportunity to develop entrepreneurial
activities in cooperation with outside partners, which may belong either to the public
or to the private sector.

As stated above concerning research activities, we can say that there is an
effort today throughout the greek universities in order for an equilibrium to be
achieved between two confronting tensions: The one tension sets the priority on the
development of entrepreneurial activities as one of the most significant mains for
additional resources and claims that this opportunity should not be limited by the
establishment of strict control procedures. The other tension sets the priority on the
protection of the academic character and nature of the universities against the
danger for their transformation to business institutions.
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The struggle between those two tensions reflects one of the most serious conflicts
in the greek universities nowadays. And, at the same time, the balance between those
two tensions is one of the most significant questions for the greek universities.

3. THE CONSTRAINTS ARISING FROM THE OVERALL CONDITIONS

DUT has to operate in an existing framework which depends both on
legislation and on other external or internal conditions. A significant number of
constraints arise from the higher or lower control applied to the universities by the
state. The balance between the state control and university autonomy was
examined in the previous section. But another significant part of constraints arises
from the overall conditions under which the universities have to operate and evolve.
These conditions are connected, not only to the existing legal framework and the
retrenchment policies, but also to the dynamics of the relationship between the
universities and their cultural, social and economic environment.

To overcome these constraints, a number of changes are needed perhaps in the le-
gislation or in the economic and other policies of the government or in the parameters
of the surrounding environment. But, the universities have to build up their own strate-
gies and policies in order to overcome the obstacles even under the existing conditions.

On the other hand, the universities must also act as centres of pressure for
improving changes both upon the government or upon their environment, regardless
of the effectiveness of this role. We have to mention here that the establishment of
the International Research Centre for Complexity and Chaos in DUT was indeed the
result of such a successful pressure, since it required a legal action to which the
Ministry of Education responded positively under the pressure of the University.

Since the response of greek universities to regional needs is still rather
weak, we may argue that the situation of labour market in regional level does not
affect the conditions in which the universities exist and evolve.

Therefore, it is the situation of labour market in national level that should be
expected to affect the life and evolution of greek universities. In fact, things are quite
complicated. Greece has high rates of unemployment and underemployment for
graduates of a large number of specializatons, as well as of heteroemployment
(i.e. employment of graduates in professions other than their specialities).
Nevertheless, the social demand for higher education in Greece remains high, and this
is attributed to the still strong traditional reputation of the universities and to the
social prestige that the university studies and degrees assure for the graduates regard-
less of the high possibilities for them to remain unemployed, underemployed or het-
eroemployed for a probably large period.

Furthermore, we must emphasize on the fact that this paradoxical
phenomenon should not be related to any thoughts concerning the probable
existence of some kind of culture leading to a conscious distinction between the
social and personal right for higher education studies on the one hand and the
personal right for employment on the other.
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A typical example for this paradox is the case of study programmes for
teacher training in the greek universities. The demand remains high, regardless of
the fact that, according to the standing system of appointments of teachers in the

pre-primary, primary and secondary education in Greece, graduates from the

corresponding faculties will have the opportunity to get appointed only after a period
varying from ten to thirty or more years!!!

The whole situation regarding the environment of DUT is described in
Appendix 1. As stated there, a number of significant prospects seem to emerge,
concerning the economic, social and personal development in the region of Thrace.

However, we must note that the interaction between the University and the
region is rather weak. Legislation does not stipulate for the participation of
University’s representatives to local or regional bodies and processes. On the
other hand, there do exist legal stipulations concerning the participation of local or
regional representatives to some of the University’s activities. Such activities are
the processes related to the supply of technological or other equipment and to the
assignment of technical works. Furthermore, regional and local representatives
participate in the directing board of the already mentioned Company for the
Management of the Property and the Holdings (CMPH) of the University (par. 2.7
above). Anyway, we may argue that the specific weight of the above participation of
local or regional factors to the University’s life is not large at the present.

At the same time, we may refer to the participation of members of the
academic staff to several regional or local activities, but this participation relates
mainly with the scientific action of those academics and reflects to a consultancy

activity and role, without affecting at all policy-making or planning affairs. Of course,

we may add here that the whole academic potential of a university (and especially
of a regional one) can have some kind of indirect impact on its regional and local
environment even if simply playing the role of an active citizen of the area.

It is clear however that the above descriptions do not account for a
satisfactory situation of effective interaction between the University and its local
and regional environment. In this very point we are, therefore, obliged to emphasize
upon a serious problem concerning the relations between DUT and the local
communities at the three cities where it is located. This relation is dominated by two
main characteristics. The one has to do with the closed character of the
communities in Thrace. This characteristic makes the community nearly cautious
with the University, with the University’s people (students and staff) and with the
University's activities and initiatives. We may argue that DUT has not yet been
integrated into the surrounding society, although its age exceeds the twenty years.

While the first characteristic had to do with the community as a whole, the
second characteristic has to do with the top of the community structure and,
especially, with the part of the community which possesses the political,
economic and social power. This very part of the society considers the University
as another centre of power and faces it competitively. This position of the local
heads and authorities arises perhaps from their fears and complexes regarding the
university even as an idea or as a structure disturbing the traditional equilibrium
both in the system of power distribution and in the system of local norms and values.

SELF-EVALUATION REPORT OF D.U.T. 32




ABoAéynon yia ITootikr] Avafédmon Evaluation for Quality Improvement
Anpoxpirern Movemarijuo Bpdine Demaocritus University of Thrace

Things are again complicated. The University does not confuse its roles. The
University does aim to affect the systems of local (or regional) norms and values.
This 1s part of every university’s mission everywhere. And this is obviously a much
greater necessity for a region with the educational and cultural deficits of the region
of Thrace. But the University, as such, does not take any part to the local system of
distribution of the political, economic and social power.

The successful overcome of this problem is a crucial affair for DUT in order
for a permanent and stable equilibrium to be established in its relations with the
social environment. And, furthermore, this constitutes a necessary prerequisite for
DUT in order to take full advantages of the conditions concerning the economic,
social and personal development of the region.

However, it must be pointed out that this situation is not a common one for all the
greek regional universities. The case of University of Crete is quite enlightening, as it
presents a very good example of close, efficient and effective interaction between a
regional university and its region. The reasons should be mainly attributed to the dif-
ferent characteristics existing between the local communities in Crete and in Thrace
and, perhaps, to the different strategies of the two Universities.

3.4 The infra- According to the relevant development plans, the activities of DUT are
structure of the scheduled to be concentrated to three campuses (one at each city) which are
University located outside the relevant urban area and at a distance of 3 to 6 kms from it. Those

three campuses are far from being completed and given for use to the university com-
munity. Of course, the rate of completion is different for each campus.

The current state of the existing DUT’s premises as well as the corresponding
expected situation after the completion of the current building programme are given
in Appendix 7. In the same Appendix, the analogies of builded surfaces per student are
also given both for the current state and for the state of completion of the programme.

It is clear that the situation as regards the building facilities of DUT is rather
complicated and fluid, not allowing, therefore, for a normal evolution of the whole
university life and activities. The problems arising from the dispersion of the
university activities to three different cities become even larger because of the
further dispersion of the activities in the interior of every separate city. The picture of
students and staff moving several times a day from one place to the other is quite
common for all the three cities.

The completion and full operation of the three campuses is expected to
occur in different time periods, ranging from 5 to 15 years at least, depending
mainly on the rates of financing by the Ministry of Education. This means that one of
the main concerns of the University in its short-term planning has to be the efficient
handling of this kind of problems.

In this point, we have to emphasize on the fact that the evolution of the
University’s activities through the development of three campuses outside of the
relevant urban area is not based, as far as we know, to any developmental plan for
DUT. The impact of a campus-based university located out of the urban area
on the overall university’s functioning, on the life and the operation of the academic
community and on the interaction between the university and its environment, is still

=
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3.5 Student aid
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3.6 Human
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one question of major importance for higher education policy and planning
Anyway, the reservation of a significant number of buildings already Uperdtmg
inside the urban area of each city seem to be one of the concerns of the University, ag

they constitute the only possibilities for effective interference of the University in the

urban tissue of each city and for effective interaction with its urban environment.

The greater number of DUT’s students must live for 4 up to 6 years of their |
life in large distance from their families. Therefore, DUT has to provide its students |

with the appropriate student aid supplies in order to limit the dropout tensions,

DUT provides free lodging for almost 17% of its students. This free lodging is |

offered in the student Halls of Residence in Xanthi and Komotini, while in
Alexandroupolis DUT rents accommodation for the students on its own expenses.
Almost 50% of the DUT’s students have the right to free food, while the rest of
them have the opportunity for low cost food at the University’s Refectories. Further-

more, students have the right to low cost access to the urban transportation media and

they enjoy full medical care. Finally, it must be noted that the legislation provides for

a number of student grants and loans for every faculty and for each academic year, J

depending on the performance and the economic situation of the students.

The above social aid supplies to the students must be considered in the’
existing context of free university studies in Greece (see also Appendix 3, par.

3.2). According to the legislation, provision for student fees exists only for
postgraduate studies. However, fees are required indeed for quite a few
postgraduate study programmes in Greece. A reminder must be done at this point,
concerning the status of free textbooks, mentioned previously in par. 2.5.

As already mentioned, the responsibility for human resources policy belongs |
mainly to the Ministry of Education. Universities are responsible to submit their §
proposals to the Ministry and, then, the Ministry of Education allocates the |

available number of vacancies to the several faculties. It must be noted that the

allocation of vacancies goes directly to the faculties and that the universities |

themselves have the opportunity of allocating only a very small number of vacancies
to their faculties in terms of their own allocation criteria.

The allocation of the available number of vacancies from the Ministry of
Education to the several faculties does not obey to some rules or criteria. Therefore, |
the evolution of teaching staff numbers was based mainly on the personal |
relations of each rector with the Minister of Education. Under these conditions, the .
evolution of teaching staff in the several faculties and universities is expected to be |

unbalanced, inequitable and accidental.

Anyway, and regardless of the lack of allocation criteria in national basis, |
DUT tried some kind of exercise on establishing its own criteria for the allocation of §

teaching staff places among its faculties. The outcomes of this exercise never
worked, even in the cases of the small opportunities for allocation left to the

University by the Ministry of Education. The decision-making bodies (the Senate or |
the Rectorate Council) seemed not to entrust the corresponding documentation |

and analysis or not to be ready or mature to implement it and to induce conflicts
among the several faculties.
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The overall situation concerning arithmetic data for personnel and students
in DUT are given in Appendix 6. In the same Appendix data are included concerning
the evolution of the relative numbers during the five-year period from academic year
1991-92 up to academic year 1995-96.

3.7 Personnel One of the major problems facing DUT from its very beginning was the

pathology limited involvement of an adequate number of professors and other academic
staff in the overall university activities. These members tend to limit their academic
work to the absolutely necessary obligations which usually correspond to the
minimum teaching load. In fact, these members of the academic staff behave as if
they were part-time personnel.

It is obvious that this kind of function deprives DUT from the necessary “added
value” which this personnel could offer apart from its mere teaching activities. This
phenomenon appears mainly in the Faculty of Law and the Faculty of Medicine, while
its appearance is rather weak up to negligible in the other Faculties.

This phenomenon does not appear exclusively in DUT. It consists part of a
serious situation connected with the greek higher education system, which has to do
with the large proportions of academic personnel who have parallel professional
occupations outside their universities and their faculties. This pathological situation
still affects negatively the whole system of higher education in Greece, as since
1982 (when the higher education reform occurred) no government attempted to
make the necessary radical reform by dividing the higher education academic staff
to full-time and part-time personnel and by controlling and limiting or forbidding the
occupation of full-time personnel outside the university.

The negative impact of this phenomenon to the overall functioning of DUT is get-
ting much more intense, as the outside occupation is combined with the transfer of the
permanent residence of the above personnel in Athens or in Thessaloniki and with
their inactive participation to the University’s life and activities.

3.8 Institutional The concept of planning is something almost unknown for the greek
blanning and universities and for the greek Ministry of Education too. There is no planning
development culture as well as there is no evaluation culture in the whole higher education system

in Greece. Therefore, the lack of any allocation criteria mechanisms and processes
(concerning both financial or human resources) results as a quite rational consequence.

The policies of the Ministry of Education as regards the development of the
higher education system (the establishment of new faculties or new universities, the
increase or decrease of new student entrancies, etc.) does not arise from some kind
of planning. It must better be considered simply as a balance among the several
social, local or institutional pressures.

Although the overall climate is negative and discouraging, DUT has already
made its first steps in establishing both planning and evaluation processes in its
Regulation, which is in its final stage of completion. An outline of these processes is
given in Appendix 8. The participation of DUT in the CRE institutional evaluation
programme must be considered in the above context.

e
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Financial management within the University is ruled by the strict, inflexible,
beaurocratic and time-consuming laws and processes ruling the overall public
sector in Greece. An idea for this situation is given in Appendix 3 (par. 3.3).

As stated previously, the only exceptions to that reality are the financia]
management processes in the responsibility area of the Research Committee and
the CMPH of the University (par. 2.7 above).

Of major importance is of course the allocation of financial resources
within the several faculties or within the several activities of the University, in other
words the formation of the institution?s budget. As mentioned above, the lack of
mechanisms and systems for resources allocation by establishing and applying:
systems of allocation criteria is a generalized phenomenon in Greece. Nevertheless,
DUT has started an effort, two years ago, aiming to the systematic approach to the
problem of financial management and allocation criteria.

The preparatory phase of the whole system is in its final stage. In the internal
regulation law of DUT a new operational unit is established, named “Board for
Economic Affairs”, which is planned to operate as the coordinator of the overall eco-
nomic activities of the University but mainly to operate as the unit which produces the
University's policy and strategy in the economic field. Among the responsibilities of
this board is obviously the establishment of a rational system of criteria for allocation
of resources within the University. The outcomes of this board are to be submitted to
the Senate for the final approval.

In the Regulation of the University there is a specific reference on a system of
multi-level budgets, consisting of the central overall budget of the institution as a
whole and of the decentralized budgets of each faculty. The whole attempt is innova-
tive for the greek higher education system. A pilot exercise for the application of this
innovation has already begun in the Faculty of Pre-Primary Education three years ago.

In the Tables of Appendix 6, the situation of University’s economic data are
presented covering the last 6-years period from 1991 to 1996. From those data it is
easy to conclude that there is no logic or reasoning governing the allocation
policies within the University’s units and activities. The only logic is that the
allocation for each year follows and reproduces the norms of the previous year.
This approach has led to a stabilized situation, which multiplies the difficulties for
establishing a new rational approach.

4. THE CURRENT STATE AND ACTIVITIES OF THE UNIVERSITY

The overall education, research (and supply of services) activities of DUT
are carried out through 11 Faculties and a number of associated research units
(most of which have not been approved yet by the Ministry of Eduvation), thé
characteristics of which are given in Appendix 4 and especially in par. 4.1.1 up 0 4.1.6,
in the relative Organigram (p. 79) and in Table 4.1. We can say that in general these
activities are concentrated in five principal scientific poles as follows:

1. The pole of Technology (in Xanthi)
2. The pole of Social and Human Sciences (in Komotini)
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3. The pole of Sport Science (in Komotini)
4. The pole of Medical Sciences (in Alexandroupolis)
5. The pole of Educational Sciences (in Alexandroupolis)

Although the distribution of these five poles to the whole region did not result
from some kind of central planning, one might argue that it has answered some of
the needs of the social and economic environment. It is out of discussion now
whether the initial political choice for dispersion of DUT's activities to three cities
was correct or not. After 20 years of life, DUT is still trying to approach a better and
more efficient equilibrium within this reality. But, it cannot disput this very reality.

The two major questions in concern now refer on the one hand to the policies to
be applied for the further expansion of the University and on the other hand to the
symmetrical, if possible, coverage of the whole area of Thrace (or even of the whole
Region of Eastern Macedonia and Thrace) by the activities and by the concern of each
one of the above five poles.

There are different approaches and aspects concerning the further
expansion of the University, which were outlined in par. 1.4 above. But the
response of each of the above poles to the needs of the whole surrounding area is
one of the major challenges for DUT now and, therefore, forms one of its major
aims for its future activities.

The legislation of systematic postgraduate studies in Greece occurred on
1992. Until this year, the only possibility existing for the graduates within the greek
universities was to proceed to the preparation of a PhD, after working on a
prototype research subject and writing a relevant doctoral thesis. This procedure
was lasting for at least three years and did not require in general the attendance of
any kind of specialised courses.

Since 1992, a significant number of faculties in the greek universities have estab-
lished postgraduate programmes leading both to postgraduate diplomas (equivalent to
master’s degrees) and to PhDs. Nevertheless, the former procedure leading to a PhD
continues to apply either for the case of faculties which have not establish any post-
graduate programmes or for the case of scientific areas which are not covered by the
content of the postgraduate programmes established in a certain faculty.

As regards DUT, only two postgraduate programmes have been established till
now. The first one belongs to the Faculty of Physical Education and Sport Science and,
apart from the PhD in physical education and sport science, it leads also to a postgrad-
uate diploma with three specializations: a) coaching, b) curriculum and instruction and
¢) health and recreation. The second programme is offered by the Faculty of Electrical
and Computer Engineering and leads to a PhD in electrical and computer engineering.

In the other faculties of DUT there is a significant number of graduates in the
process of their PhDs, coming either from DUT or from other universities. The whole
picture concerning those attending a postgraduate programme or preparing a PhD in
DUT during the academic year 1995-96 is given in Table 5.3 (Appendix 5). On the
other hand, Table 5.4 (Appendix 5) shows the number of PhDs provided in DUT
during the five-year period from the academic year 1991-92 up to the academic
year 1995-96.
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4.3 Internal
balance between
teaching, research
and supply of

services

4.4 Internal
balance between
central and
decentralized
activities

The balance between teaching, research and service activities varies among
the several faculties. This variation depends mainly on the specific characteristics of
the scientific field corresponding to each faculty. Although DUT's facultieg
correspond to a great variety of scientifc areas, we may argue that there are almog
similar conditions as regards the teaching load for their students. The mean numbey |
of weekly teaching load for every student ranges from 20 to 30 hours, exceedin
40 hours for the Faculty of Medicine. Of course, as it was mentioned above, the!
physical attendance is not obligatory with the exception of the practical courses.

As the specific weight of teaching activities is rather similar for all faculties |
diversifications derive mainly from research and service functions. It is evident rhat
research and service activities can ensure outside funding much more easily in the |
field of technology and applied sciences than in the other scientific fields. This is 3§
fact not only for Greece but worldwide. Therefore research and service activities are
strengthened by outside funding in the faculties of engineering.

The supply of services can be detected in other faculties too, but still with |
less intensity, since the relevant legislative framework in Greece exists from only a
few years. As a result, there is no experience either for the faculties or for the!
consumers to take great advantage of this opportunity.

Anyway, it is reasonable to suppose that the whole system is directed to a
rather satisfactory balance among teaching, research and supply of services. One
crucial factor for this reality to dominate is the increasing internal funding of
research activities in fields that can not easily ensure for outside funding (such as |
social sciences, human sciences, educational sciences). A second significant |
factor concerns with the opportunities appeared the last years for supply of services |
also in fields other than technology or applied sciences.

quite specific issue in the case of services is of course the Faculty of’
Medicine and the medical services delivered by the members of its academic staff who |
are also working at the Prefectural Hospital where the Faculty’s clinical
activities are hosted at present as the University Hospital will not be ready before 2000. |

The real content and the deepest meaning of the principle of academic
autonomy, and the way everyone makes his own approach to it, is one of the major |
problems for the greek universities. This problem has to do with the internal |
equilibrium of the system, between the central governance and decision-making |
processes of the institution and each separate faculty.

The argument for faculties” autonomy against the institution’s central governance |
is quite common in Greece. This internal opposition reflects the relevant external |
opposition between universities and state as regards the balance between institutional |
autonomy and state control. The transfer of this opposition in the interior of the insti- |
tutions has its roots in the aspect of the faculties that autonomy arises from the princi- |
ple of academic freedom and, therefore, it has to do implicitly with the academic cha- |
racteristics of university’s activities, i.e. with teaching and research, which belong to the |
responsibility of the faculties.

It is quite obvious that this aspect leads to the demolition of the
institutional concept of the universities with an internal academic, organizatmnal
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and governance structure and with an internal system of regulations and relations. It
is of course in the framework of this institutional concept where every activity or
every initiative of the university has to take place or to be carried out. And it is in this
very context where the several roles have to be played and further developed, and
where practices are applied and habits exist.

The above generalized greek reality applies also to DUT. And it is the central
governance authorities (i.e. the Rector and the Rectorate) and the central decision-
making bodies (i.e. the Senate and the Rectorate Council) which have to balance
the autonomy-based opposition of the faculties and which have to assure for the
preservation of the institutional concept of the university,

The above described role for the central authorities, concerning both the
governance function and the decision-making function, requires on the one hand effi-
cient coordination and on the other hand decisiveness in controlling or monitoring the
activities of the faculties and the other decentralized units, especially concerning their
adaptation and consistency to laws, regulations and central decisions.

This role for the Rector and for the Senate arises anyway from the greek
legislation, as they have the authority and the responsibility for the general control
as regards the overall functioning of the institution, the preservation of laws and
regulations, and the proper execution of central decisions and choices.

The situation in DUT has passed through interesting ups and downs, varying from
conditions of tight control of the Rector over the faculties and even over the Senate itself
in the past, up to conditions of rather looser control in the present time. The fact is that,
apart from directives and orders deriving from laws and regulations, the type of control
is determined mainly by the character, the style, the temperament and the overall per-
sonality of the Rector and especially by his or her ethos, attitudes and way of thinking.

"The Senate, as the supreme decision-making body in the University, may proceed
to decisions engaging the Rector to act in one or in other way. But, it is evident that
this obligation will remain inactive if the Rector cannot or does not will to act in this
way. The problem is rather complex and its solution must be approached through the
establishment of some kind of dynamic equilibrium between the Rector and the
Senate. Under these conditions, the Senate acts at the same time as the adviser, the acti-
vator and the supporter of the Rector. Furthermore, the Senate may give instructions
to the Rector but it is meaningless to give orders to the Rector, as this would obviously
lead to some kind of crisis in the relations between the Rector and the Senate.

As regards now the coordination of the faculties and other decentralized
units by the central authorities and administration services, the situation in DUT
ranges from slightly good to slightly bad. That means that the coordination functions
operate in an acceptable but not efficient way. This must be attributed to different
reasons for the different functions. The problem with the academic coordination
must be considered as a projection of the opposition mentioned above between
faculties and central governance. Faculties tend to consider “coordination” as
another aspect of “control”. Of course, obstacles related with “coordination” are
much easier to be overcome by the central authorities than those related with
“control”. Concerning finally the administrative coordination, it must be noted once
more that a serious number of problems arise from the lack of sufficient
administrative personnel with high standards of knowledge, experience and abilities.
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4.5 Innovative
development and
quality improve-
ment projects

We may conclude to this point, by mentioning that a crucial prerequisite for the
establishment of the desirable equilibriums between the Rector and the Senate ang
between the central governance and the faculties is the assurance of the balance men.
tioned in par. 1.1 of the present report between democracy, collective participation
and transparency on the one hand and effectiveness, efficiency and accountability oy
the other hand, concerning both the decision-making processes and the leadership of
the University.

During the previous academic year a number of new and innovative
projects were set up in DUT which are to be partially financed by European Union
resources. These projects aim mainly to the quality improvement of key
prerequisites associated with the overall teaching and research process. These
prerequisites refer a) to the development of the faculties” libraries through the
reorientation of their rationale and their philosophy so that they begin to play a
much more active role in teaching and research, b) to the effective networking of
all DUT’s activities, ¢) to the development| of new postgraduate programmes and
d) to the modernization and upgrading of the undergraduate programmes with
special emphasis to the part of these programmes related with practice.

The above projects are expected to be completed until 1999. In the meanwhile,
from mid-1997, the activities of DUT included in the Socrates Programme are about
to start too. These activities aim also to the quality improvement of the undergraduate
study programmes of DUT, mainly through the active collaboration with relative
faculties from other european countries, through the gradual implementation of
ECTS (european credit transfer system) and through the establishment of joined cur-
ricula programmes. Further on, the establishment of intensive programmes especial-
ly for greek language teaching for foreign students, as well as the development of par-
allel courses in foreign languages in DUT'’s faculties will emerge as an appropriate
consequence for the success of the whole effort.

The parallel evolution of the above two major programmes is expected to
give significant impulse to the quality characteristics of teaching and research in
DUT in the coming years. For the same reason, the success of these programimes
is a challenge for everyone involved in them but, at the same time, it is an one-way road
for DUT itself.
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5.1 The general
climate

e

CHAPTER 2

QUALITY CULTURE

5. THE OVERALL SITUATION IN THE GREEK HIGHER EDUCATION
SYSTEM

The concept of quality is obviously and tightly connected with the concept of
evaluation and assessment. The establishment of quality assurance mechanisms
and procedures is parallel to the establishment of quality assessment mechanisms
and procedures. The quest for quality is among the first priorities for the higher
education institutions worldwide, for the national higher education policies and for a
large number of international organizations®.

In Greece, discussions concerning assessment or evaluation were almost
forbidden for the whole university community at least until two or three years ago.
The reasons must be attributed to the fact that all the relative initiatives were taken
by the Ministry of Education in a way more or less provocative to the universities,
as the whole evaluation concept was related to the establishment of resources
allocation criteria and to financial cuts, and as there was never any preliminary
dialogue between the state and the universities.

This inflexible and inefficient policy of the Ministry of Education resulted to a
generalized opposition of the universities against the idea of evaluation. This was
another field for the traditional opposition between universities and state in Greece to
emerge. 'This opposition goes much further than the typical tension between
university autonomy and state control, as it has its roots in the lack of mutual
confidence between the two parts.

It must be mentioned at this point that in 1992 the Ministry of Education firstly leg-
islated the establishment of an evaluation procedure for higher education institutions.
According to the relevant legal provision, the responsibilty for the overall evaluation
belonged to a national evaluation committee consisting from nine members and assist-
ed by several thematic sub-committees of experts. The five members were to be nomi-
nated by the rectors’ conference and the rest four members by the Minister of Education.
Furthermore, the law provided that the results of the evaluation process would be taken
mnto account for the allocation of an extra part of public resources to the universities.

The opposition of the universities against the above legislation was so intense that
did not allow for its implementation. The formation of the evaluation committee was
never completed and the determination of the details concerning the whole ecaluation
procedure, the evaluation criteria and the performance indicators to be used
was never done.

Three years later, another evaluation mechanism was set up through the National
Council of Education which was legislated on June 1995 (see also Appendix 3, par.
3.11). The perspectives for this new attempt are not any better at all, since after one
year and half neither the formation of the National Council of Education nor the
establishment of any evaluation mechanism have been promoted.
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At this point, we may add the phenomenon of the generalized negative stance of
the greek universities against the review process of the greek educational system car-
ried out by OECD experts on the request of the greek Ministry of Education during
the period 1995/1996. It must be noted that this negative stance was extended also to
the syndicates of university students and to the syndicates of teachers of all the educa-
tional levels (primary, secondary and higher education). But, the most weird aspect of
this phenomenon was the generalized support offered to this negative stance by the
greek press which is supposed both to express and to form the common opinion. The
above review process was completed during 1996

5.2 The reversion Nevertheless, some of the greek universities as well as some of the greek techno-
of the sources of logical institutions (not included to the university sector of higher education) were
quality initiatives indeed sensitized to the whole concept of quality and evaluation. This sensitization

resulted to a number of initiatives which were developed in a reverse direction. In
other words, the initiatives were taken by the universities or the technological institutes
by themselves and were simply supported by the Ministry of Education.

This restricted number of initiatives include the following:

® The participation of two faculties, one belonging to the Technical University of
Athens and the other belonging to the Technological Educational Institution of

the Commission of the European Union during the two-year period 1994-1995".

e The participation of the Economic University of Athens and the Technological
Educational Institution of Patras in the project of the IMHE (Institutional
Management in Higher Education) Programme of OECD on quality management,
quality assessment and the decision-making process. In this context, the two higher
education institutions prepared and submitted their own case studies during 1996,

® The participation of the Democritus University of Thrace to the institutional evalu-
ation programme of CRE during the academic year 1996-97.

5.3 Some At the same time, one has to mention that quality assessment procedures are
approaches to indeed applied to the greek universities as regards their research activities,
explanations and especially those inquiring outside funding, which are facing conditions strictly

competitive both in the national and the international context. In this case of course,
the existing evaluation mechanisms are quite specialized and of a short-range field
of coverage. But, during the years, this procedure has helped establishing a culture
of quality, of evaluation, of competition in the greek universities.

Furthermore, we cannot ignore the fact that the establishment of a quality
culture for research activities in the greek universities is directly connected t0
outside funding mechanisms, which could not be opposed or disputed by the
universities. We may argue that, in this case, the universities were “forced” and
“motivated” at the same time to follow these procedures.

The same conditions do not exist as regards the other universities’ functions
i.e. teaching and management, they do not exist either for the part of the research
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6.1 Efforts for
a systematic
approach to quality
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which is not addressed to outside funders. There are no external motivations, as the
improvement of quality is not connected to any rewards or incomes, and there are no
external forces, as there is no external control (or even monitoring) on the quality
characteristics of the universities’ functions. We must remind in this point that neither
the qualitative nor the quantitative characteristics of the undergraduate study pro-
grammes and courses carried out by the several faculties are controlled by any extenal
mechanism. It is noted furthermore that there is no accreditation system concerning
undergraduate study programmes and graduate degrees in the greek universities.

The above reality leaves the whole affair of quality and evaluation to evolve as an
internal need of each university or to result as a response and as a sensitization to the
overall international climate. And this is what really happens to the greek universities
since two or three years. The existence of the above mentioned similar climate concer-
ning the outside funding of research helped indeed in the acceleration of the relative
movements. But, a quite significant factor was the continuously higher involvment of the
greek universities to the european or the international context affecting the behavioural,
structural and developmental characteristics of the higher education systems worldwide.

6. THE SITUATION IN DEMOCRITUS UNIVERSITY OF THRACE

The above described situation characterizes of course the Democritus
University of Thrace too. What we could add in our case is that during the last two
years the quest for quality appears in a more and more intensive way in our
initiatives. But what DUT is trying to do is a systematic approach to this new state,
by the formation of the necessary climate throughout the whole university
community and by strengthening the roots and the bases of the whole procedure.

The first step was for the Senate of DUT to approve the articles of the
Regulation of the University concerning the concept of evaluation as the one part of
the triptych “Planning - Review - Evaluation”. The outlines of the relevant articles
are presented in Appendix 8. These provisions were approved by the Senate during
the previous academic year 1995-96 and the prospects are for them to be
implemented from the beginning of the next academic year 1997-98, which coincides
with the beginning of the 3-year mandate of the new rectorate authorities of DUT.

The participation of DUT to the CRE institutional evaluation programme during
the academic year 1996-97 was the second step of major importance. It is quite obvi-
ous that the conclusions to be derived from this procedure, regarding not only the con-
tent of the final report of the review team but also every step of the procedure as a
whole, will have a significant impact to the effective, efficient and integrated establish-
ment of the evaluation procedure in our University.

As stated repeatedly till now, the concept of evaluation and quality needs not only
the establishment of a technically efficient procedure, but also the formation of a rele-
vant climate and culture. This need is systematically cultivated throughout the uni-
versity community, but it is evident that at a first approach this effort is addressed
mainly to those people in charge of leadership and decision-making in both institution
and fa-culty levels. The active participation of many of those people to the overall pro-
cedure of the CRE institutional evaluation programme, not only during the two visits
of the review team, but also during the relevant preparatory processes, is expected to
increase their sensitization to the concept of evaluation and quality.
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6.2 Current A critical clarification must be raised at this point. The quest for quality jg
non-systematic or obviously linked to the academic nature of the university. The improvement of the
non-formal quality of the overall academic functions of a university constitutes perhaps the
approaches to most crucial objective. The radical difference of what we are discussing now is the
quality establishment of the necessary and proper processes to assure for the maximum

efficiency through a systematic approach to the quest for quality improvement.

The lack of such procedures till now does not mean that the universities, and
DUT in our case, do not seek for quality improvement everyday and in every one of
their academic functions. The difference is that all those efforts are carried out in 3
non-systematic way and, in many cases, through non-formal processes.

Quality characteristics are to be found for example in the overall process followed
for the selection or the promotion of the professors and the other academic staff,
These quality characteristics appear in a rather quantitative form (number of papers,
years in service etc.) in the relevant legislation. But, during the selection procedure
itself, the specific weight removes from quantitative to qualitative characteristics.

Quality characteristics are to be found too in the processes concerning the selec-
tion of the courses to be included in the undergraduate and postgraduate programmes
of each faculty and any relevant changes from year to year. Similar quality characteris-
tics are to be found also in the processes concerning the formulation of the outlines of
the individual courses, the approval of the corresponding teaching methods and
textbooks, and also the assignment of the teaching staff associated with each course.

The above processes, associated with the courses, are carried out in the general §
assembly of the corresponding faculty. We referred previously to this procedure as a
non-formal one. That means that the existing legislation stipulates for the respon-
sibility of the general assemblies of the faculties concerning the above decisions. But the
legislation does not oblige the faculties to make a systematic, justified and docume-
ntated use of quality criteria in proceeding to the above decisions and choices.

This is the reason why the use of quality criteria is characterized as a non-
formal procedure. This reality, of course, leads to a wide range of different
approaches for the 11 Faculties of DUT, depending on their singularities, on their
academic tradition and on their experience and their expertise.

6.3 Assessment of Specific reference must be done at this point as regards the assessment of |

teaching ability of the teaching ability of the professors and the other teaching staff by the students,

academic personnel  which is in principle legislated already since 1982, but without being integrated until

by the students now. We must point out again that there can be detected a wide range of |
approaches to that procedure among the several Faculties of DUT. The lack of §
detailed directives from the Ministry of Education weakens the whole procedure and
does not encourage the universities or the faculties to establish their own rules.

Nevertheless, the student representatives do participate to the procedures
concerning the selection or the promotion of teaching staff and do express their
opinion on the teaching ability of the candidates. In most cases, the formation of this
opinion is a collective aspect and results from a diversified procedure. The formation
of the student opinion as regards the candidates who already belong to the teaching
staff is based on the courses the students have attended. On the other hand, the
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formation of the student opinion as regards the candidates who do not belong to the
teaching staff is based on two lectures given from each candidate before the
procedure of selection. The students have to attend these lectures in order to form
and express their opinion for the teaching ability of the candidates.

As stated previously, the details of the procedure concerning the
assessment of the teaching ability of the teaching staff and the candidates for
selection in teaching staff places are to be defined by the Ministry of Education and
to apply uniformly for all the greek universities. This definition has not occur yet,
although more than 14 years have passed since the first establishment of this
obligation for the Ministry of Education. This omission may be attributed to the lack
of such a political will from the part of the Ministry of Education. And, as this
omission was not combined with the abolition of the initial legal provision, one
can assume that universities are left to proceed to their own arrangements and
regulations linked to the above procedure.

The fact in the case of DUT is indeed that neither the institution as a whole
nor several faculties have yet proceeded to a relevant regulation. Each faculty
follows its own procedure, which in some cases is determined by the student body
or by the student delegates themselves. Anyway, it must be noted that a more
precise and systematic effort has already started on that issue in a small number of
faculties, focusing on the formation of the questionnaire to be addressed to the
students attending each course. But, this effort is still in its experimental phase.
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CHAPTER 3

STRATEGIC PLANNING AND STRATEGIC MANAGEMENT

7. THE CURRENT STATE OF DEMOCRITUS UNIVERSITY OF THRACE

Afier describing the aims and the objectives of DUT, after setting the relevant pri-
orities and after outlining the ways in which DUT is handling now the several issues in
question, we proceed to a concise presentation of the strategic planning and manage-.
ment framework of the University as it has been designed in its Regulation already
approved by its Senate. Tt is clear that “strategic management” is extended both to the
academic or quality level and to the administrative and financial level.

According to the Regulation of DUT (see also Appendix 8), we speak of a
planning process which is evolved in three different but succesive time-lengths. The
short-term planning covers only one academic year and has more or less
functional characteristics. Short-term planning is tightly connected to the annual
budget of the University. The medium-term planning covers a period of three years
and it may be considered as having somehow operational characteristics, linked to
the three-year mandate of the rectorate. Finally, the long-term planning covers a
period of at least five years and obviously has exclusively strategic characteristics.

As DUT’s Regulation is scheduled to validate from the beginning of the next acade-
mic year, we have to point that till now the current state of DUT does not include any
elaborated strategic planning, at least at institution level. There were of course some plan-
ning exercises from separate faculties, but it was not possible for them to be integrated
into an overall institutional plan and it was not possible for them to drive to the genera-
lization of the efforts. This is the reason why it was taken as absolutely necessary to create
such a climate of strategic planning and management through the Regulation of DUT.

Of course, we must point out that a number of actions and initiatives of major
importance for the University should be attributed to strategic choices. For example,
we should mention here the recent establishment of three Faculties with quite special
and unique characteristics responding directly to specific social needs (Faculty of
History and Ethnology and Faculty of Social Administration) or to the environmental
needs concerning mainly to sustainable development (Faculty of Environmental
Engineering), as well as the recent proposals of DUT to the Ministry of Education
regarding the establishment of the Research Institutes referring to Multi-Cultural
Education, to Thracian Archives and to Human Rights.

—

The choice for further increase of the number of new enrolments of students to
DUT is another strategic-type decision, as it reflects the need for attaining the |
necessary critical masses of students in each faculty after the large yearly numbers
of drop-outs. But the University has not many things to do in order to keep on its
students by providing a generalized system of student aid or by offering a large
number of grants, as those two actions are in principle restricted by the financial
means provided by the Ministry of Education or by the restricted funding of the
University from outside resources (par. 3.5 above).

The quest for attracting and maintaining teaching and other staff as well

= _—
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as students is of major importance for a university like DUT. Strategic planning and
management means that the University develops and implements a policy which has to
be based to comparative advantages. One such comparative advantage may be the
establishment and management of an efficient system of incentives not attributed sole-
ly or mainly to salary allowances or to student grants. But the major comparative advan-
tage for DUT should be the uniqueness of its characteristics and of many of its initia-
tives and mainly its excellence and its assurance for quality improvement. The above
necessities may be reiterated for several other important reasons, such as the need to
meet the demands of the strictly competitive environment or the need to respond to
regional social, cultural and economic needs. It is in all these cases and evenmore where
the establishment of a strategic planning and management process is needed for DUT
and this is where the present institutional evaluation process is addressed.

If we may come to a conclusion as regards the present situation, we may argue that
many of the major or medium-term choices of DUT do have strategic characteristics.
But, they suffer from three significant lacks. First of all, these strategic choices do not
result from an overall long-term strategic plan either in institution or in faculty levels.
Secondly, there does not exist any steady strategic management context to help imple-
menting these strategic choices. And thirdly, these strategic choices do not (and cannot
under the existing consequences) take into account the expectations or the prospects for
major-scale changes in society and in economy even in the near future, which demand
for new orientations, new objectives, new roles and new methods from the universities.

In the following session, we will try to outline the three major challenges
which DUT has to meet in the near future if it wishes to follow the general trends
regarding the new concept of higher education and the new roles for higher
education institutions and if it wishes to utilize its comparative advantages. The first
one 1s the challenge of the society of learning and of the knowledge-based
economy, the second one is the challenge for response to regional needs and the
third one is the challenge of internationalization.

8. THE MAJOR CHALLENGES IN THE BEGINNING OF THE 21st CENTURY

It is needless to analyze here the overall concept of the society of learning
as the main characteristic of the first decades of the 21st century, occurring from the
development of a new knowledge-based economy. We simply refer here that this
new concept constitutes the focal point of concern for the most of the international
organizations sensitized and activating in educational issues. Indeed, this concern
has been expressed through key - documents originating from European Union®,
from UNESCO® and from OECD". ’

The new concept raises of course new obligations and generates new prospects for
the universities. Three significant documents must be mentioned in this point, dealing
with the new role for the universities in the new concept, originating from CRE™",
from the IMHE (Institutional Management in Higher Education) Programme of
OECD" and from the Confederation of European Rectors Conferences'.

From the above documents, a number of significant conclusions arise. First
of all, it seems to be clear that the society of learning and the new knowledge-based
global economy will lead to a rearrangement of the post-secondary educational
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8.2 The challenge
for response to
regional needs

space with a serious portion of interest devoted to the concept of lifelong
education. And this will lead in turn to a redistribution of educational power in
the new generalized post-secondary space. It is known that many years ago the |
universities enjoyed full monopoly in that space. This monopoly was weakened ap -
recent years, but universities did never loose their domination on that space.

The new post-secondary educational space will have two major characteristics: On -
the one hand it will be followed by a high massification and on the other hand it will *
generate new educational contexts and new educational methods and practices. A
new vital space is to be created where nothing can be taken as granted. Universities
have to claim their own vital space in this new reality. Therefore, universities have to |
adapt efficiently to this new reality without losing of course their academic character
and nature. It must be emphasized that the only monopoly still remaining for the uni-
versities is the academic research and the research training.

The research, therefore, will have to continue to play an important role in the |
overall activities of the universities. But, a slight and gradual change is to be
detected concerning the internal balance in research. As the learning society and
the knowledge-based economy depend greatly upon (and are therefore addressed -
to) the human factor and the human characteristics of the society, it is expected that |
a growing attention will be gradually given to research in social and human sciences.

This is expected to lead to a new situation where technological and applied :
research will not be the only concern, at least as regards the priorities of the interna- =
tional organizations. It is worthwile to notice the last year decision of the Confederation
of Furopean Rectors Conferences on the need for significantly larger concern for social |
and human sciences within the 5th framework-programme of European Union for §
research and technological development for the period 1999-2003". '

Nevertheless and apart from reorientations concerning the new balance in :
research, universities will have of course to develop new study programmes, new ;
contents of courses, new teaching methods and practices, tools and materials. The |
teaching approach of the new university will have to combine effectiveness and |
efficiency, flexibility and adaptability, with its academic nature. '

It is evident that the existing legislative framework for the greek universities j
does not allow for many initiatives and innovations. But, on the other hand, it must §
be reasonably expected that the new consequences and the new reality will cause i
the proper adaptations of the existing framework. Anyway, this is another point
where the pressure is expected to occur from the universities towards the state. '

o

The concisely described above new circumstances for the universities call for a greater 3
and more effective response of universities to regional needs'™"”. But, this type of respons¢
must have much broader content than what was the case up to now. Indeed, we know two
models of universities’ links with their regional or local environment. In the one model,
with largely regressive characteristics, the only impact of a university on its surrounding &
region is to assist its economic situation and to bring additional financial resource to it,
by simply providing new consumers (students and personnel) to the regional or local mar*
ket. The second model deals with a more or less large impact of the university on its
regional or local environment, but it has to do mainly with activities carried out and with
services provided mainly in the area of technological and applied sciences.
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Under the new conditions, it seems to be evident that on the one hand the first !

. model has to be abandoned, as it has entirely static and passive characteristics with-
out any impact on the development or the improvement of the corresponding regio- 1‘
nal or local area. On the other hand, the second model has to get widened and expan-
ded. In the new concept, the economic and technological development share the over- j
all concern with the social and human development. In other words, economic and :
technological development are no more about to dominate upon the overall concept of ‘
development or at least it is no more to consider about economic and technological \
development without caring in parallel with social and human development.

This is why the universities, and especially those characterized as regional ones,
have to take advantage of those enlarging and promising prospects. The relation and
the connection of the regional university with its region has mutual characteristics and
has to be faced as a one-way road for both the two factors. This relation results at the
same time as an obligation and as an opportunity for each one of the two factors.

It 1s clear of course that the response of the university to the regional needs
has to be carried out through the activation of all its functions, ie. through the
teaching and learning function, through the research function and through the sup- i
ply of services function. What has to be mentioned once more is that the links between i
university and region do not have any scientific-type restrictions, as social and human |
development goes in parallel with economic and technological development. i

8.3 The challenge Globalization of economy goes in parallel with internationalization of
of internationaliza-  knowledge. On the other hand, internationalization is in absolute consistency with
tion regionalization as regards the activities of a university. We may argue that Y,

internationalization is the third major challenge for the universities in the new ;
concept of learning society. Science and knowledge were never confined or ;
compensated by geographical or even political borders. This is even more the case
in the society of knowledge and learning, one of the aims of which is to provide
opportunities for mutual understanding and for mutual exchange of knowledge,
of experience, of scientific human potential. |

The entrance to internationalization is again an one-way road for every |
university that wishes to gain in opportunities and capacities, in credibility and |
reputation. But, the internationalization space is furthermore a space of exchange, a '
space of competition. Which means that every university getting involved in
internationalization processes has to be adequately equipped with accountability
and excellence.

On the other hand, it is evident that the confinement of a university in its

national or regional environment is weakening its strengths and is deminishing its
opportunities for further development and quality improvement.

9. FUTURE PROSPECTS FOR DEMOCRITUS UNIVERSITY OF THRACE

9.1 The overall As mentioned already, DUT does not have any elaborated strategic plan for
fontext its further development. But, one can easily consider a significant number of :
prospects, which arise from the combination of the following factors: i
e !
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® The unique geographical position of DUT.

® The special social, cultural, economic and demographic characteristics of the areg |
which surrounds DUT.

® The existing academic profile of DUT and the initiatives which have already beep
undertaken.

® The international perspectives connected to the learning society.

Of course, these four major factors are opposed by a number of constraints,
which were analysed in the relevant section of this report and for which we may say
that they derive mainly from the following origins:

® The existing legislative framework in Greece together with the everlasting opposi-
tion between university autonomy and state control.

® The decrease of state funding for universities.

® The low rates with which the further development of the academic profile of DUT
is grown.

® The lack of adequate mutual confidence between DUT and its regional or local envi-
ronment.

® The problems arising in the interior of DUT which have to do either with conflicts
occurring on personal basis or with reduced involvement of an adequate number of;
academic staff to the University’s life and activities.

® The large rates of student drop-outs.

Finally, we cannot neglect at this point a number of evolutions which are already
expected to occur for DUT or for which an additional pressure is needed from the part 2
of DUT. These evolutions are supposed to affect positively the fulfilment of the per-3
spectives. We name here the most important of these evolutions:

® The approval of the University’s Regulation. 3

® The approval of the organizational law for the administration structure and func- 3
toning. ]

® The establishment of a significant number of research institutes.

® The signing of the institutional contract with European Community concerning the
Socrates Programme. .

® The normalization of funding rates from the European Community resources as:
regards the innovative programmes of DUT.

e The completion of the construction of the University Hospital.

9.2 An approach If we try to detect these prospects in accordance with the previous analysis "
to the principal and taking into account both the positive and the negative factors, we can proceed
directions to a number of arguments which should be included in any strategic planning of

DUT, at least as major directions if not as detailed actions:

e DUT has to tend to approach the desired critical levels of student population in
order to face with the negative results of the large drop-out rates. But at the samé
time, DUT has to establish an effective policy aiming to the decrease of drop-outs::
through the combination of a wider and more flexible system of grants (both inter
nal and external) with the generalization of the student aid system.

® In parallel, DUT has to establish new study programmes, by using new content and.
new types of courses, new teaching methods, practices and materials, in order 10
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adapt its teaching activities to the needs of a new clientele in the context of lifelong
education. This is one prospect which may probably reduce the need for large
increases in the number of normal students.

DUT has to work effectively on the need for balanced evolution of research activi-
ties between the two major research areas, technological and applied research on
the one hand and research in social and human sciences as well as basic research on
the other hand. DUT has to strengthen the most weak part of the balance either by
internal funding or by providing necessary facilities or other types of support.

DUT has to evolve a much more effective policy aiming to academic staff develop-
ment. That means that DUT has to widen its postgraduate programmes and its
research training programmes in order to assure for the production of its new high-
ly qualified academic potential. But, at the same time DUT has to assure for the pre-
requisites necessary for the wider involvement of the academic staff into the overall
activities of the University.

DUT has to systemize even more its internationalization policy,through the partici-
pation to european and other international programmes of exchange-type and of
cooperation-type. At the same time DUT has to stress its concern on establishing
effective relationship with its international environment in order to take advantage
of its unique geographical position.

Concerning now the further development of the academic profile of DUT, there
must be a clarification of the direction towards DUT is going to move, according to
what has already mentioned in this analysis. The proposals to the state must derive
from a development plan which will take into account the regional and national
needs, the efficiency of each alternative and the overall international perspectives,
trends and prospects.

Apart from the development of the academic profile of DUT, we must emphasize
here on the need for establishment of an effective and efficient process of strategic
management aiming in the implementation of the major choices taken in the con-
text of the strategic planning procedures. This need touches of course all the dimen-
sions of the DUT's activities. The whole structure has already been designed in
DUT's Regulation, but the question is whether the implementation will be successful.

The last issue left to be mentioned in this section is the issue of quality. It is clear that
the importance of this issue runs throughout the present report. As mentioned
repeatedly in the report, we consider quality as the principal factor that assures for
an effective involvement of DUT in the several fields of action, either in the existing
today conditions or in the context of the expected future prospects. Therefore, quali-
ty improvement is one of the major quests for DUT today. The establishment of the
necessary processes is not enough. The point is the climate of quality, the culture of
quality.
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THRACE - THE REGIONAL ENVIRONMENT OF THE UNIVERSITY

1.1 The The Democritus University of Thrace (DUT) is one of the 18 greek universities. It
geographical is located at the north-east edge of Greece, close to the borders separating Greece from
environment Turkey to the east, and Greece from Bulgaria to the north. The distance of DUT from

Athens, the capital of Greece, is about 850 kms, while its road distance from the bor-
derline with Turkey is about 50 kms and its road distance from the borderline with
Bulgaria is about 140 kms,

Thrace is one of the regions in which Greece is geographically divised, consisting
of three prefectures (Xanthi, Rodopi, Evros). In the current organisational scheme of
the greek administration system, Thrace forms a unique administrational region
together with Eastern Macedonia (the so-called Region of Eastern Macedonia and
Thrace). The relative geographical position of Thrace in the whole greek territory is
shown in the maps attached to this Appendix.

DUT is dispersed to three cities which are the capitals of the three prefectures of
Thrace (Xanthi is the capital of the Prefecture of Xanthi , Komotini is the capital of the
Prefecture of Rodopi, and Alexandroupolis is the capital of the Prefecture of Evros).
Those three cities are located in the west-east road axis of Thrace, with Komotini locat-
ed in the middle of this axis and with Xanthi located at about 60 kms from Komotini
to the west and Alexandroupolis located at about 60 kms from Komotini to the east.

1.2 The The region of Thrace has some quite special demographic and social characteris-

demographic and tics, which make it unique in the whole greek territory.

social environment

The first characteristic has to do with the multi-cultural and multi-lingual compo-

sition of its population. There is a large muslim minority living mainly in the two of the
three prefectures of Thrace (Xanthi and Rodopi). The proportion of the muslim
minority exceeds 31% of the total polutation of Thrace, and this proportion is about
43% at the Prefecture of Xanthi, 55% at the Prefecture of Rodopi and only 6% at the
Prefecture of Evros. The muslim minority has a mixed composition as it consists from
three groups. The first group (about 48% of the total minority population) is of turk-
ish extraction, the second one (about 35%) consists from pomaks and the third group
(about 17%) consists from gypsies.

The total population of the three prefectures of Thrace was as follows at 1991

Prefecture of Xanthi: 91.000
Prefecture of Rodopi: 103.000
Prefecture of Evros: 144.000

Total of Thrace: 338.000

The above multi-cultural and multi-lingual characteristics of the population of
Thrace become even more intense, due to the migration of greek population from for-
mer Soviet Union to Thrace after 1989. This greek population exceeds already the
number of about 15.000.

The above characteristics of the social environment create one of the main quests

{ S
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in Thrace which is the assurance of social coherence , resulting from the need for over.
come of the difficulties faced in the effort for social accession of those groups and socig]
formation of the mixed population of Thrace.

The second major social characteristic of Thrace is the low cultural level of jtg
population. This level happens to be the lowest one among all the greek geographica]
regions, as occuring from the study of the main educational indicators. For example,
the percentage of population who have not completed the cycle of the 9-years com-
pulsory education exceeds 72,2% for Thrace, when the same percentage for the region
of Athens is only 42,2%. The same percentage for the region ranking immediately
above Thrace is 68,6%. Another similar indicator is the percentage of population pos-
sessing a postgraduate diploma, which is limited to only 4,0% for Thrace. Again the
same percentage exceeds 10,3% for the region of Athens and 4,1% for the region rank-
ing immediately above Thrace. It must be noted in this point that many of the well edu-
cated people who used to live in Thrace migrated to Athens or Thessaloniki due to the
lack of satisfactory professional opportunities in the area.

A quite clear argument, which of course has to do not only with the social but also |
with the economic characteristics of the region, is that Thrace happens to be one of the
less developed geographical regions of Greece and of European Union. But this seems
to be a rather static approach to the problem of Thrace today.

On the contrary, the development prospects for the region seem to be quite
promising, as the most recent analyses show that the developmental dynamics of |
Thrace is high. This is not inconsistent to the current reality described above, since the
comparative advantages of Thrace coming from its geographical position have not
been exploited at all so far. Things seem to change now. Both Greece and European
Union pay more and more attention to Thrace in planning their regional development
policies. It must be emphasized in this point the fact that Thrace is already attracting
growing interest for large-scale investments both of national and international origin.

Under these circumstances, it is clear again that DUT has a significant and crucial
role to play in this complex phase of region’s development in which the economic and §
technological development has to grow in parallel with the social and personal devel-
opment.
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MAPS SHOWING THE RELATIVE POSITIONS
OF THE SEVERAL GEOGRAPHIC REGIONS

(1) Thrace
(1)+(2)  Region of Eastern Macedonia
and Thrace
THRACE
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2.1 Structural
issues concerning
the higher educa-
tion system in
Greece
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OVERVIEW OF THE HIGHER EDUCATION SYSTEM IN GREECE

Speaking about higher education in Greece, most people refer solely to the
university sector, including 18 universities or other university-level institutions. But in
fact, there is also in Greece one quite vigorous non-university sector, consisting of 14
technological educational institutions (TEI), with mostly vocational and applied orien-
tation. The TEIs are thought to constitute, together with the universities, the tertiary
education system in Greece.

There is a great difference between universities and TEIs, resulting from the
definitions of the greek Constitution, according to which only the university sector
deserves the privileges of autonomy and academic freedom. We must notice at this
point one strange singularity of the greek Constitution, where a distinction occurs
between the greek term “highest education”, characterizing only the universities, and
the greek term “higher education”, characterizing now the TEIs. The problem is not
simply semantic or verbal, but it constitutes one of the origins of the opposition still
existing in Greece between these two types of institutions.

The greek Ministry of Education has made many efforts to overcome this problem
since 1984. It firstly abolished both the two greek terms “highest education” and
“higher education” from the existing legislation, although the two terms still exist in the
Constitution. And secondly, it legislated the term “tertiary education”, characterizing
now both the universities and the TEIs with no internal grading. The only distinction
provided by the legislation between the two types of institutions refers to their differ-
ent missions, natures and orientations, as mentioned earlier. The diverse structure
established by the greek legislation has many analogies to the one existing in Germany
with the universities and the fachhochschulen.

It seems anyway now that these organizational approaches were not enough to
overcome the problem of the above mentioned opposition between universities and
TEIs and to establish some kind of internal equilibrium within the whole system of
tetiary education. On the other hand, Greece has to follow the international context as
regards the terms in use and their content. In this context, the term “tertiary educa-
tion” is now wider than the term “higher education” and in most countries the term
“higher education” includes now institutions belonging both to the university sector
and the non-university sector. This seems to be the only possibility for the greek case
too. The problem with Greece seems to be rather linguistic. The international term
“higher education” cannot be used in Greece for the universities with its greek transla-
tion. And on the other hand, if it is considered as analogous to the greek term
“highest education”, it cannot include the TElIs.

Apart from the above analysis, the opposition between universities and TEIs has
much deeper roots, with both academic and professional characteristics. The
academic basis of the oppositions focuses mainly on the low quality standards existing
for a long period for the selection and appointment of the teaching personnel of the
TEIs which has resulted to a significant quality-based differentiation between the mean
teaching staff of the two types of institutions. The professional basis of the oppositions
focuses mainly on the prospects of equal professional opportunities for the graduates
of universities and TEIs. Although this is a prospect set anyway by the relevant direc-
tive of European Union, in Greece it remains as one of the major sources of tension for
almost 7 years.
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2.2 Geographical
distribution of the
greek universities

Keeping in mind the above analysis, we will restrict our presentation in thj
Appendix mainly to the university sector of higher education. This sector includes 1g
universities, which are distributed to the whole area of the greek territory. The distri.
ution is not balanced anyway, since 8 of them (with the 42,5% of total student popula.
tion and the 44,9% of total main teaching staff population) are located in the district of
Athens and Piraeus. Furthermore, there is a number of large geographical regions iy

the greek territory without any university institution. Such regions are the central ang ©

southern Peloponnissos, the western Macedonia and the islands of central Aegean Seg,

Although the organization of the greek higher education system runs from the
fourth decade of the 19th century, it must be noted that its regional development out.
side the two major urban centres (Athens and Thessaloniki) started only at 1964 and

reached the existing today shape at 1983. Today, there are 8 universities outside Atheng

and Thessaloniki (44,5% of the total number of universities) which have only the 28,0%
of total student population and the 25,6% of total main teaching staff population.

Special mention must be done on the establishment of the Greek Open University
which is ruled by laws and regulations different than those governing the other 18
greek universities. The operation of the Greek Open University is scheduled to begin
from the next academic year 1997-98 and to follow the patterns of the open universi-
ties operating at the most european countries.

The attached Table 2.1 shows the list of the greek universities with the population
of students and main teaching staff as of the academic year 1994-95, together with the

state funding of the universities for 1995. The next Table 2.2 together with the fol- 3

lowing Map show the geographical distribution of the 18 universities throughout the
whole greek territory.
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TABLE 2.1

SIGNIFICANT ARITHMETIC DATA FOR THE GREEK UNIVERSITIES
DURING THE ACADEMIC YEAR 1994-95

ABSOLUTE NUMBERS PERCENTAGES

FACUL-| STU- TEA- STATE ST TEA- STATE

UNIVERSITIES TIES DENTS | CHING | FUN- DENTS | CHING FUN-

STAFF DING STAFF DING

1. University of Athens 29| 31.490 1.860 4.819 24,1% 28,2% 20,3%
2. Technical University of Athens 8 6.450 557 1.431 4.9% 8,5% 6,0%
3. Economic University of Athens 6 4.130 109 580 3,1% 1,7% 2,5%
4. Panteion University 7 5.700 160 771 4,4% 2,4% 3,3%
5, Agriculrural University of Athens 6 2.280 139 599 1,7% 2.1% 2,5%
6. University of Pireaus 7 5.080 96 695 3.9% 1,5% 2,9%
7. University of Fine Arts 1 410 28 347 0,3% 0,4% 1,5%
8. Harokopio University 2 120 5 64 0,1% 0,1% 0,3%
9. University of Thessaloniki 40 | 35.290 1.993 6.073 27,0% 30,2% 25,6%
10. University of Macedonia 5 3.510 67 478 2,5% 1,0% 2.0%
11. University of Patras 16 [ 10.330 541 1.536 7,9% 8,2% 6,5%
12. University of Ioannina 10 7.800 363 1.475 6,0% 5,6% 6.2%
13. Democritus University of Thrace 11 6.980 231 1.830 5,3% 3,5% 7,7%
14. University of Crete = 14 5.740 300 1.120 4,4% 4.6% 4,7%
I5. Technical University of Crete 3 880 41 432 0,7% 0,6% 2.0%
16. University of Aegean 7 2.400 47 528 1,8% 0,7% 2.2%
17. University of Thessaly 9 1.710 32 485 1,3% 0,5% 2,0%
18. Tonian University 4 800 23 435 0,6% 0,5% 1,8%
TOTAL 185 | 130.880 6.592 | 23.748 | 100,0% | 100,0% | 100,0%
Notes: L. State funding corresponds to the economic year 1995 and includes only state financing for functional

expenses of the universities.
2. The economic amounts are given in million drachmas (1$ = 250 drachmas)
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TABLE 2.2

GEOGRAPHICAL DISTRIBUTION OF FACULTIES
IN THE GREEK UNIVERSITIES

NUMBER
UNIVERSITIES CITIES OF
FACULTIES
1. University of Athens Athens (1) 29
2. Technical University of Athens Athens (1)
3. Economic University of Athens Athens (1)
4. Panteion University Athens (1)

. Agricultural University of Athens

Athens (1)

University of Pireaus

Athens (1)

~ (O | v

. University of Fine Arts

Athens (1)

. Harokopio University

Athens (1)

o | oo

. University of Thessaloniki

Thessaloniki (10)

Florina (11)

Serres (12)

=]
Y [0 (U (O | O | = OO = RO =T [M | |~T | | =T | |CO

10. University of Macedonia Thessaloniki (10)
11. University of Patras Patras (2) 1
Agrinion (3)
12. University of Ioannina loannina (4) 1
13. Democritus University of Thrace Komotini (13)
Xanthi (14)
Alexandroupolis (15)
14. University of Crete Iraklion (20) 5]
Rethymnon (21) 8
15. Technical University of Crete Canea (22) 3
16. University of Aegean Mytilini (16) 3
Hios (17) 1
Samos (18) 1
Rhodes (19) 2
17. University of Thessaly Volos (6) 6
Larissa (7) 1
Trikala (8) 1
Karditsa (9) 1
18. Tonian University Corfu (5) 4

Note: Each city is followed by a code number in brackets indicating its location in

the greek territory as illustrated at the following map.
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MAP SHOWING THE GEOGRAPHICAL DISTRIBUTION
OF THE GREEK UNIVERSITIES

o

22
2 20
® S
Note:  The arrows illustrate the dispersion of each University from its administra-
tion seat to decentralized units.
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APPENDIX 3

RELEVANT LAWS AND REGULATIONS
FOR THE GREEK HIGHER EDUCATION SYSTEM
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3.1 Historical
review

3.2 The major
Constitutional
principles

L

RELEVANT LAWS AND REGULATIONS
FOR THE GREEK HIGHER EDUCATION SYSTEM

The higher education system in Greece, and especially its university sector, is ruled
in principle by the article 16 of the greek Constitution, valid from 1975, and by the
frame-law 1268, which was introduced at 1982 by the socialist party (PASOK) and which
accounts for the major and most significant reform in greek higher education since
1932. Indeed, the frame-law 1268 replaced the previous frame-law existing since 1932.
A significant number of laws followed since 1982, aiming either to partial improvemenits
and supplements of the frame-law or to modifications of major or minor importance.

We must note here that the succession of the two major political parties (socialist
and conservative) in the government since 1982 resulted to an analogous succession of
laws which in many cases cancelled each other. Finally, we may argue that the subse-
quent modifications did not affect the overall philosophy, the values and basic princi-
ples set up by the frame-law 1268, concerning mainly on the one hand the values and
the principles of democracy, collective participation, accountability and transparency
and on the other hand the rationale of the organizational, personnel and educational
structure of the greek higher education system.

The only significant modifications to be mentioned here were those posed by the
law 2083 introduced at 1992 by the conservative party. The first major characteristic of
these modifications was the introduction of significant limitations to the existing from
1982 opportunities for promotion of teaching personnel to higher levels. But, we must
add here that the new Minister of Education (a member of the socialist party) is already
in the process of introducing a new modification of the above system, verifying the
above argument of successive cancellations.

The second major modification posed by the law 2083 was the significant
strengthening of the financial autonomy of the universities by making the financial
management much more flexible and effective and by making the processes of control
less stringent. This modification was absolutely necessary and the universities are
already demanding for its further extension.

Finally, we must mention that the above law 2083 succeeded in two fields in which
the frame-law 1268 had failed. These were the field of postgraduate studies and the
field of research institutes associated to universities. The systematic development of
those two fields in Greece began indeed after 1992.

The major principle arising from the article 16 of the greek Constitution refers to
the privileges of full autonomy and academic freedom deserved for the universities. But
at the same time, the greek Constitution refers also to the state control upon the uni-
versities which is carried on by the Minister of Education. The need for state control
results primarily from the fact that, according once more to the greek Constitution, uni-
versities are state-financed institutions. As in most countries, the equilibrium between
university autonomy and state control is quite a difficult affair and causes many prob-
lems and frictions in the relations between the universities and the government.

Furthermore, according to the greek Constitution, university studies are free of
charge. This is a principle which accounts for the lack of any kind of fees for the greek
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3.3 Financing of
universities and
financial manage-
ment issues

students. Nevertheless, the most recent legislation provides for the possibility of setting §
fees at least for postgraduate studies. It must be noted, anyway, that the stipulation of §
Constitution for university studies free of charge is usually translated as leading to a free of |
charge situation concerning many other issues, like textbooks, accommodation and food.

Finally, the greek Constitution stipulates that university education is public anq
only be offered by the state. As a result, there is no possibility for private universitieg |
to be established in Greece. Nevertheless, such discussions do occur in Greece and it
must be noted here that the need for establishing private universities is an aspect g
already strongly supported by the conservative party.

At this very point, we have to refer to a quite interesting as well as alarming phe. |
nomenon in Greece. In spite of the constitutional explicit restrictions, a large number of
private schools in Greece claim that they offer courses at university level, but their degrees §
are not recognised as university ones by the greek state. Indeed, these private schools do §
not meet the minimum typical (legal) or essential (qualitative) requirements for provid- §
ing university-level courses. Nevertheless, they have developed contractual cooperations =

with universities in other countries, aiming to the establishment of indirect pathways for §

the recognition of their courses through the recognition of the courses of the cooperating *f
foreign universities. The insist of the greek state in refusing to legalize these indirect path-
ways has already raised some kind of tensions between the greek state and the Furopean
Court of Justice. It is clear that this complicated problem has arisen mainly by the prompt- *f
ness of foreign universities to develop contractual cooperations with all these private 3
schools, ignoring both the greek legislation and the minimum guarantees for quality.

As mentioned already, universities are financed mainly by the state. State
financing is provided to the universities in three parallel ways: The first one covers 8
directly the needs of the universities for personnel salaries, the second one is
provided to the universities on a lump-sum basis and purposes to meet their needs for 3
functional expenses, and, finally, the third one is provided fo the universities on an &
earmarked basis and purposes to fill their capital needs. :

In Table 6.1 (Appendix 6), the analysis of the overall expenditure of DUT is given, &
refering to the above three major shares of state financing to the universities together &
with the outside funding of research projects. The allocation of state funding to uni-
versities (concerning only financing for current functional expenditure) is shown for
1995 in Table 2.1 (Appendix 2). From this Table, one can conclude that this allocation
follows very slightly the rates of student population. In fact, we must point that there
is not any system of allocation criteria for state funding in Greece.

The next critical question as regards financing has to do with the balance between
financial control and financial autonomy, as this balance determines the effectiveness,
the efficiency and the flexibility of financial management. The situation is rather copli=

cated. Universities have to allocate the government funding through setting up their oW &g

budget. The budget of each university has to be approved then by the Ministry 0
Education and by the Ministry of Economics. This procedure accounts for a first delay fo
the university’s budget to be fully activated, which sometimes extends to the end of Juné:

After this final approval, universities have to make additional allocations of addf?
tional funding given to them during the year, which may in turn cause appropriate ¢
allocations. These additional allocations or re-allocations can be done easily, withoUs
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3.4 Specific issues
for financial
management

(S

beaurocratic rigidities and delays, only if they do not concern salaries of any kind of per-
sonnel. Otherwise, the same time-consuming procedure will have to be followed again.

The state control restrictions do not exhaust with the budget procedures. They ex-
ceed also to the financial management procedures, as every expense has to be controlled
afterwards by the regional or local economic authorities and as every provision of lar ge
scale equipment has to follow stringent and time-consuming processes. One of the main
regulations posed by the law 2083 (par. 3.1 above) was the significant increase of the lim-
its for equipment provisions to develop with more flexible and relatively rapid processes.

The above refer to the part of financing concerning only current functional
expenditures. Things become even worse, concerning financing for capital expendi-
ture which is usually given to the universities at late September each year. The prob-
lem of efficient absorption of capital funding is quite obvious. Therefore, the Ministry
of Education has approved the transfer of remaining amounts to the next year. This is
a necessary regulation, which on the other hand makes any kind of short-term plan-
ning practically impossible.

Apart from the above system of financing and financial management of universi-
ties under a more or less strict state control, we have to mention three other comple-
mentary systems aiming to the establishment of flexible, effective and efficient mecha-
nisms for financial management as regards research funding coming from outside fun-
ders together with outside funding for entrepreneurial activities or for the supply of
highly qualified scientific or technological services provided by the universities either
to the public or the private sector. The above constitute another significant financial
resource for universities, the importance of which depends on the scientific nature of
the university and its faculties.

On the other hand the above activities of the universities demand for flexible,
effective and efficient mechanisms for financial management. This necessity has
resulted to the establishment of the three parallel and complementary mechanisms for
specific financial management for specific cases.

The first one of them is the independent system of financial management as
regards research funding coming from outside funders. This system operates through
the so-called research committee of each university, the responsibility area of which
has been extended recently to activities much wider than simply research activities.

The second mechanism is the company for the management of the property and
the holdings of the university. This is a business-type institution which belongs to the
university and operates under the control of the senate. This company operates in free-
market terms and it aims to the better use and the increase of the institution’s proper-
ty and other resources.

The third mechanism refers to the possibility of the universities to establish
research institutes associated with one or more of their faculties. These institutes
operate under financial management terms independent of the strict state control
described in the previous par. 3.3. The development of research institutes provide uni-
versities the ability for systematizing their research activities in the relevant fields. We
must refer specifically in this point to the rationale of the legislation concerning
research institutes. This rationale has to do with the necessity for systematizing research
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3.5 Academic

structure

3.6 Personnel
structure

L P

Democritus Unzversily of Thrace

activities principally in multidisciplinary or interdisciplinary scientific areas whic},
cannot have any reference to existing academic or operational structures (sectors, lah.
oratories etc.) and, therefore, it has not to do with practices of research isol:iu‘.i.;m1
segregation or entrenchment.

The existing frame-law for the greek universities stipulates for four distinct levels
of academic structure in the interior of the university. These four levels are as follows:

® [nstitution
® School
® Faculty
® Sector

Faculties correspond to a university discipline area and are the principal aca.
demic units in each university. They provide the corresponding graduate degree and *
they are also the academic units where the posts of the main teaching personnel belong,

Faculties are divided into sectors corresponding to smaller and distinct parts of the
major scientific discipline of the faculty if the faculty’s discipline area is adequately wide
and if the population of the faculty’s main teaching personnel is sufficiently large.

Faculties covering relative discipline areas may constitute a school, which has
mainly coordinating responsibilities and authorities to its faculties.

The teaching and research activities of a faculty or a sector may be grouped and
concentrated in even smaller operational (not academic) units, the so-called laborato-
ries (or clinics in the case of medicine).

The responsibility for setting up new academic units (universities, schools, facul-
ties, sectors) and for renaming, merging, splitting or closing existing academic units
belongs to the Ministry of Education.

According to the greek legislation, the university personnel consists of the fol-
lowing three major categories: a) the teaching staff, b) the administrative staff and c)
the special administrative and technical staff.

The teaching staff consists of the following categories: a) the main teaching staff |

(i.e. all those possessing posts at the levels of professor, associate professor, assistant

professor and lecturer), b) the visiting teaching staff (who normally have a PhD but who |
collaborate with the university in a temporary and contractual basis), ¢) the assistant
teaching staff (who do not own a PhD or who are preparing their PhD), d) special
teaching staff (who do not own a PhD and who are teaching quite special subjects, such
as foreign languages, fine arts or subjects related to physical education), and &
€) seconded staff from other educational levels (who support the main teaching staff). 3
In most cases teaching activities of a faculty are assisted by main teaching staff be-
longing to other faculties of the university.

The members of the main teaching staff form a single body with the mentioned_ '

four levels. Only the members of the two upper levels (professors and associate profes- 3

sors) are elected in permanent (tenured) positions. The opportunity for promotion

—
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within the four levels depends on the level, but the whole situation is fluid as new
regulations are under discussion now by the Ministry of Education.

The administrative staff carries out the whole administration of the university
both in centralized and in decentralized level (Appendix 4). Decentralization is meant
both in terms of geographical decentralization of the central administration fun-
ctioning and in terms of administrative support of the activities of the faculties (i.e. the
secretariats of the faculties).

The category of the special administrative and technical staff is solely oriented to
the direct and close administrative and technical support of the very teaching and
research activities in a faculty.

Specific reference has to be done on the control set by the Ministry of Education
on the personnel policies of the universities. There is full autonomy for each faculty as
regards the selection of its academic staff of all levels and also the determination of the
scientific area of each post to be filled and the planning for human resources. But, the
Ministry of Education has the authority to determine the number of posts to be filled
every academic year for each faculty and for each university.

Furthermore, the Ministry of Education has also the authority of the appointment
of the academic staff selected by the faculties, after the completion of the legal control
of the process which was followed from each faculty for every single case. Briefly
speaking, the universities deserve full autonomy for the academic side of the selection
process, but the Ministry of Education has complete control on the economic and legal
side of the selection and appointment process.

As already mentioned (par. 3.1 above), the frame-law 1268 has established the
values and the principles of democracy, collective participation, accountability and
transparency for the greek universities. These values and these principles reflect
obviously the regulations concerning decision-making and leadership.

Fach academic unit has its own leadership and decision-making structure. There
is an hierarchical relation between the four levels of academic structure concerning
leadership and decision-making, with the institution lying at the top and with the
sector lying at the base. But it must be mentioned once more that in this hierarchical
series the roles and the responsibilities of the school are simply coordinating for the
faculties which constitute the school.

The structure of leadership and decision-making in the above four levels of
academic structure can be described according to the following scheme:

AUTHORITY

ACADEMIC LEVEL
FACULTY

INSTITUTION SCHOOL SECTOR

President Director

Governance/
Leadership

Rector Dean

(+two Vice-Rectors)

(+Deputy President)

Decision-Making
(superior/major)

Senate

General Assembly

General Assembly

General Assembly

Decision-Making
(inferior/minor)

Rectorate Council

Deanery Council

Governing Council

Executive

Recrorate Council

Deanery Council

Governing Council

B
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The rector and the two vice-rectors are elected as a rectorate triad for a three_ |
year mandate by an electoral body, consisting a) of all the members of the main teac},.
ing personnel of all the faculties, b) of representatives of undergraduate students in 5
percentage of 80% of the population of category (a), and c) of representatives of all the.
other categories of personnel in a percentage of 25% of the population of category (a).

The president of the faculty is elected for a two-year mandate by an electorg]
body, consisting a) of all the members of the main teaching personnel of the faculty, by
of representatives of undergraduate students in a percentage of 80% of the populatiop
of category (a), and c) of representatives of all the other categories of personnel in 3
percentage of 15% of the population of category (a).

The dean of the school is elected for a three-year mandate by an electoral body,
consisting of the electoral bodies for the election of the presidents of all the faculties
constituting the school.

Finally, the director of the sector is elected for an one-year mandate by the
general assembly of the sector.

The senate of the university consists of the following members: a) the rector and
the two vice-rectors, b) the deans of all the schools and the presidents of all the fa-
culties, ¢) one representative of the undergraduate students of each faculty, d) two 3§
representatives of the postgraduate students of the institution, €) four representatives -
of all the other categories of personnel and f)six to eight representatives of the main |
teaching staff belonging to levels other than the level of professor.

The rectorate council of the university consists of the rector, the two vice-rectors,
one representative of the students of the university and the registrar / secretary gene- |
ral of the university.

The general assembly of the faculty consists a) of all the members of the main
teaching staff of the faculty up to the number of 40, b) of representatives of under-
graduate students in a percentage of 50% of the population of category (a), and ¢) of
representatives of postgraduate students in a percentage of 15% of the population of
category (a).

The governing council of the faculty exists only in the case of faculties which are §
divided to sectors and consists a) of the president and the deputy president of the &
faculty, b) of the directors of all the sectors, c) of two representatives of undergraduate
students and d) of one representative of postgraduate students.

The general assembly of the school consists of the general assemblies of all the
faculties of the school.

The deanery council of the school consists of the dean of the school, the presi-
dents of the faculties and one representative of the undergraduate students of each
faculty.

The general assembly of the sector consists of all the members of the main
teaching staff of the sector, of two to five representatives of undergraduate students §
and of one representative of postgraduate students.
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3.8 Teaching and
learning

3.9 Duration of
studies

3.10 Access to
higher education

The academic year in the greek universities is organized in a two-semester basis.
The courses of the undergraduate study programmes are therefore organized in
semester-basis too.

Each faculty offers the corresponding graduate degree. Furthermore, a graduate
degree may hold distinct specializations, if this is allowed or imposed from the disci-
pline of the corresponding faculty.

The responsibility for undergraduate study programmes is deserved absolutely
to the faculties, without any superior control at all either at institution level or at
government level. This responsibility concerns curriculum, credit units and distribu-
tion of teaching load as well.

As mentioned before, the degrees offered by the greek universities reflect direct-
ly the names of the corresponding faculties. Therefore, the responsibility of the
Ministry of Education for the establishment and the naming of faculties (par. 3.5
above) reflects also to its responsibility for the definition of the degrees offered by the
corresponding faculties. Similar responsibility of the Ministry of Education exists also
for the determination of specializations within a programme of study.

On the other hand, the establishment of pestgraduate study programmes in the
several faculties has to be approved firstly by the senate and secondly by the Ministry
of Education.

Furthermore, the faculties and especially the teachers of each course have the
absolute responsibility for the didactic approaches used (methods and practices), both
in undergraduate level and in postgraduate level.

Studies leading to a first degree in the greek universities last at least four years for
the majority of disciplines, five years for the disciplines of engineering, for a number
of applied disciplines (agriculture, forestry, dentistry, veterinary, pharmacy) and for
the disciplines of arts (music, theatre, plastic arts), and six years for medicine.

Postgraduate studies leading to a diploma (equivalent to master’s degree) last at
least one year, while the whole process for obtaining a PhD lasts at least three years.

Access to higher education in Greece is ruled by the principle of numerus clausus.
The number of new entrants to be accepted in each faculty of each university every year
is determined by the Ministry of Education. Legislation stipulates for the submission of
relevant proposals by the universities, but these proposals are rarely taken into account
by the Ministry of Education. In fact, another body intervenes between the universities
and the Ministry of Education. This is the National Council of Education (par. 3.11
below), which has never played its role as a body of documentation and analysis for the
estimation of the real needs of the society and the real capacities of the universities.

Entrance to higher education institutions (both universities and TEIs) follows a
process of national examinations. The success of the candidates in these examinations
and their entrance to a faculty results as a combination of their score in the examina-
tions, of their preference to the several faculties and of the number of places available
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in each faculty of each institution. Anyway, we must add at this point that a few dayg
ago the new Minister of Education opened once more the floor for discussions on the.
possibilities of free entrance to the universities.

3.11 National The National Council of Education was legislated on June 1995. It then replaceq
Council of two distinct Councils, i.e. the Council of Higher Education (related to the universities) E
Education and the Council of Technological Education (related to the TEIs). Those two Councilg

were established on 1982 and 1983 respectively, but their operation was far from being :
effective, with small positive time intervals.

The new National Council of Education is scheduled to operate both in central. §
ized and in decentralized level, decentralization referring to the various levels of edy. f
cation. Legislation deserves for the new Council major responsibilities concerning the
issues of educational planning, educational documentation, quality evaluation, allo. |
cation of resources etc.

Although it has a quite significant role to play for the improvement of the greek
educational system, the National Council of Education has not started to operate even
18 months after its establishment. The relative prospects are rather vague, as the new |
Minister of Education has not yet clarify his intentions. i
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APPENDIX 4

THE STRUCTURE
OF DEMOCRITUS UNIVERSITY OF THRACE
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4.1.1 Faculties -
Schools - Sectors

4.1.2 Duration of
undergraduate
studies

THE STRUCTURE OF DEMOCRITUS UNIVERSITY OF THRACE
4.1 ACADEMIC STRUCTURE

Democritus University of Thrace (DUT) consists of 11 Faculties dispersed to the
three capital cities of Thrace as follows. In brackets is given the academic year at which,
the first students entered the corresponding Faculty. '

Xanthi

1. Faculty of Civil Engineering (1974-75)
2. Faculty of Electrical and Computer Engineering (1975-76)
3. Faculty of Environmental Engineering (1995-96)

The above three Faculties form the School of Engineering.

Komotini

. Faculty of Law (1974-75)

- Faculty of Physical Education and Sport Science (1984-85)
- Faculty of History and Ethnology (1991-92)

. Faculty of Greek Literature (1995-96)

. Faculty of Social Administration (1996-97)

O B 00 KD

The above Faculties of Law and Social Administration are going to form the
School of Law and Social Sciences. The relative proposal has not yet been
approved by the Ministry of Education. '

Alexandroupolis

1. Faculty of Medicine (1985-86)
2. Faculty of Primary Education (1986-87)
3. Faculty of Pre-Primary Education (1987-88)

The above Faculties of Primary Education and Pre-Primary Education are going | |
to form the School of Education. The relative proposal has not yet been approved f
by the Ministry of Education. |

|

The division of DUT's faculties into sectors, as well as the details of all the struc- &

tural characteristics of the faculties of DUT, are given in the attached Table 4.1.

Further on, the overall picture of the faculties of DUT and their distribution to the
three cities of Thrace are also given in the relative Organigram (p.79).

The duration of the undergraduate study programmes offered by the Faculties of
DUT is 6 years for the Faculty of Medicine, 5 years for the Faculties of the School of
Engineering and 4 years for the rest Faculties.
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1.1.3 Specializations Only three Faculties of DUP offer graduate degrees with distinct and official spe-
f the graduate cializations. The first one is the Faculty of History and Ethnology, which offers one
legrees specialization in history and one in ethnology. The second one is the Faculty of Greek

Literature, which offers one specialization in ancient greek literature and one in
byzantine and modern greek literature. The third one is the Faculty of Social
Administration which offers one specailization in social administration and policy and
one in social work.

1.1.4 Postgraduate Concerning finally the postgraduate study programmes, there exist only two such

itudy programmes courses, one for the Faculty of Electrical and Computer Engineering leading to a PhD
in electrical and computer engineering, and one for the Faculty of Physical Education
and Sport Science, leading to three postgraduate diplomas, one in coaching, one in
curriculum and instruction and one in health and recreation and to a PhD in physi-
cal education and sport science. All the postgraduate diplomas of the greek universities
are equivalent to master’s degrees.

Of course, every Faculty of DUT offers a PhD in the corresponding scientific field,
even if there do not exist formal postgraduate study programmes in this Faculty.

4.1.5 Research The Senate of DUT has already submitted to the Ministry of Education six pro-

institutes posals for establishment of research institutes associate to the faculties of the University.
According to the greek legislation, a research institute established in a university may
be associated with one or more faculties of the institution. The titles of the research
institutes proposed by DUT, as well as the faculties with which they will associate, are
shown below in Table 4.1.

¢4.1.6 Other DUT is the only greek university where an international research centre has been
ncademic units established. It is the International Research Centre for Complexity and Chaos which
will be located in Xanthi, been associated with the School of Engineering.

Further on, the Senate of DUT has submitted two other proposals to the Ministry
of Education, concerning initiatives quite innovative for the greek reality. The first one
refers to the establishment of the first trans-european faculty in Greece (Trans-
European Faculty of Biology) and the second one refers to the establishment of a
Centre for Orthodox Studies.

4.2 ADMINISTRATION STRUCTURE

4.2.1 Central The act for the new administration structure of DUP has not been approved yet by
administration the Ministry of Education. Therefore, the administration of the University is still opera-
mechanism ting according to the existing old structure. Anyway, as the approval of the new structure

is expected at any moment, it is this new structure to be presented in the present
Appendix. The shape of this structure is shown below in the relative Organigram (p.81).

The central administration mechanism consists of five directorates in the follo-
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4.2.2
Decentralization

4.2.3 Staffing
policies

4.2.4 Head of the
administration

4.2.5 Authority
of the Rector

wing fields of responsibilities: a) personnel management, b) academic affairs, ¢) finay,

cial management, d) technical affairs and e) development and planning. The first three

of the above directorates constitute the General Directorate for Administratiy,
Modernization while the other two constitute the General Directorate for Plannip

and Development. This second General Directorate has authority also for the

Computing Centre and for the Publishing Centre of DUT.

Each directorate is divided to sections, which are the fundamental administratioy

units according to the greek system of public administration. Except of the sectiong -
belonging to the directorates, there are also a number of independent administration
units which are hierarchically equivalent to sections. These independent units are

shown in the above mentioned Organigram.

The dispersion of the University?s activities to three cities is one of the major prob. of
lems for the administration mechanism as well. The central administration mechanism *f

18 located in Komotini, but there are also a number of decentralized units (annexes)

situated in Xanthi and in Alexandroupolis. These units are equivalent to sub-direc.

torates, corresponding to each directorate except than the Directorate for
Development and Planning which has no decentralized units.

The secretariats of the faculties are specific cases of decentralized units. These ©

units are equivalent to sections and they all belong to the Directorate for Academic
Affairs which has the authority for coordinating them.

Tables 5.8 and 5.9 (Appendix 5) present the picture of current staffing of the
existing administration units of DUT. This picture is not expected to be significantly affect-

ed by the establishment of the new structure. As one can easily conclude from those two
Tables, the annexes of central administration in Xanthi have already a satisfactory level

of staffing. Unfortunately, this is not the case with the annexes in Alexandroupolis. This

inequality is due to the fact that the operation of the first faculties in Xanthi and Komotini
began about ten years earlier than the operation of faculties in Alexandroupolis.
Furthermore, the period after 1985 in Greece was characte-rized by stringent restrictions
to the appointments of administrative staff in the public sector, and this policy affected
universities as well. Therefore, adequate staffing was not possible for Alexandroupolis dur-

ing this period in order to balance the whole situation. On the other hand removals of

administrative staff from one city to the other are not attainable at the present.

The head of the administration in each university has the title of the Registrar.
This title has replaced at 1982 the previous title of the Secretary General. This replace-
ment occurred for quite conventional reasons, since the responsibilities and the
authorities of the two positions are almost the same. Therefore, both the two titles are
used in the greek universities.

It 1s needles to add at this point that the overall administration mechanism,
together with the administrative staff (the Registrar / Secretary General included), is
under the supreme authority and control of the Rector.
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TABLE 5.4

NUMBER OF PhDs IN DEMOCRITUS UNIVERSITY OF THRACE
FROM ACADEMIC YEAR 1991-92 UP TO ACADEMIC YEAR 1995-96

NUMBER NUMBER MAIN RATIO
OF PhDs OF PhDs TEACHING | OF MAIN
FACULTIES PRODUCED | PRODUCED STAFF TEACHING
BETWEEN PER YEAR IN THE STAFF :
1991 AND 1996 BEGINNING | PER PhDs |
OF 1995-96 PER YEAR 5
CIVIL ENGINEERING 10 2.0 41 90,5 :
ELECTRICAL AND COMPUTER ENGINEERING 10 2,0 43 91,5 1
ENVIRONMENTAL ENGINEERING 0 0,0 0 . 3
LAW 16 5,2 45 14,1 a4
PHYSICAL EDUCATION AND SPORT SCIENGE 12 24 16 6,7 1
HISTORY AND ETHNOLOGY 0 0,0 15 -
GREEK LITERATURE 0 0,0 0 =
SOCIAL ADMINISTRATION 0 0,0 0 =
MEDICINE 72 144 64 14
PRIMARY EDUCATION I 0,2 19 05,0
PRE PRIMARY EDUCATION _ 0 0,0 10 -

b s e
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APPENDIX 7

INFRASTRUCTURE AND BUILDING PROGRAMME
OF THE UNIVERSITY
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INFRASTRUCTURE AND BUILDING PROGRAMME
OF THE UNIVERSITY

In the campus of Xanthi, some of the activities of the Faculty of Environmenta|
Engineering are already installed, but in temporary installations. In the same campus,
the student hall of residence is already operating in its permanent installations, bug
with prospects for further evolution. The activities of the other two and older faculties
in Xanthi (Faculty of Civil Engineering and Faculty of Electrical and Computer
Engineering) are still concentrated in a cluster of buildings inside the urban area of
Xanthi. In the same cluster are still installed the Library of the School of Engineering
and the Computing Centre of DUT.

In the campus of Komotini, only the activities of the Faculty of History and
Ethnology and the Faculty of Greek Literature are now installed but not in their per-
manent buildings. In the same campus, the student hall of residence is already operat-
ing in its permanent installations, but with prospects for further evolution too.
Furthermore in the campus of Komotini is already operating the central amphitheatre
of the University which is also used for the official ceremonies. In a separate smaller
campus, the sport centre (both open and closed spaces) of the University is located
together with the installations of the Faculty of Physical Education and Sport Science.
Finally, the activities of the oldest (Faculty of Law) and the youngest (Faculty of Social
Administration) faculties operating in Komotini are concentrated for the present to the
old buildings inside the urban area of Komotini.

The situation in Alexandroupolis is even more complicated. The first laboratories
of the Faculty of Medicine are in the process of transportation to their permanent -
installations at the campus area. But, the clinical activities of the Faculty are still &
remaining in the cluster of buildings of the existing Prefectural Hospital at the urban =
area of the city, as the buildings of the University Hospital at the campus area are
expected to be completed at about 2000. Therefore, for the next 3 years at least, the
students of the Faculty of Medicine will have to move continuously between the
Prefectural Hospital and the campus (separated by a distance of about 5 kms.), given
that the central amphitheatre of the Faculty of Medicine is also ready for operation at
the campus area. Concerning finally the activities of the two Faculties of the School of
Education. they are still installed temporarily in university-owned buildings in a place
sited in the middle of the distance between the campus and the urban area of the city. :

Tt s P

A concise picture of the situation of the infrastructure of DUT (including every
kind of buildings) is presented in the following Table 7.1, together with the medium-
term (up to 2000) and the long-term (up to 2010) prospects of completion of the exi-
sting building programme. We have to repeat at this point that the time limits set for
the completion of the above programme depend primarily on the rates of financing by
the Ministry of Education. In the same Table the corresponding analogies of builded
surface per student are given too.

v Th

™ e

From this Table, one can easily notice the differences concerning the rates of evo-
lution of the building programme of DUT among the three cities. These differences
must be attributed mainly to the the different time at which the several Faculties were
established or began to operate. Indeed, DUT was operating for ten years (from 1974
up to 1984) with its first three Faculties (the two older Facutlies of School of
Engineering at Xanthi and the Faculty of Law at Komotini). The technological nature
of the Faculties at Xanthi affected, as it was expected, the much more rapid growth of

P bo-im sk iadl
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the building programme at Xanthi. On the other hand, the delay, concerning the
development of the relevant building programme for the Faculty of Medicine at
Alexandroupolis, was further lengthened due to disagreements as regards the area at
which the premises of the Faculty were to be built.

Finally, we have to note the mixed nature of the ownership basis of the buildings
used at the present by DUT inside the urban area of each city. There are a number of
buildings which are owned by DUT, but there are also a number of buildings which are
either rented by the University or are offered for use to it by their owners on a tem-
porary basis. The future situation of the buildings of the second category (rentings or
temporary offerings) constitutes one of the concerns of the University, as they are the
only possibilities for effective interference of the University in the urban tissue of
each city.

TABLE 7.1

INFRASTRUCTURE OF DEMOCRITUS UNIVERSITY OF THRACE
(PRESENT SITUATION AND FUTURE PROSPECTS)

XANTHI KOMOTINI | ALEXAND- TOTAL
ROUPOLIS

Existing builded surface $9.924 46.048 14,860 100.832
Surface of buildings under construction 2.050 30.647 {0 32.697
Surface of future buildings under designing 82.053 128.485 61.249 271.787
Builded surface after the completion of current constructions 41.974 76.695 14.860 133.529
(at about 2000 ?)
Builded surface after the completion of the overall building 124.027 205,180 76,109 405.516
programme (at about 2010 ?)
Number of students (1995-96) 1.602 4.117 1.003 6.722
Number of students (2000-01) 1.800 5.200 1.200 8.200
Existing builded surface per student 249 12 14,8 15,0
Builded surface per student alter the completion of current 23.3 14,7 12,4 16,3
constructions
Builded surface per student alter the completion of the overall 68,9 39,5 65,4 19,4
building programme

Notes:

1. All amounts are given in m’.

2. It must be noted that the builded surface of the University Hospital, which is already under
construction, is not included in the corresponding amounts for Alexandroupolis.

3. The analogy of builded surface per student after the completion of the overall building programme
is deduced on the assumption that the number of students in the three cities will remain constant
after 2000.
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APPENDIX 8

OUTLINE OF THE TRIPTYCH
“PLANNING - REVIEW - EVALUATION”
AS ILLUSTRATED IN THE REGULATION
OF THE UNIVERSITY
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8.1 Planning

8.2 Committees
for Planning and
Evaluation

OUTLINE OF THE TRIPTYCH “PLANNING - REVIEW - EVALUATION"
AS ILLUSTRATED IN THE REGULATION OF THE UNIVERSITY

The overall activities and the development of DUT are carried out through the
establishment and the implementation of a planning process.

The above planning process is evolved in three different but successive time-
lengths:

® The short-term planning covers only one academic year and has more or less func-
tional characteristics. Short-term planning is tightly connected to the annual budget
of the University.

® The medium-term planning covers a period of three years and it may be considered
as having somehow operational characteristics, linked to the three-year mandate of
the rectorate.

® The long-term planning covers a period of at least ten years and obviously has
exclusively strategic characteristics.

The whole planning process deals mainly with the following issues:

® The evolution of the academic profile of the University.

® The development of postgraduate programmes.

® The definition of major research priorities.

® The development of human capital of the University, including personnel and stu-
dents.

® The growth of University’s infrastructure.

® The search for additional financial resources.

® The allocation of resources within the University.

® The effective interaction between University and its socioeconomic environment.

® The development of international activities and cooperations of the University.

Planning process takes place both in institution and in faculty levels. The develop-
ment and activity plan of the University must take into account the relative plans of
each Faculty, while the development and activity plans of the Faculties must adapt to
the directives and the general orientation given through the University’s plan.

The responsibility for the design of the draft plans, for the continuous supervision
and control as regards the effective and efficient implementation of the approved
plans, and for the follow-up of the overall planning process belongs on the one hand
to the Central Committee for Planning and Evaluation (CCPE) for the University as a
whole, and on the other hand to the decentralized Committees for Planning and
Evaluation (CPE) for each one of the several Faculties. The above Committees operate
in permanent basis. The members of CCPE are assigned by the Senate of the
University, while the members of each CPE are assigned by the General Assembly of
the corresponding Faculty.
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8.3 Review The process of the design and approval of any kind of new plans (short-, medium. Hh
or long-term) and at any level, comes immediately after the completion of the process i
of reviewing the corresponding plan for the immediately previous time period. -
£

.II__“\.-

The Review Report is drawn up by the Rector of the University or by the Presiden
of the Faculty respectively, and is submitted to the corresponding body (Senate of the -
University or General Assembly of the Faculty), which is then invited to discuss the con- ‘1
tent of the Review Report. There is no provision for approval of the Review Reportbur  @E-
its conclusions should be taken into account for the preparation of the relative plans for
the coming time period. In any case, the draft Review Report with the appropriate do-
cumentation is prepared by the corresponding Committee for Planning and Evaluation,

L

o |

s
ne

The major conclusions to be deduced from the Review Report refer mainly to the l
feasibility of the content of the corresponding plan and the fulfilment of the necessary

T

requirements for the success of the corresponding plan. From these analyses, useful g -
conclusions can be drawn for designing the plans for the next time period. by
L ®
Furthermore, from the Review Report useful conclusions may be drawn as 7
regards the extend to which every factor involved in the university functioning (author-  §§
ities, decision making bodies, other executive bodies, administration services and even by
. £ 5w . i . + £ 3
every individual member of the university community) met successfully the relative 87 .
obligations deriving from the content of the corresponding plan and contributed effec- 1"
. 3 g Y - . L]
tively to its proper implementation. In other words, the Review Report gives a mea- 385 »
sure of the responsibility and the accountability of each one of the above factors. 7
5 )
B
-
8.4 Evaluation The processes of planning and reviewing are integrated only through the process & ';
of evaluation, which consists mainly in the codification, systematization and assess- 4
ment of the conclusions of the Review Report, concerning on the one hand the char- oy E
acteristics of the corresponding plan as such and on the other hand the elements of "
responsibility and accountability of each factor involved in the university functioning !
accor-ding to the previous paragraph.

The authority for the above evaluation process belongs to the corresponding
Committee for Planning and Evaluation, which draws up its Evaluation Report and
submits it to the respective decision-making body, where it is discussed together with the 83
Review Report. The Evaluation Report, together with the detailed minutes of the rela- !
tive session of the Senate of the University or of the General Assembly of the Faculty,
constitute the Official Evaluation Document for the corresponding time period.

The elements of the Evaluation Reports and of the Official Evaluation Documents
are taken into account in the cases of allocation of resources (both financial or human) 3 = J
within the University as well as in the cases of setting internal priorities in institution i~
or in faculty level. h

b
Further on, the Senate of the University and the General Assemblies of the ol
Faculties can proceed to the establishment of systems of evaluation criteria and perfor- : '*J

mance indicators in order to achieve quantitative equivalence of the qualitative results )
of the overall evaluation process. The corresponding Committees for Planning and = &
Evaluation have again the authority for the preparation of the relative proposals in con- g 145
Junction with the appropriate documentation and with proper application studies. g
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REPORT 1

TYPICAL AGENDAS OF THE SENATE’S SESSIONS

519th SESSION OF SENATE / 17.12.96

. Statements and information announcements.
1.1 Statements and information announcements by the Rector and the Vice-rectors.
1.2 Statements and information announcements by other members of the Senate.

2. Organizational issues.

2.1 Approval of the minutes of previous sessions of Senate.

2.2 Designation of the DUT’s representative to the Advisory Committee of the Centre
for Study and Development of Hellenic Civilization at the Black Sea Countries.

3.  Strategic planning and policy issues.

3.1 Discussion on the proposals for the establishment of School of Humanities.

3.2 Discussion on the role of School of Education and of Research Institute for Mul-
ticultural Education in DUT, as regards the education and training processes of
greek muslim teachers for the primary education minority schools in the region of
Thrace.

3.3 Discussion on the Faculties” opinions concerning the prerequisites for enrolment
of foreign students in DUT.

3.4 Discussion on the remaining articles of the University’s Regulation.

Internationalization affairs.

I Discussion on the Socrates Programme and the european profile of DUT.

2 Discussion on the content and the principal directions of the European
Commission’s White Paper for Education and Training.

4.3 Discussion on the perspectives concerning the European Commission’s 5th =8

Framework Programme for Research and Technological Development. :
44 Discussion on the content and the principal directions of the European
Commission’s Green Paper for Education, Training and Research.
4.5 Discussion on the European Commission’s Programme TEMPUS-PHARE.

B
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6.2

7.2

8.2
8.3

10.

Academic affairs.
Allocation of teaching load for the Faculty of Greek Literature.

Personnel affairs.

Approval of personnel leaves:

6.1.1 Leaves of absence for personal reasons.

6.1.2 Sick leaves.

Public announcement for filling vacant posts of main teaching staff at the Faculty
of Social Administration.

Financial affairs.

Funding of Postgraduate Study Programme of Faculty of Physical Education and
Sport Science from DUT’s budget.

Approval of the sixth modification of the DUT's budget for 1996.

Discussion on the report of state financial control exerted upon DUT?s Research
Committee for the 1995 financial management.

Technical affairs.

Interruption of construction of temporary buildings for the Faculty of Social
Administration.

Approval of intermediate or final stages of several technical works.

Assignment of several technical works (designing or constructions) to the officia-
lly selected contractors.

Issues proposed by Schools, Faculties, Committees etc.

Other issues.

520th SESSION OF SENATE / 23.01.97

4.2

Statements and information announcements.
Statements and information announcements by the Rector and the Vice-rectors.
Statements and information announcements by other members of the Senate.

Organizational issues.

Approval of the minutes of previous sessions of Senate.

Replacement of the Head of the School of Engineering Library Committee.
Current functional problems at the Computing Centre of the University.

Strategic planning and policy issues.

Discussion on the Faculties” proposals for the numbers of new entrants for the
next academic year 1997-98.

Discussion on the Faculties’ opinions concerning the prerequisites for enrolment
of foreign students in Democritus University of Thrace (postponed from the 519th
session),

Discussion on the remaining articles of the University’s Regulation.

Personnel affairs.

Approval of personnel leaves:

4.1.1 Leaves of absence for personal reasons.

4.1.2 Sick leaves.

Public announcement for filling vacant posts of main teaching staff of the Faculty
of Greek Literature.
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. Student affairs.
5.1 TFree food conditions for students.
5.2 'Transfer of the responsibility of students’ refectory at Alexandroupolis from DUT
to the National Institution for Youth.
5.3 Discussion on Rector’s proposals concerning solemnity and upgrading of the
graduation ceremonies.

6. Financial affairs.

6.1 Approval of the budget of DUT for 1997.

6.2 Discussion on the new legislative framework for the salaries of universities’ main
teaching staff.

6.3 Discussion on requests submitted by several categories of personnel concerning
the provision of allowances.

7. Technical affairs.

7.1 Discussion on the needs of the Faculty of Environmental Engineering concerning
the educational buildings and other premises.

Approval of intermediate or final stages of several technical works.

Assignment of several technical works (designing or constructions) to the official-
ly selected contractors.

~J ~J
0o N

8. Issues proposed by Schools, Faculties, Committees etc.

9. Other issues,

521st SESSION OF SENATE / 20.02.97

1. Statements and information announcements.

I.1 Statements and information announcements by the Rector and the Vice-rectors.
1.2 Statements and information announcements by other members of the Senate.

2. Organizational issues.

2.1 Approval of the minutes of previous sessions of Senate.

2.2 Designation of the main speaker at the celebration ceremony for the national ho-

liday of the 25th of March.
2.3 Organization of a honorary ceremony for Prof. K. loannou.

. Strategic planning and policy issues.

3.1 Discussion on the Rector?s proposal for the geographical expansion of DUT.

3.2 Discussion on the proposals of the Minister of Education concerning reforms of
the greek educational system.

3.3 Discussion on the proposal for the establishment of the Centre for Orthodox
Studies in DUT.

3.4 Discussion on the remaining articles of the University’s Regulation.

4. Internationalization affairs.
4.1 Grants for scientists originating from the Balkan States.

5. Institutional management affairs,

5.1 Recomposition of the temporary General Assembly of the Faculty of Social Admi-
nistration.
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8.
8.1
8.2

9.4

10.

Personnel affairs.

Approval of personnel leaves:

6.1.1 Leaves of absence for personal reasons.

6.1.2 Sick leaves.

Public announcement for filling vacant posts of main teaching staff at the Faculty
of Greek Literature (postponed from the 520th session).

Public announcement for filling vacant posts of main teaching staff at the Faculty
of Environmental Engineering.

Establishment of vacant posts of main teaching staff for the Faculty of History and
Ethnology.

Transfer of administrative personnel to the University from the Company for the
Management of the Property and the Holdings of the University.

Recomposition of the board for administrative personnel official affairs.

Legal control and legal affairs.

Legal control of the enrolment of students in the Faculty of Medicine.

Discussion on a legal opinion concerning the designing of the new buildings of the
Faculty of Medicine.

Student affairs.

Free food conditions for students (postponed from the 520th session).

Transfer of the responsibility of students’ refectory at Alexandroupolis from DUT
to the National Institution for Youth (postponed from the 520th session).

Financial affairs.

Approval of the first modification of the Funding and Financial Management
Regulation of the Research Committee of DUT.

Discussion on the best utilization of the apartments owned by the University at the
city of Komotini.

Discussion on the salary’s deduction posed by the Rectorate Council to the per-
sonnel who kept out of their duties protesting against the measures of the Ministry
of Education.

Discussion on requests submitted by several categories of personnel concerning
the provision of allowances (postponed from the 520th session).

Provision of the official monthly allowance for Prof. H. Frantzis who has retired
from the University.

Technical affairs.

10.1 Discussion on the needs of the Faculty of Environmental Engineering concerning

the educational buildings and other premises (postponed from the 520th session).

10.2 Formation of committees to examine the offers and make proposals for the assign-

ment of technical works for the city of Xanthi to the proper contractors.

10.3 Approval of intermediate or final stages of several technical works.
10.4 Assignment of several technical works (designing or constructions) to the official-

11.

12.

ly selected contractors.
Issues proposed by Schools, Faculties, Committees etc.

Other 1ssues.
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20th SESSION OF SENATE WITH ITS SPECIFIC COMPOSITION / 20.02.97

The specific composition of the Senate consists of its members who belong to the
main teaching staff of the University and the two representatives of the postgraduate
students. The Senate with its specific composition is responsible for any issue concern-
ing postgraduate study programmes and research institutes of the University.

1. Approval of the minutes of previous sessions of Senate with its specific composi-
tion.

2. Supplementary information to be given to the Ministry of Education concerning
the establishment of DUT’s Research Institute for Thracian Archives.

3. Modification of the Postgraduate Study Programme of Faculty of Physical
Education and Sport Science.

4.  Approval of the Postgraduate Study Programme of Faculty of Law.

REPORT 2

ANALYSIS OF THE STUDENTS DROP-OUT PHENOMENON 1
IN DEMOCRITUS UNIVERSITY OF THRACE

As mentioned already in the self-evaluation report, the intensive drop-out phe- |
nomenon form one of the most serious problems for DUT. |

The term “drop-out” in our case includes all students leaving DUT in order to
continue their studies at another greek University (and at the same discipline), as well
as those leaving DUT after succeeding in another Faculty of higher priority to them (at
the same or another University and at the same or another discipline) following the
repetition of their participation to the national entrance examinations for a second time
or for a third time and so on.

The term “drop-out” has nothing to do of course with the case of “parked”stu-
dents who graduate with a more or less great delay in their studies. Furthermore, the
term “drop-out” does not include either those students who finally abandon their stud- |
ies but without been deleted from the official lists of students of each Faculty. We must
mention here that, according to the greek legislation, a student can keep his status until
graduation even if he finally abandons his studies.

The following Table 2.1 gives an idea of the intensity of drop-out phenomenon in
DUT. The first two arithmetic columns of this Table give information concerning the
numbers of new entrants to the several Faculties of DUT during the academic year
1995-96. The “initial” numbers of new entrants refer to those new students entering
the University through the system of the national entrance examinations. On the other
hand, the “final” numbers of new entrants refer to those new students entering the
University through other types of entrance mechanisms (i.e. transfer from faculties of .
the same discipline belonging to other greek or even foreign Universities, as well as
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enrolment of graduates from other disciplines who graduated from the same or other
Universities or even from other tertiary education institutions).

The third arithmetic column of the same Table pictures the numbers of students
deleted from the official lists of the several Faculties of DUT during the academic year
1995-96 for any of the reasons mentioned already before (of course, graduations are
not included in this number). In our case, these numbers give the absolute amount of
what we define as “drop-out phenomenon” for each one of the DUT's Faculties.

Finally, the last two arithmetic columns of Table 2.1 give the proportion between stu-
dents who left DUT for any reason (except than graduating) during the academic year
1995-96 and students who entered DUT as new entrants during the same academic year.

TABLE 2.1

ANALYSIS OF THE STUDENTS DROP-OUT PHENOMENON
IN DEMOCRITUS UNIVERSITY OF THRACE
(THE CASE OF ACADEMIC YEAR 1995-96)

_ PROPORTION
SRR NUMBER OF OF STUDENTS
e STUDENTS LEAVING lJ)UT
FACULTIES - :
LEAVING DUT I'O INITIAL TO FINAL
INITIAL | FINAL | FOR ANY REASON | NUMBER OF NUMBER OF
NEW ENTRANTS [NEW ENTRANTS
CIVIL ENGINEERING 170 204 85 50,0% 41,7%
ELECTRICAL AND
. .
COMPUTER ENGINEERING ka0 159 C S5 o
EN-
SN RUMERTEL 30 31 0 0,0% 0,0%
ENGINEERING
LAW 420 517 200 47,6% 38,7%
PHYSICAL EDUCATION o e i _— .
AND SPORT SCIENCE ' 52 - A%
HISTORY AND ETHNOLOGY 100 120 7 7,0% 5,8%
GREEK LITERATURE 100 119 0 0,0% 0,0%
SOCIAL ADMINISTRATION 0 0 - ~ _
MEDICINE . 60 109 51 85,0% 46,8%
PRIMARY EDUCATION 80 90 43 53,8% 47,8%
PRE-PRIMARY EDUCATION 110 129 61 55,5% 50.0%

There is one thing to clarify yet. When we say e.g. that the number of students
who left the Faculty of Civil Engineering during the academic year 1995-96 was 85, we
do not mean that 85 of the 170 initially enrolled new students or of the 204 finally
enrolled new students left the Faculty during the academic year 1995-96. The number
of 85 deletions includes new entrants both from the current academic year 1995-96 as
well as from previous academic years. But, in the same way, some of the 1995-96 new
entrants will be included in the numbers of deletions during the coming academic
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years. Therefore, we may finally assume that the comparison or correlation between
those two numbers for the same academic year gives statistically a good approach to
what we define as “drop-out rate” for the corresponding academic year.

Afier the above analysis and the relevant clarifications, we may conclude from Table |
2.1 that the drop-out rates in DUT are high enough for almost all the Faculties, exceed-
ing in most cases the value of 50%. Filling up of the vacancies created by the drop-out phe-
nomenon is partially satisfactory in some cases and especially in the cases of Faculty of Law
and Faculty of Medicine. In other cases, like the case of the Faculty of Pre-Primary
Education, the large drop-out rate has already led to the demand for increase of the num-
ber of initial new entrants, which has already been approved by the Ministry of Education.

Analogous demands for increase of the number of initial new entrants have raised
also from other Faculties of DUT in an effort to face satisfactorily the problem of the
high drop-out rates. The following Table 2.2 shows the numbers of initial new entrants
defined for the coming academic year 1997-98 in comparison with the corresponding
numbers for the academic year 1994-95, i.e. four years ago. It must be noted once more
that the increase must be attributed to the demands of the relevant Faculties in their
effort to face the high drop-out rates.

TABLE 2.2 |

CHANGE OF INITIAL NUMBERS OF NEW ENTRANTS 1
IN DEMOCRITUS UNIVERSITY OF THRACE
BETWEEN THE ACADEMIC YEARS 1994-95 AND 1997-98

s INITIAL NUMBERS OF NEW ENTRANTS| INCREASE BETWEEN
EAVULTLES 1994-95 1997-98 1994-95 AND 1997-98
CIVIL ENGINEERING 170 170 0,0% |
ELECTRICAL AND COMPUTER ENGINEERING 130 140 7,6% |
ENVIRONMENTAL ENGINEERING . 30 = i,
LAW B | 420 600 29% | |2
PHYSICAL EDUCATION AND SPORT SCIENCE 180 230 27,8% 1 e
HISTORY AND ETHNOLOGY 50 120 140,0% |
GREEK LITERATURE = 120 ~ |
SOCIAL ADMINISTRATION . - 120 = i
MEDICINE ) 60 100 66,7% |
PRIMARY EDUCATION ' 80 100 25.0% ’l
PRE-PRIMARY EDUCATION 80 150 87,5% |
|

REPORT 3 ;

OVERVIEW OF EXISTING MECHANISMS AND FUTURE PROSPECTS '
FOR MAINTAINING AND IMPROVING '.
QUALITY OF TEACHING AND RESEARCH IN EACH FACULTY

1. INTRODUCTION

As we mentioned in the self-evaluation report (p.41), the lack of a formal process
for the systematic approach to the quest for quality improvement is the common situ-
ation for all the greek universities, in relation of course with the delay and the timidi-
ty of the Ministry of Education to proceed to the necessary legislation.
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.1 The approval
f courses

The allocation
teaching load

Nevertheless, as it was also mentioned in the self-evaluation report (p. 43), efforts
aiming to quality improvement may be detected in many academic functions of DUT,
as well as in other Universities of course. But the common characteristic of these efforts
is that they are all carried out in a non-systematic way and, in many cases, through non-
formal processes. In this present report, we try to give a global and, more or less, ana-
lytical presentation of the situation existing in DUT and eventually to present our
future prospects.

2. THE QUALITY OF TEACHING

According to the existing greek legislation, each Faculty sets up a Committee which
is responsible to make proposals to the General Assembly, concerning any changes in
the undergraduate study programme. This Committee is called “Committee for the
Study Programme” and consists of representatives of both the main teaching staff and
the students. The Committee is assigned by the General Assembly of the Faculty.

The responsibilities of the above Committee cover both the structure of the study
programme and the characteristics of the curriculum, i.e. the titles and the outlines of
the individual courses included. From the above description of its responsibilities, we
can derive that the Committee for the Study Programme does not proceed to any kind
of qualitative approaches to the study programme of the Faculty. Its proposals are
based mainly on the compatibility of the various courses with the orientation and the
principal directions of the study programme in accordance with the scientific evolution
of the relevant discipline and with the demands of the corresponding labour market.

The allocation of teaching load among the academic staff of the Faculty, or in
other words the assignment of teaching staff associated with each course, belongs to the
responsibility of the General Assembly of the Faculty. Theoretically, this allocation has
to be carried out according to qualitative criteria. Not only the scientific relevance of
each professor to the corresponding discipline must be taken into account, but also his
or her teaching approach to it as well as his or her previous performance in quality
terms.

Unfortunately, the lack of relevant procedures till now does not allow for such cri-
teria to prevail. We could state that what really dominates in this case is the need for a
balance concerning the personal relations in the interior of academic staff in each
Faculty, as well as the direct or indirect pressure the students feel as exerted upon
them. As a result, the allocation of teaching load is degenerated to a typical and
insignificant procedure.

The same lack of essential judgement according to quality criteria characterizes for
the present and the process for the approval of the textbooks to be given to the stu-
dents for each course. The corresponding responsibility belongs also to the General
Assembly of the Faculty, but the usual and common situation is that the textbooks are
approved simply according to the proposal of the relevant teaching staff and without
any discussion concerning the quality and the suitability of the textbook or its compat-

ibility with the corresponding course.
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2.3 Involvement of
students

As was mentioned above, the students are involved in the quality of teaching and
learning procedure first of all through their participation in the General Assembly of the
Faculty. For the present, the specific weight of their participation is rather low for the
reasons mentioned previously. But, the implementation of the University’s Regulation is
expected to open up the prospects for an active role to be undertaken by the students.

The most intense involvement of students in the quality procedure is of course
through the process of assessment of the teaching ability of academic personnel and of
the expression of this assessment during the process of the academic promotion of the
teaching staff. As stated in the self-evaluation report (p. 44), this participation of the
students is rather downgraded as their opinion is based to a subjective and not docu-
mented judgement.

The small specific weight of students’ participation to the quality control proce-
dure must be mainly attributed to the lack of systematic processes. It is known that the
most effective process is the development of analytical questionnaires to be answered
by the students, concerning the quality of courses, the efficiency of teaching approach-
es and textbooks and, finally, the quality of the overall teaching performance of acade-
mic personnel.

Concerning the situation of the various Faculties of DUT as regards the imple-
mentation of questionnaires practices, we may speak only about isolated initiatives.
Such isolated efforts can be monitored at several Faculties, but their common charac-
teristics are on the one hand that they have not succeeded to be generalized through-
out the whole teaching activities and on the other hand that their content is rather
poor, does not occur from, or even is based on, some systematic investigations and,
finally, they are not followed by quantitative and qualitative analysis of their results.

The first systematic experimental initiative on this point, aiming to the overall
analysis of the case, was carried out during the current academic year at the Faculty of
Pre-Primary Education and it concerned the evaluation of the content and the objec-
tives of a course on techniques for educational research, as well as of the performance
of the professor involved. The results of the analysis of the questionnaire and of the
answers of the students will provide the base-material for the generalization of the
effort for all the courses offered in the corresponding Faculty and may serve, if asked,
as a basis for similar work in other Faculties too.

3. THE QUALITY OF POSTGRADUATE STUDIES

As stated in the self-evaluation report, systematically organized postgraduate
studies in Greece run only since four years. Therefore, there is no quality tradition or
climate set up yet throughout the whole higher education system in Greece in post-
graduate level. Concerning especially DUT, only two postgraduate study programmes
operate, the first one at the Faculty of Physical Education and Sport Science (with three
different specializations) and the second one at the Faculty of Electrical and Computer
Engineering.

The procedures concerning quality control in a postgraduate study programme
are in general similar to those existing for the undergraduate ones. The main differ-
ence has to do with the fact that the selection of students in the postgraduate study pro-
grammes belongs to the absolute responsibility of the corresponding Faculty
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2cts in competitive
asis

Therefore, the postgraduate study programmes allow for a significant process of qual-
itative, and not only quantitative, monitoring of their student population, in contrary
with the case of undergraduate study programmes, where the selection of students is
carried out on a national basis and without any involvement of the Universities.

The qualitative criteria for the selection of students for a postgraduate study pro-
gramme refer mainly to the undergraduate performance of the candidates, to their
graduate degrees, to their research experience and to the knowledge of foreign lan-
guages. Those qualitative criteria are followed also by some kind of examinations car-
ried out by the Faculty itself.

4. THE QUALITY OF PhDs

Specific reference must be done for the procedures leading to a PhD in the
Faculties of DUT which do not own a systematic postgraduate study programme. In
these cases, the procedure for the selection of candidates for a PhD is somehow diffe-
rent. The candidates submit their applications to the Faculty and then the General
Assembly decides on each application separately. The acceptance of an application is
based on the fulfilment of criteria like those mentioned above for the selection of stu-
dents for the postgraduate study programmes.

The difference arises from the fact that the applications for PhDs are submitted
(and are discussed for acceptance, therefore) separately and at any time during the aca-
demic year. Hence, there is no comparative control of the candidates’ essential qualifi-
cations. In almost all the cases, the applications are approved by the General Assembly
of the Faculty, which at the same time assigns the supervisor and the advisory commit-
tee responsible for instructing and supervising the PhD student. In some cases, the
approval of the application by the General Assembly requires a detailed preliminary
report to be submitted by the candidate and a documented proposal by the member of
the main teaching staff who is intended to undertake the supervision of the PhD. But,
in other cases, a simple typical proposal of the expected supervisor is enough.

A great variety can be detected concerning the rate of PhDs massification in the
various Faculties of DUT. Data presented in Table 5.3 (p. 85) of the self-evaluation
report are quite revealing, as the ratio between PhD students and main teaching staff
varies from 0,6 for the Faculty of Pre-Primary Education up to 5,9 for the Faculty of
Medicine.

Of course, in the case of PhDs elaborated in the framework of the existing sys-
tematic postgraduate study programmes, the procedures follow the overall flow of the
programme and are ruled by the same quality climate.

5. THE QUALITY OF RESEARCH

Concerning now the quality of research, we must first of all make the distinction
between competitive and non-competitive research activities. Competitive research is
funded mainly by outside funders, but recently competitive research programmes have
been established in the interior of the University too. External funding is directed
mainly to projects in the field of technological and/or applied research. On the con-

B
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trary, internal funding (through the Research Committee of the University) is directed
in a significant extend to basic research as well as research in social and human sciences,

It is evident that the approval of research proposals for funding (either external
or internal) is connected with processes of quality assessment. Therefore, this kind of
research is controlled by quality processes. Of course, this is not the case for the other
research activities throughout the University which are not funded (externally or
internally), as well as for those funded directly by outside partners through private
negotiations carried out in personal basis and without the interference of any evalua-
tion system. The latter case includes e.g. the establishment of contractual partnership
between members of the academic personnel and the local or regional authorities on
personal basis.

5.2 Listof All the research activities funded both internally and externally (either through

research activities evaluation mechanisms or in a personal contractual basis) are included in the analyt-
cal list of research activities given annually in publicity by the Research Committee of
the University, which has the responsibility for the financial management of all these
activities. The above list contains information on the history of each research project,
its current characteristics (project leader, members of scientific team, budget etc.), as
well as its expenses during the corresponding year.

The distribution of the research activities to the Faculties of DUT (concerning only
the projects funded by external or internal resources) is shown in the following Tables
3.1 and 3.2.

TABLE 3.1

ANALYSIS OF THE RESEARCH ACTIVITIES
IN DUT DURING 1995

MAIN NUMBER OF
FACULTIES TEACHING RESEARCH
STAFF PROJECTS
Electrical and Computer Engineering 41 54
Civil Engineering 43 67
Environmental Engineering 0 -
Law 45 6
Physical Education and Sport Science 16 10
History and Ethnology 15 3
Greek Literature 0 -
Social Administration 0 -
Medicine 64 7 ]
Primary Education 19 b
Pre-Primary Education 10 3
TOTAL 253 155

Notes:

1. The Table includes only the reserch projects funded by either insti-
tutional or outside resources. Therefore, it does not include the
research activities supported simply by the current annual budget of
the Faculties. g

2. The distribution of the projects to the Faculties is following the posi- 4
tion of the project leader.
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TABLE 3.2
RESULTS OF THE FIRST INTERNAL FUNDING
PROGRAMME
OF DUT’'S RESEARCH COMMITTEE FOR 1996
MAIN NUMBER OF PROJECTS
PSR TEACEUNG SUBMITTED | APPROVED
STAFF
Electrical and Computer Engineering 41 20 5
Civil Engineering 43 16 5
Environmental Engineering 0 - -
Law 45 2 1
Physical Education and Sport Science 16 9 3
History and Ethnology 15 2 4
Greek Literature 0 - -
Social Administration 0 - -
Medicine 64 4 3
Primary Education 19 6 2
Pre-Primary Education 10 4 2
TOTAL 253 70 25

6.1 List of
publications

6.2 Criteria for
promotion

of the project leader.

The list of Research Committee does not include of course the research activities
which are not funded either internally or externally, as these activities are not known
to the Research Committee. In reality, these research activities are supported finan-
cially through the annual budget of the corresponding Faculty. Therefore, these activ-
ities can be identified only by the Faculties themselves.

Recently, some of the Faculties of DUT have began to create their own lists for
their research activities (both funded or not funded). This procedure happens to be in
its first steps, but it will become systematized from the beginning of the next academic
year, as this information is quite necessary after the validation of the University’s
Regulation.

6. THE QUALITY OF ACADEMIC STAFF

According to the existing greek legislation, the President of every F aculty has the
authority to keep (and update) the records of the overall scientific activity of every mem-
ber of the academic personnel.. This is an authority which remains inactive in the most of
the greek Universities. Obviously, this fact has to do with the lack of confidence existing
even in the interior of a small group of persons as the one related with one single Faculty.

One of the results of the above situation is that neither the lists of publications of
the members of academic personnel exist in each Faculty. This is true, but nevertheless
we have to point out that the list of publications is absolutely necessary for the assess-
ment of the members of academic staff during their promotion process. Therefore, this
list of publications, especially those referring to the years passed since their previous
assessment, is given to publicity throughout the whole Faculty in the process of their
promotion.
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.2 The impact of
uality on the
ttractiveness of
tudents or on the
rop-out rates

From the above description, one can easily conclude that the publications of each
member of academic personnel are periodically given to publicity, when the time for
his or her assessment for promotion has come. The only academics excluded from this
obligation are those who have reached the highest level of teaching personnel, i.e. those
who have reached the level of (Full) Professor.

The overall process for the promotion of teaching staff is itself a qualitative one.
The assessment of the candidate includes of course a number of typical quantitative
requirements (such as a minimum number of years since he obtained his PhD or a mi-
nimum number of years of teaching and research work or a minimum number of pu-
blications), but the essential part of the assessment has qualitative characteristics and is
extended to the whole scientific work of the candidate.

7. THE OVERALL QUALITY PROFILE OF THE VARIOUS FACULTIES

One significant characteristic of the greek higher education system is the very low
impact of quality of studies on the rates of graduates absorption by the labour market.
Things are worse in the public sector, where the selection is normally carried out
through three different processes. According to the first of these processes, the selec-
tion is based to the degree of graduation without any reference to the overall quality of
the corresponding study programme. According to the second process, the selection is
based to some kind of periodical national examinations with no reference at all even to
the degree of graduation. Finally, according to the third process, the selection is car-
ried out through a waiting list, the construction of which is based simply to the year of
graduation. This third process is the one existing for the appointment of teachers for
primary and secondary education in Greece.

Things are not much different for the private sector. Of course, the requirements
are more rigorous in this case. But, as there are no processes for quality assessment or
quality ranking of the study programmes, the fulfilment of those more rigorous require-
ments is achieved through the degrees of graduation or through the overall prestige
and reputation of the Faculty or the University (usually based in the existing tradition).

The above drive to the conclusion that, at least for the present, the quality char-
acteristics of the study programme of a Faculty have no impact at all on the labour mar-
ket response to its graduates. In other words, we could state that those quality charac-
teristics have no impact at all on the output of each Faculty. The above described situ-
ation, on the one hand prevents the cultivation of quality culture in the interior of a
Faculty and on the other hand leads to the development of a climate of minor effort
throughout the student population.

Furthermore, the quality of study programmes has no impact either on the input
of each Faculty. This means that the quality of a Faculty is not included among the cri-
teria according to which the candidates for the entrance examinations for higher edu-
cation in Greece make their choices and set up their priorities.

Indeed, concerning the choice of the discipline, these priorities have to do first of
all with its prestige and its social appreciation or with its responsiveness to the labour
market needs. And, concerning the choice of location (Faculty and University), these
priorities have to do with the candidates’ need to study staying together with their fa-
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milies for economic reasons or with their inverse need to study away from home.

One of the most characteristic examples of the above situation is the case of the
Faculty of Physical Education and Sport Science in DUT. This Faculty is generally
accepted to be one of the better organized and better qualified Faculties in Greece at
this very discipline. Some of its unique characteristics are the following: It has already
developed a great number of collaborations and students exchanges in the framework
of European Programmes. It has the only postgraduate study programme in Greece.
And it organizes the only international conference on sport sciences in Greece in an-
nual basis. But, in spite of the above unique qualitative characteristics, the Faculty of
Physical Education and Sport Science of DUT comes only third in the priorities of the
candidates for national entrance examinations and in a long distance apart from the
first one, which is the corresponding Faculty of the University of Athens, and from the
second one which is the corresponding Faculty of the University of Thessaloniki.

The situation concerning the attractiveness of DUT’s Faculties in comparison with
the Faculties of the same disciplines in other greek Universities is analyzed in the fol-
lowing Table 3.3.

TABLE 3.3
PERCENTAGE OF FIRST CHOICES OF THE CANDIDATES

FOR THE ENTRANCE EXAMINATIONS
TO THE FACULTIES OF DUT IN THE ACADEMIC YEAR 1994-95

AND COMPARISON WITH THE OTHER FACULTIES OF THE SAME DISCIPLINES

R Electr. | Civil Envir. Sport Sy G.rcek Social : | Medi- | Primary I'Jre-
Haneimmes Eng. Eng. Eng. L Science 04 el Admin. cine Educ. vamsy
o Ethnol. | ture Educ.
Thrace 0,67%| 0,77% 1,04%| 1.27%| 0,33% 0,84%| 0,16%( 0,11%
Athens 42.81%| 16,22% 49,98%| 31,18%| 8.30% 73.31%| 4.60%| 247%
‘Thessaloniki 9,73%| 8,09% 17,78%| 11,29%| 3,85% 28,96%| 1.55%| 1,68%
Patras 1,95%| 1,11% 4,02%| 0,64%| 0,39%
loannina 0,59% 2,49%| 0,33%| 0,29%
Crete 0,44% 1,99%| 0.36%| 0,32%
Aegean 0,28%| 0,22%
Thessaly 0,47% 1,34% 0,60%| 0,24%| 0,20%
lonian 0,32%
(Serres) 0,79%
(Florina) 0,18%| 0,14%
TOTAL 18,48%| 5,58% 22,80%| 9,72%| 2,45% 14,99%| 1,04%( 0,72%
The same lack of correlation exists also between Faculties” quality and drop-out
rates. The drop-out rates are inversely proportional to the priority with which the stu-
dents had chosen their Faculty in DUT as candidates. Faculties with low priority in the
candidates choices show high drop-out rates (e.g. Faculty of Pre-Primary Education)
and vice versa. In general, we can argue that Faculties corresponding to new, modern
and rare disciplines (e.g. Faculty of Environmental Engineering) show relatively high
attractiveness and low drop-out rates (see Table 2.1 in p. 111 above).
8. THE FUTURE PROSPECTS
The key-event for DUT is expected to be the implementation of its Regulation
from the beginning of the next academic year, and especially its articles concerning the
triptych “Planning-Review-Evaluation” (see Appendix 8, p. 103-104 of the self-evaluation
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report). It is true that the content of these articles does not focus directly on issues con-
cerning quality evaluation. But, it must be taken as granted that the development of an
evaluation culture within the overall University’s activities will simultaneously create an
analogous quality culture.

Perhaps, we will have to enrich our Regulation with a specific part referring direct-
ly to quality assessment and quality management processes and this is something that the
new rectorate will have to work on. Anyway, we can mention here two significant factors
that will play an important role to our systematic efforts towards quality improvement.

The first factor is the participation of DUT in the current CRE institutional eva-
luation programme. The overall processes themselves, as well as the expected out-
comes to be derived after the completion of the procedure, will have eventually a great
impact on the development of the necessary quality climate throughout the University.
This estimation is supported by the relevant initiatives already undertaken in some
Faculties aiming to the above objectives.

i r—a1 Pl

The second factor has to do with the Ministry of Education. As we had mentioned
in the self-evaluation report (p. 41), the existing greek legislation does not include any
articles at all concerning the concept of institutional evaluation or the concept of qua-
lity assessment and management. But, recently, the Ministry has started to organize a
number of initiatives in this field. Such a significant initiative to be announced perhaps
before the summer holidays refers to a call for proposals addressed to the Faculties of
all the greek Universities and concerning the preparation of projects aiming to the
quality self-assessment of each Faculty. This operation will be funded through the
resources of European Union and the overall responsibility for the scientific supervi-
sion of the programme has been assigned to the Centre for Educational Research, a
new institution in national basis founded one year ago.
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This second prospect is, according to our estimations, much more important than
any other legislative initiative for the present, as it will develop a large-scale activation
of the overall higher education system in Greece. Our University will of course parti-
cipate to this operation, making best use of its comparative advantages occurring from
the experience and the expertise gained from its participation in the current CRE inst-
tutional evaluation programme.
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FOREWORD
§1

Following two successful conferences on the theme of Quality and Evaluation, the
Permanent Committee of the CRE, the European Association of Universities, decided
in 1993 to offer its 500 member universities the possibility of being audited so that their
strengths and weaknesses in the area of quality management might be assessed. The
CRE offers an external diagnostic from experienced university leaders coming from
different higher education systems in Europe. This diagnostic should explain the qua-
lity modes and the main actors in the university’s daily decision-making process. It
should be a tool for institutional leadership preparing for change. The CRE does not
wish to provide the university with a blueprint for its development; rather the audit

291

process is to speak in Martin Trows’ terminology, an “external supportive review

By auditing institutions in different countries, CRE hopes to disseminate examples
of good practice, validate common concepts of strategic thinking, and elaborate shared
references of quality that will help member universities to re-orient their strategic
development while strengthening a quality culture in Europe. During the audit the
university is helped

® (o examine how it defines its long- and medium-term aims

® (o look at the external and internal constraints shaping its development and

e io discuss strategies to enhance its quality - il quality is defined as the adequacy
of means for purpose - while taking account of these constraints.

§2

In 1994 the Universities of Goteborg, Oporto and Utrecht commissioned the CRE
to develop the methodology for the quality audit programme and to test it in their insti-
tutions. This pilot phase was completed in January 1995. Central in the process of
auditing stands a set of guidelines, developed by professor Frans van Vught, Director
of the Centre for Higher Education Policy Studies (CHEPS) at Twente University and
Don Westerheijden. In 1995/1996 a second auditing round took place with 12 univer-
sities in West-, Central- and East-Europe participating. In 1996/1997 there was a third
round with 13 universities in Europe and one in Brazil (experimental). One of the uni-
versities in this third round was Democritus University of Thrace (DUT), the only
Greek university participating so far.

The Democritus University of Thrace requested the CRE to organise an institu-
tional audit of the university. The request was made by the Rector prof. Yannis
Panoussis and in practice organised by the appointed liaison person prof. Dionyssis
Kladis. The Senate approved the participation and installed a self-evaluation steering
group consisting of prof. Dionyssis Kladis (Faculty of Pre-Primary Education), prof.
Demetrios Panagio-Takopoulos (Faculty of Civil Engineering) and prof. Nikolaos
Xirotiris (Faculty of History and Ethnology). The faculties of the Democritus
University of Thrace and many of its staff and students supported the audit by their
active participation.

I M. Trow: “dcademic Reviews and the Culture of Excellence” Studies of Higher Education and Research 1994/2.
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The members of the audit team were:
prof.dr. Dirk Bresters (chairman), former rector of the University of Amsterdam,
prof.dr. Andrei Marga, Rector Babes-Bolyai University, Cluj-Napoca,
prof.dr. Henrik Toft-Jensen, Rector Roskilde Universitetscenter, Roskilde,
drs. Bas Nugteren (secretary), Secretary to the Board of Utrecht University.

During the pre-audit in February, the team was accompanied by mrs. Jean Morse,
on invitation by the CRE, as an oberserver from the Commission on Higher Education
of the Middle States Association of Colleges and Schools, Philadelphia, USA. Her com-
ments were very inspiring.

They would like to thank the Democritus University of Thrace for being the first
Greek university which took the effort of participating in the CRE-programme, really
distinguishing itself hereby. To stand up, to try new ways, can always be risky, but
shows self-awareness and confidence in the future. They would also thank the self-eva-
luation steering group for their unflagging zeal introducing the team to the Greek HE
system, its culture and the ins and outs of the Democritus University of Thrace. They
would like to thank explicitly mrs. Eleni Mavridou for organising both visits of the
team so well and smoothly. The team also would like to thank the members of the staff
actively participating in the process such as prof. Ioannis Voulgaris, for their fair and
frank participation and the students for their openness and contributions.

INTRODUCTION

§3

Democritus University of Thrace, was founded in 1974 in Komotini as part of the
governments policy to distribute Greek Higher Education also to this region many
Greek unfortunately consider to be a remote part of Greece. Since then next to
Komotini two other campuses where installed: Alexandroupolis and Xanthi.
Democritus University of Thrace is one of the 18 universities in Greece with about
7.000 students and 250 teaching staff in 11 faculties. One can’t discuss Higher
Education in Greece without being aware of the dominance of Athens and
Thessaloniki in all respects: demographic, cultural, economic and also concerning uni-
versities; you'll find about 70 % of the students in those two places.

One of the features of the Greek Higher Educational System is that students have
to apply for the more or less fixed number of places available at universities and facu-
Ities. They can give up to 60 correlated choices of study and location. The preferences
for Athens and Thessaloniki are very obvious, only a very small percentage has a first
choice for studying in one of Democritus University of Tharce’s faculties. And many try
to change to other places and studies in their first year, which is very easy in the Greek .
-entrance system. This certainly contributes to high drop out rates for the Thracian fa-
culties. However, it was quite clear that many of the students didn’t try to change place
after being student for sometime in Thrace. We hear many students stressing that they
were quite happy with being in Komotini, Xanthi or Alexandroupolis and that they
were proud of their university, even when they were critical in some respects.
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Establishment of faculties:

1974/75/76 1984/85/86/87 1991/92 1995/96/97
Komotini: Law Physical Education History and Ethnology | Greek Literature
and Sport Science Social Administration
Xanthi: Civil Engineering Environmental
Electrical and Computer Engineering
Engineering
Alexandroupolis: Medicine
Primary Education
Pre-Primary Education

As in most countries, the national HE system has his own features distinguishable
from other countries. Mostly this is due to different cultures, especially different cul-
tures of education and teaching. Different cultures also concerning the way decisions
are prepared and made with different balances between formal and informal, between
planning and ad hoc, between individuals and collectives. The Greek universities and
educational culture clearly have their own features. And although Greek universities
are in European dimensions rather young, the oldest being founded in 1836 (National
Technical University of Athens), Plato’s Akademia is still in the air. One feel the tradi-
tions of Greece in many respects. Exchange of opinions, critical examination of
thoughts are clear part of the culture. Having a meeting is thought to be an answer to
all kinds of procedural questions. With also some disadvantages concerning the effe-
ctiveness and continuity of governance and the danger to be to theoretical.

Systematic quality assessment is hardly developed in Greece; recently the gov-
ernment tried to impose some activities (disciplinary review) but these were successful-
ly resisted by universities and public opinion. Inside the Democritus University of
Thrace, as well as in other Greek universities, there is hardly any systematic approach
to quality assessment, no university structures or explicit policy making, no agreed set
of values and goals. Not that there is no interest or experience. The team met several
staffmembers with clear ideas and some of them already developing some activities.
Many of them with international experiences themselves. Students are interested and
have opinions on this topic. But there is no university wide thinking and activities, no
university structures or policies, and no national perspective at all.

At the same time many recognized the necessity for more attention to quality. To
stay internationally compatible, for reasons of financing, because talent is always
scarce. Quality not only as fostering the best as is in many faculties the way of thinking,
but quality also as increasing the average and as fitness for use. Quality as improving
effectiveness of teaching and learning.

Academic freedom is more than in many other European countries dominating
the debate on quality assessment. Many feel a contradiction between both because they
relate assessment and control. And in recent experiences of dictatorship, academic free-
dom and the university as last democratic institutions were valued very highly by aca-
demics and other people alike. Academic freedom is with good reason for many in and
out the university more than a feature of the Von Humboldian university, a vivid con-
tribution to society and science.

But as in many countries universities realize that academic freedom and standards
of quality of research, teaching and learning are closely connected. Academic freedom
is not a formal cocoon, but is in the deepest of its existence about quality and progress
of academic activities and of the democratic society. Quality assessment is in that respect
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the relation between demands of academic thinking and of society’s needs and the
quality of research and of learning and teaching. Academic freedom must therefore be
developed continuously. So, if the Democritus University of Thrace wants to be in the
future a strong university with high standards of quality, there is a clear need for deve-
loping quality assessment mechanisms at a university level.

§4

On May 8th, 9th and 10th 1997 the audit team visited Democritus University of
Thrace. This audit was preceded, in conformity with the CRE guidelines, by a Self-
Evaluation, written by the self-evaluation steering group as mentioned before, and a pre-
audit to get acquainted with the university. This pre-audit took place last week of February
1997 when three faculues were visited: Medicine, Law and Electrical and Computer
Engineering and there was a meeting with representatives of regional and local commu-
nity. The Self-Evaluation Report consisted of 34 pages and several appendices. The audit
team judged the self-evaluation as very good. This self-evaluation won't be quoted in
length in this report, but it really deserves rereading by participants in future activities.

During the audit in May 1997 the audit team met with staff, mainly academic, and
students. All meetings were confidential. Most participants, especially staff, were fami-
liar with the self evaluation report. The first day there were meetings with the rector,
the self-evaluation group, members of the Senate, Deans, Presidents and members of
the university’s research committee. On the second day the audit team split up in two
and visited in half day tours five faculties: Medicine, Primary Education jointly with
Pre-Primary Education, History and Ethnology and Civil Engineering. There were
meetings with staff and with students. It should be mentioned that the staff at the fac-
ulty of History and Ethnology didn’t show up for reasons not clear but to be questioned
anyhow. On the third day there was a short oral report by the chairman of the audit
team, professor Dirk Bresters, in public. This oral report is reflected in this written
report, which is set up according to the CRE lay out.

During these three days the audit team all in all met about 50 people, mostly in
meetings of 60 minutes, mostly in little groups. The audit team wants to stress their
thanks for the excellent arrangements that had been made and the friendly hospitality.
They were especially impressed by the openness and frankness of all the participants.
The students made a good impression on the team with their lively and perceptive com-
ments and -not in the least- their often excellent command of the English language.

This audit report has been prepared specially for the university authorities, who
commissioned the CRE audit, in this case the Rector, who is free to decide on its use and
publication. However, some of the general issues encountered will be added to the gen-
eral CRE issue report outlining the variables of a university quality culture in Europe.

'
P

§5

The audit is concerned only with mechanisms of quality assessment, not quality
itself. As mentioned before, there is hardly any systematic quality assessment developed in |
the Democritus University of Thrace or in other HE institutions in Greece. That made the
audit more difficult than in other universities. The team looked closely at good practices
and at possibilities to recommend some steps to go forward. And as was stipulated in the
oral report, the audit team is positive that there are some real possibilities for progress.
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The fundamentals of improving quality are nevertheless irrefutable the existing
quality in research and teaching, the quality of people themselves. Quality of disciplinary
knowledge, quality of performing, quality of ambitions. These are reflected in an insti-
tution as a whole, but at the same time stimulated by the institution as a whole.
Performance of staff can be inspired by the university, its policy, its academic leadership.

The audit team found many clear signs of the university participating in an
European academic context: many conferences are organised and/or attended, seve-ral
international professional cooperations were mentioned and relatively many students
participate in European exchange programmes (what the staff should acknowledge
more by honouring the courses followed by credit transfer). And also the mission state-
ment of the university has an international dimension, even though it seems to be too
ambitious. However, in between those two much is missing. No shortage of plans, as one
said, but no clear quality policies at all. We didn't find strategies for improving quality.

The report starts with an analysis of the constraints under which the university must
operate, constraints that influence the opportunities and policies of the university. The
second part looks at the university’s capacity for change, the possibilities for improve-
ment, the kind of improvement needed, etc. The third part is a very short summary.
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terms of
sources:

THE INSTITUTIONAL AUDIT
A. CONSTRAINTS AND INSTITUTIONAL NORMS

In general the audit team distinguishes three constraints, which will be illustrat-
ed further on:

1. The centralised culture of the Greek society in general, including HE. Athens is, cor-
rectly or not, in between every two sentences and felt in day to day activities.

e

. The necessity to fulfil a regional role without an elaborated balance between acade-
mic standards and society’s needs.

3. Compared to the general trend in Europe, there is a clear lag in development
regarding quality strategies at a national as well an institutional level.

§6

Financing doesn’t seem to be the first problem to be solved. Of course there are
financial limitations, but when looking at the whole HE system in Greece, Democritus
University of Thrace receives relatively more money than most universities: with hay-
ing only 5,3% of the students and 3,5% of the teaching staff in Greece, receiving 7,7%
of the state funding is rather advantageous. This statefunding doesn’t concern salaries
etc., because these are not paid through the university’s administration, but directly by
the government. Statefunding is therefore representing the “extra’s”, mostly connect-
ed to the aspirations of the university, buildings, equipment, research projects, etc.

The autonomy of the university is only a limited one when looking at governance:
steering, planning, financial policy, personnel policies including salary. But what a li-
mitation: these are directly under the influence of Athens, the Ministry of Education as
well as the Ministry of Finance, that has to approve all budgetmatters and handles these
in a very bureaucratic way. Next to this double check at the start, there is a detailed
control afterwards by local supervisors of the Ministry of Finance on all expenses. On
the other side, there is an autonomy rarely experienced in Europe when looking at the
freedom of the professors in not only the content of their research and courses, the
basic idea of academic freedom.

Allocation of research money is also primarily an Athens’ business, although there
seem to be some small changes occurring as we will go into detail in some developments
at the Democritus University of Thrace of developing a university policy concerning
research. So, it is essential for most being present at the right meeting or meeting the
right person in Athens.

§7

Together with this centralised approach of decision-making, there is the domi-
nance of party politics at all levels. Some even used the expression that universities are
prisoners of politics. That is surely exaggerated, but was noticeable in many ways. Good
relations with the minister, or his top-advisers, are of crucial importance, but at the
same time, the Greek political system has a tradition of a frequent change of ministers.
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In
di




AEo0A6ynjon ya ITou AvaBaBm Evaluation for Quality Improvement
non P ty imp

Anporpitaie Taveniorijpno Gpdre Demperitus University of Thrace

In terms of
development:

Also the student elections were much dominated by party politics, as many of the
students complained, as well as the rector’s election. Nevertheless, there are some
change occurring in this as many said so. Rectors are not elected on their own, but as
a “triumvirate” rector and two vice-rectors. Practice is that all parties are represented
in the rectorates’ team.

Another way politics dominates the governance of the university, is by its explicit
regional dimension. It used to be common that the rector was expected to be one of the
most important regional authorities, involved in all kinds of regional politics and vice
versa. The present rector, prof. Panoussis, clearly played his role as regional authority,
and was involved in all kinds of policy making, in making coalitions with regional
authorities etc. However, the ties between university and regional authorities were
loosening in daily practice, and strengthened on a more strategic level by the rector.

Although the rector was separating region and university in the day to day prac-
tice, which is very good, on a more strategic level he presented the university as a
regional force. He had written several articles on this and his grand strategy was con-
cerning the regional development of the university. From an academic point of view
this is not profitable, on the contrary. The spread of the university over three campu-
ses each more then 60 km away, was criticized by most of whom we spoke. The idea of
a university as a community was not much experienced and many complained that they
only knew a part of their colleagues, although the number of academic staff would
make it possible to know everyone. And there were hardly any compensating activities
as a monthly university magazine, weekly meetings, lectures, etc.

And this seems to be only the beginning, with plans to found more campuses in
the north-east: Orestiada and Didimotiho and in the west: Kavala and Drama. Next
there are plans for summerschools in the islands of Samothraki and Thassos. One is at
the same time impressed by such a grand strategy as well as discouraged by the per-
spective of multiplying existing problems. The university realy needs to analyse its per-
spectives in a concrete, step by step way.

§8

There are, however, some very good reasons for such a grand strategy. It is in the
founding of this university as being a peripheric university from the start in a thinly popu-
lated area, very much under the pressure of Greek-Turkish relations and in a demographic
context of many different peoples. The ambitions of the university are and should be to play
an international role in this part of Thrace, bringing people together, opening up to the
Fast and the West. But the sheer existence of a university alone, with thousands of students,
plans for buildings, people from other countries coming in, gives the university already an
economic and social importance and respo sibility it can’t deny ever. It makes the region
visible in Athens, it bring people in by Olympic Airways, it gives health care, it integrates the
region in the minds of students from Sparti, Rhodos, or Thessaloniki.

Every good rector will act accordingly, the question is how to develop in such a
way that negative aspects are reduced and the importance for the region is more than
institution building or bringing in additional consumers. And in this respect, the audit
team would like to make some remarks:

L. Firstly, only when the academic standards are improved and the idea of a university
as such is developed more, then the relation between university and region can be of
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lasting importance. Not only the people of the region should recognize the universi-
ty as do a number of policy makers in Athens, also international community should
recognize this university and by that, giving credits to the region and its special place
in Europe. Quality is one of the fields that then should be more explicitly developed.

2. More consideration should be given to what kind of university or faculties should
be located where. There really is no understanding possible, only acceptance of his-
torical developments, for having the only agricultural university in cosmopolitan
Athens, and a Faculty of Law in rural Komotini. The audit team understood that
part of the future planning could be a Faculty of Agricultural Sciences in one of the
new sites. It should be a conditio sine qua non.

3. The whole idea of extending the university is based on the concept of multi-campus
university, a concept now practised in other parts of Greece as well. But to the opin-
ion of the audit team this concept should be balanced not only to the two elements
already mentioned, a) academic standards and b) profile of the faculties involved,
there must also be a consideration of effectiveness. Such a grand strategy takes at
least ten years to complete. There must be a plan how to get enough qualified staff
to teach and run the business, already recognized by many as being a problem in the
present situation. There must be financial planning. There must be a commitment
of regional and national governing bodies, an absolute necessity when one looks at
the present questions regarding the relation of the university with the new hospital:
will the authorities give it the chance to let it be THE regional hospital, or will it be
just a more modern hospital? And there must be a policy on labour market relations.

These remarks are in full respect of the necessity of any rector to have a regional
policy, to develop the university in the region. And expanding can give the university
new possibilities. But our comments are due to quality. The hospital really shows the
kind of problems that have to be solved. An impressive new hospital with great oppor-
tunities for the faculty to improve itself, to be one of the best in Greece. To develop its
international relations, to train its students up to the frontiers of knowledge and prac-
tice. BUT, then the hospital must be an academic hospital, with a regional function.
This needs two things (and needs is written here in capitals):

1. Commitment of the local authorities. In the long run this could very well be in the
region’s interest.

2. Strong leadership of the Faculty of Medicine (more than primus inter pares rule).

And quality of staff should be taken care of as well. This is also realy needed. As
already stressed, for most of the Greek people, there is Athens and the region, connected
by Olympic Airways. Kavala has an airstrip as has Alexandroupolis. But nevertheless, for
many the social and cultural environment in the small cities is not attractive because for rea-
sons of schools for children, culture, theatre, facilities, libraries, etc. This and the status of
the faculty involved, are the parameters for attracting staff. And it really differs already: the
Faculty of Physical Education and Sport Sciences, must be really attractive when it is able to
attract the former coach of the national basketball team. Because of its international stan-
dards, pointed out by all, and surely also because ofits facilities in Komotini. In the Faculties
of Medicine and of Engineering we met many people with mternational experience. But
most of the staffmembers of the (small) Faculty of History and Ethnology did not even show
up for the meeting with the CRE audit team, not even giving a reason for their absence.

|
|
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§9

Usually an analysis is made of the fields of operation of the governance of the uni-
versity such as housing policy, salary policy, financial policy, etc. This time we didn’t
elaborate this very much, because all fields of policy were unusually strong influenced
by the way decision-making took place. Firstly most financial decisions were made in
Athens, secondly there is no clear policy on national or university level. All decision-
making processes made a very individual and ad hoc impression. There seems to be a
lack of common agreed values, goals and procedures. For having a new building, just
an example, it seems to be profitable for a professor to have good relations with go-
verning circles in Athens, maybe supported by the rector, may be not. He could get his
new building and the Senate would not object, because they don’t manage the budget.
But then it would not be sure the building would be built, or delivered in time. That
depends on the relations with the contractor, the ministry of finance, the extra-money
involved, or who ever else might be involved as well.

This resulted in decision-making the audit team hardly could grasp and results,
hard to believe. The new campus in Komotini, the lay out, with buildings scattered all
over a wide area was difficult to understand (by the audit team), as was the case with
the idea of a campus in Xanthi for civil engineering while there is such a fine campus
inside the city present, a city the students appreciated so very much as a feature of
being student at the Democritus University of Thrace. But, as someone comforted the
team, only the decision was made so far.

This was the case not only for expensive buildings, but also for -another example-
the vacatur of the vacancy for the second librarian at the Faculty of Medicine, which
occupation seems to be “vetoed” by Athens and was not pressed for by the rector. The
team had all in all mixed feelings:

1. Appreciation (even some admiration) for what nevertheless was attained, for the
people in charge in this kind of complex processes, for progressing anyhow and for
keeping track.

2. The emphasize that must be laid on quality policy. In a society in which personal rela-
tions with governing bodies are of vital importance, in which there are no clear policies
agreed upon, the standards and development of quality of research and teaching and
learning, are very, very vulnerable. And many of our spokesmen did in fact stress this:

In terms of quality: § 10
So, the audit concentrated further on mechanisms for quality and asked for more
information on this. Central to our opinion is that compared to the general trend in
Europe, there is a clear lag in development regarding quality strategies at a national

as well as an institutional level. That means that there must be:

® 2 common and explicitly agreed notion of quality (related to scientific standards,
related to client needs, related to the mission of the university).

e explicit external and internal procedures for evaluation and peer review.

e students must be involved in evaluation procedures.
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e information, public, on drop out rates, duration of studies, on results of research
and publications, on management of the university as a whole.

® strategies to improve quality of research and of teaching and learning.

This means that governing bodies feel responsible and are responsible for qua-
lity policies as part of their responsibility to perform as an autonomous university.

§11

In terms of diagnostic, the university can only partly influence its own develop-
ment. But this is not to be underestimated. It can not generate more state funding, it
cannot generate a bigger country, it cannot generate better prepared students, nor can
it change national culture and decision-making processes. But it can organise manage-
ment and strategy developing more effectively to support a real autonomous universi-
ty, and it can further develop its quality policy. It is the academic community which is
the first to be responsible for quality and quality assurance.

The audit team met many who are really interested in quality, met many exam-
ples of activities of individuals, met many who are aware of international trends and
practices. Even having experiences of their own.

Greece is in fact at the beginning of (explicit) quality policies. It was -for exam-
ple- only a few years ago that the systamatically organization of the postgraduate stu-
dies leading to postgraduate diplomas and doctorates, was introduced in Greek uni-
versities (the doctorate itself existing since 1932). Now there is the question of the com-
position and procedures of the committees to give the doctorate. And this is also a per-
fect example of learning of good practices, of the advantages of being in the beginning.
In Europe, but also in many other parts of the world, there are many good practices
regarding this question or other questions of quality. This is why in the oral report one
of the recommendations was to look abroad for some time, to get in touch with recent
developments and good practices.

. terms of § 12
ganisation:

One of the strong points of the Greek culture is without doubt, its love for open
debate, open to all participants and open to dialogue. Debate is not limited to few: the
team’s impression was that everyone seems to be well informed on the future extension
of the university in the region, but there was broad disagreement on the question
whether any decision was taken already and by whom. But, it was university-wide
debated, something many rectors would dream of.

The weak point is that it is not only not quite clear what is decided, it is also not
so clear who is responsible. Responsible for deciding, responsible for implementing,
responsible for managing, responsible for study programmes, responsible for quality.
All seems to be under the jurisdiction of committees, councils and general assemblies.
And in a much stronger way then is the case in the European University with its col-
lective rule and primus inter pares leadership. Especially for implementing decisions
this “culture” makes it difficult to connect responsibilities with results: who is to blame
or to praise for the result in the end? Who is in charge to solve a problem? Who can
solve a problem? Most of the interviewed could only mention the general assembly of
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the faculty as being responsible for what so ever. Reminiscences of the Pnyx.

The audit team however thinks that there is a clear need for more clear responsi-
bilities in the field of quality: policies, management, evaluation, information.

§13

As in many European universities, the overall responsibility for quality and its
further improvement should be the Senate’s. Yet, the Senate has had no debate ever on
quality as such. The Senate seems to have limited itself only to discussing management
affairs and what is required by the law. Debates, the audit team suspect to be dominat-
ed (and frustrated) by formal and defensive attitudes. The team met itself a good exam-
ple of this when the meeting with members of the Senate started with a debate on the
question whether there was a fixed procedure for this meeting or not. A debate that only
could be ended by saying that the CRE ruled professor Bresters to be chairman.

Thus, to our knowledge, there has been no discussion in the Senate of the kinds
of topics currently under active discussion in many other European universities anx-
ious to improve their quality. Such topics include:

® the nature of the teaching process and the learning experiences of students;
® the introduction of staff development and/or appraisal programmes;
® the promotion of interfaculty teaching and cooperation;

® guidelines for the monitoring of student progress, guidelines for periodic curricu-
lum review and the involvement of students in this;

® a clear place for quality improvement in university planning and budgeting proce-
dures.

The Senate should reorganise itself in such a way that the practical, day to day
affairs they are looking after, varying form sick leaves to building delays, should be han-
dled by special committee(s). May be there could be a collegium of Presidents of
Faculties to handle the more practical agenda of the university. The whole Senate
should take time and interest to develop their role in quality policies and assessment.
The Senate should also taken care that students will be more involved than they are now.

The rector (and vice-rectors) should give more emphasize to his/their role of aca-
demic head of the university. He/they should prepare the Senates decision-making in
a transparent way and give it a long term vision with small steps to implement.

Presidents or heads of faculties are responsible for the quality of teaching and re-
search in their faculties; the audit team however found no general policy how to sup-
port them in this task. So, to the audit team it did not become clear how the responsi-
bilities concerning study programmes in general are organised.

The staff and students of Democritus University of Thrace should be optimistic,
should try to develop new ways step by step. They are the sons of Hermes as well of
Aristotles, daughters of Iphigenia as well of Athena.
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The mission:

The institutional
politics:

B. THE CAPACITY FOR CHANGE
§ 14

The self-evaluation started with a mission statement. A clear but ambitious statement.
It should be elaborated on further and the university should try to develop some strategies
to fulfil its ambition. A plan aiming at 2005 could be a method including a SWOT analysis
(Strengths, Weaknesses, Opportunities and Threats). And above all, a way of working. A
team under the direct responsibility of the rectorate to develop and implement institutional
policies and strategies. May be this could be enriched by some scenario-studies.

The mission should be clear of its academic standards and in the present statement
a lot is said already. More attention to the international academic community is needed.

The mission statement provides the academic leadership on all levels (rector, sen-
ate, deans, presidents, assemblies) with inspiration, a set of values and a time perspective.

§ 15

Special attention must be paid to the regional dimension of the university. As said
before, no rector can deny this. So, a future regional profile should be developed with
special attention to:

® what kind of university and faculties: more attention to local and regional needs.

e quality of staff: how to improve attractiveness of the multi-campus university with
several small campuses. Social and cultural infrastructure, status of faculties. That
could even mean decisions influencing the profile of the university.

® academic community of staff and students: a policy to incorporate students and
staff more in the universities culture and doing should be developed. As an exam-
ple it should be considered to have a monthly magazine for all.

The mission statement presents norms and values with regard to the quality of
teaching and research and gives the university as a whole a place in the international
society of academic institutions. This mission statement must set out the university’s
aims for improving quality. These aims should then be converted to a set of goals, com-
bined with a set of mechanisms for achieving those goals, parameters for reviewing
progress towards those goals and the person(s) responsible for achieving progress. In
a similar fashion a planned and agreed timetable for achieving stages in the process of
integration with elements of centralisation of services could be set out, including a pro-
gramme for reorganising the distribution of funding.

§ 16

Institutional policies are part of the process of improvement. There was some talk
about developing new planning, but as the audit-team was informed, this was also tried
some years ago. Planning is essential, but should be conditioned by mission and imple-
mentation. Institutional policy aims at developing planning in relation to speci-fic poli-
cies, especially research policy, and in relation to the development of procedures.
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In a paraphrase of the classical unity of time, place and action, one could say that
planning should combine goal, method and responsibility. Goals can be “goals of study”,
can be implementation of a certain research policy. Methods can be a self-evaluation or a
budget decision. Responsibilities can be those of the rector or an examining board.

Institutional policies can be inspired by the mission statement, but also by good
practices. In the Democritus University of Thrace itself, or good practices abroad. In
this respect, the CRE could also be helpful further on in the process.

Fundamental to all activities are concepts of quality, concerning teaching and re-
search, concerning the management of the university and faculties, concerning the ser-
vices provided. Everywhere in Europe these processes are starting, why not in Greece?
Quality as a multi-dimensional definition, related to academic standards, to clients
needs (students), to the mission of the university, to effectiveness of the processes of
teaching and research, etc. Concepts of quality to be debated throughout the universi-
ty, not in abstract meaning, but in day to day practice. And the team wants to empha-
size that concepts are not equal to definitions!

§17

Developing institutional policies can not be done without a clear distribution of
responsibilities. Something has already been said about this, but it can’t be stressed
enough. On all levels there should be a division between (general) decision-making and
management. Three authorities must be especially mentioned in this respect:

a) The Rector is the academic head and chief executive officer of the university. Together
with the vice-rectors, he or she gives leadership to the university and its relations to the
region. They must form a team and should be supported as a team, to steer the univer-
sity into the next century. They should offer the Senate an agenda for the coming years.
They should give new impulses to the Senate and faculties to put quality on the agenda.

b) The Senate should be a dynamic body representing a sufficiently wide cross-section
of opinion to make sure that proposals are adequately discussed. At this moment the
discussions are to much day to day focused, to much management and to few students
participating. The Senate must pay attention to quality. The audit team suggests two
possibilities to improve the functioning of the Senate and with that, of the universi-
ty’s leadership: ' g

® form a permanent council for quality affairs and policies. But directly related
to the Senate to give impulses to the debates and decision-making.

® consider the possibilities to hand over much of the day to day management
affairs to a council of deans and presidents, which should be a committee of the
Senate to be in accordance with the national law.

c¢) The heads or presidents of faculties should act as primus inter pares with the author-
ity to implement. They really have possibilities to contribute. The example the audit
team striked most was their authority to ask for annual reports of the staff consider-
ing their teaching and research performances. A provision given by law, but hardly
executed. This could be the fundament for self-evaluation and evaluation. They also
should be supported by general ruling by the Senate and Rectorate as was said before.

There was, due to circumstances, only little attention to the administrative staff (i.c.
administrators and advisors). The general impression of the team was that they are hard-
ly participating in the university’s policy-making and operating of quality. But that also
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means that academic staff is performing all kinds of routine and administrative affairs for
which they are not only not trained, but what distracts them from their main duties.

The university should consider seriously how to bring the central administration to a
higher level of performance. Fear of dominant bureaucrats combined with various exist-
ing dissatisfactions, is understandable. However, with only a few capable administrators
and advisors no European University can be expected to perform all its tasks: finance and
funding matters, personnel and salary administration, senate committees, public relations,
internationalisation, student affairs, housing, information technology, quality policy.

Tid- and long-term § 18
trategies: '

Central in a quality culture are the members of staff. The only instrument at the pre-
sent is the requirements for election and promotion, although some doubted the scientif-
ic and teaching standards involved. Self-evaluation is necessary as is external peer-review.
Much can be said about this, but the audit team met many who were very well informed
on this, some of them having own experiences in foreign countries. Concerning mid- and
long-term strategies there should be a closer look at the mission statement, its general
statements should be translated to the daily practice in teaching and study programmes.

The university should develop ways and experiences for allocating money on non-
formal grounds. To stimulate quality or to improve the attractiveness of a faculty. The
audit-team found an excellent start in the research committee who uses definitions of
quality for distributing funding. Little money to be honest, but on quality considera-
tions. And their procedures are very much up to date: setting general definitions for
awarding proposals, agreed by the Senate, and a team of external experts who is look-
ing at the proposals and giving it credits or not. And everyone seemed to be happy
and comfortable with this way of doing.

§19

Looking at the teaching side the role of students is too weak (to put it mildly).
They must be heard. Students are in fact also responsible for quality: a) not accepting
bad quality, and b) giving suggestions for improvement. The audit team noticed also:

® the way curricula are organised and set up, is very much to be criticized. Of course,
the team only saw some examples, but including curricula consisting of 72 exams.
There seems to be a lack anywhere of fine-tuning between teachers and disciplines.
Multi-disciplinary courses were - in one case - even explicitly rejected! Many of the
students complained on the far to theoretical approach of their studies, having
mostly fundamental disciplines in the first two years. A classic debate in all universi-
ties, but mostly solved in one way or the other.
The audit team strongly advises that curricula should be revised regularly and that
the goals of study are explicitly formulated and approved by the Senate.

® There seems to be a lack of interest in teaching. Many complaints from students and
staff alike. Irregular lectures, or even not, overcrowded rooms (why not a second
lecture?), problems with didactics. Not all staff, because most of the students praised
some of their teachers, but more of them should take the critics of their students and
colleagues seriously. This is clearly needed! And related to this there is the “prob-
lem” of flying professors (living in Athens mostly) especially in the Faculties of Law,
Medicine and History and Ethnology, but also in the other Faculties. And although,
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most of the people the team spoke to could explain the reasons and many even stat-
ed that this was better then the often in Greece “absent professor”, it still counts for
absenteeism and disinterest in teaching.

The audit-team would like to advice that the Senate should rule out that there must
be self-evaluation in all faculties. It also suggests that facilities for quality improve-
ment should be developed as facilities for teacher support (e.g. training).

® One thing amazed the team that there are no examination committees with staff
from other universities or even from other faculties. This makes quality of learning
and teaching very vulnerable. If there could be done only one thing in the near
future, it should be to rule that there must be examination committees consisting of
at least one from another faculty, but preferable from another university.
The audit-team doesn’t believe that law will forbid this because of the academic free-
dom and the freedom of the chair. Nobody is forbidden to consult his or her col-
leagues; no Senate is forbidden to strongly advise to do so.

® There seem to be some complaints by students and staff concerning information tech-
nology facilities, libraries (and the one-textbook problem) and the quality of text books.

Coming back to the participation of students, one of the most obvious instruments is
to use questionnaires. Some do so already, but only on a very limited scale and in fact free
of obligations. Questionnaires can be seen as an inspiration for quality improvement and
should surely not be limited to didactics only. 1t should extend to curricula, services etc.:

® curricula: organisation, structure, content in general.
® didactics: teaching, organisation of courses.
® circumstances: services, library, information technology.

The operation of § 20
change:

Operation of change needs plans, responsibilities and can use a lot of good prac-
tises. Change and development need management, need involvement, need experi-
ments. Much has already been said about the role and tasks of Rector and Senate.
Especially the Rector and the two Vice-rectors are in charge of the direction of opera-
tions. They need support and may be even training. In this, the CRE also can be of use.

As one of the members of the Seante stated it very clearly, it is all a change of attitudes.
“First we need in this university is to change attitudes and adapt ourselves more to the
demands of modern times”. This and other remarks, made the audit team optimistic about
the support for development. Different staff members stated that there would be a broad
welcome to evaluation procedures, one is just not used to it (yet). But support is not enough,
change must be guided and that is explicitly a responsibility of the Rectorate and Senate.

There must be attention for the university as a community, students and staff,
with relations and ceremonies. In a remote part of Greece, as is almost all of Greece
when one looks from Athens, this is necessary. And this “family-approach” must be
combined with the process of internationalisation. Especially the ambition to be a real
scientific and cultural centre in Thrace, needs attention and care, but could be very
inspiring at the same time.

® The audit team would like to suggest to develop concrete practices of quality
improvement and assessment. Within a general frame of action-planning, there
should be experiments and good practices. First of all it would be wise to look in
other countries for the existing practices. Secondly there should be experiments
concerning self-evaluation, external peer-review and scenario-analysis. Some
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money must be set aside for this.

® The university should start publishing annual reports on its quality, looking at qua-
lity in a multi-dimensional perspective.

e Some training facilities for teaching and for administrators should be considered.

Recapitulation: § 21
concepts institutional policies strategies operation of change
* mission * planning * self-evaluation * Senate, Heads of Facul-
ties
* academic standards * concept of quality * goals of study
* Rectorate (strategic
* regional profile * good-practices * external peers team?)
* distribution of respon- | * exam committees * permanent council on
sibilities quality

* information

* research policy * annual reports
* budget

* training facilities
¥ experiments

* international orientation

There are no direct links between one table and the other. It is also not the case
that every thing should be done at the same time. However, if the Democritus
University of Thrace wants to be a university of standing, international recognized,
these are the elements that should be taken care of somehow, sometime.
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AUDIT SUMMARY
Role of quality in ' § 22
the university’s
strategy: The heart of the matter and the purpose of the audit was in fact to emphasize

quality in the university’s strategy. Quality management is so essential for the present
day university because everywhere in Europe (and elsewhere) we see that the context
in which the university is operating has changed considerably. No longer are they insti-
tutions for the elite of which it was assumed automatically that they are of high quali-
ty. No longer has the professor an aura of infallibility and authority and is everything
he does considered to be well done. It goes no longer unquestioned that Universities
‘are effective and efficient institutes of higher learning: they are requested to show that
this is the case. If Greek universities want to be part of the European academic com-
munity, it is requested that their management shows that it is paying attention to qua-
lity in a systematic manner. Laisez faire, laises passer no longer is sufficient to be a
good university. We therefore praise the management of the Democritus University of
Thrace that it has taken the initiative to participate in the CRE programme.

Apart from incidental initiatives the Democritus University of Thrace has a no
stated strategy for quality assurance. We stressed in this report the importance and pos-
sibilities for such a strategy towards maintaining and improving the quality of teaching
and research in order to strengthen the university’s position in the future. That means
that it should develop strategic planning by means of a development plan for the insti-
tution. Now contrary to what we heard in some places this is not only about planning
new faculties and institutes, but also about strengthening the existing ones or even clo-
sing those who will never meet the international standards in their field. From the dis-
cussions in the senate the audit team understood that some feel that such a planning
mechanism might be a danger for the academic autonomy of the individual staff mem-
bers. In this report was tried to explain the contrary in fact holds true: developing
teaching and research in an autonomous way presupposes the existence of a framework
on the institutional level. If no such framework exists, initiatives of individuals may eas-
ily fail to succeed because they have no guidelines to go by. Apart from the individual
autonomy, we have to consider the autonomy of the university as a whole and this is
much better guaranteed if it has some mechanism for quality assurance in operation
and can show to the outside world that it is taking the quality of its operation seriously.

Teaching and § 23
research:
In this report the audit team tried to give some reflection and perspectives. These
won't be repeated here, but looked at in a different way, related to the core business of
the university teaching and research:

a) With respect to teaching:

It is necessary to review the curriculum regularly and see if any changes are ne-
cessary. These may be derived from new developments in the field, students criticisms,
changing labour market situations etc. Formally the curriculum is under consideration
of the faculty’s assembly at the end of every academic year but the team did not get the
impression that this is more than a formality.

It is necessary to obtain the students opinion on the teaching. This can be done
by means of questionnaires. It seems to have been done at some places in Democritus
University of Thrace, but was either abandoned or no systematic use of the results has
been made.
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Longterm processes:

y of Thrace

A regular review of the teaching in a faculty is not done in Democritus University
of Thrace. A system which is in use in many universities is to have the faculty make a
self-evaluation, considering its strengths and weaknesses, the threats and opportunities
of the faculty (SWOT-analysis) and then ask an outside opinion of peers in the field.

Another possible way of assuring the quality of your teaching is the use of exter-
nal examiners like in the UK or Denmark. This presupposes that exams are no longer
considered the exclusive prerogative of the professors but that a faculty has an exami-
nation committee. The team wants to emphasise that the present situation in this
respect is a very vulnerable one.

b) With respect to research:

Again it is useful to apply the SWOT analysis on the research in the faculty and
obtain outside opinions of peers.

Responsibilities should be more pronounced, the Senate should take its leading
authority concerning quality. Deans and heads of faculties should focus on day to day
responsibilities in this area implementing general ruling. One of the first steps could be
that the head of a faculty uses his authority to draw a list of publications of every staff
member. At present this authority is not used in a systematic way. The university might
consider to publish a “scientific report” containing these lists of publications in order to
show its achievements in research. And it is worthwhile to try to formulate a “research
policy” with the objective to strengthen the university’s position in the academic world
both on the national and the European level.

c) With respect to human resources:

A university has to be an attractive place to work in. That does not only imply
attractive salaries but even more good working conditions as e.g. an environment in
which initiatives are welcome and find their way to decision making bodies, where good
performance is valued and where there is a common feeling of trying to deliver a good
job and improve it whenever possible. This needs a systematic approach to quality.

d) With respect to external relations:

A university needs a clear policy with respect to its relations to the region in which
it is located and its international relations. The relations of Democritus University of
Thrace with its surrounding region tend to be influenced by political matters and one
may question in how far the founding of the university was an answer to local needs.
In international relations Democritus University of Thrace seems to be quite active:
there are student exchanges and staff participates in international conferences. There
was however no sign of any systematic approach to these essential activities.

§ 24

All matters mentioned above need permanent attention of the management of the
university which should try to find a systematic approach to the quality issues. One
should keep in mind that to establish a quality culture in an institution is a real long
term process.
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® We strongly recommend that a body be established by and within the Senate, be it
a committee or a permanent council, with the objective to develop a systematic ap-
proach towards maintaining and improving the quality of the University.

® Examples of good practice in this respect may be obtained from CRE or from dif-
ferent countries where a system of Quality Assurance has already been developed.
As we have the impression that the Senate is mostly kept busy with administrative
matters this would bring Academia on its agenda which we think to be very impor-
tant.

® Creating a Quality Culture in a university can not be done on the central adminis-
tration level only, one has to consider the establishment of analogous bodies on the
faculty level.
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ENVOI

The Democritus University of Thrace is to be thanked for its generous hospitality and the
excellent arrangements provided lo make the auditors’ visit an exhausting but challenging experi-
ence. This universily is the first Greek untversity that participated in the CRE-project, therefor it
should be praised. One must see this as a promising first step for keeping up with international
quality standards. Much, very much has to be done in this field, national as on institutional level.
There are hardly explicit arrangements for improving and assessing qualily in research and in
teaching and learning. Much can be learned form other countries, perspectives must and can be
[formulated. Strategies designed and responsibilities defined. The Democritus University of Thrace
can also be in the future a strong regional institution with international standards of quality. That
will take time and energy, much needs to be improved, but it will be worthwhile to be in the mam-
stream of the European universities.
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