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A. PREAMBLE

Greece is undergoing critical changes that will determine its future for decades to come. Greek higher education, as a result, requires adopting a new model based on social values and principles characteristic of the country’s culture that encompasses Greece’s spirit of democracy and social justice. 

Higher education in Greece revolves around the public university, which has steered the country’s development since the founding of the Greek state, as well as the public Technological Institute which assumed a significant role in the development of the Greek economy after World War II. Despite the major role of the Greek university in the early years of the post-industrial revolution, higher education in Greece in the 1980’s and 1990’s took a turn that did not align well with social and economic changes in Europe and elsewhere in the world. As Greece joined the EU, these misalignments became more prominent and have created major barriers to improving the economy and stabilizing Greece’s social and political structures. 

At present, the organization and administration of the Greek university seems to be at odds with the needs of the Greek public, as well as the values and principles upon which the Greek university system was built. Further, these administrative and financial barriers have created a culture of conservatism that does not allow universities and their faculties to achieve the quality of education and social impact that these universities have been commissioned to provide. In order to empower Greek higher education, and help it achieve its mission to improve quality of life for all, barriers must be removed and the Greek university must be reformed.

The stakes are high, not only for government and the academic community, but for the country as a whole – culturally, socially and economically. Thus, everyone must stand up to this challenge. The Ministry of Education’s set of proposals would form a new identity for Greek higher education, and this report will comment on those proposals and provide independent observations and broad recommendations.

The International Advisory Committee has nine members listed on Appendix A. Due to scheduling conflicts only five members of the committee including Chancellor Katehi, President Sexton, President Naylor, President Hernes and President Ritzen where able to participate in their meeting in Greece on December 17, 2010. This report was synthesized by these five members using their notes from the individual and group discussions (see Agenda in Appendix B), material they were provided in advance and additional publications they had access to after the meeting. All members of the committee were given the opportunity to read the report and provide their written comments.

B. REPORT 

I. Introduction
In September 2010, the Greek government announced the formation of an International Committee[1] to assess the organization of Greek universities. The committee was empowered to provide broad recommendations and advice on how to reform the Greek university system to achieve its mission to educate and improve quality of life, and align it with European universities. 

The committee includes nine members from around the world who agreed to offer their advice and guidance. The members of the committee are international scholars with extensive experience as presidents of major universities from the EU, US, Australia and Asia. This experience provides them with the ability to understand the challenges facing the Greek university and Greek society and to appreciate the opportunities to reform and re-invigorate higher education in Greece. A list of the members of this committee and their short bios is given on Appendix A.

A subset of the committee including Chancellor Katehi, President Sexton, President Naylor, President Hernes and President Ritzen met in Greece on December 17, 2010 and participated in discussions with Minister Diamantopoulou, Deputy Minister Panaretos, Rectors and Vice Rectors of various Greek Universities, and representatives of political parties. The agenda of the December 17 meeting is attached on Appendix B. 

The members of the committee who participated in the visit have constructed the following report that expresses their impressions and observations, and offers recommendations that the Greek Government could consider as it tries to rethink and reform Higher Education in Greece.

The committee wishes to express its admiration for the willingness of the Greek government to undertake a thorough study of the state of the country’s university system. The goal to reform implies changes that should be implemented if the Greek universities are to be strengthened, improve quality of education and become engines of innovation and economic development. 

History has proven that major financial crises affect societal values and have the potential to trigger major social changes. In the past two years, Greece has been at the center of an unprecedented financial challenge that is threatening the social values, dogmas and structures upon which the Greek state has been built. 

Navigating Greece out of this crisis and into a future characterized by economic prosperity requires that the Greek university system be embraced as a national asset. It must be preserved, strengthened and protected. As national assets, Greek universities are entrusted to their leadership and faculty who are appointed as guardians and stewards to these national resources. Their primary role is to provide an education according to the Greek Constitution, provide equal access and equal opportunity for learning, and prepare students for work and citizenship. 

There is a great volume of literature by educators and economists from all around the world who have spoken to the importance of the university in sustaining democratic social structures and contributing to vibrant economies. In the paragraphs below, we outline a few facts that inform the observations and recommendations in this report.

a) The case has been made extensively that the public university’s mission to provide access to excellence cannot be achieved without[2]: 
 adequate resources
 autonomy and accountability
 a responsible and enlightened university leadership
b) b) Universities can become economic drivers if they produce sufficient numbers of well-qualified graduates[3]. Without such a supply, countries or states cannot develop a local innovation ecosystem and cannot sustain a thriving economy.
c) c) Universities should teach progressive thinking and encourage entrepreneurship. Both theoretical and experimental data show that graduates with a broad education and curiosity-driven learning skills are much more likely to innovate and to start their own businesses[4].
d) The ideal of full public finance of higher education and a system without restrictions on admissions has been widely shared in Europe in the era after World War II. However, as participation increased, a larger contribution from the government was needed at a time when government liabilities increased and the public became less willing or interested in paying higher taxes. The conflict between these two trends has limited funding to universities and has compromised quality2.
This report includes a set of observations and broad recommendations which may be found useful as the Greek government considers reforming the higher education system and improving the structures within Greek universities. This report is not intended to provide specific solutions but will offer a host of possibilities. These recommendations are intended to strengthen the Greek Universities and support them in their effort to educate the Greek public, protect democracy and fuel upward social mobility.

A. The Challenge
The major challenge for educational policy in Greece is that the country does not get enough competence from the talents of its people. The results achieved are not on par with the skills that can be developed. This is not just a question of advancing the attainments of those who continue on to higher education, but of better utilizing the faculties of every citizen.

Without changes, the Greek population will be undereducated and research understaffed for the requirements of a knowledge-driven society. Civic culture will suffer. Greek universities will not maintain international standards. This is a problem permeating the whole system, from training in basic education to time spent on basic research.

But there is much reason for optimism: The Greek system of higher education can indeed be improved. With enthusiasm-driven, effort and reform, it is possible to achieve a comprehensive betterment of both quality and performance. What is desired is within reach. Increased quality can go hand in hand with the goal of equal opportunity, independent of gender, social, geographic, ethnic or social background. 

The Greek system of higher education is mired in the past – with structures and procedures that hamper the development of skill and talent. No one starting from scratch would organize higher education in Greece as it is found today. Hence, comprehensive reforms are necessary – urgently. There is a broad understanding in Greece of what needs to be done. Yet the system provides short-term benefits for maintaining the status quo, and therefore many are finding incentives to oppose reform. Instead, universities must be given the freedom to change and their faculty, students and staff should be empowered to act.

The challenges Greek higher education faces cannot be solved piecemeal. A fundamental reorientation is necessary under a well-articulated perspective on the future of universities, based on universal principles for the aims of higher education and research. Greek universities will have to change in a global environment that itself is changing, rapidly and irreversibly. Among the changes are the growth of knowledge economies, the information revolution, the internationalization of economies, migration and brain drain. If reforms are not implemented now to meet and master these changes, Greece will increasingly be at a disadvantage. 

No Western country has such an illustrious academic past as Greece – indeed, the legacy of classical Greece has provided the foundation for all higher education and research around the world: Greece needs to catch up with its past, urgently and decisively. 

A country as small as Greece can no longer afford to lose the talents of its citizens. A comprehensive program of reform needs to be undertaken and implemented without delay.

B. The Findings
In addition to the various meetings in Greece on December 17, 2010, the members of the committee had access to reports, documents and parts of the Greek Constitution as it relates to higher education. The reports, discussions and debates among the members of the committee informed the following findings:

 This is a critical time in Greece’s history, characterized by a financial crisis with serious ramifications for the country’s existing social and political structures. Addressing the challenge as was articulated above requires fundamental and meaningful reform not only of the Greek financial institutions but of educational institutions as well. 
 Greece’s system of Higher Education suffers from a crisis of values as well as outdated policies and organizational structures. The tragedy is that leaders, scholars, students and political parties that aim to promote the public good have been trapped in a system that subverts the goals they seek, corrupts the ideals they pursue and forsakes the public they serve. 
 The enormity of the challenge and the urgency with which it must be addressed requires not just reform, but a change in civic culture. And this can only come from fundamental changes, notably in the institutions of higher learning which have to set the example and demonstrate the standards for the rest of the society. 
 The committee’s discussions indicated that there is a clear majority among stakeholders in favor of reforming higher education, though there is no agreement on what this reform should be, who should initiate it and how, and a forceful minority that advocates no change should be handled.
 A number of political decisions have led to governance policies within the university that provide an imbalance of power and control on academic issues and decisions. For example, students have 40% of the vote in the selection of university administrators. This imbalance of governance has led to decisions that are politically motivated and have not benefited the quality of the academic enterprise.
 Among all the EU member states and a few other countries (Australia, Israel, Japan, Korea, Mexico[5]), Greece has shown the highest expenditures per university student and the largest increase in these expenditures between 1995 and 2005. However, Greek universities and their faculty feel impoverished; they have no financial autonomy or accountability and they are at the mercy of a bureaucracy that stalls every effort to provide efficiency and transparency. 
 Greek universities lack the most fundamental information technology and other assessment tools to measure input and output parameters and to objectively assess performance (completion rates, offers/acceptances, publication performance and teaching effectiveness of professors). For example, universities have not established mechanisms to keep track of vital statistics: how many students attend classes, how many students transfer effectively, how many students graduate in 5, 6 or 8 years, what is the cost of educating the students, etc.
 Using inadequate methods, Greek universities report the lowest graduation rate in the EU. Only about one-third of enrolled students graduate within the required period. For example, out of the 600,000 students thought to be enrolled in Greek Higher Education Institutions, only 180,000 approximately have registered to collect the free textbooks provided by the state.
 Among all EU member countries, Greece has the largest number of tudents leaving Greece to enroll in universities in Europe and elsewhere. Every year, 60,000 Greek students attend European universities.
 The unemployment rates of graduates, and periods of unemployment after graduation, are unacceptably high. Their employability is compromised by the economy and their reduced ability to compete with graduates from other European universities.
 Greek university campuses are not secure. While the Constitution allows University leaders to protect campuses against elements that seek political instability, Rectors have been reluctant to exercise their rights and responsibilities, and to make decisions needed in order to keep faculty, staff and students safe. As a result, University leaders and faculty have not been able to be good stewards of the facilities they have been entrusted with by the public.
 The politicization of the campuses – and specifically the politicization of students – represents a beyond-reasonable involvement in the political process. This is contributing to an accelerated degradation of higher education. 
 There are many pockets of good research, yet overall the research effort lags behind in comparisons with the other EU members.
Over the last 30 years, the Greek university system has undergone organizational and cultural changes that are prohibiting its universities from achieving their goals and attending to their mission. Greece is trying to reverse this path and within this process it must also reform the financial and educational institutions that support the society and impact economic growth. Education in general, and Higher Education more specifically, desperately require reform, if Greece is to sustain the financial and economic initiatives presently under way and to succeed in reversing the conditions of a downward economy.

In view of the above, the committee is suggesting the following: 

A. Clarify the Mission of the Various Greek Institutions of Higher Education: The University System
 Greek universities have unclear missions, inadequate goals and uncertain futures. There is an unclear division between undergraduate four-year technical institutions and research universities. It is important for the Ministry of Education to initiate a process that will help revisit and clarify the mission of all Greek universities. The ministry should re-establish strategic goals and identify a system of institutions of higher education with memoranda of understanding between these institutions that promote collaboration and coordination rather than encourage competition and friction. 

 The Greek Higher Education System is missing a very important component of post secondary education. These are the two-year, Regional Colleges. These vocational institutions play a key role in educating the society and in contributing to economic development. The usefulness and importance of these colleges is in their ability to:

 Provide a thorough foundation to students who may wish to learn a vocation and to work in professions that do not require higher education.

 Provide education to students who at present, through the national assessment tests, have no access to a Greek public institution of post-secondary education. 

 Allow students to receive a solid education without having to leave their homes and move to other communities, kilometers away from their own towns and families. 

 Allow the top students to have the means to matriculate to four year colleges under well described articulations and processes.

 Become an engine of economic development for the surrounding towns and communities 

B. Strengthen the Autonomy of the Greek Universities: The University Board
 Universities should forge links with the international academic community to ensure a robust exchange of ideas, to set and maintain standards and to connect with Greek scholars abroad.

 Universities should be autonomous in terms of managing their resources, independently appointing the leadership and administration and making academic decisions that promote their strategic goals. Each institution must be able to manage and support its choices and identify additional resources that will help the institution in achieving its goals. 

 The universities should be managed and overseen by an appointed, independent Board of Overseers which is responsible for the well-being of the university (ies) they oversee. There are many examples around the world to select from, but the two most common approaches are: (a) an independent board for each institution or (b) an independent board for a group of institutions that share common characteristics.

 In an effort to strengthen the independence of universities, the rectors, vice-rectors, department heads and other academic administrators should be chosen by dedicated search committees with representation from alumni, faculty, students, non-academic staff and external appointees who enjoy great respect for their professional or civic contributions and their integrity. These committees should be tied to the university governing board or council. University leaders should be appointed with due process and should be regularly reviewed. Their re-appointments should be based on a thorough independent internal and external merit review.

C. Strengthening Faculty Governance: the Faculty Senate
 To achieve a meaningful and successful self-government and succeed in a continuous improvement of academic quality, each institution should have strong faculty governance. Toward this end, a new system is proposed that will include a Senate for each institution. If the universities are grouped into systems by mission or by any other attribute, it is appropriate to also consider a System Senate that is comprised of all the chairs and co-chairs of the participating university senates and other faculty specifically elected for participation in this Senate[6].

 Academic appointments in addition to faculty reviews and faculty promotions should be the prerogative of the Faculty Senate with the decisions (appointments or promotions) to receive review and final approval by the President (Rector). In the case of faculty appointments the recommendation should be made to the Dean by the Department Head and by the Dean to the Provost (Vice Rector) or President (Rector). A similar process should be followed for faculty promotions.

 Department Heads should be selected by the appropriate search committees and should be appointed by the Deans with the approval of the Provost (Vice Rector) or President (Rector). Deans should be selected by the appropriate search committees and should be appointed by the President (Rector) with the approval of the University’s Governing Board. 

D. Enforce Accountability: Measuring Performance 

 It is necessary that the universities be accountable for their actions. They should have the responsibility to measure and publicly report their academic performance.

 Universities should acquire information technology tools and develop policies and processes which allow them to annually measure the output parameters and assess the effectiveness of their operation. Some examples: tenure track faculty headcount and FTEs (full time equivalent), temporary lecturers in headcount and FTEs, enrolled students by year, graduated students (4 years, 6 years and 8 years), research expenditures, publications, citations etc.

 Universities should report the teaching load of their faculty in the form of student credit hours and focus on improving graduation rates and retention. Improving graduation rates should become a primary goal.

E. Improving Undergraduate Curricula and Strengthening Graduate Studies

 The University Senate should be responsible for revising and approving undergraduate and graduate curricula. The curricula should be flexible, of the highest academic quality, should reflect the needs of the profession and the needs and aspirations of Greek society. The Senate should also be concerned with the organization of degree programs and the procedure of examinations. Studies should be specified in the internal rules of each institution, within a broad framework set by the state. All new curricula and existing curricula changes should require the final approval by the Provost (Vice Rector) and President (Rector). The various degree programs should be accredited by an appropriate accreditation board regularly.

 We support the establishment of Schools or Offices of Graduate Studies in every institution. These schools or offices should be in charge of developing and proposing postgraduate qualification programs, and doctoral programs to the Senate. These schools or offices should be responsible for making sure that program requirements are satisfied for the award of graduate degrees.

F. Ethics and Transparency: Creating Trust
 In this particularly difficult period, every euro spent educating students is essential. A special public service or an independent authority should be responsible for handling and distributing public funding to institutions, for evaluating the cost of services, for processing relevant indicators and standards and collecting all necessary data from the institutions. 

 It is necessary that universities create a set of rules of faculty, staff and student engagement based on a broad set of ethics. The universities should have clear clauses that define and manage conflicts of interest and conflicts of commitment to safeguard against unintended misappropriations, mismanagement, plagiarism and nepotism. The universities should have a clear set of rules and processes to promote and enforce ethics in a way that brings about trust.

 Each university should perform its own audit of various financial functions and report regularly the results of this audit.
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