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Self-Evaluation Report

Introduction

Recognizing the importance of achieving an international credibility and promoting its
identity, the University of Zagreb has applied for the CRE (Association of European
Universities) "Institutional Evaluation". The first step, following the CRE self-
evaluation guidelines, has been the appointment of a contact group (academic staff: 6
professors from different scientific fields and one student), whose aim was to consult,
to comment and to review the self-evaluation report produced by the rector′s team
(rector, vice-rectors and a secretary). Both, the rector′s team and the contact group are
considered part of the self-evaluation team. One of the vice-rectors, the liaison person,
chairs the self-evaluation team.

In the process of the self-evaluation report preparation, data and views from already
published papers1-4 as well as numerous discussions led by academic staff, Senate
(deans, vice-deans, students) and its permanent or "ad hoc" subject committees have
been compiled.

Several extensive debates held by the self-evaluation steering group have not shown
any radical difference of view among its members regarding the key issues. Multi-
sided, mutually enhancing and complementory, views have rather contributed to the
comprehensive nature and unified focus of the report.

Chapter 1 - Institutional Norms and Values,
                    and Constraints

a)  What is the University trying to do?

1.  The scope of the institution
The University of Zagreb, as the biggest and oldest Croatian public university5-6  (see
appendix) is a central strategic higher education institution, responsible for the overall
development of higher education and science in Croatia, an institution with the
greatest potential as well as a strong aim to serve and improve Croatian economy,
culture and society as a whole.

The basic mission of the University of Zagreb is contained in the higher
education of young professionals, scientists and artists of analytical, critical and
creative mind, through the unified process of teaching and research, which
supplement, complement and constantly permeate each other.

In the past and still today the University of Zagreb has had crucial role in establishing
of and assisting other higher education and scientific institutions throughout the
country. Recently, for example, special attention has been paid also to the study of
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Croatian cultural identity, due to the fact that this field had previously been neglected,
even suppressed.

The University of Zagreb is financed primarily by the Ministry of Science and
Technology. Local/city authorities give only symbolic contribution although the
University of Zagreb is placed in the heart of the city. Almost 70 000 citizens/
consumers in the city are students, academic staff and other personnel attached to the
University. The University estimates that the investment and benefits which the
University of Zagreb brings to the city are not adequately returned. City authorities
ought to allocate fixed funds to the University of Zagreb in acknowledgement of its
presence and product/impact which constantly generates income to the city.

Last but not least, the University of Zagreb remains the focal point for introducing and
upholding quality standards, international experiences and results in the processes of
European and international integration. In this context, the University of Zagreb
strives to develop and improve its internal and external relations preferably on the
institutionalized basis (Special emphasis will continue to be laid on the participation
in the EU projects, despite the fact that Croatia has been excluded from the EU
projects for non-academic reasons!).

2.  Balance between teaching and learning, research,
     and other services
As already mentioned, the unity of teaching and scientific research is one of the
main principles the University of Zagreb would like to maintain and satisfy. The
University constantly promotes the concept that the university teaching and learning is
an interactive process where teachers and scientists analytically and critically present,
and students analytically and critically accept new knowledge. Teaching and
research staff of the University fulfills its mission in the better part of the
faculties. The percentage depends on the scientific field of the faculty.

This dual nature of the university teaching entails the obligation of every professor to
conduct research, hence also the need to be financed for it. This is not the case now,
not only because (1) the rate of financing science in Croatia is very low but because
there is no developed research funding policy in this sense, and (2) a considerable
number of professors and their research proposals do not meet the standards of the
Ministry.

In order to ensure balance between teaching and learning, research and other services
as well as a balance between different scientific fields, the University as a whole
should be involved in strategic planning, which is not the case at the University
of Zagreb. Further, the teaching process has to be monitored and assessed, which
was not the case until recently at most faculties, because it was not centrally
organized. Unfortunately, the present funding model does not take into account the
sufficiency or deficiency of disciplines. The negative consequence of defficient
mechanisms of overviewing policy could result in the excessive generation (in view of
the country′s needs) of professionals in some fields. On the other hand, some other
disciplines could suffer from a lack of critical mass of professionals or university
teachers.
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3.  Academic profile of the University
Academic profile (study structure and curricula) consists of all higher education
levels (undergraduate and graduate level), in almost every area and field of science,
arts and research. The University of Zagreb is trying to secure the continuity of both
existence and improvement of universitas, thus taking care that no scientific discipline
disappears.

The University of Zagreb does not emphasize any teaching programme or area of
research in particular. The issue of emphasizing a particular field has not been
thoroughly discussed yet, probably because of the University′s fragmented
organizational structure.

The common characteristics of many former curricula were: high number of
specializations starting as early as the second year of study; extensive curricula not
adequately adjusted to undergraduate studies resulting in an overloaded schedule;
more lecturing than practical work, large number of exams.

The University of Zagreb is basically an educational service to its community. For the
University to fulfill its mission, community should declare its needs, by the type,
quality and character of the professionals it requires/will require. Unfortunately,
Croatia, during the nine years of its existence did neither produce nor implement
its own strategic development plan.

In such a vague situation, the development of each academic, educational and research
discipline is left to individual efforts. Within such circumstances, uneconomical
overlapping, as e.g. social sciences studies, or study of business informatics, existing
at several institutions, must be expected. Successful international cooperation within
certain academic fields can be the measure of the standards performed.

4.  Organizational profile of the University
The University of Zagreb is becoming more and more aware of the importance of its
organization and management. It is fragmented at all levels of structure and
management: teaching, research, equipment, facilities, cooperation,
development, financing, human resources. Today, it is a group of independent
units. Faculties and academies are legal entities, which do not contribute to the
synergy of the whole.

Students are administratively not enrolled at the University head office but at faculties.
Teachers and scientists are not employed by the University, but by faculties. Strategic
decisions, especially the human resources development policy, investment and
budgeting are not set up at the common university level. All financial and
employment decissions have, so far, been made by the Ministry of Science and
Technology. In cooperation with external partners such as government, other
ministries, other universities and industry, the University of Zagreb can not act as an
integrated body, representing common interest of the whole university system. A big
intellectual potential is spread throughout the faculties but there is no cohesive power
present at the University of Zagreb which can implement strategic plans, even if and
when such plans are proclaimed and accepted at the Senate level. It is evident that
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some overlapping of competences (autonomy), regarding higher education issues,
among faculties and the University central office/Rectorate is present in our higher

education system. The reason is the present organizational model of the University.
Such an operation and attitude makes the University of Zagreb less efficient, more
expensive and less compatible in function with other European universities.

The ongoing and unresolved debate between the University and the Government on
the issue of university autonomy consumes time and veils other important issues.
Faculties, thus, hardly recognize weaknesses and constraints of the present
organizational model. As a consequence of this as well as of deeply rooted, inherited
habits, the faculties tend to resist changes.

5.  University's approach to students
The University of Zagreb preferentially offers traditional type of studies.

Other services, like distance learning, life-long learning, adult education etc., although
present in some areas (for example in medicine), have not, yet, been institutionalized
at the university level.

Within a particular study programme the University attempt to promote the modern
approach to the transfer of knowledge, which means, as much as possible active
student participation in the teaching and learning process, and as little as possible
face-to-face teaching (lecturing).

There are full-time and part-time students at the University.

It is necessary to mention that teaching staff is not institutionaly motivated to improve
teaching methods. Teaching process is not evaluated or if it is, without any practical
consequences.

6.  The stance of the University vis-a-vis its funders
The University of Zagreb believes that the university structure needs to be
strengthened, and be given more autonomy, in particular in the area of
financing. Faculties should not have the opportunity of negotiating and lobbying
directly with the Ministry, and vice versa, the Ministry should not deal with faculties
but rather with the Rector/Senate.

The University believes that the Ministry should allocate a lump-sum to the
University and the Senate/Rector should negotiate the internal distribution. This
possible unified budgetary structure has been elaborated and adopted by the Senate at
the debate on specific topics "Topics discussed at the Senate meeting"2. It is important
to see the appendix about budgeting7.

In this context the University is aware of the change in its competences and
accountability, as well as of the possible problems that could arise from such change
of funding models. Changes and adjustments to new policy nowhere go smoothly!  It
can be assumed that an insufficient budget and low financing autonomy could provoke
even greater problems in the future.
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As mentioned before, there are no other substantial and remarkable funders besides
the Government/Ministry of Science and Technology. In the recent past, exception
were some educational projects and contracts in cooperation with other ministries.
Industry, because of its bad shape, in particular in the course of the last years, when
the conditions have even worsened, has not been considered a stimulating or
promising partner.

The University suffers of a total lack of its marketing orientation. While some
University entities are strongly market-oriented, selling their services (as e.g. research,
consulting, interpretation, performing etc.) successfully at however limited Croatian
regional market, the University, because of the reasons described above, has no
product to sell! With exception of its own reputation and identity.

There is no public relations unit established at university level.

7.  The stance of the University vis-a-vis society
In the last decade of this century the Croatian society and the University of Zagreb as
well, have met with all kinds of unfavourable events, including war and post-war
experience, which have influenced and are still influencing the changes of its role and
activities in the society. The University is aware of the fact, that we are already living
and working in the "Knowledge Society", which presumes that well educated people
are its most important asset, and that learning is a continuous process which never
stops. This gives the University a most important place in the society. In order to
respond to the needs and demands of the society, University of Zagreb needs to be
adequately rated and treated by this society. First of all, it means that its status and
social relevance have to be increased, its partnership has to be enlarged and the quality
of every university activity improved. In short, the place and importance of the
University have to be clearly recognized by the society. The University of Zagreb
(current leaders) has, therefore, started spreading knowledge, offering information and
increasing general awareness of the problems the University faces, to the widest
possible audience in order to get supportive society as a partner. The University is
developing the process and efficient mechanism of its own recognition to be able to
acomplish its goals and be supported by the society.

8.  The University′′′′s Europeanization and internationalization
Instead of any comment on University′s Europeanization and internationalization
policies we refer to the letter8, that the Rector of the University addressed to the
highest EU policy making authorities (see the appendix).

Nevertheless, the University of Zagreb has recognized and re-thought many euro- and
world-trends and actions, undergoing and adjusting to, or harmonising already
initiated processes from the university sphere: adopting new laws and by-laws,
curricula changing, implementing European credit transfer system, student
questionaires as a part of quality assurance process, etc. The CRE institutional
evaluation can be considered also an example of the attempt of eurointegration
process.



8

9.  Constraints

9.1.  Selection and appointment of academic staff
Thorough analysis and criticism of state-of-the-art-selection and -appointment of
academic staff as well as a proposal for improvement of selection and appointment
processes, have been done by the University central office and adopted by the Senate.
This document9 can be found in the appendix.

There has been no response from the Ministry as yet.

At this point, it has to be emphasized that the real decision maker on human
resources policy and development is the Ministry of Science and Technology, as it
has to approve or disapprove any vacancy. In its policy, the teaching needs, but not
research and scientific needs, are taken into account, with which the University
disagrees.

There is a lack of best young staff willing to stay and work at the University. Several
reasons can be mentioned:

- inadequate human resources policy,
- low income of academic staff and therefore low social status of science and higher
  education (There are, however, some exceptions!),
- poor conditions for research (lack of scientific equipment, unstable financial support
  etc.),
- social rating concerning scientific profession is not exactly known (however,
  indirectly it seems that social elites in Croatia are often indifferent toward
importance
  of science and R&D).

The University is old not only by the date of its founding, but by the average age of its
staff as well.

The Senate has recently proclaimed and adopted the following notion9: Human
resources policy should always be adjusted to the university′′′′s overall strategic
development. The policy, should be formulated within the certain profession and
scientific or teaching field going bottom-up, because there are specialities in every
profession within the field. But, decisions should be coordinated and actions directed
at a higher level (at the University/Senate level), where the whole university system
can be observed, perceived and predicted and strategically planned. In this way the
partial interest can be harmonized and the behaviour of excluding all but narrow
partial interest or lobbing attitude between the Ministry and deans can be prevented.
This policy would be considered as giving more autonomy to the University and as
promotion and introduction of quality assurance policy.

In addition, selection of academic staff must be delegated to responsible, independent
highly qualified and neutral external reviewers. Only such reviewers can, with their
decisive and fair opinion, change today′s sometimes prevailingly one-sided mentality
of some reviewers in a small country, such as Croatia. By adopting higher standards
the reviewing culture will be improved.
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9.2.  Selection of students
Students enroll at the faculties after secondary education at the age of 18 ("traditional"
students). They are selected based on high school grades, entrance exam
(responsibility of faculty), and numerus clausus fixed by the Ministry.

One of the weak-points of current student selection policy is that numerus clausus has
never been adequately estimated (i.e., by all relevant factors: real capacity of the
faculty, the state′s and other supporters′ needs, study costs and by the quality range).

9.3.  Funding
Government funding is allocated by the Ministry directly to faculties. Budgeting
process is described in detail in appendix on finance7 and in the summary of the self-
evaluation report4 submitted by the Rectorate at the request of the National Council of
Higher Education. It is important to see the appendix on finance!

Moreover, the University has no insight into the allocation of goverment research
funds. Thus, the University, and scientific community as a whole, has very limited
possibilities to discuss Government spending in this area.

9.4.  Teaching and learning
Concerning university autonomy in teaching and learning, the following can be stated:

        - setting up or closing of faculties:  no autonomy, it is up to the Ministry's
          approval,
        - levels of degrees : autonomy, it is up to the faculty and the National Council for
          Higher Education,
        - programmes of study : conditional, stipulatory autonomy at university level,
        - specialization within a programme of study: total autonomy of a faculty (There
          are some recommendations issued by the Senate and the National Council for
          Higher Education.),
        - course units: total autonomy of faculty (There are some recommendations
          given by the Senate and the National Council for Higher Education regarding
          the structure and volume of study programme.),
        - didactic approaches: at the discretion of the professor (total academic freedom
          without special control or supervision).
There is a strong feeling at the University that further development and improvement
of the teaching process is often limited by some factors and regulations, including the
Law. For instance, examinations can be "oral, or written and oral". At many faculties
this leads to the practice of individual oral examinations in professor′s office without
the presence of other students. The student is marked immediately. Such examinations
imply that every student is asked different questions and the result is made on the
basis of impression rather than comparison of all students in the class. An other
anomaly of the examination system is the rule (defined by the Law!) that there is no
single examination term following each course. For example, a student is allowed a
total of four attempts (i.e. he/she is allowed to fail three times); after the fourth failure
the student may take the course again, followed by another four chances! The system,
deeply rooted in the Law as one of the students "rights" , is (1) very unjust to students,
(2) a heavy burden to teachers, and (3) forces the teachers to devote most of their time
to low achievement student rather than more succeesfull students.
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9.5.  Research
The University as a whole (the Senate) is not involved in strategic planning of science
and research development. Individuals and group of scientists can apply for projects
directly to the Ministry. The University has no central evidence on project contracts
and results and it has no coordinative role.

9.6.  Entrepreneurial activities
Entrepreneurial activities are not developed at the University of Zagreb but some
attempts exist at particular faculties. There is no central evidence on spin-off
companies.

10.  Labour market situation
In the context of the University related to national labour market situation the brain
drain is considered the major problem. By monitoring the level of the prospects and
achievements, the Croatian graduates and scholars have reached abroad, one can
conclude:

- The higher education at the University of Zagreb provides a strong and high-quality
   basis for the scientific and entrepreneurial success.
- The best graduates and professors are leaving the country.
- The higher education sector has not noticed the reverse brain drain, i.e., the brain
  gain, yet. More attention has to be paid to these issues.
- Higher education funders and institutions have spent a lot of money for higher
  education. By one-way brain drain a great percentage of this investment is lost for
  ever.
- In addition, the University of Zagreb and Croatian society have to pay more attention
  to projects which can broaden the labour market. Closer cooperation with
  European universities, higher two-ways mobility of students, teachers and scientists
  could be the examples of such projects initiated by the University. A lot of obstacles
  and constraints are still present, ranging from political to economical, from the
   weaknesses to the strengths of globalization.
Brain drain has been and still is a consequence of poor working and living conditions
and of limited labour market.

11.  Other environmental opportunities and threats
Without any doubt there are many threats but also opportunities in the recent time,
related mostly to our special historical, political post-war situation. They are
interactively connected with each other. Just to mention some of them:

- post-communist and post-war situation, mental and material legacy,
- unsolved political regional situation,
- ownership problems,
- small market (Croatia is still only at the treshold of Europe.),
- poor economy, old technologies,
- inherited mentality and habits, resistance to change,
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- slow process of change of habits, positive results become visible only in the long
run,
- limited resources at the University disposal, which also does not allow the University
  to proceed at the pace it would like to,
- the University of Zagreb expects the decreasing number of students′ enrollment as a
whole, in particular in the area of technical studies and natural sciences, looking
  forward at the same time, to increasing percentage of graduates in all fields,
- increasing number of students not only in graduate studies (master, doctoral) but in
  other types of studies (long life learning, distance learning, adult education,
  foreigners (exchange students)) can be anticipated.

In addition, an increase in contract research is to be expected.

12.  Institution's facilities

The University of Zagreb is a big (around 60 000 students) city-university, dispersed
throughout the city. It is an association of 28 faculties, 3 academies of art and 1
pedagogical academy located at different premises around the city, one university
study.

However, there are only few examples of sharing the same buildings, laboratories,
equipment, teachers. Minority of the institutions have sufficient facilities (they even
rent out some rooms), majority of the institutions are short of some facilities, some of
the institutions (Academy of Music for example) are forced to rent rooms for its
everyday operation.

The new, modern, first-rate equipped National and University Library is located in
Zagreb. It is, however, outside the organizational structure of the University.

13.  Student - staff ratios, personnel policy
The main and detailed data that give performance indicators are shown in Table 3.5.;
Fig. 3.1.; Fig. 3.4.; Table 4.1. and 4.1.1.; Table 4.1.2. and Table 4.2. in the reference1.
The copy in English is available in the appendix10.

The personnel policy has been elaborated in the paper, adopted at the Senate meeting
(See the appendix on human resources policy9).

The main point is, that there is a wide range of performance indicators at the
University. They differ from faculty to faculty. Nevertheless, on average, there is a
high drop-out rate, long studying period, an acceptable ratio between students and
teachers but not regularly distributed.

14.  Institutional planning and development
15.  Financial management within the institution

The issues of institutional planning and development, and of financial management
within the institution are already, partialy, elaborated in this Chapter in the paragraphs
a) 4, 6, 9.5.

At this point, the following facts can be stressed:
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- The new state of Croatia has not adopted its overall plan of strategic development.
As a consequence no strategic planning of higher education exists, serving as a
framework for strategic development of the University of Zagreb. Moreover, the
University is still considered an association of faculties - legal entities, and therefore
the Senate is without legal right as driving force for joint institutional planning and
development. Its already adopted rules or changes cannot be enforced. Many of the
Senate suggestions and initiatives for change have either been stopped by external
interventions or entirely ignored. Differences in opinion among faculties and
individual professors are a frequent and common feature.

16.  Other relevant factors
As to the other constraints relevant for the university improvement, it is worth
mentioning, that the mentality of former "leveling policy" has not been overcome and
the attitude of "awarding of excellence" not yet introduced.

b)  How is the University trying to do it?

In this Chapter, some answers to the question b) How is the University trying to do it?
are already provided. For the sake of clarity, habits and everyday practices within the
University and its faculties were described alongside the norms, values, goals, aims
and constraints.

Everyday practices reveal discrepancies between "ought to be" and "is" (as noted in
the CRE guidelines), as well as discrepancies in opinions among the Ministry, the
University and the faculties. Chapter 1 also mentions some relevant reflections,
opinions and actions of the University′s central office (Rectorate).

Besides already mentioned, the following has to be added:

For achievement of their mission, faculties of the University of Zagreb offer study
programmes at undergraduate and graduate levels in all traditional fields of study:
natural sciences, technical and biotechnical sciences, biomedicine, humanities, social
sciences and arts* . There are hundreds of study programmes. (E.g Faculty of
philosophy offers 32 study programmes at undergraduate level and about 20 at
graduate level. Faculty of natural sciences and mathematics offers 19 study
programmes at undergraduate level and 20 at graduate level. Faculty of Chemical
Engineering offers only 1 study programme at undergraduate level and 2 at graduate
level.)

Many programmes at undergraduate level, have several specializations, mostly in the
third and forth study year.

                                                
*  according to the classification accepted in Croatia
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General concept of the structure and managing of graduate studies offered by the
central university office has been proposed and is at present subjected to thorough
consideration of the university′s academic staff.

Undergraduate programmes are listed in the "Guide for Freshmen"11. Besides the
general, University guide, every faculty has its own "Guide for Freshmen".

The University central office, rector′s team, and many members of the academic staff
have become fully aware, by attending conferences and through contacts with the
views and experiences of other universities, that study programmes should aim at
optimal performance and adjustment to the emerging social, economic and industrial
needs. To respond to those needs in Croatian conditions, the University office has
started spreading awareness of curricula improvement and change. After adopting a
new Law on Higher Education a big discussion on broadening of curricula content
with foreign languages, communication skills, ability of giving presentations, team
work practices etc. have been initiated with variable success.

Recommendations and suggestions on curricula changes are related to the following:

- shorter programmes (emphasizing the main principles, generic knowledge, system
  thinking),
- more problem oriented teaching,
- flexible - modular programmes especially in the last year of study,
- more active student participation in learning and research.

Some new educational projects the University has already undertaken or intends to
start (like interdisciplinary graduate study programmes in ecoengineering and material
science).

On the average, conceptual initiatives which come from the University are seldom
enthusiastically accepted and implemented by the faculties.

In the context of curricula modernization there is an ever present confrontation among

1. professors who would like to propose a modern programme which can meet the
demands and needs of the society, 2. partial interest of professors who are already
involved in old study programmes, 3. way of financing of study programme (quantity
was the prefered element rather than the need and quality), 4. lack of money for good
new programmes which the University is able to conduct.

At this point a small paragraph from the Chapter 1 will be repeated. "The University
of Zagreb does not emphasize any teaching programme or area of research in
particular. The issue of emphasizing a particular field of teaching or science versus
simply following universitas has not been thoroughly considered, most probably
because of the fragmented organizational structure of the University", and rivalry for
funds.

As it has already been said, research at the University is also fragmented. A driving
force able to join scientific resources is hardly present. The University has no
influence on research policy.
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Concerning new technologies, some faculties are rather advanced in their
implementation, some are behind.

The University of Zagreb and its management is trying to follow the European
university trends. Central university office is trying to develop rules and mechanisms
which touch upon every part of university affairs, starting from the criticism of
legislation in every item to the most specialized issues of technical nature in curricula
development. The University central office/Rectorate provides the faculties with
information, suggestions, recommendations and comparative studies. Task and efforts
of the Rectorate is large, time-consuming, comprehensive. Therefore committees are
formed and appointed to discuss specific university topics and concepts, identify weak
points, strengths and opportunities, and propose improvements.

Afterwards, the same principles relating to specific topics are discussed first among
deans and finally at the Senate meeting. This multi-step procedure has been
introduced in order to use maximum of  available knowledge and opinion and to
ensure the optimal solution for further development of the University. Rules and
principles adopted at the Senate meetings were always within the legislative
framework.

Very often there are disagreements in opinion between the Senate and individual
faculty representatives (deans), so that the work of these committees is hard and it
takes lot of time before concensus is reached.

After following the described "democratic steps" in making rules and improving
operations of the University, at the point of implementation and operationalization of
the accepted rules, actions and projects, the University (central office) faces barriers
and resistance of the academic community, mostly due to the lack of information and
fear of change.

The University is aware of the problem, but it did not want to make the problem
public and thus go into deeper conflicts with either the Ministry or particular faculties.

Chapter 2 - Quality culture

c) How does the University know that it works?

At the State, the Ministry and the University level, laws, by-laws, all possible rules,
recommendations, criteria, suggestions on quality assurance are accepted. (See
appendix.)

The National Council for Higher Education is in charge of quality assessment of
institutions and programmes. The process is still under way and no feed back is
available as yet. Judgements and data about quality are not gathered at the University
level, and therefore they can not be integrated into central university quality policy.
Some other kinds of assessments have been for some time in function and therefore
are the object of stimulative discussion and permanent change.
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Here is a current, actual example: course unit evaluations made by students became
obligatory a year ago at the University initiative. Some faculties have introduced this
assessment even earlier. Although all faculties have accepted the initiative so far there
has been no feed back from them. The committee which follows the implementation
of student′s questionaire has recently made a report to the Senate. A quote from its
minutes testifies to prevalent attitudes towards the quality culture.

Successful and functional application of the questionnaire at University of Zagreb is
made difficult by the following:

- lack of tradition in such type of evaluation of teachers/professors,
- inadequate and somewhat different understanding of the goals of such a questionaire,
- doubt of staff members that such a questionaire can have any effect, as "more
  important things" cannot be accomplished and often stop half-way,
- fear of misuse of results,
- negative attitudes towards evaluation by students (partially based upon the negative
   experience from the past, when "collective thought" was easily manipulated),
- lack of information: for example it is not always understood that the questionaire has
  a corrective purpose and is only one of the indicators of teacher′s/professor′s success,
- low level of evaluation culture in which manipulation of results is possible,
- great differences among faculties: some carefully evaluate their work and have been
  applying "their own questionaire" for some time, while others find it superfluous or
   consider it "meddling in their autonomy".

In the conceivable future it would be unrealistic to anticipate the fast radical change in
the University organization. The University of Zagreb, however, consider the chance
to strengthen its academic organizational role by implementation of new total quality
management strategy, constantly fighting for excellence.

In practice, the University of Zagreb, in coordination and with the help of CRE, will
offer (but not demand!) to each of its entities, help and services in quality monitoring
aimed to improve their academic performances, to raise their standards, and to
develop their own evaluation and development processes.

A clear and sound statement will be issued, suggesting to each faculty to initiate the
process of constant improvements and academic development through implementation
of SWOT method. The office of the Rectorate will provide technical assistance, while
the University Senate will be the reporting and evaluation body.

The initial, triggering step will be a strong promotion of total quality management
among all members of the University community, to prove its advantages and
necessities of TQM to every member. An active participation in the process is
required from appropriate Trade Union, student organizations, ministries and other
interested parties.

The University does not so far posess a standardized effective mechanism for
recognizing and rewarding excellence and quality. This is a serious constraint within
total quality management and its introduction in the future is strongly recommended.
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Chapter 3 - The capacity for further development

d) How does the University change in order to improve?

Development of the University of Zagreb will follow the universitas studiorum
concept in accordance with its role of the central national higher education
institution. Structural and functional subsidiarity even within given legal framework,
enables more effective managing scheme. Several steps in that direction are both
feasible and acceptable to the main University stakeholder (the Ministry of Science
and Technology). Those steps could be specified as follows:

1. Present high degree of Ministry’s influence on academic decision-making policy
should be transferred to the University Senate. For instance, investment planning,
staff recruitment and employment policy as well as the finance of international
university cooperation could be easily given to the University Senate, to the benefit
of all.

2. The integration of the individual faculties’ budgets into university budget (as a
single item and the separate section of the state budget) is the necessary precondition.
The Ministry will (hopefully) support this approach in the budget legislature, already
for the fiscal year 2000.

3. Integrated University budget and the University Senate command over the budget
will enable a development of strategic guidelines for the mid-term period (4-8 years).
The critical strategic issues related to the managing of staff, investments, publishing
etc. will become the real content of University Senate’s agenda, thus providing an
opportunity for the tending steps of development.

4. Appropriate amendments to the present legislature (if revision of the present Law
takes place) would facilitate the above mentioned steps, by avoiding alternative
interpretation of the Law provisions and regulations. In the case of Law revision, the
University will be in the position to actively optimize its functioning.

5. The University should re-gain the power in the society and re-establish academic
dignity of the profession. The Latin proverb divide et impera has been fully proven by
the disintegration of the University in the last thirty years. The social power of the
University as an institution has been literally reduced down to the minimum. We
expect the integration will re-generate the appropriate influence of the University in
the society.

6. The imminent lifting of the EU-administration constraint, against Croatian
academic community will expectedly mobilise additional academic exchanges, as
well as teaching quality standard. Intensified international academic exchanges will
naturally improve quality standards.

7. The University believes that all the above mentioned processes will enhance a
stronger  identification with the University of both faculties’ and individual
professors’. Academic profession will, thus, re-gain lost incentives. This might be
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specially important in relation to the extracademic activities and services of
university teachers.

8. Inherited (communist) low level of the academic quality evaluation is recognised
as the serious obstacle. Mentality of factitious “leveling policy” (“pan-sameness”),
misunderstood and misapplied concept of self-management and proneness to either
silent acquiescence or futile lamentations (short of constructive initiative) are the
utmost drawbacks against the “higher quality concept” as the university goal. Elitism
still retains negative connotation. The University of Zagreb believes that the
University Senate power re-gained will energise Senate to enforce, within itself, a
higher quality standard. The avoidance of parauniversity external interferences and
pressures in elective procedure, as well as the transfer of all tenure tracks policies to
the exclusive competence of the Senate are basic prerequisits for achieving goals.

9. Solidified concept and strategic university guidelines will form a sound basis for
debates on academic matters with the National Council for Higher Education, the
National Council for Science and Research and the Ministry of Science and
Technology, as well as other universities and polytechnics in Croatia.

10. The higher degree of inter-faculty cooperation in education and scientific research
domain is seen as a hidden resource. The undergoing implementation of the
European credit transfer system at undergradute and graduate levels is an important
tool which provides necessary flexibility. More individualised education, certain
degree of economic rationalisation, as well as the compatibility with the European
educational system are expected to bring about a new dimension to our University.

11. More tighter and more coordinated interactions of faculties with the university
administration in the international cooperation area might produce more effective
usage of the existing resources and existing capacities.

12.  Students are involved in decision-making processes as defined either by the Law
or the University Statute. There is an occasional feeling among student representatives
that their presence and influence in decision-making bodies is only formal. With the
further promotion of students as partners on all levels, the University can only gain: in
terms of valuable contribution in all fields and, perhaps, most importantly in terms of
concrete support and help in the processes initiated by the Rectorate and the
University Senate.

13. The University of Zagreb will intensify efforts to promote and enrich study
programs of Croatian culture identity (like language, history). Long lasting deprivation
has resulted with the present misunsatisfactory level. The experimental project of
“Croatian studies”, active last eight years, should be given the appropriate institutional
framework. The improvement of both quality and quantity aspects of such programs
should be optimised in order to add up to this mission of the University of Zagreb.
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