Research and innovation managers —
bureaucrats or promoters?

Madis Saluveer
/ ARCHIMEDES

Administration Unit
Estonian Research Council
madis@archimedes.ee

INORMS 2010  13.04.2010

Presentation outline /AFIC:HIMEDES

1. Introduction

2. Bureaucrats, bloody bureaucrats

3. CEEC and NIS — what has happened since 1990s?
4. Research administrator as servant - leader

5. Conclusion - a word of consolation




Madis Saluveer /ARCHIMEDES

Education

1989 - PhD (Linguistics), Institute of Linguistics, USSR Academy of
Sciences

Work experience

1976 - 1993 Researcher, Language Instructor, Associate Professor,
University of Tartu

1993 - 1998 Managing Director, Folkuniversitetet Tartu
1998 - 2000 CEO, Tartu City Government Office

2000 - 2001 Project manager, NGO Peipsi CTC

2001 - 2006 Head, Development Office, University of Tartu

2006 - present Head, Administration Unit, Estonian Research Council,
Archimedes Foundation

Responsibilities: EstRC administrative support, management of project

calls (23 million euro 2010), EU structural funds (14.4 million euro
2010-2012), national legislation, EU FP7 NCP for “ldeas” programme

Archimedes Foundation /ARCH'MEDES

» Archimedes Foundation is an independent legal entity
established by the Estonian government in 1997

e 100% owned by the Ministry of Education and Research

» with the objective to coordinate and implement
different international and national programmes and projects in the
field of training, education, research, technological development and
innovation.
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Supervisory board (7 persons)
Management board (3 persons)

Administrative unit Financial unit

[ Tartu branch office (55 persons) [ Tallinn branch office (48 persons) ]

* EDUCATION & TRAINING
* ACADEMIC RECOGNITION

* YOUTH PROGRAMMES
* EU STRUCTURAL FUNDS
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Consolidated budget 2010: ~135 million euro

Operational costs: ~3.8 million euro (<3%)

2. Bureaucrats, bloody bureaucrats /ARCHMEDES

Every group, be it a business or a household, requires
some form of bureaucracy to ensure its smooth running.
Some academics, however, believe that the forms of audit
and accountability introduced to British higher education
have not only forced universities to develop extra layers of
bureaucracy to meet the demands of external scrutiny,
but have also changed the nature of academic life.

Times Higher Education 4 March 2010




Surveys /ARCHIMEDES

The inexorable rise of the manager was highlighted on 23
February 2010, when it was revealed that the number (of
managers) working in (UK) universities had risen more than
three times as rapidly as the number of academics in recent
years.

Although the number of scholars has risen by about 10
per cent since 2003-04, the number of managers has
rocketed by 33 per cent.

Source: Times Higher Education 25 February 2010 p 13

Reports /ARCHIMEDES

Europe’s research and development in Information Society
Technologies makes a vital contribution to efforts to become
the world’'s most competitive knowledge economy. But
Europe must step up this investment if it is to achieve
“critical mass” in these technologies. A report, released by
the European Commission on 17 January 2005 also
highlights the need to reduce bureaucracy, which threatens
to stifle research.




Editorials /ARCHIMEDES

The BMJ shows examples of a new problem: the
paralysis of research by bureaucracy associated
with ethics committees . Even committee members
seem helplessly entangled in the new procedures.

BMJ. 2004 September 11; 329(7466): 623.

Letters of complaint /ARCHIMEDES

Sir:

To my knowledge there has never been any objective analysis to
determine whether or not increasing the complexity in the fun ding
process has improved decision-making by the funding agencies or
produced higher-quality research from the recipient s of the funds .
The only outcome of which we can be certain is that the wasted time
makes grant-writers less productive.

Stephen Moss - Ashton Chair of Biomedical Research, University
College London

Nature 437, 1089 (20 October 2005)




Petitions /ARCHIMEDES

More than 2,000 scientists have signed a petition, Trust
researchers', calling on the European Council and
Parliament to reduce red tape and simplify financial
regulations for European research.

Times Higher Education 1936, 25 February 2010 p.13

Best idea for Red Tape Reduction /ARCHlMEDEs
Award

In order to raise awareness of the importance of reducing red tape stemming
from European law and to identify new suggestions for particular bureaucracy
problems, the “High Level Group of Independent Stakeholders on Administrative
Burdens”, initiated a competition called “Best Idea for Red Tape Reduction Award”.

With this competition the High Level Group does not only want to identify new
ideas on how to reduce red tape, but in particular wants to encourage active
participation by businesses and business associations, citizens and all levels of
public authorities to contribute to the improvement of European legislation.

The German Confederation of Skilled Crafts (ZDH) re  ceived the Best Idea for
Red Tape Reduction Award today for its idea to exem  pt more craft
businesses from the obligation to use a tachograph for short distances.

Brussels, 13th May 2009




3. Restructuring the R&D system in

CEE and NIS countries 1990-2010 (1) /ARCHIMEDES

Radical transformation of R&D and higher education along with the post

Communist economic and social transformation of the 1990s.

Main features of the transformations:

Adoption of legislative acts to support the functioning of the new
system

Reforms of R&D financing system
Institutional reforms

International evaluations of research areas and the R&D funding
system

Attempts to bring higher and post-graduate education into
accordance with international criteria

Restructuring the R&D system in
CEE and NIS countries 1990-2010 (2)
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The key changes:

new austerity measures and cuts in public spending of the early
1990s =>

1) a reduction of research capacity in the Academy of Sciences

2) a reduction in the number of former sectoral applied research
institutes controlled by individual ministries

3) Merger of the former Academy of Sciences institutes with HEIs

=>Nature 1 Oct 2009 p 569: “With the exception of Estonia, the basic

research in the region (CEE) is still controlled by the national
academies of science...”




Restructuring the R&D system in
CEE and NIS countries 1990-2010 (3)

/ARCHIMEDES

Considerable cuts in R&D personnel in most countries

*The Russian R&D personnel has declined by approximately 50% since
the dissolution of the Soviet Union until present (1991-2010)

eLithuania: Over 1998-2003 alone, the number of researchers decreased

by 22%
And drastic reduction of R&D personnel in some NIS countries
R&D personnel | R&D personnel | R&D personnel
Country 1995 1999 2007/2008
Armenia 7591 6528 5671
Rep of Georgia 21497 15138 9186
Kazakhstan 25372 15482 10382
Restructuring the R&D system in /
. ARCHIMEDES

CEE and NIS countries 1990-2010 (4)

« Large-scale privatisation of the enterprise sector

=> loss of much of its R&D capacity

=> virtual absence of applied research institutes to act as
partners for the business sector.
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CEE and NIS countries 1990-2010 (5)

Promoting excellence in research by increasing the share of
competitive research

=> Still wide differences in approach

e Lithuania - only 5-6% of total public R&D spending is awarded
on a competitive basis

¢ Poland ~ 50%,
¢ Estonia ~ 100%

... and the outcomes:

1. wide differences in the /AFICHIMEDES
growth of R&D intensity

GROWTH IN R&D INTENSITY 2000-06
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R&D intensity (GERD as % of GDP),

2008 / ARCHIMEDES
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2. Increasing number of
scientific publications
SCIENTIFIC PUBLICATIONS
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Change of number of ISI WoK
publications 1999-2008, FSU / ARCHIMEDES
countries
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3. Increased citation impact /ARCHIMEDES
Thomson - 2005 National Indicators - Deluxe - Graph of Results
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4. Increased international /ARCH'MEDES

cooperation and funding

In 2000-2006, Estonia received from foreign R&D grants
and contracts worth 76.7 million euro additional funding
(business enterprises excluded)

Case study: Estonia in EU

/ARCHIMEDES
framework programmes

In EU FP5 (1997-2001), Estonian project applicants success rate was
26% which yielded 19.2 million euro additional funding
cf Rep of Georgia: 17 projects, EU funding 590,000 euro;
Armenia: 15 projects, EU funding 920,000 euro

In EU FP6 (2002-2006), Estonia had 325 successful project applications,
success rate 23%, yielding 33.12 million euro additional funding;
cf Armenia 5 projects, Georgia 16 projects, Azerbaijan 6 projects

In EU FP7, during the first year (2007) Estonia had 146 successful
projects, success rate 23% (EU-27 — 21.8%) with the total additional
funding for over 15 million euro

12



EU FP 7 “Cooperation” programme

success rate measured by / ARCHIMEDES
number of financed proposals
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Source: Danish Research Barometre 2009 pp 17-18

4. The research administrator as

/ ARCHIMEDES
servant-leader

Research administrators are charged with the task of supporting the
research enterprise. We provide many services that allow our
researchers to focus more fully on their work, including the guidance
that helps to ensure that rules and regulations are met.

We serve and we lead! This may seem contradictory, yet there can in
fact be a natural progression from servant to leader. By striving first to
serve, and then to lead, we can earn the trust of our researchers.

Of course research administrators can say that it is our job to lead,
ensure that rules are followed, and see that the integrity of our
institution is upheld. But we can better accomplish that by serving first,
teaching well, and leading in such a manner that sometimes people
aren't even aware that they are being led.

From Pamela A Krauser's article in the Journal of Research
Administration, April 1, 2003

13



R&D arministration — a hot topic /ARCH'MEDES

Association of University Administrators' annual co nference 2010

Exploring the academic/administrative divide - caree  r framework
opportunities for the ‘third space’

Session Speaker Dr Giles Brown

Academic to Administrator, is the move possible?
Session speaker Ann Patey

Trust me I'm an administrator - what is professional ism in higher
education management

Session Speaker Matthew Andrews

ERC Starting Grant: 2007 & 2009 calls

Submission by domain & call /ARCHlMEDES
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ERC 2009: StG-07/09-9167/2503
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ERC StG 2007 & ERC StG 2009

Success rate by country of host / ARCHIMEDES
institution (i.e. ratio submitted —
selected proposals)

=

Success rates in %

in%

urce:  All proposals (2503) and 237top listed proposals.

Comparing ERC StG 2007 and StG 2009
Distribution of grantees per nationality / ARCHIMEDES

(gain/loss)
Source: 299 StG 07 and 237 StG 09 proposals

Difference in %

Nationality of Grantees

ERC 2009: StG-07/09-299/237
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ERC Starting Grant: 2009 call

Mobility: Incoming & staying candidates /ARCHlMEDES
Source: top 237 proposals
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Country of host institution ERC 2009: StG-09-237

Comparison of the most attractive
European institutions in the first two / ARCHIMEDES
ERC StG calls

17 CNRS 7 CNRS
9 Max-Planck-Society 7 EPF Lausanne
8 University of Cambridge 7 Max-Planck-Society
7 Technion Israel Institute of Technolog 6 Univ Leuven
6 Univ of Oxford

6 Consiglio Nazionale delle Ricerche Uni Gent

Univ of Cambridge

5 Univ Oxford Uni Bristol

Medical Research Council
Fundacio6 Privada Centre de Regulacié Genomica
Spanish National Cancer Centre

5 Free Upiv Amsf(erdam - o g E?’Er;ﬁisilat al'énergie atomique
4 Consejo Superior de Investigaciones Cientificas

4 Univ Leuven 3 IN National de la Santé et de la Recherche Médicale
4 Univ Heidelberg 3 Uni Munich

4 IN National de la Santé et de la Recherche Médicale 3 Helsinki Univ of Technology

3 Royal Netherlands Academy of Arts and Sciences 3 Univ of Utrecht

3 Univ Tel Aviv

3 Univ Stockholm

3 Univ Amsterdam

3 Univ Aarhus

3 Univ Leiden

3

3

3
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Most attractive European

institutions in the StG 2009 / ARCHIMEDES
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Research and innovation managers -
bureaucrats or promoters, servants
or leaders?

/AFICHIMEDES

Research administrators must ensure they are best placed to
* help secure and manage funding
» add value to the academic mission, and

e continue to develop strategic alliances while ensuring risks to an
institution are minimized.

David Langley & Mildred Huff Ofosu: Journal of Research
Administration - Spring, 2007
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Research and innovation managers - /ARCHMEDES
bureaucrats or promoters, servants or

leaders?

Research and innovation managers

should be bureaucrats as well as promoters,
servants as well as leaders

but first and foremost, they should be

RESEARCH FACILITATORS

5. A word of consolation /AFICHIMEDES

In the end, no matter what happens, it may just be that
academics will complain about bureaucracy whatever the
nature of the management that surrounds them. Perhaps the
unusual degree of autonomy granted in their profession makes
them hypersensitive to even the lightest-touch regulation.

Times Higher Education 4 March 2010
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THANK YOU!

/AFICHIMEDES
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