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ADMINISTRATIVE ORGANIZATION AND STAFFING 
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The purpose of this series of lectures is to provide decision makers in the beneficiary universities with ideas on how they might establish or develop International Relations Offices (IRO) at their Institutions. The Starting point will be, on one hand, some short considerations of difference-making issues of IRO management and, on the other hand, the description of the USE's case. On this basis we will try to establish a possible model of IRO and in addition we will analyze the skills, knowledge and qualifications of the Head of the IRO and other staff officers.

The approach to the topics will be as practical as possible, deliberately avoiding any "one-solution-fits-all" proposals. The answers to a questionnaire translated and sent previously will be reviewed at the end of the session providing us with “lessons to be learned”.
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1. INTRODUCTION

A.General organization and staffing issues
At first glance the management of an international relations office does not differ from the normal management of any other administrative activity of the University: admissions, student welfare, academic programs and teaching, working conditions, financial resources, staff training, etc., which we will address later ,  but in reality this is only a superficial impression, because these specific tasks are carried out under factors such as the use of various languages, higher education structures, legal systems, cultures,  values, and even non verbal systems of communication,. All this is usually done at a faster rate than the normal, and possibility coordinating the internationalization efforts of different divisions or departments. 

 As an officer of the USE since 1989 I have experienced many changes in the IRO of the University of Seville.  Twenty years ago there were only two or three people in a very small office (where I was hired to meet the foreign language needs) dealing with international affairs.  This small office has turned into a huge office employing over 35 people that, among other tasks, deal with over 4000 exchange students.  Not only has the work load changed, but the resources and the work quality have as well. Where once there were, for example, two or three computers, today there are more than 35.   In short, it has come a long way from which it began, and I hope that through sharing these experiences with you, we can shed some light on the organization and staffing of an IRO together in an open debate to which end I ask for your kind participation.
But, let us first briefly answer to some very particular questions:

B. QUESTIONAIRE: 
1. Is there any clear internationalization policy and strategy at your University?

2. Who has the responsibility of the International relations at your University?

3. Do you have an IRO at your institution? If not: Do you think you need an IRO? For what? 
4. To whom does the office director report? 
5. In which essential work areas would you divide an IRO? 
6. What would be the goals / functions of these areas? Which other work areas would you consider? Have you missed any of the mentioned areas or functions in your University?

7. How are other University units and/or Departments involved in the international activities of your University?

8. How many people currently work in your IRO?   How many staff members should work in an IRO?
9. What would be the perfect academic credentials of IRO’s staff? 
10. And the skills and qualifications required from the IRO leader?

c. Some considerations
We can see that Internationalization is one of the most important issues with regard to the university management, yet there is currently no structural model for IROs. We must therefore  clarify some basic concepts: 
First, let’s briefly discuss some differences in the management of university internationalization:
1. In some Institutions the management responsibility is spread throughout various university departments and centers, while in others it is centralized in one office.  

2. Some IROs are chaired by a vice-rector, at the highest decision-making level, while in others intermediate managers lead the office.
3. With regard to, international recruitment, within some universities its purpose is financial, while in others it has academic or developmental purposes.  Additionally some offices have direct funding while others may depend upon activities outcomes. 
4. Some IROs have an explicit set policy while others do not. 
5. In some institutions, internationalization is institution-based while in others it is individually-based
What do you think about these statements? 

Here are some interesting observations: 
I. A comprehensive internationalization strategy should involve all university members and units at various levels.  The current trend is to centralize internationalization efforts through IROs .

II. The role of a vice-rector /pro-vice-chancellor/ deputy president involved in internationalization is essential.
III. In the majority of European public universities (with a few  exceptions) the prime motive for Internationalization is not  financial.  Most financial-based structures rely on international student recruitment, but not all international student recruitment must inevitably yield financial results. 
IV. It is strongly recommended that the annual or multiannual policy of the university states its general objective towards its internationalization.
V. In the following section we see the various historical transitions of the US IRO.
Normally the initial phase of internationalization focuses on institutional values. These first efforts intend to gain institutional visibility through framework agreements and presence at world forums. Intermediate phases would add professor exchanges while maintaining the institutional policy. The following phase would expand to student exchanges, although current trends have revealed the importance of “domestic internationalization” through professor exchanges as a means of reaching a broad host-university environment.
2.UNIVERSITY OF SEVILLE 
A.Background 

The University of Seville is one of the top-ranked universities in Spain with the second largest student population. Its history can be traced back to the 13th century when King Alfonso X granted Seville the privilege of establishing a school in Arabic and Latin; however, this project did not succeed, and the university was officially founded in 1505 when Archdeacon Maese Rodrigo Fernández de Santaella founded the School of Blessed Mary of Jesus (Colegio de Santa María de Jesús) with Pope Julius II´s benediction.
Five centuries later, the university has become a nationally and internationally renowned institution due to its excellence in teaching, research and the management of services.
B. The University 

Our University is comprised of more than 60,000 students, 4,200 professors and 2,300 non-teaching staff with a total budget of over €400,000.

The university is a leader in research, with more than 400 research groups and more than 1,000 annual academic publications with an international impact. It is also a leader in patents, patent revenues and the establishment of technology-based companies. Currently more than 10.000 students are benefitting from internships at more than 2.000 companies.

With more than 4.000 international students, both incoming and outgoing, and almost 500 exchange agreements with foreign institutions, the university positions itself at the heart of the academic cultural crossroads of Europe, Asia and America.
C. Spanish Higher Education System
There are approximately 50 public and 20 private universities in Spain.
According to the European Higher Education Space (EHES) system the official university studies are divided into three different stages: undergraduate studies, masters or graduate studies and doctoral or postgraduate studies.
At the undergraduate level, grade degrees require the completion of 240 credit hours (or four academic-year programs). 

At the graduate level a Masters degree requires the completion of 60 to 120 credit hours, depending upon the program length (one or two years) and a public thesis defense which requires six to 30 hours. Finally at the postgraduate level, a doctoral degree requires the completion of two study cycles: 60-credit study and a doctoral thesis study which entails both its research and a public defense. 

D. Academic portfolio of the University
The university offers a catalog of nearly 70 undergraduate programs taught in the Liberal Arts and Humanities, Social and Juridical Sciences, Pure Sciences, Health Sciences, Engineering and Architecture areas. In addition there are 74 graduate study programs leading to official Masters Degrees and 138 postgraduate study programs leading to doctorate degrees. In addition to these official degrees, the University offers a wide range of masters and University expert degrees outside the officially regulated system, which are widely recognized for their labor market value.

The academic calendar begins in October and ends in June. The final examination periods are held at the end of each semester in February and June. Year-length courses will be assessed in June at the end of the second semester. Students who do not pass their exams during either of these periods have the opportunity to retake them the following September. 

Teaching includes lectures, seminars and practical work under the supervision of a tutor. Attendance, while not always mandatory, is strongly recommended, as it constitutes a fundamental part of university education. 

E.Government Organization of the University 

The university government consists of various branches. The Rector, the highest university authority, both directs and represents the governing body of the university. The Rector is assisted by an Executive Board of 12 Vice-rectors and Secretariat Directors (among who is Dra. Lourdes Munduate, the Vice-Rector of International Affairs) who establish the strategic outlines of the university government. The University Senate (Claustro Universitario), elected by the student population, teaching and administrative faculty, is the highest representative body of the university community, whereas the Social Council (El Consejo Social) represents the broader society/social community. Other authorities include the General Secretary, who bears witness to acts and agreements of the University, the Manager, who is responsible for the university’s administrative and economic services and the University Ombudsman who is responsible for securing the respect of freedom and rights of all University of Seville community members. 

1. THE UNIVERSITY OF SEVILLE INTERNATIONAL OFFICE  
A.  A short history
The University of Seville has a strong tradition of internationalization, unquestionably due to the particular efforts made by its students and professors to reap the benefits of international education. It is also due to the historical relationship of Seville with South America and the interest shown by many foreign scholars and artists for Seville since the Romantic period. However, if we were to establish a starting point of the internationalization process, we would trace it back to the fifties and sixties, when the access to funds supplied by different support programs of Spanish Ministry of International Affairs provided the University of Seville’s professors with the opportunity to perform study abroad and research activities in addition to some traditional South American destinations. In general, international agreements and their administrative process were considered secondary with regard to the regular national agreements, and consequently there were no special provisions made for staffing or any other resources related to these agreements. Furthermore, the whole administrative process concerning these agreements was not centralized. It was not until the University Statutes of 1988 that a clear control and registration of documents came about.  This important first stage of centralized management warranted that all the agreements and programs were registered and filed at the same place and were systematically submitted to university Legal Services. Yet, the biggest boost for university internationalization came in the Nineties thanks to the Erasmus program. The enormous success of this program made both the needs and benefits of international education within the university and the general community more visible. It also changed the focus of international activity from the professors to the student. The next step toward internationalization was unavoidable: the complete validation of the Erasmus studies carried out abroad. 

Ten years ago, this validation would have been unimaginable given the resistance by many departments and professors to recognize any studies other than their own.  With the recognition of studies the University of Seville definitively centralized and systematized the development and production of international activities. Some recent milestones on the road to internationalization include creating  the Vicerrectorate Office of International Relations, prioritizing international affairs  in the university’s strategic plan, promoting university exchanges  with emerging countries such as India and China; instituting a development and cooperation office,  launching  the Study Abroad program, and planning international activities involving administrative staff exchanges.
B. Staff and Structure of the University of Seville International Relations Office: 
40 permanent staff members and eight student assistants 

 The structure is the following:

The Vice-Rector of International Relations, Dra. Lourdes Munduate, reports directly to the Rector and Executive Board, of which she is a member.  

The International Office is chaired on an administrative level by Santiago Melcón, who is assisted by the head of the international relations section and three administrative unit heads, a translator and an IT team. 

C.      Office divisions 
The University of Seville IRO combines two basic organization models.  The main areas of the office are organized on “product” or “divisional” structure basis, meaning that the corresponding administrative  unit contains all (or nearly all) necessary resources to achieve its aims.  For example the International Mobility Unit registers the arrival of international students, informs them about all the products the university can offer, and  issues their transcript of records, among other services.
Meanwhile the support areas of the IRO are structured on a functional basis. The Economic Management Unit deals only with economic affairs, the IT team only with computing issues, etc. 

Some specific tasks are carried out by small cross-sectioned teams as with the Quality Group established in 2008, which joins representatives from all the IRO units or as with some representative missions of the university during student fair exhibitions or meetings.
D. Work Areas of the University of Seville International Relations Office 
There are four main areas:

1. International Mobility focuses on the management of the Erasmus program and the Study Abroad program
2. Cooperation and Development focuses on the cooperation with the third world countries

3. International Agreements focuses on the management of programs other than the Erasmus exchange agreements 

4. General Support and Information of International Programs focuses on the assistance to professors and students intending to participate individually in externally-funded programs.

 These programs are assisted by three support areas:

5. Financial Management which creates and manages the budget of the aforementioned areas.

6. IT Staff which maintains the IRO website and provides technical support to all areas 
7. Translation team
Translations External Communication in English

Visibility – International marketing

The main services provided by the IRO include:
· The management of all international activities of the University of Seville under the guidelines approved by the University Council.

· International agreements.

· All International mobility programmes: PAP, ERASMUS, TEMPUS
· International Cooperation programmes including Management of international volunteering 

· Study Abroad programme

· The translations of web sites, documents, transcripts of records, visitors, etc. into different languages
· The planning of all international events held at the university.
4. A MODEL 

b. Areas

1. Fielden Model

In 2008, John Fielden presented a useful task-division model for international relations offices in his work The Practice of Internationalism: Managing International Activities in UK Universities, UK Higher. He uses the terms “Core,” “Core Plus” and “Comprehensive” to represent the various stages of the expansion of responsibilities within the office. According to Fielden, all international offices should undertake the “Core” functions listed below which, over time and with the accumulation of other responsibilities, could expand to the “CorePlus” stage and ultimately reach the “Comprehensive” stage.

Fielden found the following “Core” tasks in most universities:

· International marketing, 

· Liaison with agents 

· Handling international enquiries

· Managing international admissions

· Student support before and after their arrival 

· Compliance with legislation and codes of conduct

Some other universities included following “CorePlus” tasks in their IRO:

· Study abroad, student mobility

· Support for incoming international staff and their families

· Staff travel and research abroad

· Review of agreements and support for academic exchanges and teaching partnerships

· English language support

· Financial and welfare advice for students

· Assisting with access to scholarships 

· Management of overseas offices

A selective group of universities examined presented these “Comprehensive” tasks:

· Overall responsibility for the internationalization strategy:

· Looking after incoming international visitors/scholars 

· International market intelligence and potential partners

· International alumni relations

· Fostering global employability

· Integrating the experience of international and domestic students

· Delivering staff and student development in cross-cultural matters

· Management of international volunteering 

· Relationships with international networks 

2. A possible Model based on Work Areas
a) Main Areas:

i) Info

(1) Internal Public Announcements

(2) External Public Announcements

(3) Visibility: 
(4) Support to Staff and Students 

ii) Management
(1) Programs/Agreements

(2) Individuals

(a) Incoming Students

(b) Incoming Professors

(c) Outgoing Students

(d) Outgoing Professors

b) Support Areas.

i) Financial Management
(a) Self-funded

(b) External Funded

ii) IT support: Internal  Needs, Web page
iii) Translation: Translations, External Communication in English, Visibility,International marketing

a. Staff 

3. Key officers/ Units

4. Knowledge, skills and abilities required by Staff

5. Specific Requirements for the Head of the Office

6. Additional key points 

B. Staff

1. KEY OFFICERS/ UNITS:
1) Head of the Office: 

a) Overall responsibility 

2) Responsible for Financial matters
i) Budget management
ii) Justification of Expenses 
iii) Budget Transfers
iv) Registration and Deregistration of trainees /employees
v) Grants and Scholarships financial management
vi) Allowance and travel management
vii) Foreign currencies payments
3) Responsible for Incoming /Outgoing Students / professors regarding:

a) Administration

i) Record keeping

ii) Communication with Faculties/Schools/departments

iii) Transcript evaluation, accreditation and submission 

b) Assistance regarding:

i) Immigration, visa etc... including how to apply , forwarding proper forms, assistance with application etc

ii) Health Insurance /Social Security  applications

iii) Domestic Housing  Information and Assistance (Short and long term)

iv) Providing contacts for Abroad housing  Information and Assistance (Short and long term  

v) Before and After Arrival assistance, Bank accounts, University /City Orientation ; Public Transportation

4) Responsible for  Information

i) External Announcements 

ii) Internal Communications
iii) Dissemination Tasks

iv) Web Page Contents

5) Responsible for IT (Depending on the staff’s IT knowledge) 
i) IT structure. applications, etc
ii) Web page 
iii) IT assistance
6) Responsible for translation quality. (Depending on the staff’s command of English)
i) Translations of agreements
ii) Web Page Translation
iii) External Communication in English
iv) Visibility – International marketing
2.Knowledge, skills and abilities required for the IRO staff
a) COMMITMENT: self motivated
b) Knowledge of the UNIVERSITY ORGANISATION
c) B1-C1 English level 
d) COMPUTER literacy: Outlook, Word, Excel, Access, Visio
e) Ability to MULTITASK
f) Ability to work with TIGHT DEADLINES
g) Strong CROSS CULTURAL understanding
h) Willingness to TRAVEL

3. Specific Requirements for the Office Director
Required Qualifications:
·  Bachelor’s Degree or equivalent  (preferably in Law, Economics, International Relations, Media Studies, Communication  or similar)

Desired Qualifications: 
· A postgraduate degree in International Relations, Media, Communication Cooperation and Development or similar

Experience:

a) Significant experience with university administration at a senior level, including staff and resource management.
b) Experience in the development and the implementation of effective internationalization strategies and policies

c) Desirable : international marketing and student recruitment experience
Skills and Knowledge:

a) Excellent oral, written and cross-cultural communication skills

b) B1-C1  English Language Certificates  ( TOEFL, Proficiency or First Certificate) or proof of an  extended stay in an English-speaking country 

c) Excellent understanding of at least one other  foreign language

d) Good understanding of issues affecting higher education

e) Ability to lead and motivate a team

f) Willingness to travel 

2. Additional points:
· Institutions must make an effort to acquire and retain experienced professionals. Inexperience and rapid turnover negatively impacts IRO’s development 

· IROs need productive working relationships with many other administrative units, departments and centers of the university; therefore some previous experience within the university is highly recommended.
· An investment in ongoing language training is crucial to ensuring an efficient management.
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