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INTRODUCTIONINTRODUCTION
WeWe havehave to to findfind appropriateappropriate wayway ofof organizationorganization ofof

universityuniversity to provide to provide efficientefficient managementmanagement structurestructure , , 
whichwhich cancan securesecure thethe developmentdevelopment ofof thethe universityuniversity..

TheThe academicacademic staffstaff shouldshould bebe betterbetter informedinformed andand involvedinvolved
inin thethe reformreform processprocess andand readyready to to operationaliseoperationalise andand
implementimplement thethe decisionsdecisions..

TheThe systemsystem shouldshould bebe createdcreated inin suchsuch a a wayway to to givegive thethe
possibilitypossibility forfor providingproviding thethe betterbetter educationeducation inin underunder--
graduategraduate andand postpost--graduategraduate levellevel as as wellwell as to as to increaseincrease
thethe researchresearch capabilitiescapabilities. . AllAll thisthis couldcould bebe realisedrealised withwith
efficientefficient andand professionalprofessional managementmanagement andand
administrationadministration..

WeWe expectexpect fromfrom thisthis projectproject to to getget insightinsight intointo goodgood
practicespractices on on ourour partner partner institutionsinstitutions, to , to learnlearn more more aboutabout
managementmanagement structuresstructures andand possibilitiespossibilities howhow to to 
implementimplement themthem, as , as wellwell as to as to learnlearn aboutabout thethe obstaclesobstacles
on on thatthat wayway. . AllAll thethe reccomandationsreccomandations willwill bebe veryvery usefuluseful
forfor usus, as , as wellwell as to as to allall partcipantspartcipants, , andand disseminationdissemination ofof
ourour reccommendationsreccommendations andand resultsresults isis one one ofof ourour mainmain
taskstasks..



ORGANIZATION AND ROLE OF THE UNIVERSITYORGANIZATION AND ROLE OF THE UNIVERSITY’’S CENTRAL S CENTRAL 
MANAGEMENTMANAGEMENT

TuzlaTuzla University has become an integrated institution of higher educaUniversity has become an integrated institution of higher education tion 
in in 1999.1999.

Reasons for integration Reasons for integration werewere numerous:numerous:
The need to offer interdisciplinary study fields, The need to offer interdisciplinary study fields, 
More efficient implementation of Bologna process,More efficient implementation of Bologna process,
Ability to create a critical mass in some research and developmeAbility to create a critical mass in some research and development fields,nt fields,
Increasing capacity to participate in huge Increasing capacity to participate in huge interdisciplinaryinterdisciplinary projects, projects, 
Increased potential to attract funding, Increased potential to attract funding, 
InstitutionInstitution’’s increased visibility, ands increased visibility, and
Efficient internationalizationEfficient internationalization. . 



WE CAN BENEFIT FROM THE INTEGRATION THROUGHWE CAN BENEFIT FROM THE INTEGRATION THROUGH::

Faster access to and dissemination of information,Faster access to and dissemination of information,
Stimulating further cooperation,Stimulating further cooperation,
Increased interaction with external institutions, andIncreased interaction with external institutions, and
Supporting management in the decision making process. Supporting management in the decision making process. 

On On thethe followingfollowing slideslide isis shownshown thethe figure.1 figure.1 UniversityUniversity BodiesBodies



UNIVERSITY   BODIESUNIVERSITY   BODIES
==

ORGANI UNIVERZITETAORGANI UNIVERZITETA

Upravni odborUpravni odbor == SteeringSteering boardboard
Senat                  = SenateSenat                  = Senate
Rektorat             = Rektorat             = RectorateRectorate
Komisije            = Komisije            = CommissionsCommissions
Drugi struDrugi struččni     ni     == OtherOther expertsexperts andand
i savjetodavni      i savjetodavni      advisoryadvisory bodiesbodies
organi organi ofof UniversityUniversity
UniverzitetaUniverziteta



UNIVERSITY STRUCTUREUNIVERSITY STRUCTURE



University Statute defines the task, rights and responsibilitiesUniversity Statute defines the task, rights and responsibilities of of 
the Rector, Vicethe Rector, Vice--Rectors, Directors and Secretary GeneralRectors, Directors and Secretary General..

TheThe Rector is appointed by the Senate.Rector is appointed by the Senate.
RectorRector’’s responsibilities:s responsibilities:

Rector is responsible for the Rector is responsible for the operationoperation of the Universityof the University inin
accordanceaccordance withwith thethe LawLaw,,
In relation to the academic issues, Rector is responsible to In relation to the academic issues, Rector is responsible to 
the Senate and in relation to the management activities the Senate and in relation to the management activities 
Rector is responsible to the Steering Board, and Rector is responsible to the Steering Board, and 
Rector reports to the Senate and Steering Board on an annual Rector reports to the Senate and Steering Board on an annual 
basis.basis.



DIRECTORSDIRECTORS
The Student Centre Manager and Financial Director are two very iThe Student Centre Manager and Financial Director are two very important mportant 
positions. The Student Centre Manager is a position with a precipositions. The Student Centre Manager is a position with a precisely sely 
defined job description relating to securing adequate conditionsdefined job description relating to securing adequate conditions for for 
studentsstudents’’ accommodation and stay. The Financial Director job description accommodation and stay. The Financial Director job description 
needs to be precisely defined and adjusted to the needs to be precisely defined and adjusted to the specificspecific nature of its nature of its 
position.position.

UNIVERSITY BODIESUNIVERSITY BODIES AND AND THEIR RESPOSIBILITIES THEIR RESPOSIBILITIES 
Senate is the UniversitySenate is the University’’s s body which deals with academic issues, consisting body which deals with academic issues, consisting 

of Rector, Vice Rectors, Facultiesof Rector, Vice Rectors, Faculties’’ representatives (1 per faculty), and representatives (1 per faculty), and 
FacultiesFaculties’’ representatives from the Council of facultyrepresentatives from the Council of faculty’’s scientific fields (1 s scientific fields (1 

per faculty), studentsper faculty), students’’ representatives from all 3 study cycles and 1 representatives from all 3 study cycles and 1 
representative of nonrepresentative of non--teaching staff. Senateteaching staff. Senate’’s Secretary and Secretary s Secretary and Secretary 

General also attend the Senate sessions but are not entitled to General also attend the Senate sessions but are not entitled to vote.vote.
Senate structure is shown Senate structure is shown figure.figure. 3. 3. 





Organizational units are shown in Organizational units are shown in FigureFigure 4. This diagram lists Vice Rector offices, 4. This diagram lists Vice Rector offices, 
Financial Service Financial Service whichwhich consistconsistss of Accounting and Finances, Centres for support to of Accounting and Finances, Centres for support to 
the scientific research and support to teaching scientific work,the scientific research and support to teaching scientific work, Units for revision and Units for revision and 
Centre for Quality Assurance. Given the nature of their scope ofCentre for Quality Assurance. Given the nature of their scope of work, the latter two work, the latter two 
units have been established as independent units. units have been established as independent units. 



ORGANIZATION OF LEGAL SERVICEORGANIZATION OF LEGAL SERVICE
Legal Service conducts administrative, technical and other commoLegal Service conducts administrative, technical and other common tasks n tasks 
through its Departments with activities in order to provide expethrough its Departments with activities in order to provide expert support to all rt support to all 
organizational units and ensure lawful and efficient implementatorganizational units and ensure lawful and efficient implementation of ion of 
activities for which the University is registered. activities for which the University is registered. 

Responsibility of Legal ServiceResponsibility of Legal Service
Legal Service is responsible for providing efficient assistance Legal Service is responsible for providing efficient assistance to academic staff to academic staff 
and students and ensuring that the Universityand students and ensuring that the University’’s work is lawful. s work is lawful. 

Legal responsibility of Legal ServiceLegal responsibility of Legal Service
The Statute and Regulations on internal organization and systemaThe Statute and Regulations on internal organization and systematization have tization have 
restructured the role of Legal Service and Secretary General in restructured the role of Legal Service and Secretary General in order to order to 
respond to the needs of academic community and the Founder.respond to the needs of academic community and the Founder.



PROCEDURES RELATING TO STAFF EMPLOYMENTPROCEDURES RELATING TO STAFF EMPLOYMENT
Framework Law on Higher Education in Bosnia and Herzegovina placFramework Law on Higher Education in Bosnia and Herzegovina places the es the 
staff employment issue and its related activities under the Univstaff employment issue and its related activities under the Universityersity’’s s 
jurisdiction jurisdiction whilewhile University has a legal subjectivity and institutional University has a legal subjectivity and institutional 
autonomyautonomy ..

LEGAL SERVICE LEGAL SERVICE –– FACULTIESFACULTIES RELATIONSHIPRELATIONSHIP
Internal work organization scheme anticipates that Legal ServiceInternal work organization scheme anticipates that Legal Service will function will function 
at the University level, providing assistance to all organizatioat the University level, providing assistance to all organizational units, nal units, 
including Student Centre. In order to provide academic staff andincluding Student Centre. In order to provide academic staff and students with students with 
efficient support, a part of administrative personnel is displacefficient support, a part of administrative personnel is displaced from the Legal ed from the Legal 
ServiceService’’s central office and has its offices at organizational unitss central office and has its offices at organizational units--faculties,faculties,



WAYS TO IMPROVE SUPPORT TO ACADEMIC STAFF AND STUDENTSWAYS TO IMPROVE SUPPORT TO ACADEMIC STAFF AND STUDENTS

Since the UniversitySince the University’’s integration, the number of students, new faculties, ands integration, the number of students, new faculties, and
new study programmes have been on an increase. However, the numbnew study programmes have been on an increase. However, the number of er of 
administrative staff does not follow the same trend.administrative staff does not follow the same trend.WhatWhat causedcaused manymany
problemsproblems inin everyday,severyday,s operationoperation..
ItIt cancan bebe solvedsolved::
employing the lacking administrative staffemploying the lacking administrative staff, , providing additional training on providing additional training on 
BolognaBologna--related principlesrelated principles, , introducing information system at the University introducing information system at the University 
levellevel, , passing the final act on the policy on ensuring quality and selfpassing the final act on the policy on ensuring quality and self--evaluation evaluation 
methodsmethods , , drafting normative procedures for evaluating nondrafting normative procedures for evaluating non--academic staffacademic staff’’s s 
quality of workquality of work



LOCAL MANAGEMENT UNITS AND THEIR ROLELOCAL MANAGEMENT UNITS AND THEIR ROLE
Since the University is integrated and the legal subjectivity liSince the University is integrated and the legal subjectivity lies at the es at the 
University level, FacultiesUniversity level, Faculties’’ position differs significantly from the traditional position differs significantly from the traditional 
organizational schemeorganizational scheme
FacultyFaculty’’s management bodies ares management bodies are::
Teaching Scientific Council/Teaching Artistic Teaching Scientific Council/Teaching Artistic Council,Dean,ViceCouncil,Dean,Vice Deans,Deans,
Council of the study Department, and Head of Department.Council of the study Department, and Head of Department.
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WAYS TO IMPROVE MANAGEMENT CAPACITIESWAYS TO IMPROVE MANAGEMENT CAPACITIES
strategic goals, mission (defining and adjusting them)strategic goals, mission (defining and adjusting them)
curriculum and teaching methods (changes and adjustment to the ecurriculum and teaching methods (changes and adjustment to the established stablished 
mission and vision)mission and vision)
human resources (education and preparation for  implementing thehuman resources (education and preparation for  implementing the goals set)goals set)
internal organisational and management structure (the existing rinternal organisational and management structure (the existing rigid structure must igid structure must 
be redesigned to meet the requirements)be redesigned to meet the requirements)
quality and evaluation (the crucial issue is upgrading quality tquality and evaluation (the crucial issue is upgrading quality to a higher level which o a higher level which 
requires constant evaluation and assessment of the defined procerequires constant evaluation and assessment of the defined processes) sses) 
student services and welfare (altered mission and vision definedstudent services and welfare (altered mission and vision defined and put the student and put the student 
in the centre of the changes, and internal organizations need toin the centre of the changes, and internal organizations need to adjust to this)adjust to this)
resource allocation mechanisms within the institution (stimulatiresource allocation mechanisms within the institution (stimulating funding instead ng funding instead 
of the current practice which treats everybody the same way regaof the current practice which treats everybody the same way regardless of the rdless of the 
quality of work; funding which will be in line with the new intequality of work; funding which will be in line with the new intentions) ntions) 
relationships with the environment (University must be the core relationships with the environment (University must be the core of the development of the development 
and driving force for all the positive processes in its environmand driving force for all the positive processes in its environment without loosing ent without loosing 
the universality of the educational process) the universality of the educational process) 
the culture of the organisation (processes must be the core of uthe culture of the organisation (processes must be the core of understanding and nderstanding and 
comprehension as a prerequisite for the survival and further devcomprehension as a prerequisite for the survival and further development).elopment).



Some fundamentals of successful change of management are:Some fundamentals of successful change of management are:
Change must Change must establishedestablished new model for the future.new model for the future.
Change will not succeed unless there is dissatisfaction with theChange will not succeed unless there is dissatisfaction with the old and old and 
genuine belief in the new genuine belief in the new -- people must have a reason.people must have a reason.
Major change is always painful and requires different ways of beMajor change is always painful and requires different ways of behaving, having, 
thinking, and thinking, and applyingapplying. People must be involved. . People must be involved. 

Changes to the management structure will bear fruit in the folloChanges to the management structure will bear fruit in the following:wing:
Make your department a Make your department a ““pocket of good practicepocket of good practice””..
Understand and recognize the different approaches to managing chUnderstand and recognize the different approaches to managing change ange --
their strengths and limitations.their strengths and limitations.
Reflect on your own experience of change and use that when helpiReflect on your own experience of change and use that when helping others ng others 
to understand the nature of the change process.to understand the nature of the change process.
Identifying and presenting your case of change.Identifying and presenting your case of change.
Reducing the resistance to change.Reducing the resistance to change.
Change is an ongoing process, not an event.Change is an ongoing process, not an event.
Change is unique to each organisationChange is unique to each organisation
Change is contingent on effective communication, listening to feChange is contingent on effective communication, listening to feedback edback 
and acting and acting ..



AUTONOMY OF THE UNIVERSITYAUTONOMY OF THE UNIVERSITY
The issue of the UniversityThe issue of the University’’s autonomy is defined by the Law and the s autonomy is defined by the Law and the 
Statute. Statute. 
University is a public institution of higher education, independUniversity is a public institution of higher education, independent of any ent of any 
religious, political or any other illegal influence, responsiblereligious, political or any other illegal influence, responsible for providing for providing 
higher education in the field of scientific research and artworkhigher education in the field of scientific research and artwork..

StatuStatutte e explainexplain the autonomy and academic freedoms, based on the autonomy and academic freedoms, based on ::
University enjoys full legal subjectivity and full autonomy in iUniversity enjoys full legal subjectivity and full autonomy in its work, ts work, 
including the mandate set forth in the Framework Law on Higher including the mandate set forth in the Framework Law on Higher 
Education in Bosnia and Herzegovina,Education in Bosnia and Herzegovina,
The premises of the University are inviolable and police forces The premises of the University are inviolable and police forces and other and other 
bodies for prosecution and prevention of crime cannot enter withbodies for prosecution and prevention of crime cannot enter without prior out prior 
approval by the Rector, heads of organizational units or individapproval by the Rector, heads of organizational units or individuals uals 
authorized by the Rector.authorized by the Rector.



FINANCIAL MANAGEMENTFINANCIAL MANAGEMENT
As can be seen in Picture 3. As can be seen in Picture 3. Structure of organizational unitsStructure of organizational units, financial , financial 
management consists of the Director of Finances and Service for management consists of the Director of Finances and Service for Economic Economic 
and Financial Affairs. There are two sub services: one for econoand Financial Affairs. There are two sub services: one for economic affairs mic affairs 
and one for financial affairs. and one for financial affairs. 
The Service is integrated at the University level and there is nThe Service is integrated at the University level and there is no similar o similar 
structure at any faculty. Funds are allocated from the Universitstructure at any faculty. Funds are allocated from the University level to the y level to the 
faculties based on the previously identified needs and plans.faculties based on the previously identified needs and plans.

SETTING UP STRUCTURES FOR QUALITY IMPROVEMENTSETTING UP STRUCTURES FOR QUALITY IMPROVEMENT
The University is evaluated considering the level of the currentThe University is evaluated considering the level of the current system, system, 
which ensures the quality, and considering the results of its acwhich ensures the quality, and considering the results of its activities, and tivities, and 
universityuniversity’’s contributions to the society and the development at the nations contributions to the society and the development at the national al 
level. level. 
In order to implement all related activities, it is necessary toIn order to implement all related activities, it is necessary to establish a unit establish a unit 
for revision and centre for quality assurance as independent unifor revision and centre for quality assurance as independent units.ts.



CONCLUSIONSCONCLUSIONS
Having in mind the overall environment, discrepancy between the Having in mind the overall environment, discrepancy between the law on law on 
state and cantonal level, it is very hard to find the solution tstate and cantonal level, it is very hard to find the solution that satisfies the hat satisfies the 
optimum of autonomy, as well as to enable the realoptimum of autonomy, as well as to enable the realizizationation of development of development 
goals.goals.
The presentation explains the current conditions and suggests ceThe presentation explains the current conditions and suggests certain rtain 
solutions.solutions.
TheThe systemsystem shouldshould havehave clearlyclearly defineddefined visionvision andand missionmission as as wellwell as as 
clearlyclearly defineddefined decisiondecision makingmaking processprocess..
It is sure that the cultureIt is sure that the culture ofof changeschanges, , implementation of Bologna reforms implementation of Bologna reforms 
and introduction of system of quality, must be developed, and acand introduction of system of quality, must be developed, and academic ademic 
and nonand non--academic staff must be continually educated.academic staff must be continually educated.
Finally, it means that efficient and transparent Finally, it means that efficient and transparent organiorganizzationation system must be system must be 
established , in which the management of the University could beestablished , in which the management of the University could be efficient  efficient  
, in line with its mission, in line with its mission..
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