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This report reflects the course and results of implementation of the Action Plan for the Program to Increase Competitiveness of the Federal Public Budgetary Educational Institution of Higher Education “National Research Tomsk State University (TSU)” among the world’s leading scientific and educational centers in 2013. 

For achievement of the goals set by the target model, TSU defined strategic initiatives and developed tasks with a step-by-step description of actions for six main strategic directions  which cover the key aspects of the university’s activity. The seventh additional initiative is aimed at developing internal services that provide effective realization of the Road Map measures.

During the reporting period all 37 measures, 17 tasks, and 7 strategic initiatives designated in the Plan began to be realized. 

The main results of fulfilling the tasks are the following: the creation of organizational conditions for effective implementation of the Program, the launching of the process of transformation of the university, and the creation of a new administrative model. 

All the envisioned “quick wins” and indicators of realization of the Action Plan on Implementation of the Program were attained in 2013, and this provided the dynamics necessary for further development of the project.  

The most considerable accomplishments are: establishment of 11 key services and divisions for implementation of the project; formation and preparation of a new management team; engagement of 14 foreign scientists and experts; setting up two Centers of Excellence; and creation of three joint master’s degree programs with foreign universities. TSU entered the list of TOP 100 leading universities of the BRICS countries according to QS (58th place, 9th among Russian higher education institutions), and Top Ten universities of the Commonwealth of Independent States (CIS) countries, plus Georgia, Latvia, Lithuania and Estonia in the INTERFAX ranking (6th place among higher education institutions of Russia).
Within Strategic Initiative 1 Creation of a portfolio of programs providing international competitiveness (“An intellectual portfolio”), emphasis is placed on developing master’s degree and postgraduate study programs, establishing a multilingual environment, and growth of network and electronic education. In 2013 three master’s degree programs were designed and introduced, and are provided in collaboration with foreign universities that have established scientific relations with TSU: “Mathematical analysis and modeling”, “Applied statistical analysis of technical, computer and economic systems”, “Verification and testing of hardware and software components of telecommunication systems”. Six academic programs for graduate students which were launched earlier and are jointly managed by TSU and foreign universities were further implemented. 
The Center for Management of International Educational Programs, which coordinates and is accountable for programs of double degree diplomas, exchange programs, and programs of inclusive education, was founded. The total of foreign students trained full-time was 1191; of these, 177 students and graduate students were from non-CIS countries. Of the students who are taking a course in the main academic programs, 10.8% are students from countries other than the Russian Federation.
In addition to the main academic programs, 37 modules (disciplines) in English were developed for training master’s students in four directions and are being realized. Five professors and lecturers from leading universities in Russia and abroad were invited.

In 2013 five network programs were instituted which train staff for innovative enterprises and companies developing knowledge-intensive and high-tech production, including the special economic zone of the technology development type in Tomsk, and branch clusters. 

Electronic learning and distance education technologies were introduced into all forms of education as provided for by the main academic and supplemental professional programs in 2013. 70 electronic courses were designed and 265 are being prepared. All electronic courses are catalogued in the uniform database of electronic resources of the university, which is located on the educational portal “Electronic University”.

To realize Strategic Initiative 2 Attraction and development of key personnel of the higher education institution, the growth of quality of researchers and faculty (“A new breed of staff”), the Department of Human Resources Development was established in December 2013 with six staff. It carries out recruitment, including that of researchers and managers in the international market, evaluation and development of personnel, and provides a program of reserve personnel. An open international contest for the post of the head of the Department was held. Interviews with Russian candidates were conducted, and a face-to-face interview with an applicant from Germany is scheduled for January 25, 2014.
An all-university database was created containing information about all foreign scientists whom TSU considers prospective employees on the basis of inquiries from the Centers of Excellence, laboratories and academic departments, and also previous cooperation. Today the database consists of 93 experts from leading world universities. The Committee on Recruitment of Foreign Experts was established to launch and perfect the mechanism of foreign scientists’ employment at TSU. In 2013 14 foreign scientists and experts (two of whom are Nobel Prize winners) were employed at TSU. Additionally, the Committee has decided to begin the hiring process of 25 more scientists from abroad.
Preparation of a personnel reserve was carried out. A statement “On Organization of Work with the Personnel Reserve of Tomsk State University” was passed. An open competition (with more than 100 participants) was held, and a personnel reserve of 15 people was formed. To support project management, and the selection and development of young talented managers, the School of Project Leadership was set up under the auspices of a well-known business trainer from Saint Petersburg, 54 persons were selected, and the program has begun.

In 2013 a model of competencies for administrative personnel, scientists, and lecturers of TSU as staff of a world class research university was designed. The international consulting company PwC and staff of the CEB’s SHL Talent Measurement Solutions company are taking part in development of the model of competences and key indicators of efficiency for various categories of the personnel as the basis for effective contracts.

Within the transition to effective contracting, a statement on effective contracting of academic staff was drafted that allows personalizing distribution of indicators among structural divisions of the university taking into account the staff’s quantitative and qualitative structure, particularities, and a profile of their educational and research activity. This principle of distribution of indicators will be applied to academic staff. 

For maintaining partnerships and internationalizing activity for professional development of employees, in 2013 the priority was placed on internship programs and organization of services for academic mobility. As part of their professional development in 2013 more than 510 employees of TSU performed internships and participated in 411 conferences in Russia and abroad (52 universities and scientific centers from 31 countries).

The realization of Strategic Initiative 3 Attraction of talented students and graduate students to TSU (“Generation 2020”) envisions significant expansion of the program for academic mobility of those who are undergoing training in the priority directions. This is managed by the Center of Academic Mobility of Students and Graduate Students that was established, with four staff. In 2013 the total number of TSU students participating in international academic events reached 557. The funding allocated to support mobility of the promising youth of TSU exceeded 10 million rubles in 2013. Among universities at which TSU students have pursued studies or participated in scientific activities were Maastricht University (Netherlands), National University of Taiwan, Feng Chia University (Taiwan), King’s College and University of Durham (Durham, Great Britain), and Free University of Brussels.
To attract talented schoolchildren to the university environment and increase the average score on the Unified State Examination, the school portal “University Avenue” is being developed. 3000 schoolchildren from 23 regions study at five distance schools established online by TSU. A students’ enrollment committee has been organized. Academic Olympiadas are held regularly throughout the region and beyond, as well as a forum for schoolchildren “Start to the Future”, involving 40 schools and 1000 schoolchildren. An annual competition of school scientific projects, five field summer schools, and more than 30 youth scientific clubs are in operation.

For fulfilling the main Strategic Initiative 4 Realization of models and practices of successful international research universities for effective development of research activity, in 2013 the International Academic Council was created. The TSU target model and the priority directions of its development were discussed.
Two Centers of Excellence have been established: the Center of Fundamental and Mathematical Physics and the Research Center for Biota, Climate and Landscape. The founding documents of the Centers have been approved, and their international councils have been created. Eight prominent foreign scientists have been hired by the Centers. In 2013 four new laboratories in the highest priority directions of university development were founded, and seven large research projects in priority directions were carried out. The fifth mega-grant to create a laboratory under the leadership of a leading foreign scientist in the field of biotechnologies has been received. The funding for research and development, infrastructure, and innovative development of science together with funds of infrastructure projects at TSU amounted to 1.8 billion rubles, 41% of the consolidated budget of the university in 2013.


In order to cut unproductive activities, monitoring of scientific activity was conducted. The reorganization of research management is underway. Funding of three scientific divisions has been withdrawn. The positions of 36 scientifically unproductive lecturers were reduced in 2013.
The principles of distribution of funds for the state task of carrying out scientific research have been changed. A competition to perform work within a State Order of 2014 (100 million rubles) was held. All subjects of scientific research are closely coordinated with the Program to Increase Competitiveness of TSU.
For strengthening ties with industries and for commercialization of results of scientific activity, a board of innovations in the sphere of science, equipment and technology has been founded. The Center for Assistance in Publishing for faculty, graduate students, and students of the university in international scientific and popular scientific magazines was created. Subscriptions to provide access to leading databases of publications and scientific data have been registered and paid. Work to achieve compliance of TSU scientists’ publications with the bibliometrical data in Web of Science and Scopus has begun.

The Center for Academic Writing for Social Sciences and Humanities headed by an expert from the USA (a graduate of the University of California Berkeley) is being created. 

Editorial councils of 23 TSU scientific magazines have been reorganized, and in three magazines the rules of registration of scientific publications have been brought into accord with the international requirements.

Agreements with the Russian Academies of Sciences and their branches and with the former Russian Academy of Medical Science on creation of joint laboratories have been concluded; 12 laboratories are being coordinated. Agreements on strategic partnership in the scientific and educational sphere with other universities in Tomsk (the Medical and the Teachers’ Training Universities, and Tomsk State University of Control Systems and Radioelectronics) have been established. 

In 2013 TSU hosted 21 international conferences in a variety of fields, enhancing TSU’s international exposure and reputation.

An international task force on implementation of TSU’s advancement in the international information sphere was created. The main areas of its work have been developed, along with a plan of creation of a TSU communication network in European countries.
A new university website based on the best foreign practices has been developed and is now in operation. Its English version is being edited. To promote TSU internationally, a competition for development of a new TSU brand was held and a contract was concluded. International experts who participated in advancing the brand of Nokia are involved in development of TSU’s brand. Two groups of journalists from foreign countries toured TSU. Collaboration on building the content of the new university site “Leading Universities of Russia” in English was actively conducted with the agency Mikhaylov and Partners.

The key aspects in the realization of Strategic Initiative 5 Creation of a management system and systems of change management by the University were the process of university transformation, the transition to the new model of management based on matrix principles, and a project approach to management, all of which were begun in 2013.
The election of a new TSU Rector was a significant event of the year. In November Professor Edward Galazhinsky, who headed preparation of the Program to Increase Competitiveness of TSU and presented the Road Map to the Council for International Competitiveness, was elected. This confirms the university’s commitment to the course it has chosen and creates additional prerequisites for necessary organizational changes.
To manage the transformation, coordinate strategic initiatives, and support project teams, the Office of Strategic Management was created that includes a project team, a monitoring center, and a strategic group on management of changes. For reorganization of structure and processes, auditing of the processes has been conducted since November 2013 with the participation of the international consulting company PwC (administrative analysis, 21 interviews, two focus groups). Comparative analysis of the best world practices is underway. In November, a delegation from University of Maastricht shared with TSU managers its experiences in advancing a university in the world ratings. In December 2013, representatives of the new team of TSU leaders visited National University of Taiwan to strengthen partnership relations and to familiarize themselves with the best administrative practices. The Rector took part in an internship focusing on the experience of leading universities in South Korea and Hong Kong.
Transition to the new model entails a change of the management team. The new team of managers, whose average age is 46 years, has been built in the course of preparation, defense, and organization of implementation of the Program and the Action Plan.

On a competitive basis six candidates for filling positions of deputy rectors have been selected, and there has been a change of directors of the main departments. Chiefs of the new centers and services have been chosen. The Rector and representatives of the management team have been trained in Moscow School of Management SKOLKOVO.

After defending of the Road Map by a method of active immersion, TSU leaders initiated communication about the Program. Over two days, more than 90 key personnel of TSU met in person to delineate the tasks and measures of the Road Map for the year 2014 and beyond. TSU employees are widely involved in preparation of the Program to Increase Competitiveness and the TSU Action Plan. Over 700 scientists, lecturers, and managers took part in seminars, project teams, and discussion and preparation of proposals. An innovation-active environment supporting the process of change management on a continuous basis has been created to engage employees in implementation of the Action Plan and to promote internal motivation of TSU staff.
To address one of the Program tasks, such forms of employees’ involvement as open seminars on creating changes; organization of work of analytical, project, and expert groups in the departments; open expert and analytical seminars conducted by external experts and consultants; and training seminars and programs in the field of innovations in education, science, and management are used. In the reporting period, more than 30 events connected with implementation of the Program to Increase International Competitiveness were held. Additionally, stimulation of innovative activity of scientists and lecturers is being carried out by means of competitive/grant mechanisms, and also through formation and distribution of a bank of initiatives put forward by TSU staff in the key directions of TSU’s development. 

A choice of an information platform was made, and specifications were developed in order to announce a competition for a comprehensive system of automation of information processes of the university connected with issues of increasing international competitiveness.

To facilitate the purposes of the Program, a Provision “On Stimulus Payments to TSU employees” was reviewed.

Coordination meetings were held with Tomsk Polytechnic University on synchronization of policies in the field of staff recruitment and pay.

In 2013, within realization of Strategic Initiative 6 Increasing the attractiveness of the University and the city of Tomsk for strengthening competitiveness, open access for residents and guests of Tomsk was provided to the following TSU facilities: the Scientific Library, the Botanical Garden, the Center of Culture (performances of the TSU Cappella Chorus, the Violin Ensemble of TSU, and the Jazz Orchestra “TSU-62”), and the Sports Center. 
The Center for Support of Grassroots Innovations, which is the first in Russia, was opened at TSU in 2013. In the framework of preparation of the project “Tomsk - Intellectual City”, the project “TSU’s Eco-Campus” is being developed. The Center of Urbanistics was established working with Italian and French experts in the field of development of campuses. Specifications for development of a master plan of the TSU campus and the surrounding area by 2020 have begun to be formulated.

For advancement and support of TSU, and for organization and systematization of collaboration with TSU alumni, the Center for Coordination of Work with TSU Alumni was founded. In the reporting year, 63 alumni were a part of advisory, supervisory, and methodological councils of different levels.

To attract additional resources to the TSU Endowment Fund, the Department of Development was established, and a competition to head the Department was announced.

Implementation of the Road Map in 2013 was complicated by:

1) the fact that a decision was not made on time, so that at the beginning of 2014 there is a problem of funding using a subsidy allocated for the Program measures, including implementation of the obligations taken under civil contracts in 2013. This problem has been solved only by utilization of additional extrabudgetary funds of the university; however they are scarce due to the necessity of funding the planned measures of the Road Map and an obligation to finance jointly the current scientific projects. Thus, for an expeditious temporary loan of extrabudgetary funds or to receive borrowed funds at the legislative level, development of a mechanism of reimbursement payments is necessary, financial security for which is target subsidies made earlier, at the expense of other sources;

2) restrictions in the use of a subsidy for implementing a project in the frameworks of the actions determined by the Resolution of the Government of the Russian Federation of March 21, 2012 No. 211 which narrow directions of realization of strategic initiatives;

3) particularities of the Labor Code that limit the pace of introduction of effective contracting (for example, the existing administrative and management personnel have termless employment contracts, but staff have five-year contracts in effect);

4) features of migration legislation that create a lengthy and labor-intensive procedure to establish labor relations with foreign experts. It is difficult to establish relations with scientists from abroad as visas can be issued only for teaching activity.

5) changes in the administrative model, the organizational structure, and the management team simultaneous with the beginning of the implementation of the Action Plan which caused problems of cross-functional interaction.
These problems do not prevent achieving the indicators and implementing the Project, but reduce the pace of transformation of the university and the efficiency of carrying out actions.

As a whole, performance in the first stage of the project was focused on creation of conditions, first of all organizational ones, for internationalization and increased effectiveness of the university’s activity, and for international recognition of our results.

