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Chapter 5

The Dilemma of Institutional Structures
Howard C Clark

The context outlined in Chapter 1 describes the many factors
presently affecting the institution of the university, an institution that
has been preserved and has survived almost uniquely over many cen-
turies. However, survival has only been possible because of a will-
ingness to change, sometimes reluctantly, in response to the pressures
of a changing external world. In this chapter, I am concerned with
institutional structures and decision-making processes as they relate
to internationalization, the ways in which they have developed, and
the changes that may be needed to ensure their success. But first, we
need to understand how the Canadian university has changed over
the last 40 to 50 years and how its present state reflects both inter-
nal and external conditions.

As the introductory chapter demonstrates, Canadian universities
have much to be proud of; indeed, as a group, they rank among the
world's best. However, close examination of these universities reveals
a number of features that largely result from their remarkable trans-
formation over the last 40 to 50 years.
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Size and coherence
First, the nature of the institution has changed fundamentally, as a
result of the growth in size of all Canadian universities. The University
of Western Ontario (UWO) today, with a full-time student body of

100 1950, when it had about 2 500 students. The latter rightly consid-
ered itself a distinct community, with considerable coherence; people
knew each other and shared the successes and problems of the com-
munity. With few exceptions, the much larger Canadian university
has very little sense of community; faculty members and students
know colleagues in their own departments and perhaps in some
related departments but know little about the rest of the institution.
Instead of a single community that can agree, perhaps with difficulty,
on common goals and objectives, each Canadian university is a
multiuniversity, comprising a set of separate, isolated minicommu-
nities, whose interests and goals may be quite different and may even
conflict.

Diversity
A further contributor to the loss of community in Canadian univer-
sities is the much greater diversity found in the institution. The range
of subject matter covered by the many departments and schools is
enormous, from philosophy, to geology, to women's studies, to engi-
neering, to management, to a wide variety of other professional
schools. It is obviously difficult to establish a common intellectual
ground across such diversity — a diversity not found in universities
in the 1930s. Both the faculty and student bodies are much less homo-
geneous in terms of ethnic, racial, and socioeconomic backgrounds,
reflecting profound changes in Canadian society over the past 50 years.
In contrast, a notable feature of Canadian universities in recent years
has been the decline in the percentages of international students, to
less than 5% in 1995. This contrasts with the experience of other coun-
tries, such as Australia and the United States, where the percentages
of international students have continued to rise quite sharply.

Financial
Today's university resembles that of the early 1950s in at least one
important respect: the lack of adequate financial resources severely
restricts the institution. In the early 1950s, finances were still

18 000, bears little structural similarity to the small college it was in
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constrained after World War II, despite the considerable influx of vet-
erans into the universities. In the 1990s, the need to balance gov-
ernment budgets and eliminate debt led to severe reductions in
funding. However, it should not be forgotten that in the intervening
years, both federal and provincial governments poured vast amounts
of tax dollars into the universities; and, of course, generous funding
in the late 1950s and 1960s contributed significantly to the govern-
ment's current debt problems! But it remains a fact that, in absolute
terms, the Canadian universities have enormous financial resources
available to them and are very well endowed relative to those of most
other countries.

1̂01

Human resources

A factor seriously affecting Canadian universities, at present, relates
to the age distribution of faculty members. Especially during the
1960s and 1970s, when the rate of university expansion was great-
est, the universities made large numbers of faculty appointments. This
large cohort of faculty dominates the age profile of the total profes-
sorate in Canada, as it does in many other countries. But this cohort
is now aged between 50 and 65 years, and its members are fast
approaching retirement. They are also now struggling with much
heavier teaching loads and have less time for research and reflection.
Although it may be an overstatement, some would claim that this has
resulted in an erosion of intellectual vigour in the universities. As
mentioned in Chapter 2, an increasing number in this cohort are opt-
ing for early retirement in response to generous early-retirement pack-
ages that many universities have introduced to reduce costs. And this
significant loss of experienced and skilled faculty members must
weaken the university, even if only temporarily.

Although retirements are occurring rapidly, the number of
replacement appointments that institutions are able to finance is very
small. Nevertheless, the proportion of able, young, and enthusiastic
new faculty is now steadily increasing, and their influence on the uni-
versity, now only just being felt, will become dominant over the next
10 years. Canadian universities are currently undergoing a major tran-
sition. At the moment, perhaps, they are somewhat weakened intel-
lectually and less proactive than in the 1970s, but their considerable
potential for revitalization is becoming evident.
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Governance

h02

The governance of today's Canadian university is also very different
from that of 1950. At that time, presidents and deans had consider-
able authority and, often — in some cases, perhaps, all too often —
made decisions with little or no consultation. Today, through intri-
cate committee structures at the departmental and faculty levels,
through full control of the academic senate or its equivalent, through
membership on boards of governors, faculty members and the stu-
dents as well, to a lesser extent, have very substantial governing pow-
ers. The scope of a university president's authority is limited to a
degree that is surprising to the business community and the general
public, and this is also the case for the governing powers of boards
of governors, which have been substantially eroded. Governance is
achieved by consensus, usually formalized in senates and boards in
voting procedures. Given the diversity within the institution, along
with the many different and often conflicting interests, consensus can
be extremely difficult to achieve. Some would argue that this is
appropriate for an academic institution, where, without consensus,
no action should be taken. But all too often this means that decisions
are taken by default; in a rapidly changing world, the university is
seen as reactionary and out of touch with reality.

With decision-making thus constrained, the task of leadership is
both frustrating and extremely challenging, especially when it comes
to setting institutional priorities. This is perhaps best illustrated by
the fact that institutions only very rarely concede that they are less
than excellent in any subject area or suggest that specific programs
be dropped to allow the institution to concentrate on its recognized
strengths. Even now, when essentially all universities are vocal about
the inadequacy of funding, proposals for new academic programs are
still being approved, but consensus is only extremely rarely reached
on proposals that an existing program should be terminated. In such
a climate, institutional leaders can ensure that internationalization
is a strategic objective for the institution, but to put an operational
plan in place to achieve this objective is a far greater challenge, as
competing vested interests can frustrate leadership and make
decision-making almost impossible. Still more important is the fact
that a major institutional initiative can only succeed at the grass-roots
level if faculty members can see that the reward system recognizes
and values participation in that initiative. Nevertheless, smaller ini-
tiatives can be, and are, successfully undertaken at the departmental
and faculty levels. They do not require institutional approval or
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support, and they often proceed with little recognition from the insti-
tution; indeed, it is not unknown for people at the senior levels of
the university to know nothing whatsoever about such a new activ-
ity! The structures and decision-making processes of today's Canadian
universities thus allow for incremental growth, largely from the grass
roots, often unplanned, and certainly not institutionally coordi-
nated. But major changes such as institutional internationalization
are extremely difficult to initiate.

103

External pressures

In addition to having to deal with reduced levels of government fund-
ing, Canadian universities have experienced pressures from many
other agencies over the past 50 years that have brought about changes
in attitudes and policies. Very significant relationships have been
those with the Canadian International Development Agency (CIDA)
and the International Development Research Centre (IDRC). The for-
mer has been the principal source of funding for many of the uni-
versities' international involvements. Consequently, changes in
Canadian foreign policy and in its development aid programs brought
changes within the universities. The increased CIDA emphasis on
project management in the 1970s led to the creation of international-
program offices in universities, which had significant managerial
responsibilities. With the policy change in CIDA's University
Partnerships in Cooperation and Development (UPCD) program, it
has shifted the emphasis to longer term, multidisciplinary, coopera-
tive projects that are institutionally based and managed. IDRC, on the
other hand, has played a very significant role, although with far fewer
resources, in encouraging development research within the
universities.

Of particular importance in the 1950s, 1960s, and into the 1970s
were the relationships between the universities and nongovernmen-
tal organizations (NGOs), such as the Canadian University Service
Overseas (CUSO) and the World University Service of Canada
(WUSC). These were of course initially student organizations, and
through students' enthusiastic support for them and students' inter-
national participation through them, a great deal of the Canadian
universities' commitment to international development emerged.
These relationships are still very important. Moreover, although they
are usually unofficial, they still provide excellent opportunities for stu-
dents to gain international experience. Certainly, such relationships
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have had an enormous influence on attitudes in Canadian
universities.

A further influence over the past 50 years has been the
Association of Universities and Colleges of Canada (AUCC); this vol-
untary organization, to which all of the about 90 universities and col-
leges in Canada belong, went through a major restructuring in the
early 1970s and became a very effective voice in Ottawa for the uni-
versities. Also, in the 1980s, AUCC formed an international division,
owing in part to encouragement from CIDA. This division was devel-
oped to undertake international projects funded by CIDA and other
international agencies on behalf of the Canadian universities. At first,
it was — as some correctly saw — acting as a direct competitor of indi-
vidual institutions. But the division has come to play a very impor-
tant role as the policies of CIDA and other agencies have evolved. For
example, CIDA has steadily placed more emphasis on country-to-
country programs, and the AUCC division has been highly effective
in developing the relationships between Canadian and Chinese uni-
versities and now manages an extensive China program. It has, in this
case, helped to focus Canadian universities' interest on China, which
would not have occurred otherwise, and has also encouraged the uni-
versities to work together more cooperatively.

With these comments in mind, let us now turn to the central
issues of this chapter: How can the university as an institution pro-
vide intellectual leadership in the new global society? What changes
are needed to internal structures and decision-making processes so
that the institution can be genuinely internationalized? I make three
major assumptions in addressing these issues. First, the definition of
internationalization is only intellectually and morally valid if it means
that the universities show a greater concern for the entire global soci-
ety. It is not intellectually or morally valid to define internationaliza-
tion only in terms of linkages with people and institutions in the
already developed world; it must also include linkages with, and grow-
ing knowledge of, developing societies, such as those in Asia and the
underdeveloped areas of Africa and Latin America. Also, it must not
be based on the automatic acceptance of the Western capitalistic
socioeconomic view of the world. The urge to internationalize must
come from the university's basic intellectual mission: to search for
truth on a genuinely global basis. Second, resources have to be allo-
cated to achieve internationalization, and this is essentially an inter-
nal issue, not just one of the universities' waiting for external bodies
to provide additional funds. Third, I assume that the university can
successfully address internationalization on an institutional basis and
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that an uncoordinated, piecemeal approach by faculties and depart-
ments can only cause confusion and create problems. However, an
institutional approach may not be possible; if it is not, then this raises
troubling questions about the future feasibility of any of the univer-
sities' institutional initiatives.

The threefold mission of the university consists of education,
research, and outreach, or service. In terms of internationalization,
the university needs first to consider possible changes to the struc-
tures and decision-making processes for each of these functions.

105

Education

The universities in Canada and elsewhere are under great external
pressure, and rightly so, to produce genuinely "internationalized"
graduates, ones who are globally knowledgeable and ready to be cit-
izens of the world. This requires internationalization of the entire cur-
riculum for all students. But the institution does not generally control
or manage the curriculum. In most Canadian universities, control of
the curriculum and its content lies almost entirely in the hands of
individual faculty members, or perhaps individual departments. This
is at the heart of academic freedom — the right of faculty members
to determine what they will teach — but it means that few mecha-
nisms are in place to encourage faculty members to give the cur-
riculum a greater international perspective.

It would be wrong to suggest, however, that very significant
changes have not already occurred. In the 1950s, the university cur-
riculum was traditional and Eurocentric and seriously recognized only
Western culture. This is no longer the case: new programs now reflect
a diversity of cultures; a much increased range of languages is offered;
and the content of many courses has become more international,
albeit to widely differing degrees. And, in a few instances, there are
also structural means to achieving greater internationalization more
quickly. At least one Canadian university requires a detailed institu-
tional review of the nature and content of all courses as they are intro-
duced or changed; in this way, it is possible to directly insist on greater
international content.

However, Canadian universities have not yet begun to address
the issue of evaluation: To what extent has the curriculum been inter-
nationalized in recent years? What evidence is there that today's grad-
uates are indeed more internationalized than those of the 1950s? How
can the effect of future curricular changes best be evaluated? These
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issues are much more fully discussed in Chapter 9. It is important to
stress here that the lack of interest that is presently shown by
Canadian universities in questions of institutional evaluation stands
in stark contrast to the situation in other Western countries. In
Australia, Europe, New Zealand, and the United Kingdom, universi-
ties are undertaking not only discussion on an institutional basis but
also substantial action to assess, monitor, and improve the level of
internationalization, usually at the insistence of the governments of
these countries.

Numerous specifically institutional initiatives can be taken to
advance internationalization, including the following:

-f Area studies — Programs that focus on a particular country,
geographic region, or international theme can now be found
in virtually every Canadian university. Although most of
these programs certainly produce graduates with genuine
international awareness, the numbers of students enrolled in
such programs tends to be small and both the program and
its students often form nonmainstream enclaves outside the
traditional departmental and discipline-oriented boundaries,
as in many other small nontraditional programs.

+ Student exchange programs — These probably offer the best and
most direct approach to the internationalization of under-
graduate students, as students actually live and study for a
time in another country and culture. Such opportunities are
usually an outcome of an exchange agreement between a
Canadian university and a sister institution overseas. The
number of these agreements is growing so rapidly that some
universities now claim to have well more than 100 of them
in place. However, for these agreements to be effective over
the long term, the university must structure itself to meet its
responsibilities to students. Key requirements include the
following:
<o> Institutional review and approval of all new agreements;
«• An effective monitoring system to determine periodically

whether each agreement is operating effectively;
•o- A willingness and ability to meet special student needs

(special counseling, assistance with housing, adequate
language training, etc.); and

<> Genuinely interested and involved faculty members, will-
ing to spend time at both institutions.



To meet such requirements, a specific structure needs to be in
place. Although there is further discussion of student
exchange programs elsewhere in this book (Chapter 9), I will
describe a suitable university structure later in this chapter. At
this point, I only need to point out that at present, in many
universities, exchange agreements can be the responsibility of
separate faculties or departments, with little if any coordina-
tion or institutional monitoring. In a minority of cases, how-
ever, institutional responsibility for all exchange agreements
is in the hands of a single administrative office.

+ Common courses and shared degree programs — The possibilities
for Canadian and overseas universities to share courses, par-
ticularly at the postgraduate level, and whole degree programs
are enormous. Such arrangements do, however, require a well-
established relationship between two institutions, to the
extent that they each understand the other's academic culture
and standards. Again, however, such arrangements should be
formalized on an institutional basis and not left to uncoordi-
nated departmental or faculty initiatives.

There is also the possibility of "twinning," whereby two
universities (Canadian and overseas) agree that a complete
program will be shared, along with the authorization of the
final degree. For example, undergraduates might take their first
2 years of an undergraduate degree program at a Malaysian
university and the last 2 years at a Canadian institution. The
University of Calgary, among others, is much involved in
twinning. Again, the institutional requirements are consider-
able, and special needs must be met for students to succeed
in such programs; the institution is responsible for ensuring
that all of the necessary arrangements are in place.

+ Cooperation with the private sector — Many consider university
cooperation with the private sector to have great potential for
establishing connections and internationalizing Canadian
universities. Several Canadian business schools, including
those at McGill and the University of British Columbia (UBC),
are already active in Asia, offering business programs, usually
drawing on the support of major Canadian corporations
already operating in Asia. Formal cooperation between busi-
nesses and universities would be valuable in the case of major
Canadian development projects or investments that have sig-
nificant educational or training components. Such linkages

107^
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between business and academia require a considerable degree
of trust and understanding and, very important, a joint long-
term commitment. Additionally, the universities will need to
be more entrepreneurial and will require an appropriately
structured management unit to link comfortably with
business.

+ Marketing of education — The marketing of places in programs,
at full cost, especially professional programs, is one proactive
method to enhance the international dimension of an insti-
tution. As discussed later, however, it can only be one com-
ponent of an overall strategy for internationalization.
Universities in Australia, New Zealand, and the United
Kingdom have undertaken such marketing very successfully;
in Australia, marketing has raised the proportion of foreign
students to more than 8% over a period during which the
comparable Canadian figure actually declined to less than 5%.
Moreover, although both Australian and Canadian universi-
ties have suffered severe reductions in government funding in
recent years, in Australia revenues generated from full-cost-
paying international students have covered much, if not all,
of the shortfall.

The success of the universities in Australia, New Zealand, and the
United Kingdom has not come just from the superior marketing skills
of individual institutions; rather, the ability to establish a single,
national marketing body, with offices in various countries and strong
government support, has been the decisive factor. The offices in tar-
geted countries can then provide information about the universities
individually and collectively, aggressively market, and encourage
and quickly send on applications for admission. The creation of these
offices and their continuing work has the support and official encour-
agement of the national government. Canada has had very much
more difficulty creating a coherent policy, as constitutionally the fed-
eral government has no direct role to play in education, which is
exclusively a provincial responsibility. Until recently, it was assumed
that education marketing would therefore have to be done on a
provincial basis or that each university would have to do it inde-
pendently; either approach is difficult, impossibly inefficient, and
very unlikely to succeed in competition with the well-organized
approach of, say, Australia. Not surprisingly, therefore, Canadian uni-
versities have until now been almost inactive in marketing of
education.
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Very recently, however, the federal government has increasingly
come to see education as a trade commodity, and because it is viewed
as an export, there is constitutional room for a federal initiative.
Accordingly, 14 Canadian Education Centres have been created at
Canadian missions around the world, although mainly in Asia, and
the intent is to have 25 of these in operation by 2000. Although they
provide information on Canadian universities in response to inquiries
from prospective students, their actual marketing activities are lim-
ited, at present, by their small staff; it will be difficult to overcome
the 15-year lead of Australian universities, unless staffing is increased
to allow aggressive marketing.

109

Research

Many in the university community, faced with the strategic objective
to make the institution more international, will immediately assert
that it is already international. This assertion is based on the fact that
the research community is international and that many faculty mem-
bers regularly and frequently communicate with colleagues in other
countries. This is, of course, true, and indeed the movement of grad-
uate students from country to country and faculty exchanges and sab-
batical arrangements often occur through such links. There can also
be no doubt that the major portion of any university's international
involvement stems directly from the research interests of its faculty
members and that these can bring greater international recognition
to a university.

Although these linkages usually arise from the initiatives of indi-
vidual faculty members, the institution itself can develop new link-
ages to enhance its efforts to internationalize. A notable recent trend
is the creation of the first multidisciplinary, multi-institutional, and
multicountry research programs. Even before the era of modern
telecommunications, Canada was a world leader in the creation of
such networks; for the past 25 years, IDRC has managed a number
of very successful networks of this type. Now, with modern telecom-
munications, we are developing large research groups scattered over
many sites in a number of countries with considerable success.
Canada again leads in the creation of such networks, through both
the Canadian Institute for Advanced Research and the more recent
Networks of Centres of Excellence (NCEs), supported by the three
national research councils. As will be seen later, an institution's
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strategy for internationalization might well include substantial
involvement in several such international research networks.
However, difficult structural and governance issues for the individ-
ual researcher, the university, and the network need to be resolved,
not the least of which is the question of ownership of intellectual
property.

Most Canadian universities at present handle all such adminis-
trative issues relating to research through an office for research, often
headed by a dean, although, in more recent appointments, it is
headed by a vice president. Little distinction is made between domes-
tic and international research, and some adjustments would be nec-
essary with any increase in the institution's emphasis on
internationalization, at least in terms of specific job responsibilities.

Outreach

Outreach is the third aspect of the university's mission, and in terms
of internationalization it has been well discussed in Chapter 2. In
many Canadian universities, outreach in the form of continuing (or
distance) education has been assigned to separate organizational
units, usually a faculty or school of continuing education. The cen-
tral academic faculties have therefore had little involvement, and the
function of outreach has not been seen as being as important as teach-
ing and especially not as important as research. Important exceptions
are found, however, in universities such as Saskatchewan and Manitoba,
which have solid agricultural bases and have traditionally seen out-
reach to the agricultural community as central to their missions. Even
better examples are found in the United States, where outreach was
the basis for the creation and continuing mission of the land-grant
universities, as well as of the major roles they played in the global
green revolution of the 1960s and 1970s. In the 1990s, outreach is
regarded as increasingly important in the universities, although it
tends to be equated with creating stronger links with the business
community and the hope of generating new sources of funding to
replace declining government support.

Clearly, the internationalization of universities must affect their
attitudes and emphasis on outreach. Canadian universities have
abundant international opportunities for outreach, and participation
in them would help internationalize our institutions.
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Institutional leadership and decision-making

Although, as described earlier, the governance of today's universities
is difficult, the challenge must still be faced, and the central key to
success will be effective leadership. All Canadian universities have
responded in recent years to external pressures for accountability, usu-
ally by preparing a mission statement and providing strategic plan-
ning. But in an institution with numerous competing interests and
factions and with decision-making based on the majority view, mis-
sion statements are all too often vague and unspecific. Nearly all such
statements emphasize internationalization as a high-priority objec-
tive, but few emphasize how it will be achieved or describe the admin-
istrative office to be responsible for it. In some cases, it has been an
end in itself to prepare a mission statement, with little real follow-
up. In view of the short terms of appointment and consequent rapid
turnover of senior university administrators, this should not be
surprising.

There is at present, however, a great need for presidents, vice pres-
idents, and deans to once again become academic leaders and to
afford this role an importance ahead of, or at least equal to, that of
their other administrative duties. All senior university officers, not just
the president, must be key players in ensuring that the mission state-
ment includes specific, explicitly defined institutional objectives and
spells out a clear process for achieving these objectives within a real-
istic time frame. These senior officers must be actively and continu-
ally reminding the academic community of the strategic importance
of internationalization; they must be actively seeking new interna-
tional opportunities; and, above all and especially at the dean's level,
they must seize every opportunity to persuade faculty members that
greater internationalization of the curriculum is both necessary and
desirable. For good academic reasons, faculty members cannot be
ordered to change what they teach, but they are usually open to per-
suasion. What is needed is continual and consistent pressure well
applied by the academic leaders of the institution; such pressure can
achieve substantial curriculum change.

However, the difficulties should not be minimized. As Jane
Knight (1995) pointed out from survey data, 72% of respondents
stated that their institution's mission statement referred to the inter-
national dimension of teaching, research, and service; 67% indicated
that strategic planning included internationalization; 51% stated
that there had been a recent review of policies and practices to assess
the status of internationalization; only 23% indicated their institution

11?
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had faculty-level policy statements; and only 15% indicated that the
departments undertook any action on internationalization. These
results suggest that the leadership may be there, but the faculty at the
grass-roots level have not yet fully "bought into" the importance of
internationalization.

Such buy-in can clearly take considerable time. Although the
amount of time can undoubtedly be greatly reduced by strong and
consistent leadership, it remains to be seen whether the required
change in attitudes and orientation can occur rapidly enough to catch
up with global change. Later in this chapter, there will be further dis-
cussion of the existing Canadian academic culture; at this point, it is
worth leaving the reader with the comment that change has been
much more substantial and rapid in New Zealand and the United
Kingdom, where it has been brought about by government decree,
rather than by the institutions themselves.

Institutional support and structures

Just as the Canadian universities have changed over the last four
decades, so have their means of structuring the organization and
financing their international activities. Because to a considerable
degree these activities have been funded or subsidized by CIDA, the
structural changes have also often reflected changes in Canadian for-
eign policy or CIDA's policies. Many of these changes were fully

Box 1

The University of Calgary

As a major Canadian university, the University of Calgary has been very active in CIDA-
funded projects and other international activities for many years. The president and his
predecessor have placed great emphasis on internationalization as an objective, and for
some 8 years the University of Calgary has had a university-wide committee to address
internationalization. The Faculty of Medicine was recently asked how this objective might
be achieved. This faculty has already had extensive involvement in international devel-
opment projects, and the senior officers of the faculty have fully recognized the impor-
tance of internationalization. In fact, this faculty would be viewed by many across Canada
as a leader in international activities. Yet, after some considerable discussion with sen-
ior officers, it was frankly stated that the real difficulty, one yet to be solved, was to per-
suade the rank and file faculty members to buy into internationalization. This was fully
confirmed by the chair of the university committee. The major barrier to new initiatives
such as internationalization is the failure of leaders and mission statements to relate to
the academic culture in which the average faculty member is embedded.
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described in Chapter 1 and will be only briefly summarized here. In
the period 1950-80, Canada's foreign policy greatly emphasized for-
eign aid to Third World countries, with CIDA functioning as the prin-
cipal delivery arm for that aid. Initially, the universities were heavily
involved in projects that originated from the contacts individual fac-
ulty members made with colleagues elsewhere. At that time, funding
was relatively easily obtained from CIDA, usually with an overhead
component to cover what were referred to as the indirect costs of the
university. Although the many activities that developed were
undoubtedly beneficial to Canadian universities, the fact that the
projects were a product of Canadian generosity and fully paid for by
CIDA led to the perception in the universities that international
development activities represent aid extended by a "donor" to a
"recipient," that they are peripheral to the university's mission, and
that they should only be undertaken if full funding comes from an
external agency. At the present time, this perception still clouds much
university thinking about internationalization. The view is widely
held that serious internationalization activities will only be possible
with additional government funding. Many have not yet realized that
if the internationalization of the university is a significant strategic
objective, then appropriate resource allocations must be made from
the university's own resources.

Lest there be academic howls of outrage at some of the above
statements, consider the following points. First, universities have
often welcomed participation in CIDA-funded projects, not because
of their academic relevance, but more because of the financial bene-
fits they bring in the form of funding for overhead or indirect costs.
Some current approaches to marketing educational programs are gen-
erating enthusiasm because of the prospect for new funding, not
because of the role they play in an internationalization strategy.
Again, despite the identification of internationalization as an impor-
tant institutional objective, few universities have modified their
budgets to allocate significant resources to it. Second, few Canadian
institutions have consistently attempted to integrate the academic
outcomes of CIDA-funded projects into their teaching and research
programs. They have been seen as "extras" and peripheral to the uni-
versity's mission. Third, and directly reflecting this latter remark, at
almost every Canadian university some faculty members have suf-
fered in their careers because of their participation in international
projects. Departmental and faculty tenure and promotion commit-
tees have all too often placed little or no value on such involvements;
they have not been valued as scholarly contributions; and if they are
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recognized as outreach, that, in turn, is given less recognition than
teaching and research. Even where the university's official policy
statements require recognition of international involvements when
tenure and promotion are considered, these policy statements have

participation in international research conferences and membership
on editorial boards of international research journals, normally seen
as part of research, have been valued highly. It is fair, then, to con-
clude that, in the past, financial or other institutional support for
international involvements has been at best lukewarm and in some
respects nonexistent.

In the late 1960s and into the 1970s, Canadian universities
began to establish separate offices for international activities. Their
mandates varied widely; initially, their role was to coordinate, but
with the growth of CIDA activities, these offices became the official

in many cases been totally ignored. For the faculty in general, inter-
national activities per se have been regarded as peripheral, even where
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Box 2
International Cooperation Offices

In 1995, AUCC (1995b) listed the following as the core functions of its International
Cooperation Offices: receiving foreign delegations, negotiating contracts, acting as a
clearinghouse, providing information about project opportunities, and liaising with
national or international institutions on international activities. Some ol these offices pre-
pared cooperation agreements and managed at least the policies dealing with student
exchanges and community participation in international activities.

In July 1998, a sample of universities responded to a questionnaire about the
evolution of their roles and responsibilities wilh respect to international work on cam-
pus (AUCC data). Some of the findings relating to structural arrangements may be
highlighted:

*• The International Cooperation Offices primarily reported to a vice president
research or vice president academic, indicating a relatively close relationship with
the university's senior management.

+ Nearly half of the respondents were directly involved in recruitment of foreign
students. In 1995, this was a new responsibility, as almost none of the
International Cooperation Offices mentioned recruitment as part of their man-
date. This aspect of internationalization is assigned to the registrar's office, an
office for foreign students, or a special unit with a broad mandate for national
and international student recruitment.

* Nearly 75% of the respondents indicated they had to generate revenue if the
university was funding at least the infrastructural costs of the office. Most offices
had a mandate to negotiate contracts and sometimes to manage them.
Contractual activities were clearly a strong rationale for the creation of
International Cooperation Offices and still represent a very significant part of their
activities, although data on the value of contracts year over year were difficult
to access.
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institutional channels to CIDA and later to IDRC. Although over time
such offices played an increasing role as resource centres — for exam-
ple, in providing library information and materials on international
development to both faculty and students — they tended to be
regarded as administrative or, at best, as academic-support units; only
in rare cases did they acquire an academic mandate. This also meant
that such offices usually had little direct authority over faculty activ-
ities, except by way of moral suasion, even in matters such as the legal
need for compliance with CIDA's contract requirements. After all, the
faculty members were the ones who would be designing and deliv-
ering the project itself, and to faculty members administrative con-
cerns are secondary. The director of such an international office,
therefore, had to act as the go-between for the faculty and CIDA, try-
ing at the same time to ensure that the institution's welfare was safe-
guarded. He or she might report to a dean of graduate studies or
research, but this reporting relationship was often quite tenuous, and
the institution showed very little interest in these activities.

In the mid- to late 1970s, it was recognized that changes were
necessary. Although many projects had been quite successful, even
under such loose management, there had been a sufficient number
of problems for CIDA to question the adequacy of that management,
especially at a time when the scope of CIDA's programs was growing
substantially, along with the number of more specifically oriented
projects. Provided the faculty member was seen as a university
employee, agencies such as CIDA, IDRC, and the World Bank could
not legally contract with the individual faculty member. Contracts
were therefore negotiated between the agency and the faculty mem-
ber's institution. The director of the international office thus had to
have increased authority, not only to meet the increasingly bureau-
cratic requirements of CIDA, but also to ensure that in a period of
steadily declining university funding, the interests of the institution
were fully protected.

This was the era of project management by the universities; it was
not an era warmly welcomed by many faculty members, at least not
by comparison with the more laissez-faire period that had preceded
it. It was all too easy for faculty members, acting as independent con-
sultants rather than as university employees, to avoid such adminis-
trative complexities. University terms of employment usually allow
each faculty member to engage in such consulting, so it has been quite
permissable for a faculty member to undertake a consulting subcon-
tract with a private-sector company in, for example, a CIDA-funded
international development project. Under these circumstances, the
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university's name and reputation inevitably become associated with
that project, either directly or indirectly, but the institution itself
receives neither recompense nor recognition. It is on such grounds that
many Canadian universities object strongly to current CIDA policy,
which prevents them from competing for development projects out-

116 recruit and financially benefit from the universities' human resources.

Project management

The university is not a management company. It is governed by prin-
ciples of academic freedom, and it reaches decisions by consensus or
majority rule. As a result, the university can encounter great difficulty
in meeting its legal obligations in a contractual relationship. In prac-
tice, the difficulties have been surprisingly few, and the great major-
ity of contracts with CIDA and other agencies have been satisfactorily
completed. But, as an example, the quite reasonable CIDA require-
ment that the final report for a project be provided within a speci-
fied time by the project director, who is usually a faculty member, has
caused problems. If the project director refuses, or just doesn't bother
to provide such a report, the university suffers financially, as CIDA,
rightfully, withholds the final contract payment. Such cases have cer-
tainly occurred in the universities but would not be tolerated in the
private sector. The university's governance structure is not well suited
to providing effective project delivery and management

In the 1990s, with further change in CIDA policies, the empha-
sis on project management has been greatly reduced. As indicated pre-
viously, the universities are now involved in only the UPCD program,
which has a Tier 1 (long-term thematic partnerships) and a Tier 2
(short-term focused projects). The success of this new program can-
not yet be assessed, but, along with the pressure on the university to
internationalize, the program represents yet another change in the
role of the international office in each university. This office is now
often viewed as being responsible for internationalization, not just
for international development activities; in some cases, the change
in mandate is occurring by a natural evolution, whereas in others it
is occurring as a result of a conscious decision to rewrite the man-
date. In universities with very strong leadership and a firm commit-
ment to internationalization, moves are under way to appoint a vice
president international or perhaps an associate vice president to be
responsible not only for the international office but also for the entire
range of the institution's internationalization strategies.

side of the programs but allows the private sector to remain free to
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Tensions

From the above, it will be clear that significant tensions are at play
in the university and that these must be taken into account if the
institution is to internationalize.

Leadership

The importance of institutional leadership was stated above, along
with the frustration of many senior university officers who have
attempted to provide it. The need for leadership in the institution is
severe, and leadership is certainly not to be equated with dictatorial
management. But real tension exists between the need to provide
leadership and the general faculty insistence on independence and
academic freedom. A very fine balance is required, and not all insti-
tutions are capable of achieving this. It is, however, essential for inter-
nationalization.

In the late 1960s, under CIDA's UPCD, partnerships with the
University of Ghana were negotiated separately by the University of
Guelph in agriculture and home economics and by UWO in eco-
nomics. Guelph's very first step was to have its president and the two
deans of the involved faculties visit the University of Ghana, as a clear
indication of Guelph's commitment to the partnership. A very strong
relationship developed, which continues today, now without CIDA
support, of course, but to the benefit of both institutions. The expres-
sion of commitment from UWO was not as strong, and the rela-
tionship has been much less productive.

Tensions with external agencies

Although Canadian universities have achieved considerable success
in their international activities, they have had to do so despite per-
ceived weaknesses. CIDA, for example, has continued to show scep-
ticism about the ability of the universities to manage projects,
although there has been no objective evidence that universities
deliver projects any less successfully than the private sector. CIDA has
also been sceptical about the extent to which the institution, rather
than the project leader, actually "own" the project. Well-justified
doubt is also raised regarding the ability of the governance structure
of the university to make project decisions expeditiously.

There is indeed a serious mismatch between academic gover-
nance and project delivery.
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There are also significant tensions between AUCC and individ-
ual institutions as they work to internationalize. The creation and role
of the international division of AUCC were described earlier, but the
continuing tension, despite the accomplishments of the division,
reflects the fact that AUCC is indeed a voluntary body and can there-
fore only act when it has the support of a substantive majority of the
membership. For example, the Canadian backwardness in marketing
university education has already been described, as well as the con-
stitutional problem that causes it. It theoretically would be possible
for AUCC to become, or to create, a national marketing agency, but
agreement among the universities on such a solution is not possible,
as each university has to consider its relationship with its own
provincial government.

The academic reward system

The slowness of change in the academic culture, especially in the uni-
versity reward system, is by far the greatest impediment to interna-
tionalization. Examples have already been given of how difficult it is
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Box 3
University governance and project delivery

Many Canadian universities have required that major CIDA projects receive institutional
approval through the senate and perhaps the board of governors, or their equivalents.
Some have also required periodic reports on the project. This can mean that a profes-
sor of chemistry might be a member of the senate voting on a project but probably has
little knowledge of the environmental policies that might be appropriate for Indonesia,
for example, and even less understanding of the social, economic, and environmental
circumstances of that country. Discussion and voting in the senate, therefore, may bear
little relation to either the subject matter or the management of such a development
project but have more to do with the internal politics of the university. In the early 1980s,
the University of Guelph undertook a CIDA-funded project in rural development in the
Indonesian state of Sulawesi. At the outset, lull discussion occurred in the senate, which
then approved the project. Some 10 years later, when the project was about to enter
a third phase of funding, it came before senate again. Fierce opposition to any contin-
uation of the project was voiced through the senate by a relatively small number of fac-
ulty members and students, none of whom had taken part in the original debate or had
participated in the project. Their opposition was based on human-rights issues in
Indonesia, not on specific criticisms of the project itself. Although there may well have
been other (actors involved in the political decision at the time, the publicity generated
by the university's opposition to the presence of the project in Indonesia was a signifi-
cant factor in the Indonesian government's later decision to expel the Guelph project
staff.
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to persuade faculty to buy into such new initiatives, and the difficulty
stems in turn from the perception that faculty members have of the
internal reward system. Although many disclaimers will be offered,
it is just a fact that in all universities in Canada, as well as in those
in most other countries, academics believe research and research-
related activities are the ones that bring rewards in academia (salary
increases, tenure, promotion). This does not mean that teaching is
neglected or is inadequate — it is not. It does mean, however, that
in most parts of the university outreach is seen as unimportant and
that constant, powerful persuasion is certainly required to convince
faculty members of the rewards of participating in internationaliza-
tion initiatives. Some concrete specific examples are needed to help
university presidents begin to make the case for a new attitude and
culture. At present, there is considerable tension between the uni-
versity leaders who see the need for globalization and an academic
community embedded to a considerable extent in a culture that is
outdated and resistant to change.

At this point, let me briefly summarize some of the chief issues
before proceeding to discuss some specific steps a university might
take to internationalize. First, the structures Canadian universities cur-
rently have for dealing with international development activities are
not well suited to advancing internationalization. The existing inter-
national offices are largely administrative and have no academic man-
date; consequently, they can exert little influence on the content or
shape of academic programs. Nor are they really structured to func-
tion as management units and manage a variety of international
activities. Second, there is little sign that the academic culture of
Canadian universities has changed from that of the 1950s: the great-
est value is still placed on research, and there is, as yet, little will-
ingness to recognize and reward the valuable contributions faculty
make in internationalization, outreach, or other new institutional ini-
tiatives. Third, the universities need to recognize that if internation-
alization is one of their primary objectives, then they must devote
some of their own financial resources to it. At a time of serious fund-
ing reductions, this may seem difficult, if not impossible, but it really
calls for the courage to make hard priority decisions that directly
reflect the institution's long-term strategy. Without the commitment
of institutional resources, strategic plans that assign a priority to
internationalization are likely to be little more than paper exercises.
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Developing a strategy

Internationalization as an institutional initiative requires, first, that
the university thoughtfully develop an integrated and comprehen-
sive plan, which should be uniquely suited to each institution. Some
would argue that this plan should be highly decentralized to accom-
modate the wide diversity of interests within the university; however,
this would further weaken the coherence of the institution, and, on
this point, I continue to maintain that internationalization must be
addressed institutionally and not in a fragmented and decentralized
fashion. Regardless of its detailed structure, any plan must have insti-
tutional leadership as its essential component. The senior officers'
deep commitment to internationalization must be continually evi-
dent in both words and actions. In today's global society, the presi-
dent and his or her senior colleagues need to devote as much time
and effort to creating and nurturing international linkages as they do
to encouraging research or obtaining external funding.

Strategic elements of the plan might include the following:

+ International experiences for undergraduate students — This is by
far the most important and direct route to internationaliza-
tion, but the university must then accept responsibility for
ensuring that such experiences are well managed. This must
be done on an institutional basis and should not be left to
individual departments or faculties. Even in purely legal terms,
it can only be the institution that bears this responsibility.
Ideally, the institution should have some specific but realistic
targets for such undergraduate participation; for example,
one university might have as part of its strategy the goal of
having 20% of its undergraduate students gain international
experience by 2005. This might be achieved through a num-
ber of carefully managed exchange programs and semester-
abroad arrangements. These initiatives might also be used to
recruit international students to the Canadian home institu-
tions, and the involvement of Canadian faculty members in
exchanges may result in substantial further benefit. Their
teaching is likely to reflect their enhanced international expe-
rience to the benefit of Canadian students remaining at home.

4- Marketing of educational programs — This issue was mentioned
previously in this chapter and is discussed elsewhere in this
book. The point that needs to be made forcefully here is that
well-planned marketing of selected educational programs can



The Dilemma of Institutional Structures

be an important and valid component of a university's strategy
for internationalization. Through such marketing, a university
can significantly increase its international student population
and thereby considerably enhance the university's diversity,
cosmopolitan atmosphere, global alumni connections, and
internal culture. As well, the experience of universities such
as Dalhousie shows that there can be other significant bene-
fits. First, by bringing in international students, professional
programs, such as medicine or dentistry, can be kept above the
minimum critical size and be more cost efficient. Second,
international students' payment of the full cost of their stud-
ies to the university is a considerable financial benefit to
Canada. Third, classes in these programs — which at Dalhousie,
for example, would otherwise only have students from
Atlantic Canada — are now more heterogeneous, which helps
to internationalize Canadian students.

•f International development activities — A major assumption of
this chapter is that an institution's interpretation of interna-
tionalization must be intellectually and morally valid and
must show concern for the entire global society. It should be
part of the university's moral and intellectual responsibility to
examine and address the total condition of the human species
in all parts of the world. An internationalization strategy
without links to less-developed countries would be morally
and intellectually lacking. Although CIDA and IDRC have sub-
stantially reduced their funding to the universities in recent
years, Canadian universities seem certain to continue to be
involved in development projects. Indeed, it is difficult to see
how Canada can maintain an aid program without drawing
on the expertise in the universities. Canadian universities also
have considerable potential to be involved in projects funded
by the World Bank or by other international agencies.

As independent institutions, however, Canadian universi-
ties also need to recognize that in developing countries, many
of these international agencies are seen as advocates of the
Western economic-growth model and free-market ideology.
The universities should not only be committing some of their
own resources to creating linkages with sister institutions in
developing countries but also be seeking other partners with-
out this ideological stamp. They can probably best be found
among the NGOs, with whom partnerships can be particularly
effective in areas such as the provision of undergraduate
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student placements, continuing education, and outreach. In
the recent past, CIDA and a small number of other agencies
have encouraged such partnerships, but only a few have
developed. Yet, many of the Canadian universities' interna-

genuine, mutually beneficial, institutionalized partnerships.

4- Creation of international research consortia and networks — At
least some research-intensive Canadian universities are well
placed to initiate development of international research con-
sortia and networks. One such network already links the fac-
ulties of engineering at UBC and the National University of
Singapore. However, a particularly suitable model for new net-
works might be the Canadian NCEs. Under this model, one
or perhaps several Canadian universities would identify a
well-defined multidisciplinary theme in which the institution
or institutions have internationally recognized expertise.
Through the identification of similar intellectually outstand-
ing groups or individuals internationally, a consortium or net-
work might be created. Following the NCE model, the network
should have specific objectives and should initially be created
for a set period. It should have a formal constitution, be man-
aged by an external body, and be subject to periodic evalua-
tion by an independent body of international experts.

An international research program like this can achieve a
number of goals. First, it can bring enormous expertise to bear
on complex, multifaceted issues: a single university does not
have the same intellectual resources, and its rigid disciplinary
structure inhibits interdisciplinary research. Second, an inter-
national network can provide a "globalized" form of post-
graduate education, in which students can benefit from
association with leading researchers from several countries, as
well as being internationalized themselves through conduct-
ing their research and living in a number of countries.

A comprehensive strategy for a specific university might there-
fore include the following elements: (1) 12-15 student exchange
programs providing international experience for 15% of the under-
graduate students; (2) marketing of a number of programs, probably
professional in nature; (3) participation in a number of international
development projects with governments, international agencies, and

tional undertakings over the past 40-50 years stem directly
from individual involvements in organizations such as CUSO

and WUSC. It is time to rebuild these links more formally as
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NGOs; and (4) creation of, or participation in, several international
research consortia or networks. A well-managed strategy with these
elements can achieve a significant degree of internationalization of
the undergraduate and postgraduate students of a faculty while
increasing the number of international students on campus. A strat-
egy may include other elements in areas such as continuing educa-
tion, but the point to be emphasized is that it is important for a
university to have a detailed and carefully prepared strategic plan for
its internationalization.
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New structures

Institutional structures such as the offices for international programs
that many Canadian universities have developed over the past
50 years have served their purpose well. They have encouraged,
sponsored, and managed a variety of international projects; nurtured
international students on campus; and even helped local communities
gain a broader international perspective. However, internationaliza-
tion of the entire university is a much more profound undertaking
and will require new and different structures.

Although the need for leadership from all senior officers of the
university is absolutely clear, one person must be assigned full respon-
sibility if an internationalization strategy is to be implemented. This
person should not be below the level of associate vice president and
would preferably be a vice president. This should be a full-time posi-
tion, but it should not be permanent; at its inception, it should be
well understood that it will exist for not more than 10 years.
Internationalization involves building a strong international dimen-
sion into each of a university's basic functions of teaching, research,
and outreach. A senior position is needed in the initial building
process, but once implementation is complete, international activi-
ties should be subsumed under the more traditional structures and
organization of the university. This vice president international
should have significant responsibilities, including the following:

4- Further development and implementation of the interna-
tionalization strategy;

+ Development of processes for the periodic evaluation of all
components of the strategy;
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•f Coordination with the management unit (described below)
and the development of suitable links between it and the var-
ious academic units within the university; and

•»• Oversight of the academic integrity of all components of the
internationalization strategy.

The vice president international would oversee the immediate
creation of an international management unit. This would be an
arm's-length, wholly owned corporation (not for profit), governed by
its own board of directors, with both internal and external appointees.
Essentially, all of the suggested elements of an institutional strategy
depend for their success on effective management. A student
exchange program must of course be based on a good understanding
of each institution's academic standards and values, but its real suc-
cess depends much more on constant monitoring of all arrangements
for the participating students: housing, counseling, travel, health care,
etc. These are all management issues and should be in the hands of
skilled managers. The responsibility for these issues should not be
rotated in an ad hoc fashion from faculty member to faculty mem-
ber, each with a different interest or lack of interest in the exchange
program. Similar arguments can be made for all of the other com-
ponents of the suggested strategy, which all depend on effective man-
agement for success. Good reasons can be given for creating a
corporation, as an independent entity, to negotiate directly with both
the university and individual faculty members on issues such as the
precise terms of the latter's involvement in projects. All parties should
know the precise details of the contractual arrangements at the out-
set, particularly in terms of the faculty member's obligation to the uni-
versity. This corporation would be much more proactive than any
university in seeking out new exchange agreements, opportunities for
development projects, or associations with NGOs. It would be able
to be more open minded than a university in contracting with private-
sector individuals or businesses or with faculty members from other
universities, if circumstances required.

Funding

The issue of funding for a strategy of internationalization has already
been mentioned but needs to be further amplified. The problem is
far from being insurmountable; at least three sources of funding can
be suggested, and there may well be others.
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First, the institution has a source of funding in its existing
budget. The allocation of budget resources must reflect the univer-
sity's priorities; if internationalization is now to be a high-priority
objective, essential to the university's fundamental tasks of teaching,
research, and outreach, then less important activities must cease, and
the resources must be reallocated to internationalization. This is, how-
ever, easier said than done, as seen from the fact that as funding lev-
els per student have declined over the past decade or so very few
academic programs across Canada have been closed, but many new
programs have been introduced! Canadian universities have yet to
demonstrate an ability to set hard priorities, close some programs, and
reallocate resources to new initiatives.

Second, there is little doubt that the prime beneficiaries of inter-
nationalization programs will be the students, especially those par-
ticipating in exchange programs. The cost per student will be quite
high, but it should be unnecessary for the university to meet all of
these costs. It needs to be remembered that students at all Canadian
universities now pay all of their own accommodation and living costs
and that many of these same students are already traveling abroad
at their own expense. Many would see considerable benefit in com-
bining travel with study for degree credits. But there will always be
a minority of students who lack the necessary financial resources and
require assistance if they are to have equal opportunities to partici-
pate in international exchange programs. In an era of continuously
rising tuition fees, as in Canada now, it is relatively easy to create the
necessary funds to provide such student assistance. If, for example,
in any one year, undergraduate fees are increased by 10%, then 2.5%

Box 4
Cuelph International

In 1984, the University of Cuelph incorporated Guelph International as an arm's-length,
not-for-profit corporation. Its mandate was to seek out and bid on contracts for devel-
opment projects funded by both Canadian and international agencies. It had a full-time
president and its own separate board; the hope was that, given the large number of
agricultural projects funded by these agencies, Guelph International would be able to
compete effectively in the market and ultimately generate revenues for the university.
However, in 1989, it was judged to be infeasible and was terminated.

Several factors contributed to this outcome. One was the difficulty of trying to
penetrate the labyrinthine bureaucracies of international aid agencies. Equally impor-
tant was the fact that the president was only an academic but should have been a per-
son with considerable business experience. Also, at that time, the initiative was not well
received by CIDA. It did not consider such direct entry into the private sector appropriate.
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(that is, 25% of the increase) could be placed in a special student-
assistance fund. A substantial amount can in fact be quite quickly
accumulated to assist students participating in either exchange or
development programs operated jointly with NGOs. Dalhousie has
followed such a course for almost 10 years and has created a multi-
million-dollar general student-assistance fund, an increasing portion
of which is now being directed to assist students in undertaking inter-
national study.

Third, some of these are obviously revenue-generating initiatives.
Education programs will usually be marketed on a full-cost-recovery
basis (but will add only marginal additional costs to the institution)
and can be an important source of funds for other internationaliza-
tion activities. Other possible initiatives, such as those based on dis-
tance education or on marketing of health-care programs, can also
be made to generate significant revenue.

There must, however, be one cardinal rule accepted and adhered
to by all in the institution: namely, all such funds need to be segre-
gated in a separate account to be used exclusively for international-
ization activities. It should not be possible, for example, to divert
these funds to other uses, such as to support faculty research. Clearly,
the universities have the means to supply the funds needed for suc-
cessful internationalization; to make them available, however, will
require the willingness to make some hard choices, as well as the lead-
ership and commitment required for such an initiative.

To conclude, the internationalization of Canadian universities
should be founded on a clear institutional definition and a solid intel-
lectual base. With vigorous institutional leadership, a strong con-
sensus can be built on the need for internationalization and on its
purposes. A coherent, balanced strategy is needed, and new and dif-
ferent structures need to be created to provide effective management.
With careful planning, financial resources can be found. At present,
Canadian universities have made an excellent start, but the challenge
is formidable, and much remains to be done.

There is one major caveat. The discussion in this chapter is based
on several assumptions, one of which is that Canadian universities
can, as institutions, successfully undertake an initiative such as an
institutional initiative. Of course, numerous arguments show that it
must be undertaken on such a basis: the definition of international-
ization, the supporting policies, the finances, and the need for effec-
tive and consistent management all argue to this effect. But today's
university, as I have already stated, is highly diverse, and its coher-
ence and sense of common purpose have been greatly weakened over
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the last 50 years. Some would argue that in recognition of the uni-
versity's diversity, a much more decentralized approach to interna-
tionalization will be necessary, allowing each faculty or department
to go its own way, presumably under the umbrella of a set of broad,
nonspecific institutional policies. In Canada, this may indeed occur,
as the government has shown few signs of being willing to provide
directives on internationalization, such as those in New Zealand and
the United Kingdom. If the government fails to act, however, it will
fragment the institution still further, make leadership even more dif-
ficult, and likely leave major components of the university even more
reactionary than at present. If an institutional initiative cannot suc-
cessfully achieve internationalization, what new initiative can?
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