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9. Teaching Infrastructure

10.

11.

12.

13.

14.
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Implementation of innovative teaching aids to
enable high-level online teaching

Ongoing maintenance of laboratories and
computerization of study and practice classrooms
Preparing teaching aids for lectures and practice
sessions (for example exercise books with
solutions)

Employing professional teaching aids

Multidisciplinarity and Diversity in Academia

Developing new fields of study

Providing grants to encourage interdisciplinary
research

Creating new programs and collaborations in
teaching and final projects

Academia-Industry Collaboration

Creating jobs for BGU alumni
Lectures by leading industrial figures
Collaborating with industry on final projects

Branding BGU

Channeling BGU advantages to attract students
and researchers
Creating dress code for lecturers

Sustainability and Environment

Preventing waste of resources

Recycling

Forwarding equipment from research to
administration units

Promotion of Green Campus Initiative aspects
such as a paperless campus

Student Experience with Teaching

Preventing drop-out and offering support for
students with difficulties

Cultivating life skills and abilities needed in the
employment world, in addition to the study
curriculum for students studying exact sciences,
such as offering them courses in humanities,
social sciences, and ethics

15. Community and Connection to City of Beer-Sheva

Building study program to focus on the Negev
and the community

Making academia more accessible to minority
groups, such as Bedouins, ultra-Orthodox Jews,
etc. and offering courses to the community
Connecting to local schools in Beer-Sheva, and
exposing our future students to the University
Strengthening student community action
activities

Promoting research to empower the community
and respond to needs

16. Campus Experience

Creating safe spaces on campus

Making campus more accessible for people with
disabilities

Creating a network with alumni to help students
access job opportunities

Creating more mobility options around campus
Promoting sports and a healthy lifestyle on
campus

Creating solutions for students with young
children

Appendix 3: Participants in the Strategic Process

This Strategic Plan for the future of Ben-Gurion University
of the Negev is the outcome of a broad collaborative
effort by hundreds of academic faculty, administrative
and technical staff, and students who care deeply about
thisinstitution and its future. We are grateful to all those
who responded to the BGyoU Impact initiative, to those
who participated in the roundtables, focus groups and
workshops, and everyone else who helped identify
and refine our vision and goals and distill them into a
concrete plan of action. Thank you to each and every
one of you.

In the following pages we have made every possible
effort to accurately name all those who participated
in the roundtables and other stages of the Strategic
Process, and apologize in advance for any omission
or mistake.

If you encounter any such mistake, please contact Sivan
Polity-Nagrin at bgu.impact@bgu.ac.il. We will be more
than happy to correctitin the digital version of the Plan.
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Appendix 2: Data from BGyoU Impact

To understand the University’s various needs, improve
performance and emphasize excellence, information
was collected in three stages, using various platforms,
to better understand the different perspectives of
stakeholders on campus. The information that was
collected served as a basis for the new BGU strategic
plan. The three stages are as follows:

1. Digital Platform: February-March 2019:

A new digital platform was created for collecting
information and proposing ideas and suggestions by
students, faculty members and alumni. Respondents
were asked the following questions:

a. Whatareas needs to be strengthened in order to
push the University forward?

b. What do we do well and should keep doing even
better?

c. Whatis your big idea for BGU?

Approximately 150 academic faculty members and
administration and technical staff, students, alumni and
others responded according to the following breakdown:

49% Students

6% Alumni

32% Academic faculty members

10% Administration and technical staff
3% Other/community

2. Round Tables: April-June 2019:

Round table discussions were held, and members of
all three segments were asked to reach a consensus
on the three areas needing attention to improve the
University. Seven round table sessions were held, and
approximately 450 people participated, as per the
following breakdown:

24% Students
33% Academic faculty members
43% Administrative and technical staff
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3. Homogenous Focus Groups: July 2019-January 2020:

These groups represent different hierarchies within
the University, both academic and administrative. The
President held ten meetings with approximately 150
administrative and technical staff and deputy directors,
such as the finance division, IT division, construction
division, etc., as well as meetings with deans of all six
academicfaculties and alldepartment chairs. The purpose
of these meetings was to collect information and target
specific issues that need to be addressed in each unit.

Thefollowing information summarizes the data collected
in all three platforms as follows (the issues below are
connected and influence each other and sometimes
overlap):

1. Quality of Teaching:

Academicdiversity: new departments and faculties
(law, occupational therapy, communications, etc.),
night studies, diploma studies, skills, expanding
the variety of general courses offered

Connecting lectures to research areas of lecturers
and ensuring that materials taught are constantly
updated

Control and regulation of teaching quality and
ways to incentivize teachers

2. Research

Reducing teaching load

Administrative support system for researchers:
assistance in submitting grant proposals,
publishing articles, OpenScholar maintenance,
organizing research conferences

Support of researchers: accepting new research
associates

Technical support: upgrading manpower dealing
with technical equipment

Infrastructure for sharing research knowledge
Acquisitions support

3. Organizational Culture

Clarifying the BGU vision: BGU employees need
to learn about our vision and identify with it
Implementing excellence: implementing a
standard of excellence in all work processes, from
definition of the project, to open organizational
communication to creating mechanisms for
cultivating excellence (research, managerial,
processive), etc.

Empowering employees

Boosting team spirit

Boosting sense of belonging

Improving intra-organizational communication
Creating mechanisms to boost cooperation and
better communication between various faculties
Transparency in resource allocation for research
projects

Recruiting high quality faculty members and
increasing diversity of various minority groups
Cultivating the University’s visibility by creating
joint open spaces to encourage bonding
Encourage a culture where not having research
grants and not being productive academically is
frowned upon and can have consequences

4. Infrastructure and Processes
Upgrading and improving IT system
Synchronizing various University computerization
systems
Transfer to online work processes
Library database management
Improving work processes with acquisitions unit
and need for more flexibility in working with
suppliers
Transparency in decision making processes in
resource allocation
Creating more study spaces

5. Internationalization

Streamlining overseas studies process and
reducing bureaucracy for students interested in
studying overseas

Making more information/forms accessible in
English

More courses offered in English

Making English fluency a requirement for all
employees

Streamlining the absorption process for
international students: providing them with
mentors and help with bureaucratic issues as
needed

HR4R standard

6. Changing Academic Structures and Creating
Critical Mass

Merging core subjects in life and health sciences:
merging all subjects dealing with life sciences
under one roof

Change to school orresearch center structure, to
make administration processes more efficient
Preventing duplication and competition between
departments with overlapping research areas
Designation of Bergman Campus as possible
center for BGU community activities

7. Developing Academic Faculty Members

Creating courses and instruction sessions to
develop teaching skills

Creating mechanisms to attract excellent new
faculty members

Boosting sense of belonging to BGU

8. Developing Administrative and Technical Staff

Creating career tracks, to encourage employees
to switch jobs

Developing managerial programs and training
courses

Building mechanisms to encourage excellence
Boosting sense of belonging to BGU
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Through fulfilling the ambitious program laid out here,
we are fulfilling the goals of David Ben-Gurion who
envisioned a Hebrew Oxford in the Negev, whose impact
would emanate from the Negev to influence the world.

Addendum: COVID-19 as a case study for
changes in University functioning

The response of the University during March - May 2020,
the first peak of the COVID-19 crisis, illustrates BGU’s
potential in several areas:

Agility: Under the pressure of the rapid spread of
COVID-19 and the closing of physical spaces, the
University rapidly transitioned to 100% on-line
learning. More specifically, on March 5,2020, BGU had
a handful of on-line learning options; on March 10,
BGU had over 1,000 courses being given on-line. This
rapid transition necessitated cooperation between
numerous units, including purchasing, accounting,
information technology, the Rector’s office, the
President’s office, and the Director General’s office.
Under normal circumstances, such a process would
have taken many weeks, yet under the pressure of
COVID-19, we discovered that system has potential
for agility in decision-making and agility in action.
Moreover, aresearch fund and fundraising drive were
initiated and set in motion, also within a number of
days. Funds were allocated to researchers within
ten days of the original Call for Proposals. These
examples illustrate that the University can be agile
and decisive, and that bureaucratic and academic
roadblocks can be removed if the need and the will
arise.

- Interdisciplinarity: The University demonstrated
great potential for interdisciplinary, problem-
based, research. Within several days, over 20 inter-
disciplinary, interfaculty research groups were
established, with a clear objective of developing
technologies, which will have aanimmediate impact
on the COVID-19 crisis.
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The COVID-19 experience illustrates an evolution from
a “discipline centric” to a “problem centric” model.
Such a model excites not only researchers, but engages
the public in new ways. Extending a “problem centric”
model to teaching as well has great potential for not only
changingthe how, but also to engaging studentsin anew
way. Thisis notto do away with specific disciplines, but
rather to highlight the importance of multidisciplinary
approaches in solving complex, multi-dimensional
problems. Such approaches will be more successful in
garnering funding and the public spotlight.

IFwen

This agility and interdisciplinarity were championed
by the senior University leadership. Specifically, the
President’s Office, in coordination with the Rector,
set the agenda and defined requested deliverables,
which were clearly communicated to the academic and
administrative leadership of the University.

Appendix 1; Summary of Recommendations

Structural excellence

- Develop clear definitions and guidelines for the
ontology of the various academic unit titles

Restructuring into larger departments / schools /
institutes

Separation between the “department” and the
“academic teaching program”

Academic excellence

Establish a University-wide Curriculum Committee
that has the authority to review and demand changes
in current curricula, and initiate novel programs

Establish a University-wide Center for Excellence and
Innovation in Teaching, which will have the resources
and authority to make sweeping changes in the way
BGU teaches

« Promote changes in the Academic Constitution
and Bylaws to encourage excellence and to enable
academic leadership

Development and implementation of an academic
leadership training program

Clarification and tightening of processes involving
academic recruitment, granting of tenure, and
promotion

Increase funding and change administrative
procedures to encourage research excellence

Procedural excellence

+  Establishmentof a centralized new faculty integration
office

Develop University and faculty work plans
Initiation of a University-wide "anti-red tape" process
Investment in the University IT system

The University should undergo an in-depth branding
process

Strategic development

Establishment of a new faculty or school of
Sustainability and Climate Change

Establishment of a new school of Israel Studies
Establishment of a new faculty or school of “Hi-Tech”

Develop the Eilat Campus as a unique learning and
research environment
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Interdisciplinary research involving Soroka University
Medical Center

BGU is the only university in Israel where the affiliated
medical center is adjacent to campus. This opens the
door for collaborations such as seen in the National
Autism Center, ABC Robotics, and the S. Daniel Abraham
International Center for Health and Nutrition. The
National Autism Center has recently received national
funding, while the latter two have still untapped
potential. Clear programs should be developed that
include investments in hiring, infrastructure and
educational programs that allow us to leverage this
potential, as well as identify additional fields.

Industry - Academia interactions

Whether by design, or by serendipity, BGU has
excelled at relations with industry. The Deutsche
Telekom Innovation Labs and the National Institute
for Biotechnology in the Negev are but two examples
whereby BGU scientists work hand in hand with industry
leaders to forge research with immediate translational
outcomes. The Faculty of Engineering Sciences prides
itself on producing Israel’s most employable engineers,
andindeed 1/3 of Israel’s engineers are BGU graduates.
BGU’sinnovation center, YAZAMUT 360, has developed
novel funding programs, such as Cactus Capital, that
encourage young entrepreneurs. BGU needs to forge
closer ties with local industries, developing internship
programs that replace coursework. These industry -
academia connections should be leveraged through
marketing and fundraising, and closer interactions
with BGNegev, to encourage novel research programs.

Areas to be developed

Eilat Campus

The Ben-Gurion University of the Negev Eilat Campus
has been underutilized over the years. The Eilat Campus
has suffered from an identity crisis and lack of clear
academic vision. Currently one of the most successful
programs is 1% year Engineering over the years. The
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campus hosts a unique program that allows students
with relatively low entrance scores to embark on a
program of first year engineering studies. Those who
completethe yearwith an average above 80, continue to
2"year studiesin the various engineering programs at
the Marcus Family Campus, and, once integrated, these
students achieve the same accomplishments as those
that started their studies in Beer-Sheva. This program
fulfillsanimportant social goal of BGU of making higher
education accessible to a wide variety of populations.

Recommendation #18: Develop the Eilat Campus as a
unique learning and research environment

While in the past the Eilat Campus attempted to offer
mirror programs to those on the main Marcus Campus,
we recommend that the Eilat Campus develop unique
offerings based on the following;

1. Programssuchas1*year Engineering whichincrease
the accessibility of a BGU education for sought after
programs such as engineering, computer science or

psychology.

2. Development of a new B.Sc. in SeaTech which will
be offered in collaboration with the National Center
for Sea Agriculture. The degree will juxtapose marine
biology with engineering and business classes,
to prepare graduates for careers in the emerging
SeaTech industries in Eilat, Israel and around the
world. This degree will be given in English.

3. M.A.in Tourism and Hotel Management, in English.
With its developed international tourist industry, Eilat
is the perfect venue for an international graduate
program in Tourism and Hotel Management,
providing excellent facilities for practical experience
and for research. Such a program could become an
internationally recognized program.

IDF: Their future move;
located within the
Innovation District

' Digital

Health

Soroka and BGU: A
future focus using big
data and Al combined
with comprehensive
health data from Negev

residents
|

IT/Data Technologies that will
further convergence:
the melding of
disparate sectors to
drive new innovations

Al/Machine Learning

Robotics

Region: 17 chemical companies with over 100 employees

each; 6 are agriculture-related, 2 are water-related.

49 clean-tech companies (not including Ashdod or Ashkelon)

Figure 8 The emerging structure of the BGU-B7 Innovation District. The District will feature three hi-tech zones (the columns) which are

thematically connected by the horizontal bars.

Integration with the BGU-B7 Innovation District

Theseidentified research priorities dovetail with research
/industry priorities being developed adjacent to campus
inthe new Innovation District currently in the planning
stage. The District, being jointly developed by the Prime
Minister’s Office and the Ministry of Construction and
Housing, in cooperation with the University, Beer-Sheva
Municipality,and Soroka University Medical Center, will
forma continuous district encompassing the University,
Soroka, the IDF technology campus being built adjacent
to campus, the Advanced Technologies Park, the Gimmel
and Dalet neighborhoods, and the area around the
railway station.

NIS 2.2 million have already been invested in initial
planning for the project, which will take years to
complete. Following the plan’s launch in January of
2020, initial economic investments will focus on digital
health, desert technologies, and cybersecurity sectors.
The key conceptin thisinitiativeis creating an ecosystem
by encouraging physical proximity among research staff
and creating a community.

Conclusion

Our goal, as set out in this document, is to position
Ben-Gurion University of the Negev as a world-leading
university. This ambitious goal needs to be embraced
by all the stakeholders in the University. This goal
needs to become part of our culture and guide us in
everything that we do. To achieve our goal, we must
create and nurture an academic community focused
onachievingexcellenceinresearch and teaching along
with an atmosphere of intellectual stimulation and
creativity. To achieve this goal, we must attract the best
and brightest academics and integrate them seamlessly
into our community.

Alongside this grand goal, we must not forget our
mission to contribute to and develop our immediate
environment and the Negev. Indeed, a university’s
success is tied to its commitment to instilling values
in its students, and in the academic products that
result from years of persistence and of commitment
to excellence. Our ability to impact Beer-Sheva and the
Negev, toimpact Israel and to impact the world, derives
first and foremost from our commitment to academic
excellence,and everimproving academic standing and
international reputation.
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Recommendation #14: The university should undergo
an in-depth branding process

The University has not undergone a strategic branding
process. While extensive marketing has been done, this
should not be confused with branding. Other universities
in Israel and abroad have successfully utilized a well-
thoughtout branding strategy to leverage the university’s
strengthsand to change both the internal and external
perception of it.

A branding analysis should be considered once the
strategic road map has been adopted. While preliminary
analysis has been carried out over the past year both
atthe faculty and University level, an in-depth analysis
is needed to identify the unique selling points of BGU.

3.7INTERNATIONALIZATION

BGU strives to integrate international students, both part-
time and full-time, within its regular degree programs.
Over the past few years, we have moved away from a
segregated overseas program in English, preferring to
utilize internationalization as an opportunity to add
classes given in English into the regular curricula, and
to encourage interactions between foreign and Israeli
students. As such, dormitories are also integrated
between foreign and local students.

All graduate degree programs should move towards
English tracks as the number of foreign students rises.
Thisis already the standard on the Sde Boker campus,
and in the Faculties of Engineering Sciences, Natural
Sciences and Health Sciences.

Whileinternationalization in the past was often equated
with the signing of multiple MoUs, greater attention
must be given to strategic partnership formation. Over
the past 12 months, concerted efforts have been made
with the following institutions: Oxford University, Arizona
State University, Brown University, MIT, Emory, Case-
Western, Drexel, AIBAN (India), McGill University, Hong
Kong Institute of Technology, and Lanzhou University.
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In terms of internationalization, e-learning can be a
real game-changer and opens up possibilities of joint
degree programs with other universities and of having
foreign guest lecturers.

As Ben-Gurion University of the Negev seeks to increase
its international exposure, we must increase our
offerings of English-language courses, offer unique
programs in English which leverage the advantages
of a BGU education, and develop programs with
strategic partners. These must be fostered especially
in India, China and Africa, areas where BGU has had
little exposure.

3.8 OPPORTUNITIES FOR EXCELLENCE /
FOCUS AREAS

While BGU is a comprehensive university, limited
resources, and a cramped competitive landscape,
mandate the need for clear decisions in terms of key
areas for investment. Indeed, an increase in BGU’s
reputation and visibility in specific fields will increase
our ability to attract researchers, students and funding
across all fields of study. This is not to say that we will
only support specific fields, or that we will promote
cross-discipline competition within the University. Such
approaches can lead to demoralization and hurt the
overall BGU brand. Indeed, all fields must excel. But at
the same time, we must maintain transparency in our
development priorities.

The following areas were recognized numerous times
throughout the strategic processes, by academic staff,
administrative staff, and students, as interdisciplinary
focus areas for BGU’s future.?

?Please note that the recommendations here are all for interdisciplinary
fields that need further development, and do not negate the excellence
present in specific existing departments. This document did not set out
to do a field by field evaluation of the University.

Desert studies / Climate change

Ben-Gurion University of the Negev, just by name, has
to have an advantage in “all things desert.” The Jacob
Blaustein Institutes for Desert Research (BIDR) in Sde
Boker have benefited from generous funding, and have
succeeded in attracting foreign students. In the specific
field of water, BGU is the top-ranked university in Israel,
and in the top 150 worldwide.

Recommendation #15: Establishment of a new faculty
or school of Sustainability and Climate Change

The new faculty or school could be comprised of BIDR,
Geography, Earth Sciences, Environmental Engineering,
ecology researchers from Life Sciences, and any other
interested faculty members. Such a new unit should offer
new B.Sc. and B.A. degrees in relevant fields that can
be integrated as a major or minor with existing degrees
in other faculties, offer a complete undergraduate
degree in English, in addition to the existing graduate
research degrees in each department/institute. A
specific strategic plan should be developed aiming
to integrate researchers at the Marcus Family Campus
and the Blaustein Institutes, encouraging cross-unit
collaboration, especially in the fields of climate change,
energy,and water, all with the aim of raising the research
outputs of the University in these fields.

This new faculty or school will allow for the hiring of
interdisciplinary researchers whose research interests
arediverse and not focused in one particulararea. These
researchers would be able to offer teaching in various
unitsandin the school, thereby also attracting students
whose interests are interdisciplinary.

Israel studies

Clearly Ben-Gurion University of the Negev, just by its
name, has to have an advantage in “all things Ben-Gurion
and Israel.” By housing for example, the Ben-Gurion
Archives, the Amos Oz archives, and the Herzog archives,
BGU has an advantage over other universities in Israel.
However, the CHE-ranked research output of the relevant
units can beimproved, and the number of PhD students

significantly increased. Here the needed change appears
to be one of culture, and not of investment. However,
the potential for world leadership is clear.

Recommendation #16: Establishment of a new school
or center for Israel Studies

The new school/center could include HEKSHERIM - The
Research Institute for Jewish and Israeli Literature &
Culture, Ben-Gurion Research Institute for the Study
of Israel and Zionism, and other related departments,
including Hebrew Literature and Hebrew Language.

Cyber and computer science

The founding of the Deutsche Telekom Innovation
Labs, together with the localization of the National
Cyber Security Center to the ATP, have placed BGU in
a unique position for promoting cyber-based research
and education. While most of the major players are still
located in the Tel Aviv area, BGU has become known as
a go-to placefor cybereducation, and the Department of
Software and Information Systems Engineering is sought
afterboth in terms of students and new faculty. Research
outputs areamong the highest in the University. Similarly,
the Department of Computer Scienceis highly sought after
by undergraduate students, and Department members
excel in a number of fields. The planned co-location of
the IDF cyber intelligence (8200) and technology units
adjacent to the campus raises opportunities for new
educational and research programs.

Recommendation #17: Establishment of a new faculty
or school of “Hi-Tech”

The new faculty or school could be comprised of the
Department of Software and Information Systems
Engineering, the Department of Computer Science,
and the School of Electrical and Computer Engineering.
The new faculty should offer both existing B.Eng. and
B.Sc.undergraduate degrees, as well as novel programs
in cyber, in addition to the existing research degrees in
each department, as well as minors or smaller courses
in data or computer sciences for humanities and social
science students.
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3.5 ACADEMICS

Recommendation #11: Promote changes in the Academic
Constitution and Bylaws to encourage excellence and
to enable academic leadership.

Senate

According to the University Constitution, the Senate
is the highest academic authority in the University,
which oversees its academic functioning. In recent years,
the potential of the Senate to influence the academic
development of the University has been underutilized.
The Senate should take alargerrole in leading changes
inacademicissuessuch as curricula and teaching, and
in oversight of academic programs. Recommendations
12 and 13 below relate to this purpose.

As the highest academic authority, it behooves a
university community which has set forth “academic
excellence” as both avalue and a goal, to have the Senate
comprised of those academics who have reached the
pinnacle of academic achievementin the University, that
is, those who have attained the rank of Full Professor.
Most other universitiesin Israel and abroad use similar
structures. Such a change will enforce the message that
the University values academic achievement. As a side
effect, it also limits the potential problems of junior
faculty (e.g., associate professors) needing to consider
the political consequences of theiractionsin the Senate.
The needs of associate professors, senior lecturers,
and lecturers can be met by single representatives of
each group.

Leadership terms

Effective leadership requires the ability to both develop
strategy and see it through. Considering that many
strategic decisions necessitate brave and often difficult
decisions, it is essential that the University leadership
at all levels have the opportunity of seeing a process
mature, before facing re-election pressures.

As such, the following changes in leadership terms
are recommended:
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- President (currently three 4-year terms): two 5-year
terms

+ Rector (currently two 4-year terms): 1* term of five
years, followed by a 2" term of three years

- Dean (currently two 3-year terms): 1°t term of five
years, followed by a second term of three years

- Department / school head (currently 2 or 3 years):
two 3-year terms

Curricula

Recommendation #12: Establish a University-wide
Curriculum Committee that has the authority to review
and demand changes in current curricula, and to initiate
novel programs.

As mentioned above, students at BGU are overall
dissatisfied (relative to students at competing universities
inIsrael) with the curricula at BGU. Students feel that the
curricula are outdated and do not adequately prepare
them for the job market. Often the curriculum employed
has not been seriously reevaluated in many years.
Today’s students grew up in an information society and
have little trouble finding information independently.
Thus, the classic role of the university curriculum in
providing facts and information is less relevant than in
the past. At the same time, today’s students are used
to having choices and personal freedom, and have
already benefited from experience-based teaching in
some high schools and in the army. Moreover, many of
the issues concerning our students necessitate inter-
and supra-disciplinary training and skillsets, which are
often well beyond classic disciplinary degrees offered
by universities. Issues such as sustainability, cognition,
disability studies, robotics, etc., are not defined by a
single classic field. As such, our curricula need to be
reevaluated and restructured to accommodate and
leverage these trends.

At the same time, we can reemphasize the role of the
University in teaching the essential academic skills of
critical thinking, expression in writing and in speech,
as well as consider requiring courses in economics,

proposal writing, entrepreneurship, etc., which are
increasingly relevant for many careers. Major-specific
requirements can be streamlined in many cases to
allow for interdisciplinary studies, and for students
to take courses in other faculties or programs. Such
flexibility - “personalized education” - will be attractive
to perspective students, and if employed wisely, can
yield excellent academic results. We must also utilize
our advantage of having great scientists and scholars
teaching, in thatall ourteaching must be connected to
the research going on in our University. Students are
forgiving of deficits in teaching quality (e.g., charisma),
when they feel that a world leader is teaching them, and
that they are being exposed to cutting-edge material.
Thus, a reduction in dependence on external lecturers
is recommended.

We should utilize the new CHE standards which allow
for up to 1/3 of a degree to be completed by courses
outside of academia (e.g., army courses, etc.). Along
a similar vein, the CHE also allows for up to 1/3 of a
degree to be given online. Adoption of these new venues
will not only revolutionize the way we teach, but will
alsoenhance ourstudents’ flexibility, thereby enabling
them to work during their studies. Indeed, the vast
majority of students need to work while pursuing a
university degree, and such flexibility will be attractive
to students (as found by other institutions that have
already adopted such approaches). BGU’s response
to the COVID-19 pandemic shows that a rapid shift to
online approaches is not only possible, but in many
cases also desirable.?

Recommendation #13: Establish a University-wide
Center for Excellence and Innovation in Teaching, which
will have the resources and authority to make sweeping
changes in the way BGU teaches.

Teaching methods

In the survey mentioned above in Figure 6, BGU
lecturers were ranked among the lowest in Israel when
it comes to adoption of new teaching methods, and in

general interest of the lectures. As mentioned, today’s
students are adept members of the information society
and usually have little trouble finding information
independently. Teaching methods that move away
from the classic lecture are essential. The proper use of
technology, distance learning, e-learning, experience-
based methods, etc., have not been given sufficient
room at BGU.

Infrastructure

Our students’ experiences are directly related to the
facilities provided. Hence, facilities, including lecture
halls, seminar rooms, teaching laboratories, and
computer rooms, must be kept up to standard. In the
same survey, our teaching assistants received relatively
positive scores. Teaching aids (exercises, etc.) are critical
and should continue to get proper attention. The
computinginfrastructure should allow for the easy use
of recording, forums, etc. Undergraduate laboratories
need updating. Physical spaces where students can
connect to online learning should be established.

3.6 BRANDING

The reputation of BGU was identified as a key issue
whichinfluences our ability to attract talent, both faculty
and students. Reputation refers to how the University is
judged or perceived by others. In some cases, the BGU
reputation is related to the KPIs listed in the Introduction.
Yet overall, reputation is also a function of image.
For example, many of the University’s strengths and
successes are not recognized eitherin Israel or abroad.
BGU could be considered as “Israel’s best kept secret.”

2This report was formulated prior to the COVID-19 pandemic reaching
Israel. In certain places, the plan has been modified.
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3.3 RESEARCH

Recommendation #7: Increase funding and change
administrative procedures to encourage research
excellence.

While particular researchers across the faculties are
recognized at a national and international level,
overall, we lag behind the leading universities in nearly
all major parameters (Part 1). Many of the changes
recommended in thisdocument are aimed at rectifying
this. For example, changes in curricula and teaching
cooperation between departments (Section 3.5) should
lead to a reduction in the number of hours committed
to lecturing, freeing up time for research. A change
in the administrative structure (Section 3.4), such as
streamlining or re-ordering, or establishment of shared
research administrative services could also free up
hours for research.

However, specific changesin the research climate at BGU
can also positively influence the impact of our research
output. Thefollowingis a list forimplementation by the
Vice President for Research and Development:

- Development of scientificinfrastructure and common
expensive equipment

- Development of “scientific services” units, essential
for the promotion of high-level research, including
highly qualified technical staff

- Consulting and administrative help in grant
preparation and submission

+ In-house grants to promote supra-disciplinary
research centers

Furthermore, many researchers experience at some
point a financial crisis which inhibits further research
development. Mechanisms need to be developed to
help active scientists navigate this “hump” to regain
productivity.

In parallel with these efforts, the University has to
encourage a culture where not having research grants
and not being productive academically is frowned upon

4]

and can have consequences (e.g., increased teaching
load, limitations on use of travel funds, etc.).

Libraries

Aleadingresearch university needs to have libraries that
can provide the necessary tools needed for researchin
all areas, both digitaland in the library collections. These
services are imperative to allow researchersimmediate
access to materials they need, while also providing
cutting-edge professional guidance by well-trained
librarians regarding myriad areas from information
technology and digital tools to archival and printed
materials.

At present, the libraries are not run as one integral
unitwhose function reflects those of leading university
librariesin Israel and abroad. The BGU libraries, and thus
theresearch at BGU, would benefit from an international
review committee for QA and recommendations for
future directions of the libraries at BGU.

3.4 ADMINISTRATION

The importance of work plans

Recommendation #8: Develop University and faculty
work plans.

The first strategic leadership seminar identified that
the modus vivendi of the University has been that the
“budget” is the defining point of strategy. In absence
of a larger vision and plan, the annual budget, and
budgetary decisions, define the strategy of University
functioning. While the budget is balanced, and often
shows a year-end budgetary surplus, this approach
does not promote long-term planning.

Multi-yearwork plansareessentialforboth understanding
the status quo and for defining specific plans of action
needed to reach the future goal of becoming a leading
university worldwide and Israel’s outstanding university.
All university units, academic and administrative, should
develop work plans that encompass KPIs with clear goals
and milestones, and which dovetail with the strategy

of recruiting talent. For academic units, this should
include modeling financial considerations of student
numbers (undergrad and graduate), research, academic
positions, administrative positions, and developing
plans for academic field development with eyes to
future needs and emerging trends. These work plans
should be modified each year, following consultation
with the Rector and Director General, and overseen
by the President. Such plans clearly influence faculty
recruitment, as unit heads can strategically plan hiring,
building up of critical mass, and shape organizational
culture (as decisions will be made based on data and
strategy). Likewise, they willinfluence overall research,
as additional resources will be developed. Outside
consultants can be employed to aid in building such
work plans.

Recommendation #9: Initiation of a University-wide
“anti-red tape” process.

BGU is characterized by numerous regulations and
work procedures, which are often a function of an
administrative structure that has not developed
in tandem with the university’s growth. While as a
public institution, the University has to adhere to the
prescribed administrative standards determined by
government (e.g., public tender regulations), many of
theinternal regulations were developed overthe years
in response to particular events, without considering
the overall effect of a particular regulation. As such, the
University is perceived by students, academic faculty and
administration alike as having excessive red-tape. This
excessive bureaucracy prohibits mid-level administrators
from making autonomous decisions, leads to a heavy
administrative burden on senior administrators, often
for minor decisions, and delays numerous processes.

According to @a number of mid-level administrators,
many processes could be optimized with better use of IT,
changesin administrative organizational structures, and
ownership of processes. Often, thereis little coordination
between different administrative branches, which could
be coordinated at the level of building administrators.

Overall, this red-tape leads to frustration and alienation.

The “anti-red tape“ process will examine all the
administrative structures and procedures with the aim
of simplifying work processes, reducing administrative
loads so as to streamline processes, and expanding
administrative autonomy to mid-level administrators.
This could be carried out in four steps:

1. Identification of processes that suffer from a high
bureaucratic load

2. Mappingoftheexistingauthoritiesand responsibilities

3. Developinga plan forreducing the bureaucratic load
for all sectors of the University

4. Restructuring administrative bodies to align with
our goal

Recommendation #10: Investment in the University
IT system

Information Technology was universally identified as an
area where the university needs to make majorstridesin
terms of infrastructure, manpower, and approaches. This
istrue for both foracademicand administrative purposes.
Forexample, deans and department heads do not have
access to real-time data (e.g., numbers of students per
program, graduate students per mentor, class sizes,
etc.). The university-wide systems do not cross talk (e.g.,
human resources, research authority, purchasing, etc.).
Many processes could be made redundant with proper
use of technology and automation.

The quality of our IT infrastructure directly affects
research and teaching quality. Inanincreasingly big data-
oriented research environment, our ability to compete
is also dependent on the quality and capacity of our
computing systems. The rapid move to on-line teaching
necessitated by the COVID-19 pandemic spotlighted
the deficiencies in our teaching technologies, such as
classroom filming, and these must be rapidly upgraded.
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The framework of “institutes,” “programs,” “centers,”
and others could continue to serve a possible base for
teaching, research cooperation, and the promotion of
seminars. However, they will do so withoutindependent
allocations, unless in specific cases of technical and
service units, or to promote interdisciplinarity.

Underthe current faculty structure at BGU (and this itself
will be further discussed below), certain schools need to
be either shared between faculties, or a reorganization
set up that moves existing faculty members from one
faculty to another, or even the establishment of new
faculties. Along this vein, solutions to at least four
specific cases need special and acute consideration:

1. Environmental sciences / sustainability / climate
studies. The Faculties of Natural Sciences, Humanities
and Social Sciences, Engineering Sciences, and the
Blaustein Institutes for Desert Research, all claim
ownership of these fields, and despite over a decade
ofdiscussions, nointegrated programs have emerged.

2. Information systems / computer science. The
University offers a number of degrees in the Faculties
of Natural Sciences and Engineering Sciences,
containing the words “computer,” “computing,”
“software” or “data.” From the students’ perspective,
the distinction is unclear, academic registration is
unclear, and advanced students are restricted in
their fields of research.

3. Life Sciences. Biology degrees and research are
competitively promoted in three faculties (Health
Sciences, Natural Sciences, Engineering Sciences)
and one research institute (Blaustein Institutes for
Desert Research, Sde Boker Campus).

4. Brain sciences. The Faculties of Natural Sciences,
Humanities and Social Sciences, Health Sciences,
and Engineering Sciences all contain researchers
working on neuro and cognitive sciences, in addition
to the supra-faculty-based Department of Cognitive
and Brain Studies. The current Inter-Faculty School
of Brain Sciences attempts to coordinate this
complexity, but with no real authority.
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Solutions to these specific issues are critical to the
development of excellence at the University, and are
further elaborated in section 3.8 below, following a
consideration of BGU’s relative strengths, opportunities,
and the considerations above.

Recommendation #3: Administrative separation
between “department” and the “academic teaching
program”

The current covalent linkage between academic unit
and academic program hinders the overall academic
development of the University. Under the current
structure, cooperation between departments / programs
is inherently discouraged, as cooperation leads to
resource dilution. Furthermore, this linkage inhibits the
development of novel academic programs, since such
initiatives are automatically associated with anincrease
in both academic manpower and administrative load,
even though in many cases the program could easily
be handled by current resources.

An administrative separation between departmentand
academic structure would allow for the development
of novel, and often interdisciplinary, programs.
Coordination through faculties or through the Rector’s
office would assure equity inteaching loads and resource
allocation. A possible paradigm is seen in the newly
created School of Electrical and Computer Engineering,
which offers at least two different degrees, with shared
courses in the first and second years, and flexibility in
student registration. Such a separation would allow
the integration of courses from diverse faculties, e.g.,
teachers from Public Policy could easily be involved in
courses from Life Sciences.

Recommendation #4: Development and implementation
of an academic leadership training program

The transformation into new structures, and the central
position of the head of the department /school, obligates
us to make a special effort to appoint high quality
leaders. This would be made possible by concentrating
efforts, especially during the beginning of this journey,
in establishing a new management culture.

Iltis therefore recommended that before assuming their
position, the head of a department / school undergo
leadership training relevant to managing a university
unit. Several paradigms exist, such as that provided
by the "Leadership in Academia” program run through
the CHE, or HFP Consulting from Switzerland. The
University should develop a customized leadership
training protocol, which takes into account the BGU
DNA, and that would identify and nurture academic
and administrative leadership at all levels.

3.2 FACULTY RECRUITMENT

Recommendation #5: Clarification and tightening of
processes involving academic recruitment, granting
of tenure, and promotion

The clearest way to promote excellence is through high
standards for hiring, tenure and promotion. Indeed,
the strategy identified by the University leadership,
“Recruitment and attraction of outstanding stars and
young faculty to the University, retaining and nurturing
them,” is key to the success of this strategic program,
and many of the recommendations here influence
our ability to recruit and retain academic talent. The
academic restructuring recommendations in sections
3.1and 3.8 aredesigned foremost to enable excellence
in recruitment.

More specifically, we recommend developing several
specific processes to improve academic recruitment:

- Targeted head-hunting of “academic stars,” both
early career and established academics.

+ Anannual/biannual “roadshow” led by the President
and Rector, to academic centersin the USand Europe,
to meet and recruit Israeli postdocs.

- Eachfacultyanddepartmentorschoolshould engage
in an active discussion with their most senior and
established scientists to develop hiring, tenure and
promotion expectation and standards to fit the unit.
These should include considerations of publications,
grants, teaching, service, and expected metrics. We
recognize that standards are constantly evolving,

and general considerations and specific suggestions
should serve as guidelines for encouraging further
excellence, and are not intended to replace the
sovereignty of individual promotion/tenure
committees. However, as a rule of thumb, quality of
publication venues should be the first and foremost
indicator of excellence, not quantity.

All recruitment processes must also consider issues
of diversity. By giving attention to diversity, whether
in gender, or what President Reuven Rivlin describes
as “tribes” (Secular Jews, Arabs, ultra-Orthodox Jews,
etc.), we increase our chances of promoting excellence.
Indeed, potential excellenceis often missed in societies
thatdo not know how to promote diverse populations.
Female students contemplating academic careers
perform better in institutions that provide women role
models in senior positions. Accordingly, the singular
reliance on standardized testing metrics marginalizes
potential students who could develop into world-class
academics. We should also consider attracting academic
staffwho are not connected toIsrael by birth or religion,
thereby also strengthening ourinternational appeal and
cultural diversity. Adoption of diversity as a criterion
in recruitment increases our potential for excellence.

Recommendation #6: Establishment of a centralized
new faculty integration office.

Our ability to attract talentis also connected to our ability
to successfully integrate new recruits into BGU and to get
their laboratories up and running. We must project the
image of a university that does the utmost to enable both
the personal and scientific success of young academics.
We need to promote a narrative whereby young academics
effortlessly build their futures at BGU. One way to do this
is the establishment of a new Faculty Member Integration
Office. This office, which will be under the authority of the
Office of the Rector, should coordinate HR, construction,
and research administration efforts for young faculty,
giving new academic recruits a personalized service
providing both administrative and academic mentoring.
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That this variation throughout campus hampers
academic development, is not a new insight. Indeed,
a constant theme throughout the strategic processes
was that the current structure is at the very least
“bothersome” and in some cases “a liability.” Yet,
while this has been obvious for years, the initiative for
making needed change has been lacking. Indeed, the
currentambiguities and overlaps were not the result of
a deliberate set policy, or a result of specific academic
needs; rather, in most cases, these structures either
came into being over many years as the result of specific
donations, orwere actively pursued due to interpersonal
intrigue.

From an academic point of view, the large number of
units has several disadvantages:

a. Small units often lack the critical mass needed
to develop excellence, especially as the present
financial structure does not encourage (and indeed
often penalizes) cooperation between units.

b. In several cases, different units, often in different
faculties, overlap in terms of scientific research
and academic scope. This leads to unnecessary
competition and cannibalism, blurs ourmessage asa
University, and hinders the promotion of excellence.

c. Small departments dedicated to preserving
narrow disciplines inhibit the development of
interdisciplinary fields.

d. Mostunitsaredirectly subordinate to afaculty dean.
Yet, in large heterogeneous faculties, the dean does
not have sufficient levels of expertise to effectively
develop or manage the subordinate units.

e. In many cases, units such as departments are
synonymous with academic programs, and indeed,
the creation of a new academic program was the
rationale for the founding of a new department.
This type of linkage inhibits flexibility in curricular
development, perpetuates the status quo, inhibits
the development of new interdisciplinary programs,
and discourages free movement of graduate
students across the disciplines.
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Whileacademiain generalisinherently pronetojustifying
current structures, the need to save the integrity of the
smallunitinits present formis questionable at best. This
complexity is reflected in the way the University assigns
academic staff positions and budgets, negatively affects
recruitment, inhibits interdisciplinarity, and generally
negatively influences overall academic decisions.

While officially, the allocation of academic positions
is controlled by the Rector, in practice, each unit has a
known and set number of academic positions, and the
dean orthe Rector rarely moves a position between units.
“Positions” are considered property of the unit,and can
even be exchanged for cash. Undersuch conditions, itis
impossible to maintain long-term standards that would
facilitate an orderly development of the University;
thereisatendency not to change the unit’s size, evenin
cases where such changes are justified due to changes
in student numbers or development of other interests.
Thus, while officially the Rector has complete authority
in terms of position allocation, in practice, the Rector
has difficulties in managing allocations for so many
units. In some cases, allocation at the faculty level can
be a solution, provided the dean has the authority and
willingness to carry out a reallocation. In practice, this
is rarely, if ever, done and some faculties may be too
heterogenous for this to be feasible.

1. An evolution in academic administrative structure
such thatthe particulardepartments or schools will
be of the size that is optimal for the management
of academic positions in particular, enable
interdisciplinarity, and foracademic managementin
general. Utilizing the proposed structure will resolve
many of the hurdles described above. Within the
new structure, there would still be a place for smaller
structures within the department or school, but
not as independent, budgeted entities in terms of
finances or positions.

2. Aseparation between “department” and “academic
program,” whereby some academic programs could
be administered at the faculty or University level, or
have multiple programs in a single department or
school.

3. Academic positions do not belong to an academic
unit, but are allocated to the unit for as long as the
researcher appointed is employed by the University.
Positions that become available automatically
revolve back to the Rector’s office where they will
be reallocated according to the academic goals of
the University.

Recommendation #2: Restructuring into larger
departments / schools / institutes

All present University departments and/or schools
will be clustered into larger units, such that the
University will be comprised of ~ 25 departments /
schools.

Each of these larger units will be subordinate to one
or more of the faculties.

Each department /schoolwillinclude about 20 -50
staff members.

The department / school will be independent
financially, and manage the allotted number of
academic positions assigned by the University’s
management.

The allotted number of academic positions will be
reviewed on a rolling basis by the Rector and will be
adjusted over time, in accordance with clear work
plans (see 3.4 below).

Conceivably, these larger units could contain a number
of smaller structures for teaching, research or other
purposes, but these smaller units would not be
allocated independent academic positions or budgets.

The transformation into a structure comprised of
large departments or schools is not designed a
priori to reduce overall administrative costs, but
rather to redistribute / redesign the administrative
structure, in a manner that will suit the structure,
and be proportional to department / school size.

Advantages of the new structure:

The consolidation of the University into this framework
provides advantages in academic recruiting, in
standardization of tenure and promotion decisions,
and in promoting interdisciplinarity, or the development
of new fields.

Allocation of the academic responsibility to the larger
department / school will provide greater flexibility in
hiring, in medium- and long-term strategic planning,
and, if managed well, can promote interdisciplinary
hiring and interactions. While there is the potential for
specificdisciplines to shrinkin size, this is will be offset,
overall, by the potential development of new disciplines.

The distribution of powers between the new large
departments / schools and the faculties will vary from
one faculty to another. In some faculties, advanced
studies may be managed on the faculty level, while
in others, advanced studies may be managed on the
department /school level. In some cases, the faculty itself
may be synonymous with the main department being
allocated positions according to the overall academic
strategy of the faculty and University.

As the heads of these larger units will naturally
assume greater authority and responsibility for
academic and administrative matters, deans will retain
overall responsibility and be freed to pursue larger
developmental issues, such as long term academic
planning, including the development of new research
fields, developing and advancing interdisciplinary
research and teaching subjects across departments,
schools and faculties, managing areas and equipment
thatarein use by more than one unitin thefaculty, etc.
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c. Positive factors that leverage the strategy

Anumber of factors were identified, which give BGU an
advantage in recruiting talent. These include:

The new North Campus

A staff with a clear and deep connection to the
“BGU spirit”

Islands of true national and international
excellence

Reputation of a young and dynamic university
with the ability to be flexible

Negev-specific areas of research

A socially-aware community

The Marcus Endowment

Soroka University Medical Center on campus

National importance with historical connection to
Israel’s first prime minister

Relative low cost-of-living

The move of the Israel Defense Forces (IDF) units
adjacent to the North Campus

The Advanced Technologies Park

Excellent research interactions with the private
sector

d. Roadblocks to implementing the strategy

Five key subjects were identified as roadblocks to
success in attracting talent:
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Dispersion of scientific fields and lack of critical mass
in many areas

Recruitment procedures
Relocation and integration processes for new recruits
Organizational culture

Academic reputation relative to other research
universities in Israel

o

e. Solutions needed to remove these roadblocks
 Changesin the academic structure

- Improved recruitment methods for selecting excellent
candidates

«Improvingthe overall new faculty memberintegration
infrastructure and processes

- Organizational culture design that promotes
excellence

- Reduction of administrative load (red-tape)
- Improving university academic reputation
« Increased fundraising focused on the strategy

Task forces primarily comprised of participants of the
second strategic workshop were set up to tackle each
of these issues and to propose specific routes of action.

Part 3. Recommendations: BGU - Beyond 50

and Towards 100

ROADBLOCKS
New faculty Field Organizational
Reputation Recruitment integration dispersion culture

Work plans

Academic structure

Constitution & bylaws

Curriculum

Administration

Branding

Internationalization

PROPOSED ACTIONS

Funding

Figure 7 Project matrix illustrating roadblocks to progress at BGU (columns) juxtaposed with actions proposed to remove the roadblocks
(rows). Places of intersection (orange boxes) indicate intersections where the proposed action will contribute to removing the roadblock.

With these findings in hand, the following plan aims at
positioning BGU among the leading universities both
in Israel and globally. The processes detailed in Part 2
identified a number of key roadblocks and potential
actions that affect the functioning of the University.
These are summarized in Figure 7.

3.1 UNIVERSITY ACADEMIC STRUCTURE

Of all the issues raised in the strategic seminars and
various roundtables, the University's current academic
structure was universally recognized as a liability to
future development. Yet consensus was difficult to reach,
as the changes needed immediately affect all those
involved personally. The various academic leadership
were often unwilling to consider major changes due
to either political or personal intrigue. This section
deals with structural recommendations and raises the
key issues. Section 3.8 deals with specific issues of
reorganization.

Recommendation #1: Develop clear definitions and
guidelines for the ontology of the various academic
unit titles.

The University has about 65 units that are budgeted in
terms of academic faculty positions. These unitsvaryin
size from 2 to 36 faculty members. In terms used by the
University, the term “unit” refers to faculties (e.g., the
Faculty of Engineering Sciences), schools (e.g., School
of Electricaland Computer Engineering), departments
(e.g., Department of Communications), programs (e.g.,
Program in Conflict Management and Resolution),
institutes (e.g., Ben-Gurion Research Institute for the
Study of Israel and Zionism) and “centers” (e.g., Tamar
Golan Centre for Africa Studies). Below the level of
“faculty,” the use of these terms often reveals little about
theunit’ssizeand character, oritslevel ofindependencein
terms of staff recruitment, tenure / promotion decisions,
responsibility for curricular issues, students, graduate
programs, research, etc. This is further compounded
by differences in administrative resources, autonomy,
and workloads of various academic leaders.
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Part 2. Looking forward: Methodology and Findings
for Developing a Strategic Plan

1. BGyoU Impact

BGyoU Impact is a strategic initiative launched in
January 2019, immediately following my taking office
as President. The goal of BGyoU Impact was to engage
the three major stakeholder groups thatinteract daily in
the BGU experience - academic faculty, administrative
and technical staff, and students - in developing
the future strategy of BGU, beyond its 50th jubilee.
Underlying this initiative was the understanding that
only through the coordinated efforts of all three of these
populations, could we eventually identify the key areas
where attention isneeded, and reach an implementable
plan for change.

BGyoU Impact was carried out in several stages:

1. February-March 2019: Adigital platform (Appendix 2)
where respondents were asked the following questions:
a. What area needs to be strengthened in order to
push the university forward?
b. What do we do well and should keep doing
even better?
c. Whatis your big idea for BGU?

2. April - June 2019: Roundtable discussions where
members of all three stakeholder groups were asked
to reach a consensus on the three areas needing
attention to improve the University. All ideas raised
were catalogued for further analysis and attention
(Appendix 2).

3. July2019 - January 2020: Homogenous focus groups
representing different hierarchies within the university,
both academic and administrative (e.g. ,department
heads by faculty, unit heads, deputy directors, etc.)
(Appendix 2).
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Chronic lack of communication between the three
stakeholder groups was juxtaposed with distrust
between them. While all sectors agreed on these
twoissues, there was a clear lack of ownership, with
each group finding blame in the other groups.
Anoveralllack of organizational culture that promotes
excellence.

Consensus was reached as to the core issues
needed to improve the University. These included
improvements in teaching, research, and institutional
culture / structure.

In addition, a number of other more specific issues
were recognized for further attention. These include:
Branding
Connection to Beer-Sheva and the Negev
Connection to industry
Information/computer infrastructure
Internationalization
Gender equity
Multidisciplinarity
Sustainability and green campus

2. Student Survey

To garner a more complete understanding of the
relationship between our students and the University, an
in-depth survey of both current and potential students
was conducted by an outside contractor. The survey,
carried out in July 2019, sought to identify strengths
and weaknesses of the University in the eyes of our
students, as well as of potential students, in comparison
to opinions of students from other universities.

Thesurvey resultsidentified that a major strength of BGU
isthat our students consider the BGU degree extremely
prestigious and useful for future success (solid blue
triangle in Figure 6). In other words, our students, as
compared to students from other universities, believe

»— Gain in relationship

that a BGU education gives them an advantage upon
entering the job market. This perceived advantage
was borne out among students across all faculties.
Interestingly, this perception was not shared by potential
students, who chose BGU based primarily on social
considerations. This finding has already influenced the
marketing plan for prospective students for the coming
academic year.

Future and prestige
PN

Curricula

Teaching assistants
PAN

Administration

Lecturers

Threat to relationship

Far below average

A\ Aboveaverage M Farabove average

Figure 6. Graph illustrating TRI*M Index of BGU student responses
relative to students from other Israeli universities. The triangles
illustrate relative performance of BGU for the sector mentioned.
The axes demarcate the potential negative and positive influence
of the performance of each sector.

Below average Average

On the other hand, this survey revealed that students
at BGU are overall dissatisfied with the curricula and
teaching at BGU, relative to students at competing
universitiesin Israel (orange inverted triangles in Figure
6). Students believe that the curricula are outdated and
do not adequately prepare them for the job market.
Moreover, BGU lecturers were ranked among the lowest
in Israel when it comes to adoption of new teaching
methods, and in general interest of the lectures.

3. Strategic Leadership Seminars

Several seminars were held with the following goals:
a) ldentifying the one goal toward which the University
is working

b) Decidingonthe central strategy for reaching that goal
c) Identifyingthe positive factors that leverage the strategy
d) Identifyingthe roadblocks toimplementing the strategy
e) Proposingsolutions needed to remove these roadblocks

The first seminar in July 2019 was attended by senior
management - Chairman of the Executive Committee,
President, Rector, Vice-Presidents, Vice-Rector, Director
General, and Vice-Director General. The second seminar
in September of 2019 was a two-day event attended by
senior management, with the addition of all deans and
administrative deputy directors. These were followed by
a series of meetings of different compositions, mostly
involving the participants of the second seminar. A third
summary workshop was held in March 2020.

Results

“Westrive to be one of the most outstanding universities
in the world and the leading university in Israel: in
research, teaching and contribution to society.”

“Recruitment and attraction of outstanding young
faculty to the University along with leading established
researchers, retaining and nurturing them.”
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BGU's Portion of the Teaching Budget Model
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Figure 3 BGU’s funding from CHE according to the “teaching model.” Blue line (top) shows actual amount (millions NIS), while the orange
line is the proportional amount.

A similar picture is found in funding from the CHE  All of these indicators correlate with the consistent
teaching model (Figure 3). Over the past decade our  declinein BGU’sinternational academic standing (Figure
share of this model has shrunk from 19.95%t0 17.53%.  4). While all ranking systems have built-in biases, and
This downward crawl continues in 2019-2020. academic rankings in general are a matter of heated
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Figure 4 University rankings according to the Academic Ranking of World Universities (Shanghai). HUJI - Hebrew University of Jerusalem;
TAU - Tel Aviv University; BGU - Ben-Gurion University of the Negev.
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discussion, trends must be considered. According to
allthe majorindices (e.g., Shanghai, NTU, Leiden, etc.),
BGU’sranking has declined over the past decade, placing
it in the 5th hundred of international universities.

True, a large number of universities from China and
elsewhere have made great strides academically
over the past two decades. However, BGU’s decline
cannot be explained solely based on the emergence of
these universities. Over this same period, the Hebrew
University of Jerusalem and Tel Aviv University, while
declining slightly, have maintained stable positions
in the I**and 2" hundred of international universities.
According tothe NTU ranking, which is based primarily
on research outputs, 128 universities surpassed BGU in
the international rankings over the past decade; these
include seven from the USA, 12 from Australia, 43 from
China, and 45 from Europe. In other words, the decline
in global ranking is representative of a deeper problem.

National Rank by Publications
per Faculty Member

2012 2013 2014-15 2015-16 2016-17

—— Humanities —— Social Sciences and Management
Medicine Engineering
Life Sciences —— Math and CS

—— Physical Sciences —— Education

Figure 5 National rank of publication output normalized per faculty
member, used in the CHE funding model. The rank of BGU, relative
to other Israeli universities, is shown for each academic field per
year. The number of institutions for each field varies.

A more in-depth analysis of these indices reveals that
BGU’s declinein position stems primarily from its relative
declineinresearch outputas measured in publications.
Relative to other universities in Israel, researchers
from BGU have published in journals with relatively
mediocre reputations, and on average, these research
articles are not as widely cited by the international
academic community. In addition, researchers at BGU
have not maximized cooperation with researchers in
leading universities. Such cooperation would lead to
higherimpact and more highly-cited publications. This
correlates with the normalized publications component
of the CHE research model (Figure 5). For example, in
the 2019 funding year, while BGU has more research
students, and more research funding than Bar-Ilan or
Haifa Universities, BGU ranked behind both in terms of
CHE publication funding.

SUMMARY

There is no doubt that over the past decade, BGU has
madeimportantstrides academically in both the national
and international arenas. However, as the CHE funding
models are competitive and relative, any advancement
can be lost if other universities outperformed BGU in a
particular parameter, even if BGU researchersimproved
theirown outputin any given year. Thus, we see a picture
where stagnation in external research funding correlates
with publication outputs, stagnation in CHE funding, and
adeclineininternational reputation as other universities
around the world fight for attention on the global stage.
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Introduction: BGU - Beyond 50

MOTIVATION

Ben-Gurion University of the Negev (BGU) is the youngest
of Israel’s major research universities.! Founded in 1969,
BGU was to have a major role in developing the Negev
region so necessary for Israel’s development. In the
words of David Ben-Gurion: “Only the scholars and
scientists who will sit at the gates of the Negev, those
scholars and scientists who will become one with the
expanses of the Negev, through constant observation
and continuous research and experimentation, in the
vast southern area of our country, will be able to expose
its treasures."

Over the past 50 years BGU has grown from a small
satellite campus of the Hebrew University and the
Technion into Israel’s 3™ largest university, with
approximately 20,000 students, 900 senior (tenured
and tenure-track) faculty, 1,000 teaching faculty, and
2,000 administrative and technical staff spread over
three campuses, and two additional medical campuses.
Its impact on Beer-Sheva and the Negev is evident
in regional developments that were initiated by the
University, including the Lillian and Larry Goodman
Open Apartments Program, the location of the Beer-
Sheva North train station next to campus, the initiation
and development of the Advanced Technologies Park
in collaboration with the Beer-Sheva Municipality,
adjacent to campus, development in Beer-Sheva’s
Old City, including the Amos Oz House and the Lauder-
BGU Employment Center, and the BGU Eilat Campus.

Ben-Gurion University of the Negev ranked 15th in
the Nature Index of Young Universities published in
November 2019, which ranks universities 50 years old
oryounger in the natural sciences worldwide. This past
year, Ben-Gurion University also broke into the top 50
undergraduate programs globally that produce the
most VC-backed entrepreneurs, according to the latest
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ranking by PitchBook. These achievements are the
result of a wide-ranging investment by the University
in its students and faculty.

However, in parallel to this unprecedented growth and
impact, a disturbing trend of declining international
rankings has taken place over the past decade. This
decline was accompanied by less than optimal metrics
in terms of overall research funding, competitive funding
from the Israel Council for Higher Education, and
research outputs.

This plan seeks to define the current conditions of BGU,
identify a clear goal for moving forward, present a strategy
for reaching this goal, and outline the steps needed to
fulfillthat strategy. The strategic plan provides a blueprint
for the University in its 6th decade and onwards.

“This does notinclude the recently established Ariel University

Part 1. Current Status

KEY PERFORMANCE INDICATORS

Asseenin Figure 1,from 2010 to 2018, research support
levels, both external and internal, remained stagnant,
at a time when external research funding from major
agencies such as the Israel Science Foundation and
European Research Council increased significantly.

Accordingly, over the past years, BGU has consistently
lagged behind other universities in terms of funding
from the Council for Higher Education (CHE) research
model. While according to relative university size, BGU
should garner 16% of CHE research funding, in 2019, we
received only 12.7% of this allocation, a disappointing
1.9% relative increase (0.23% in actual terms) in the past
five years (Figure 2). In comparison, in the 5-year period
of 2007 - 2012, our share of this funding increased by 25%
inrelative terms (2.44% in actual terms). Unfortunately,
the jump in funding in 2018 - 2019 was an isolated
incident, and the regression towards the mean of the
past year suggests that relative stagnation continues.

Research Funding (in miions $)

120

100

2010-11 2011-12 2012-13 2013-14 2014-15 2015-16 2016-17 2017-18
Grants & contracts &1 Other BGU budgets

Figure 1 Total research funding at BGU from external (grey and
orange) and internal (light blue) sources.

BGU's Portion of the Research Budget Model
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Figure 2 BGU's funding from CHE according to the "research model." Blue line shows actual amount (millions NIS), while

the orange line (top) is the proportional amount.
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Executive Summary

Ben-Gurion University of the Negev (BGU) is Israel’s 3rd
largest university, with 20,000 students and 900 senior
faculty across three main campuses. Celebrating its
50th anniversary this year, BGU is justly proud of the
growth and impact it has achieved thus far.

Nevertheless, a disturbing trend of declining
international rankings has taken place over the past
decade. Anin-depth analysis of multiple indices reveals
that BGU’s decline in position stems primarily from its
relative decline in research outputs. In other words,
stagnation in external research funding correlates with
publication outputs, and a decline in international
reputation.

This strategic plan is the outcome of a process which
sought to identify a clear goal for moving forward,
present a strategy for reaching this goal, and outline
the steps needed to realize that strategy.

The plan was developed through several steps: First,
BGyoU Impact, an initiative launched to engage the
University’s three major stakeholder groups — academic
faculty, administrative and technical staff, and students
- in developing the future strategy of BGU, and agree
on the areas most needing attention. Consensus was
reached through roundtable sessions as to the core
issues needed to advance the University. Theseincluded
improvements in teaching, research, and institutional
culture and structure.

Second, a Student Survey revealed weaknesses in
curricula and teaching, though a BGU degree was
considered prestigious and useful. Finally, a series of
senior leadership strategy workshops helped refine
the above insights and identify a single goal for the
university: "We strive to be one of the most outstanding
universities in the world and the leading university in
Israel: in research, teaching and contribution to society."
They also identified the strategy for reaching that goal:

b1

"Recruitment and attraction of outstanding faculty
to the University, retaining and nurturing them." The
workshops further outlined positive factors that provide
advantages, as well as roadblocks to implementing
that strategy, and solutions needed to remove these
roadblocks.

Task forces were set up to tackle eachissue and propose
specific courses of action. This strategic report presents
eighteen specific recommendations for overcoming
obstacles and moving forward in implementing the
University’s strategy and achieving its goal. These
recommendations are divided into four areas targeted
foraction: The University’sacademic structure; achieving
research excellence; procedural and bureaucratic
reforms; and strategic developments to leverage areas
where BGU already has an advantage.

Preface

Immediately upon being elected President of Ben-
Gurion University of the Negev in August 2018, |
embarked on an in-depth learning process to become
acquainted with my new academic home. This process
included numerous hours of discussions with former
BGU presidents Prof. Avishay Braverman and Prof.
Rivka Carmi, the then recently elected Rector, Prof.
Chaim Hames, and meetings with faculty members,
administration, and students. From these meetings, a
picture emerged of a great university where all involved
identify with the vision of David Ben-Gurion and of the
importance of the university for the future of Israel; but
also of a university in crisis, characterized by mistrust
among the various stakeholders - a university which in
many ways had trouble defining its purpose.

Thus, | realized that any attempt to develop and
advance the University would have to first start with a
cultural change, whereby stakeholders come to relate
toeach otheras partners. Asit was clear thata plan was
needed to set the direction of the University, | chose
to initiate a bottom-up process that would involve all
stakeholders, and would be led by both the academic
AND administrative leadership of the University, as a
means of developing the mutual trust so lacking. Thus,
working with the Rector, and the Director General and
Vice-President, David Bareket, as partners, we were able
to reach out to the entire University as a unified voice.

This process was to yield a defined strategic plan, which
you hold here. While engaging a professional consulting
firm to develop a strategy for the University would have
yielded a plan in much less time, the process would
have had no effect on the University from a sociological
point of view, and would likely have little buy in, and
thus little chance for implementation.

The publishing of this strategic plan is not an end
in itself, but rather an essential stage in a process
that includes culture change within the University.

The specific recommendations presented here were
formulated following numerous discussions that
included the Chairman of the Executive Committee, the
vice-presidents, deans and heads of the administrative
divisions, followed by consultation with the Rector and
Director General. As much of this document concerns
academic issues, fine tuning and implementation
strategies were developed hand in hand with the Rector.
The process continues, with taskforces already busy
implementing each of the recommendations. The next
stage will be to evaluate the implementation in light of
the desired outputs.

Theoverall process was managed through the President’s
Office,and was led by Mr. Tal Ben-Haim, who joined me
in envisioning and planning the process even before my
arrival to BGU, and has been a daily partnerin driving
the strategic process from the outset. Ms. Nirit Segal,
director of the President’s Office, and Ms. Sivan Polity-
Nagrin were essential for driving the process forward and
Anat Ben-Harush from Human Resources was involved
in and enabled many of the roundtable meetings. |
also want to acknowledge the important roles of two
amazing advisors, Mr. Shmulik Merhav, who advised
me in understanding what “strategy” is and helped lead
the senior leadership seminars, and Mr. David Chassid
from Kantar Israel, who led the student survey, and
helped us understand the intricacies of the results. |
am indebted to all of them for their dedication to the
University, tireless efforts, and personal support through
this remarkable process.
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