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Introduction

The Act on the Technical University of Denmark (Act No. 1265 of 20 December 2000) has largely
created the basis for the subsequent acts related to universities in Denmark (the most important
exception being that DTU owns its real property). DTU is therefore the university with the longest
experience in working under the new structure for managing universities in Denmark. Before the Act
was prepared and adopted, DTU had carried out considerable internal clarification and had formulated
clear objectives for how it would use a change in the legislative framework.

DTU’s Board of Governors has worked very systematically to establish the division of labor between
the Board of Governors and the management, starting with the interim Board of Governors that
participated in preparing the transition to financial autonomy. DTU’s previous and current strategies
clearly outline this, which is implemented in the day-to-day management practice of DTU.

DTU’s strategy provides a precise foundation for the activities of the University. DTU’s performance
contract with the Ministry of Science, Technology and Innovation has been formulated based on this
and thus concretizes DTU’s strategy. The statement that “DTU is a managed university” therefore
means that:
e a clear management structure has been created — from the Board of Governors to each
research manager — and that all management is based on a single point of responsibility;
e the strategy and the concomitant policies formulate clear guidelines for the University’s
activities at all levels; and
o the Board of Governors, by virtue of meeting every 3 months for about 2 hours, clearly
emphasizes the demarcation between the tasks of the Board of Governors and those of the
management.

The annual planning and monitoring cycle creates a framework for a structured dialog on
management. Four-year contacts between the Executive Board and the department managers,
concretization in annual action plans, follow-up in annual reports and meetings between the Executive
Board and the departments on these documents are key to this process. This is bolstered by continual
dialog in the meetings of the Executive Board and the department managers every 14 days.

DTU is very satisfied with the Act on Universities. It enables productivity to be increased at universities
in Denmark and thereby increases the return to society of investment in research, education and other
university activities. The outstanding challenge is to realize the paradigm shift accompanying the Act
and thereby to fulfill its main intentions, also in relation to the Act on the Technical University of
Denmark. The key problems are as follows.

e The aim of introducing boards of governors was to transfer competence from the Ministry of
Science, Technology and Innovation to the boards of governors. This has not been achieved
to the extent intended.

e Only DTU has been delegated full financial and real property autonomy, and in reality only for
the Lyngby Campus. Getting universities to act completely rationally in relation to the overall
objectives of the Act on Universities requires complete autonomy (and responsibility),
including for real property and finances.
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e So far, DTU has succeeded in achieving the management structure that is appropriate for
carrying out the University’s tasks, but this has required intensive dialog with the Ministry of
Science, Technology and Innovation (such as on dean positions).

DTU has implemented the most extensive university merger in Denmark. The merger partners — DTU
and five public-sector research institutions — have entered the merger proactively to harvest the
numerous benefits of the merger. The overall strategic aim of the merger has been to achieve synergy
throughout the process. This has been the key factor for the institutions entering the merger and the
very extensive work of implementation.

The merger has been fully implemented at DTU in the sense that the original organizational units have
been restructured to achieve synergy. This restructuring has been a mutual process, as activities at
the Lyngby Campus have also been involved. The merger has therefore affected every organizational
unit. This includes DTU being the university in Denmark that now carries out the most public-sector
consultancy (accounting for about 43% of DTU’s turnover).
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Theme A: Fulfilling the objectives of Denmark’s university mergers

A.1 University mergers — background and process
The political decision to merge many of Denmark’s research institutions was made as part of the 2006
globalization strategy of the Government of Denmark. The objectives of the mergers included:

e strengthening the international competitiveness of Denmark’s universities;

e increasing the number of degree programs offered,;

e ensuring that more young people in Denmark get a university degree; and

e strengthening the collaboration between universities and the relevant companies and public

authorities.

In February 2006, the Government of Denmark asked the universities and public-sector research
institutions in Denmark to state their interests in merging and the institutions with which they would
prefer to collaborate. DTU prepared its statement in March 2006 based on several internal analyses.
The vision was to become “a business-oriented elite university — a Danish MIT-like elite institution that,
because of a prominent education, research and innovation environment would be attractive. This
applies especially in an international context — for students, researchers and the users of the
university’s services, including globally oriented knowledge-intensive companies and small- and
medium-sized companies in Denmark.”

DTU was also asked to prepare a proposal for merging with the Risg National Laboratory, Danish
Institute for Food and Veterinary Research, Danish Institute for Fisheries Research, Danish National
Space Center and Danish Transport Research Institute.

Each partner in the merger had a board with representatives of the employees (all) and students (only
DTU) that formally needed to make the decision on merger. After the respective boards approved the
merger, the six board chairs submitted a letter with a unanimous proposal for the merger in September
2006 that explained the potential of the merger and informed about the management matters that
were agreed upon. Further, the contours of the mission and vision were presented as follows.

Mission — contours: the essential purpose of the new DTU is to be an internationally recognized, broadly
based and business-oriented elite university that contributes to Denmark’s competitive force in a
globalized world through highly profiled research, education, innovation and public-sector consultancy.

Vision — contours: the merger should lead to the new DTU becoming a leading international university for
developing, exchanging and making use of research-based technology based on competencies in
technology, the natural sciences, the life sciences and the social sciences. A university that, through
research, education, innovation and public-sector consultancy, supports the creation of value in Denmark’s
businesses and society in a broader sense with increased emphasis on welfare, heath and sustainability
and that also contributes to counteracting brain drain in Denmark through brain gain.

Finally, DTU’s merger document explains the schedule for the process, in which the following tasks
related to the merger are divided into a preparatory phase, an implementation year and an operational
year:
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Preparatory phase
(September 15 — December
31, 2006)

Implementation year (2007)

Operational year (2008)

Inventory

Appointing new members of the
Board of Governors

Preparing the Charter

Developing the strategy

Establishing advisory boards for
each department

Organizational development

Informing personnel
representatives about the
transfer or acquisition

Coordinating the work in
consultation committees

Broadly involving staff members
in implementation

All staff members work within
the new DTU without
specifically thinking about the
merger

Examining contracts,
considering any problems
involved in transfer

Contracts with ministries,
including determining the
obligation of supervision

Structure of staff positions

Academic inventory:
- Describing competencies
- Mapping areas of synergy

International benchmarks

Academics:

- Analysing synergy

- Initiating synergy projects

- Initiating pilot projects
within new fields of
collaboration

Development of:

- Education

- Research

- Innovation

- Public-sector consultancy

Finances:

- Estimate of the cost of the
merger

- Technical adjustments to
the proposed Finance Act

- Merger costs

- Location plans

- Budgeting for 2007

- Financial reporting for 2007

- Annual report for 2006

- Auditing

Outlining the precise costs and
potential benefits of the merger

Finances:

- Planning a common
financial system

- Due diligence

- Opening-day balance sheet
as of January 1, 2007

Implementing a common
financial system

The first visible innovations
generated by the merger

Efficiency initiatives
Qualitative and quantitative
synergy

The first benefits of the merger
are realized

In October 2006, the Government of Denmark presented a plan for restructuring Denmark’s
universities and research institutions based on the feedback from the various merger groups.

The mergers entered into force on January 1, 2007 for management and organizational matters and
on January 1, 2008 for financial matters.
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A.1.0. DTU’s implementation of the merger
DTU’s implementation of the merger has largely followed the schedule outlined above and focused
from the beginning on ensuring the achievement of academic and administrative synergy.

On April 23, 2008, DTU’s Board of Governors adopted DTU’s Strategy for 2008—2013 (Appendix 1) for
the merged University. The mission (excerpts are quoted here) describes the essential purpose of a
technical university.

The purpose of the University is to create value and promote welfare by exploiting the close and fruitful
interaction between the technical sciences and natural sciences to benefit society. Value is created
through application in the industrial, business and commercial sectors and within the educational, health
and public sectors.

DTU’s mission and strategy reflect, among other things, the objectives presented by the Government
of Denmark for the mergers between Denmark’s universities and public-sector research institutions
and state the direction and objectives for the further development of the University based on the
merger process organized by DTU. In addition, based on the academic scope of the merged
University, the Strategy for 2008—2013 presents strategic objectives and incorporates a strategic plan
for each of DTU’s main tasks: education, research, public-sector consultancy and innovation.

DTU’s starting-point was that the merger presented great potential to attain synergy effects. DTU has
therefore consciously organized the merger as an internal process of organizational development
within the structure of the new institution.

The management has aimed to maintain DTU’s core services at a high level throughout the process of
implementing the merger at DTU; thus, the merger would not detract from these core services.

This overall goal was achieved, which is confirmed by the follow-up of targets in the performance
contract for 2008 with the Ministry of Science, Technology and Innovation (summarized in this
section).

A.1.1 Starting-point

The task of merging six independent institutions has been a comprehensive process. DTU’s turnover
increased from about €250 million before the merger to about €420 million after the merger. The
number of full-time employee equivalents increased similarly from about 2300 to 4100 (in 2007) in 12
locations.

The following table illustrates the size of the merger partners in 2006.



 w—)
q
c

oo
oo
oo

Institution Turnover Employees

(millions of euros) (full-time equivalents)

DTU 253 2,336

Risg National Laboratory 67 660

Danish Institute for Food and Veterinary 63 675

Research

Danish Institute for Fisheries Research 29 295

Danish National Space Center 8 68

Danish Transport Research Institute 4 27

Total 424 4,061

The table shows that the five merged institutions comprise 40% of the new DTU’s turnover and thus
illustrate the wide-ranging extent of the merger.

A.1.2 Organization of the merger implementation — the internal process

DTU’s management prepared the plan for implementing the merger, which the Board of Governors
approved in April 2007. The Board of Governors received status reports on the merger at all its
meetings in 2007 and the first meeting in 2008. At its meeting at the end of 2008, the Board of
Governors received a final report on the implementation year of 2007 and the operational year of
2008.

Parallel to this, the Merger Advisory Committee, comprising one member from each of the previous
boards of the merging institutions, discussed the implementation of the merger. The Merger Advisory
Committee held three meetings and then requested that DTU’s Board of Governors abolish the
Committee since it was satisfied with the implementation of the merger.

The process of implementing the merger in 2007 was structured according to the objectives of the
merger. Seven main themes were established:

e organizational synergy;

e education;

e research;

e public-sector consultancy;

o real property and other infrastructure;

e administrative support functions; and

e special management tasks.
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A working group was appointed for each main theme. A member of the Executive Board chaired each
working group, and the working groups reported directly to the President. The working groups could
create subgroups required to deal with special issues. A member of a working group chaired each
subgroup. The Executive Board determined the terms of reference of each working group, and the
working groups similarly determined the terms of reference of each subgroup they created.

The terms of reference and composition of the working groups were regularly published in a special
merger-related section of DTU Avisen (DTU’s monthly newspaper) and on DTU’s intranet. The
working groups received comments from relevant DTU groups and individual DTU staff members.
Thirteen working groups were created, 41 subgroups and 13 theme-specific sub-subgroups. About
300 staff members were directly involved in the merger process by participating in these groups
(Appendix 2). Before the Executive Board made decisions based on the groups’ recommendations,
they were discussed in relevant forums. For example, the Academic Council discussed the
recommendations on organizational synergy, and the Joint Consultation Committee discussed the
recommendations on administrative support functions.

The merger has been implemented as a managed process and realized in the existing management
structure without the use of external consultants. This has ensured that, as mentioned previously,
many people have participated in the work and that, within the framework DTU’s management has
established on an ongoing basis, there has been great openness to the bottom-up suggestions that
have been able to contribute professionally to the process.

A.1.3 Organizational synergy

The work carried out to find potential synergy related to research has resulted in comprehensive
reorganization of the division of labour, and a new departmental structure has been created by
transferring research fields and academic groups (Appendix 3). The reorganization considered
carefully the fact that the new merged institutions account for about 40% of DTU’s total turnover.

The merger expanded DTU’s academic scope considerably and thereby comprised a historic
expansion of the technical sciences and natural sciences at DTU. The introduction of life sciences as
a new, key field of engineering will have special importance for production and value creation in
Denmark in the future. Further, the merger substantially strengthened the University’s overall
competencies in energy.

In principle, all fields and themes have been open to discussion. This has ensured that the previous
public-sector research institutions have been integrated into DTU as new departments with new,
redefined academic profiles. This is an important result of the merger: that all departments have
activities within all of DTU’s four main tasks: education, research, public-sector consultancy and
innovation.

As part of the merger process, Risg DTU has been reorganized and focused as a national laboratory
for sustainable energy.
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The departments were renamed at the end of 2007. The purpose of the new names was to reflect the
departments as being part of the University and reflecting their new portfolio of tasks.

DTU previously had one geographical location and now has 12 geographical locations throughout
Denmark. The following map shows the geographical distribution of DTU’s main activities.

In addition to these locations, DTU has marine activities, since DTU operates aquatic research vessels
and has two employees at a small research facility in Bornholm.

The broad geographical dispersion of DTU’s activities has naturally influenced the development of
support functions related to building operations and maintenance. This report focuses on this topic
later.

At the end of 2008, all administrative and other support functions directed towards the new structure
have been established and are functioning, and all organizational changes have been fully
implemented. The remaining task related to the merger has been integrating the new procedures into
daily routines.

A.2 Education

DTU is a single-faculty university that offers about 50 degree programs with 1200 courses across 18
academic departments and the Risg DTU National Laboratory for Sustainable Energy. The
University’s uniform educational policy on the overall structure of degree programs ensures that all
students acquire the competencies that create the profile and identity of an engineer who graduated
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