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ABSTRACT

This paper dwells on the academic design process and curriculum development of a new university that was carried out via action research techniques. Althrough the process, a new product development perspective was adopted for the design efforts of Ozyegin University in Turkey. In 2005, Ozyegin University was only envisioned along few keywords which constituted the stepping-stones of the early efforts for establishing a new institution along the initial vision in the mind of its founder Husnu Ozyegin.  To this end, for undertaking the academic design process the founding foundation commissioned a consulting firm namely; Arama Consulting, a firm with prior experience in the university designs in 2006.   Arama approached the overall design process in the form of a new product development.  Again, Arama based the academic design process on the initial vision that was generated along several components for assuring idiosyncratic, functional, adaptive characteristics of a new university that would meet the requirements of both Turkish higher education ecology and the global trends in higher education at large.  Methodically, the process was based on normative action research and active participation as well as field research, focus groups, literature surveys, desk research, interviews and various analytical tools were employed for triangulated sense making.   Along the process, 221 experts participated for developing the final academic design that included academicians, employers, and human resource specialists.  Again, around a thousand people were asked to contribute to the resultant academic design at various levels.  After a nine-month period, the academic design process was completed and later approved by the Turkish governing institution (YOK) which paved the way to rapid recruitment efforts in parallel with campus arrangements.  The university rector was swiftly appointed and the university was planned to be opened in 2008.  The final vision of the university was formulated around “innovative, integrated with work life” concepts where the final academic design yielded four faculties and 15 undergraduate programs in addition to several graduate schools.  The university’s primary focus is to serve the service industries such as finance, information, retail, logistics, transportation, education, tourism-hospitality and communication for the reason that these sectors are expected to flourish in the global and Turkish economies in the near future. In terms of curriculum development, the university design bear several differentiating features such as advanced services systems focus, new and practice oriented programs, program decision in the third year, customization with modular academic structure, holographic core curriculum, sector specific solution process tracks and certificates integrated with programs.
INTRODUCTION

Designing a higher education institution from scratch is a complex process and a unique form of product development.  Due to its multidimensional nature, such a development process demonstrates variations according to sector, field of knowledge, type of innovativeness, historical period and the geographic origin (Pavitt, 2005).  Likewise, the academic design process and curriculum development of Ozyegin University in Turkey has been a multifaceted task as not only action research techniques and participative design approaches were employed but also sector related knowledge generation was sought after through the lens of a new product development.

BACKGROUND
 In 2005, the idea of establishing the Ozyegin University was seriously considered and envisioned along few keywords that comprised the springboard regarding the early efforts of setting up a new institution along the initial vision of its founder Husnu Ozyegin. As a Banker and a social entrepreneur Mr. Ozyegin declared some guiding principles for the university in his mind like a university that is differentiated from other institutions, responsive to the needs of the society, yields employable graduates, internationally recognized with an affordable tuition policy.  Followingly, Mr. Ozyegin gave managerial mandate to his foundation chief Ayla Goksel Gocer to launch the establishment process along these guidelines.
To this end, for undertaking the academic design process, the founding foundation commissioned a consulting firm namely; Arama Consulting, a firm with prior experience in the university designs as a design agency.  
THE DESIGN PROCESS

Arama developed a participative design process (FIGURE 1) in the form of a new product development approach (Hollins and Pugh, 1990; Arama Consulting, 2006).  This process wraps the first three phases of a generic development process including planning, concept development and system level design (Ulrich, 2004). 
FIGURE 1: Ozyegin University Academic Design Process

At the beginning of the study, Arama shaped the academic design process on the basis of the initial vision that was generated along several components for assuring idiosyncratic, functional, adaptive characteristics of a new university that would meet the requirements of both Turkish higher education ecology and the global trends in higher education at large.  Methodically, the process was based on normative action research and active participation as well as field research, focus groups, literature surveys, desk research, interviews and various analytical tools were employed for triangulated sense making (Greenwood and Levin, 1998).   
Parallel with this design, two research projects were commissioned to a third party for testing and supporting the initial vision. First research project was a field research that included gathering information about responses and perceptions on main concepts of higher education and initial vision of the university from several stakeholders such as students, academicians, employers and parents. Second research project was a desk research that entailed the analysis of the prospects of the professions in Turkish and global context based on hard data and existent reports. In light of the gathered information, a vision clarification meeting was held on April, 2006 with the participation of founder Husnu Ozyegin and the founding foundation’s board as well as consultants, opinion leaders and key academic figures. In this meeting participants reflected on the initial wishes, aspirations and thoughts of Mr. Ozyegin. From this time forth, definitions of clarified ideas were prepared and used as main components of the subsequent concept development phase. At the same time, contingent desk research work was initiated and used intensively for defining concepts, global benchmarking, literature review, data collection and subsequent analytical research along the process.

The concept development phase had started a series of clinical meetings with the participation of key stakeholders. Each participant was selected from a long list of candidates with the criteria of suitability to the initial vision and capabilities for contribution to the agenda. The clinical meetings had two sections with the participation of 10-12 participants. First section was guided by open questions about a desirable university concept that will be located in Turkey and the second section was about the prioritization of initial vision elements with computer based group decision support system application of Analytical Hierarchy Process (AHP). The initial clinical meeting was held with the newly graduates in May 2006. They articulated the need for a differentiated university with the identification of a multi cultural and flexible outlook. 
The second clinical meeting was with academicians in June 2006.   This group emphasized the need for entrepreneurial and innovative contribution to the students. Ideal graduate was defined in terms of “skills” and “knowledge”. The third clinical meeting was held in the same month with the participation of human resource professionals who bear an influential role in the corporate recruitment process. They mentioned the need for a university that graduates visionary individuals for the very reason that besides other selection criteria and some unique litmus tests used in their selection methodologies HR specialists sought for individuals capable of vision developing. 
Later, results of the clinical meetings were analysed and presented to the founder and the board of foundation. In this steering committee, the clinical meeting outcomes were reviewed, vision was reshaped and the remaining process was verified and planned. During the concept development phase, contingent desk research and field research methodologies continued to provide diversified and extremely useful information. In this respect, literature review on the initial vision concepts, regulatory issues of higher education, analysis of recruitment advertisements, university rankings, central examination statistics, benchmarking studies and many open exploration continued until the end of the project. As a derivative of contingent research, Arama consultants had participated in the Global Education: Universities in the 21st century conference in July at Warwick University, UK to explore new trends in Higher Education. In the following month, Arama consultants conducted a workshop for assessing the academic design process at Academy of Management meeting held in Atlanta in August 2006.
Another important layer was ‘developing design database’ which systematized all the created knowledge during the process by categories and relations. Regular meeting minutes and an overall mind map were employed for this layer.  
At the end of the concept development phase, a design workshop was conducted with 38 participants from specifically interested industries like transportation, logistics, information technologies, communication, and retail on August 2006. In this workshop, information about the needs of industries in terms of human resource supply, positioning recommendations of the employers to a brand a new university and general views about the context has been collected. 
With the ideas and the feedback received, the Ozyegin University concept was fine tuned and prepared in the form of a university brief document paving way to a system level design. The following system level design phase was planned in six domains. First domain was corresponded to integration of all knowledge domains. Other domains were referred to as intentional academic areas which were the communication faculty, the faculty of arts and sciences, the faculty of economics and administrative sciences, the faculty of engineering and the preparatory school.  

In each domain, knowledge domain design meetings were held with the participation of academicians from knowledge domains between September and October 2006.  The main tasks of these meetings were finding design elements according to the university brief in terms of academic structure of diplomas, programs and curriculum. In the meantime, through contingent research, faculty level global benchmarking studies were carried out for spotting more detailed design options. Besides contingent research, design integration studies started to generate meaningful combinations of academic design ideas from the design database. To clarify and scrutinize individual positions, a series of one by one interviews were conducted with several academicians from each knowledge domain. With the interviews a first draft of academic design was completed. To develop the first draft, a subsequent integration meeting was held with the participation of 40 academicians in November 2006. In this meeting, faculty and program structures were evaluated in detail and different approaches were generated. A new set of in-depth interviews was executed in order to get the final ideas of the participants. Likewise an e-feedback has been collected from several academicians with regards to the first draft. In December 2006, Arama Consulting completed writing the academic design report. During the preparation of the report, a resume of the academic design process was presented to a group of eminent higher education figures of the country in a meeting setting. In this meeting, final recommendations on the academic design along with pragmatic recommendations regarding the action plan of the university establishment process have been discussed. Subsequently, the academic design report was submitted to founding foundation in late December.

Along the process, 221 experts that included academicians, employers, and human resource specialists had participated for developing the final academic design.  Again, at about a thousand people were asked to contribute to the resultant academic design at various levels.  After a nine-month period, the academic design process was completed and was later approved by the Turkish governing institution (YOK) which opened the way to rapid recruitment efforts in parallel with campus arrangements.  The university rector was swiftly appointed and the university was planned to be opened in 2008.  
ACADEMIC DESIGN

In the academic design, the final vision of the university was formulated around “innovative, integrated with work life” understanding as portrayed in the FIGURE 2. In this vein, Ozyegin University aspires to become the leading university in Turkey in the fields of innovation and creativity; recognized for its innovative education, creative graduates and knowledge generation within a context of relevance (Arama, 2006). The university’s primary focus is to serve the service industries such as finance, information, retail, logistics, transportation, education, tourism-hospitality and communication for these sectors are expected to flourish in the global and Turkish economies in the near future. 
FIGURE 2: The Concept of Ozyegin University

The goal of the university is defined in three areas which are 

1. Unique and applicable knowledge generation via creative action research
2. Requested and employable graduates via innovative education

3. Societal improvement via social contribution

These goals are the reflection of triple helix concept in the higher education (Etkowitz, 2008). According to these goals, the university will support frontier opening creative action research. Interdisciplinary dialogue, value creating and practice based research, collaboration in research and technological support will be the main imperatives for research tasks of the university. 

The university will also aim at building a reputation for “Ozyegin Graduates” with well distinguished characteristics to provide its graduates with a lifelong employability. In addition to creativity and innovativeness, the graduates will be equipped with characteristics that satisfy the needs of the society for today and the future. The ultimate goal of the university is to make Ozyegin Graduates the most requested in terms of employability, entrepreneurship and matching for real needs.

Ozyegin University will have a strong commitment to societal improvement. The university will test each and every action against the goals of contributing to the well being and development of society and bring scientific and human centric approaches together to take initiative in addressing problems in society.

The concept of Ozyegin University has also several principle components. In order to support the creativity vision, the university will provide various flexibilities for its affiliates. Flexible structures, dynamic programs and freedom in course selection will offer students and researchers the right elements for rapidly changing context of work life and also enable customization of education and research for individual differences.
For nurturing creativity in university life, Ozyegin will provide multiple possibilities and attributes that are called multiple dimensionalities. In general, the university will facilitate not only one dominant cultural approach but rather establish a climate for welcoming different cultures and different perspectives.

Given the multiple dimensionality and diversity there will be a continuous need for integration into meaningful wholes. Therefore the processes of integration that are systemic and collaborative will be at least as important as the governing structures of the University.

As Turkey is increasingly integrated into the regional and global spheres, the university will have to meet the educational and research requirements of such an integration.

The university will adopt an affordable tuition policy with an efficient operating and financial aid model to encourage not only talented students from underprivileged background but also create opportunities for students who are interested in carrying the financial responsibility of their education themselves. 

The university will invest in the acquisition and the development of its people. The university recognizes that it is itself a service, hence, the quality of its products is determined by the quality of its people. Therefore, investment in its people; professors, students and employees should carry more weight than the investment made in buildings and equipments.

Consequently, the final academic design yielded four faculties and 15 undergraduate programs in addition to several graduate schools.  List of undergraduate programs as follows:

1) The Faculty of Engineering: Engineering and Science Programs

a) Advanced Services Systems Engineering

b) 
Information and Software Engineering

c) 
Electronic and Computer Engineering

d) 
Mathematics of Complex Systems

2) The Faculty of Economics and Administrative Sciences: Management and Finance Programs

a) 
Business Administration

b) 
International Business

c) 
Economics and Finance

d) 
Financial Engineering

3) The Faculty of Arts and Sciences: Social Science Programs


a) 
Political Science and International Relations

b) 
Urban Studies

c) 
Psychology

d) 
Philosophy and Literature

4) The Faculty of Communication: Communication and Design Programs

a) 
Media Systems Management

b) 
Communication Design

c) 
Creative Marketing Communication

THE DIFFERENCE OF THE OZYEGIN UNIVERSITY 

As a participative design process, the content in terms of prior aspirations for differentiation preceeds the process regarding the  Ozyegin University concept in the higher education ecology in Turkey and world. 

Total dedication to innovativeness determines such a differentiation posture of the university. Creativity enforcing pedagogy is an integral part of this type of innovativeness. 

Advanced services focus is one of the components which play a major role in the positioning of the university in the new era of emerging service economy. This focus became solid mainly in prospective programs. Programs are identically novel, practice oriented and inter-disciplinary.

Another important feature is the right of the students to select their majors in the third year of their undergraduate studies. This allows more insight about their career decisions that shape their entire life.

The designed academic structure is promotes flexibility as the program is designed around modules so that it can be customized in line with the individual needs of students. Further, various certificates embedded in the programs like creative writing, SPSS, sales techniques or driving license as well as state of the art practice oriented minor programs are part of this modularity. Again, sectoral solution track concept as a part of this flexible approach refers to a combination of practice, knowledge and methods for combining general knowledge and sector specific praxis. Students will select different sectors to explore the reflections of their academic areas on eight services sector clusters.

Putting flexibility on one side, the holographic core curriculum concept has also been developed in order to give students a broad vision about the knowledge domains that give university as a whole. Holographic core curriculum will establish the foundation of the all faculties of the university and will help to create “Ozyegin culture”.

EMERGED OPERATING SYSTEM

Concept development and the system level design require the production of knowledge and translation of knowledge into working artifacts (Pavitt, 2005). As a knowledge services institution, design process of the university is far more unique, hands-on and iterative approach due to the complex, variant nature of it (Kuczmarski and Johnston, 2005). As explained earlier, Ozyegin University academic design process included planning, concept development and system-level design phases. Furthermore, the pattern in these phases describes an emerged operating system of design which consists of several iterations of five steps. These steps (see FIGURE 3) starts with process design or review steps that plan the meaningful participation to the upcoming purpose. Second step is getting the actual participation from individuals via meetings, workshops, interviews and e-mail. 
Third step corresponds to developing a design database which is grounded on record keeping mechanisms of the process. In other words, the design database consists of alternative ideas, solutions, and recommendations about the Ozyegin University. In this step information gained along the process are categorised and systematized. 

FIGURE 3: Design Operating System in Ozyegin University Process

Fourth step is the design integration which converts ideas from design database into design elements and features by conscious decision making (Stamm, 2003). Navigation system of these decisions has mainly three parts which are: 

a) Compatibility with vision and goals of the university 

b) Compatibility with country and global context

c) Gravity and intensity of the specific idea

d) Positive feedback about novel ideas
Fifth step is validation, and this step has been carried out through   founder meetings, steering committee meetings or expert driven meetings. Validation step played several roles in the process:
a) Communication with decision makers

b) Validation of current design

c) Validation of remaining process and the next step

This iterative operating system of the academic design process cycled three times. 

CONTRIBUTION OF STAKEHOLDERS

In the academic design process because the participants are not the member of the university, participation issues must be approached in a more pragmatic and functionalist way (Dyer, 2000). In search of this meaningful participation some stakeholder contribution competences (Davenport, Prusak and Wilson 2003) had been noted in TABLE 1.

TABLE 1: Design Level-Stakeholder Contribution.

Above table has two axis, left column is system level low level to high level and first line is for stakeholder value chain from upstream to downstream.  Levels of the system are, from the highest level, vision, goals, principles, academic structure, faculties and programs and curriculum. Stakeholder value chain has seven groups namely founder and executives, academicians, prospect students, university students, newly graduates, human resource specialists and employers. 

By virtue of being fundamental stakeholders both the founder and the employers bring distinct contributions to the content. As launching a private university requires intensive marketplace insight human resource specialist made worthwhile contributions to the goals of the university. 
The key principles of the university are to amalgamate vision with curriculum. Therefore, it has simultaneous tangible and intangible definitions. This characteristic made the ‘principles’ level the most participated as the founder, employers, human resource specialists, newly graduates and high school students contributed to layer most with their diverse ideas.
Academic structure was another widely participated system level which is between high and low in terms of system order. Academicians, university students, newly graduates and human resources specialists contributed to the main features of academic structure such as core courses, and modularity.

Faculties, programs, curriculum and courses levels are mainly the area of academicians and most of the ideas came from them.
At the lowest level of the system, which is the complimentary functions of the university such as library, social foundations, activities; contributions came mostly from university students and newly graduates in addition to academicians.

CONCLUSION   

Designing a complex system such as academic design of a higher education is an elusive process. Stakeholder participative design approach brings ideas with a reliable response to its context (Bennis and Biederman, 1997). Moreover innovation needs in the output of the process, brings more responsibility to design integration function in the concept development and system level design phases. Success of the design process requires a good combination of common ground, novel ground (Michalko M, 2001; McFadzean, 2001; Amabile 1996) and existing ground. At this point contingent research function is very useful for open exploration of stimulus to creative ideas (Sternberg, 1999) and finding out ready mind which defines existing ground. 
Pattern of the design processes is generally composed of iterative steps. Ozyegin University academic design had three iterations. These steps are similar to generic product development steps but the process management issues such as content validation and process review are more elusive and critical (Katz, 2004; Ulrich, 2004).
Meaningful participation is very important while academic design has several system levels to contribute in. System levels and stakeholder map requires matching in terms of possibility of creating significant value added to a specific level (Brass, 1995). 

The task of designing a new higher education institution is very rare but renewal for existing institutions should also develop and sustain such a process during their entire lives. 
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FIGURE 1: Ozyegin University Academic Design Process
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FIGURE 2: The Concept of Ozyegin University
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FIGURE 3: Design Operating System in Ozyegin University Process
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