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INTRODUCTION

This Project Plan outlines the continuation of the organisation project
at the Faculty of Social Sciences. It is based on the Faculty Board's
policy decision of 2 March 2023 (Reg. no. STYR 2023/565), which
states that the organisation of the Faculty of Social Sciences should be

developed towards fewer and larger units.

BACKGROUND AND AIM

Pursuant to the Rules of Procedure for Lund University (STYR
2023/1118), the Faculty Board has an overall responsibility for the
organisation of the Faculty of Social Sciences and is the body that
decides on the establishment and elimination of departments and other
units within the Faculty. On 2 March 2023, the Faculty Board made a
policy decision (Reg. no STYR 2023/565) that the organisation of the
Faculty of Social Sciences is to develop towards fewer units, and
organisational changes are to be made progressively. In relation to its
size, the Faculty has numerous small organisational units
(departments/equivalent). See “The Faculty in figures” below. This
leads to a series of organisational and administrative challenges that
risk having a negative effect on the Faculty’s core activities. The
growing pressure for efficient use of resources and the increased need
for ever more specialised support functions make the existing
structure increasingly unsustainable. There is also a clear trend
towards it becoming more difficult to fill academic leadership roles

such as head of department or director of studies.

The aim of a reorganisation towards fewer and larger units is to equip
the departments’ leadership, management and administration ahead
of increased demands and expectations, while retaining a high degree

of autonomy in the core activities.



Pursuant to the University’s Rules of Procedure, a department is to be
led by a department board, which, within the boundaries set by the
faculty board, has overall responsibility for education, research and
quality and development work. The Faculty of Social Sciences’
management has historically been characterised by departments
having a high degree of autonomy; this ambition remains unchanged.
Among other things, this means that most of the resources are
distributed and allocated at the operational level and that most
decisions concerning research and education are made at departmental

level.

The Faculty in figures, spring 2023:

778 employees, including 427 permanent staff (658 full-time equivalents,
FTEs),

5,839 FTE students and a total turnover of approx. SEK 837 million.

The size of the Faculty’s 11 departments/equivalents varies widely:
FTE staff: 23-103, FTE students: 120-1,040, research turnover: SEK 10-
70 million, agency capital: -2/+135.

The Faculty in figures, at the beginning of 2025:

780 employees, including 441 permanent staff (641 full-time equivalents,
FTEs),

5,805 FTE students and a total turnover of approx. SEK 870 million.

The size of the Faculty’s 9 departments/equivalents varies widely:
FTE staff: 25-101, FTE students: 117-1,027, research turnover: SEK 21-67
million, agency capital: SEK -13/+12 million.

The aim is for changes in the way of leading, managing and
administering the organisation to create better conditions for the
further development of research and education. It is also hoped that
different subjects and environments interacting within the framework
of larger departments will create synergies and new ideas that
contribute to renewal in research and education. It should be noted
here that having larger units does not involve an intention to reduce
the number of main fields of study in first, second and third-cycle

education. Fewer units are seen rather as a means to maintain today’s
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diversified range of courses and programmes, combined with both

broad and cutting-edge research.

Since the project began, a number of external factors have become
more prominent. Higher education institutions in general and the
social sciences and humanities in particular are currently facing
intensified challenges. In a short time, the financial situation has
worsened while demands are increasing within a number of
administrative areas, such as information security, work environment,
data management and quality assurance. With increasingly stringent
financial conditions, the departments face having to manage increased
administrative demands while developing core activities through
forward-looking work on expertise provision, internationalisation,
external engagement etc. The formation of larger units seems to be
increasingly necessary in order to minimise the risk of more radical

cost-cutting and to maintain the quality of core activities.

The campus development project is running in parallel with the
organisation project and the exchange of information and coordination
between the two projects is important for identifying at an early stage
opportunities and risks that arise in the intersection between the
projects. This is ensured by regular progress reports between the
projects and through the involvement of the campus development
project manager in the organisation project. In the case of specified
mergers, cooperation between the two projects will be even more
important as this may entail changes in the placement of

organisational units.

IMPACT GOALS

Impact goals

Having a smaller number of larger units is intended to achieve the
following results:

e Better conditions for securing long-term expertise provision for

collegial assignments. A functioning collegial management



demands staffing levels far beyond the number of employees who
work in management roles, department boards and nominating
committees. Furthermore, collegiality demands not only
employees who are prepared to take on collegial duties, but also
that younger colleagues are available to be “trained” in collegial
governance.

e A developed management function at departmental level enabled
through opportunities for bringing together various roles and
functions into a management group with competent administrative
support. The opportunity to work in teams also contributes to
creating more sustainable and attractive management roles.

o A developed management function at faculty level through a more
uniform and cohesive Council of Heads of Department that can
take more responsibility for faculty-wide issues.

o Increased opportunities to prioritise strategically and to manage
risks. Increased financial dimensions bring both economies of
scale and greater opportunities to plan strategically and to
prioritise as needed. Small financial frameworks restrict the
opportunities for strategic investments, and it is very difficult to
manage risks or “turbulence” in the organisation (e.g.
requirements for co-funding or reductions in external funding).

e Improved coordination of administrative processes within areas
such as HR, finances, communication and quality assurance in
research and education. Fewer units will provide the conditions for
creating more efficient administrative processes and the Faculty
Office can also build better, closer relationships with each
department.

e Reduced vulnerability and improved expertise within
administration. With fewer units, administrators are brought
together to a greater extent, which creates opportunities for
specialisation and reduces vulnerability to sickness leave and the
like.

In the conversations with management and staff during the initial

phase of the project, views and wishes were expressed regarding a
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clearer link to the core activities — education, research and external
engagement. From the beginning, the point of departure has been that
changes in the way of leading, managing and administering are to
create better conditions for the further development of the core
activities. To clarify this aspect, one impact goal has been added to the

previous Project Plan:

o Take advantage of synergies that arise in the interaction
between different environments and subjects with an aim to

further develop research, education and external engagement.

THE WORK SO FAR

A project group and a steering group for the organisation project were
appointed on 29 March 2023 (STYR 2023/1630). The first year was
characterised by exploration, establishing support and gaining
experience. The project group met with all departmental management,
provided information about the project at staff meetings and did an
external analysis in the form of conversations with units at Lund
University and other higher education institutions that have undergone
similar organisational change. Scenarios of possible mergers were
developed and discussed with the steering group and the Council of
Heads of Department. Over the past year, the project group has
worked on the impact goals and delivery goals stated in the Project
Plan adopted on 19 September 2024. This Project Plan described one
overall project and three subprojects with planned and potential

mergers at different stages, see figure below.



Organisation project

Subproject:

|

\

ISK/MKV/ou

Gender/SOC

KEG/LUCSUS

In summary, the period has been characterised by work on two
mergers (the Department of Strategic Communication, Media and
Communication Studies and the Journalism Programme, and the
Department of Sociology and the Department of Gender Studies) and
a preliminary study for a possible merger (the Department of Human
Geography and LUCSUS).

The Department of Communication came into effect in January 2025
and the project group has had ongoing discussions with the
departmental management on the organisation of the new department,
in addition to coordinating the administrative processes related to the

merger.

A merger has also taken place between the Department of Sociology
and the Department of Gender Studies, also going into effect from 1
January 2025. The Department of Gender Studies has been
reorganised as a division within the Department of Sociology,
together with the Division of Sociology and the Division of Social
Anthropology. In accordance with the decision of the Faculty Board,
in this case there will be a gradual integration between the Division of
Gender Studies and the rest of the department. The organisation is
tasked with continuing to work to create common structures and
synergies, while at the same time providing the conditions for the
various subject environments to continue to develop and maintain a

clear subject identity. The project group has supported the
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administrative aspects of the merger, as well as been involved in

ongoing discussions with the departmental management.

Based on a remit from the dean, the head of the Department of Human
Geography (KEG) and the director of the Lund University Centre for
Sustainability Studies (LUCSUS) conducted a preliminary study prior
to a possible merger of the two units. The project group has had
regular discussions and provided support to the responsible managers
during the process. The preliminary study identified both advantages
and disadvantages of a merger, but it was recognised that there is a
lack of support among employee groups. The board of LUCSUS has
expressed in a letter that it does not consider a merger with any
department within the Faculty as a viable option. The preliminary
study resulted in a decision by the dean to task the board of LUCSUS
to further investigate the risks that the Faculty Board sees in the
current organisation and to clarify the direction the board of LUCSUS
considers LUCSUS should take as an organisational unit.

Over the year, the project group also produced and documented a
general process for administrative processes when forming larger
units, which can be used in future mergers. There have also been a
number of communication activities in the form of staff meetings
linked to the three subprojects, regular reports to the Faculty Board
and the Council of Heads of Department, discussions with union

representatives and updates in the faculty-wide newsletter.

ACTIVITIES

According to the Faculty Board’s decision (Reg. no STYR 2023/565)
mentioned above, the development towards fewer units is to proceed
progressively. The stated aim is that the units
(departments/equivalents) are to be reduced over two terms of office
from 11 to around half that, with a reduction to 8 units in the next 3-4
years. Since the start of the project, the number of the Faculty's
departments has been reduced from 11 to 9. The project group is

continuing to work towards the objectives of the policy decision,
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including more mergers during the project period, which runs until the
end of 2029. Several major projects are currently underway within the
Faculty that may have a bearing on the organisation project. These
projects include: the campus development project, which will produce
a new master plan in the upcoming year, a project reviewing the
Faculty’s resource allocation model, a project reviewing the range of
degree programmes, and an investigation of centres and their
guidelines. In addition, a reorganisation of the Faculty Office is
underway. This combined with the fact that the work on the three
subprojects mentioned is not finalised means no further mergers are

planned for the upcoming year.

In connection with discussions in the project’s steering group, the
Council of Heads of Department and the Faculty Board, it has also
become clear that in addition to the size and number of departments,
there are other aspects that need to be developed to create a more
robust organisation. This includes, for example, creating sustainable
leadership roles and developing the internal organisation of

departments.

The upcoming year’s activities can be divided into three areas: the
organisational project as a whole, continued work on merged
departments and follow-up of preliminary studies (above subprojects),

and further organisational development.

Overall organisation project

e Annual revision of the Project Plan.

e Annual review of the communication plan.

e Submission of regular status reports to the Faculty Board and
Council of Heads of Department.

e Ongoing communication about the project via an internal
webpage, newsletter and other internal communication.

e Continuing external analysis of other higher education
institutions and faculties that have implemented similar

changes.
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Continuing discussion with departments and heads of
department about possible mergers.

Consider further assignments for departments regarding
preliminary studies/analysis for potential mergers.

Bring in an external resource to reflect on what has been done
so far and advise on the way forward.

Continued work on merged departments and follow-up of
preliminary studies

Department of Communication:

Evaluate the planning process for the creation of the new
department.

Continued discussions with departmental management on the
organisation and continued efforts to create a cohesive
department.

Department of Sociology, including Gender Studies:

Develop proposals for evaluation for the upcoming 2027-2029
term of office.

Continued discussions with departmental management on the
organisation and continued efforts to create a cohesive

department.

Follow-up of assignment regarding a possible merger between KEG
and LUCSUS:

Continued work based on the initial preliminary study report
and the board of LUCSUS’s further remit. Evaluate the results
of these analyses and propose a continued process for
discussions between with the Faculty Board and the units
concerned.

Further organisational development
As mentioned above, the project group has identified a need for

development measures that go beyond the creation of larger and fewer

units. These measures and initiatives fall to some extent within the
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assignment of the project group and in part constitute ongoing
organisational development within the framework of the HR officer’s
and the faculty management’s work. The measures that go beyond
creating larger units need to be further defined and explored, but can

be briefly summarised as follows.

Principles or guidance for organising the departments:

e At present, there are few guidelines and few clear, common
ideas on how a department should be organised to operate
effectively and allow for collegial influence. This has become
particularly clear in the context of the recent mergers. There is
a need for increased transfer of experience between
departments, as well as documented principles and guidance
for organising a department. The latter may relate to the
election and rotation of departmental management, which
collegial councils and groups should exist, the remit and
composition of management groups, the possibility to delegate
responsibilities and tasks, etc. Some of these principles may be
included in the documents Delegation Rules and Work
Procedures at the Faculty of Social Sciences and Villkor for
ledningsuppdrag vid Samhdllsvetenskapliga fakulteten
(“Conditions for Leadership Roles at the Faculty of Social
Sciences”), while others need to be formulated in other
documents or in various councils and committees. Work on the
organising principles and guidance will be done in the
organisation project, but in close cooperation with the Council
of Heads of Department, the faculty management, Faculty's
HR officer and possibly other Faculty Office roles.

In addition to identifying overarching principles for organising a
department and finding appropriate ways to document these
principles, other activities are also needed to create more sustainable
leadership roles and a developed management function. This could
include finding ways to support the development of management
groups and the training of department boards.
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THE PROJECT GROUP’S ASSIGNMENT
The project group is to proceed within the following framework in
accordance with the Faculty Board’s policy decision. The project

group is to:

e Work towards achieving the aims of the policy decision.

e Conduct or order necessary investigations.

e Draw up required supporting documentation for decision-
making and negotiations.

e Ensure that the process is transparent and that the Faculty’s
employees are kept informed.

e Ensure that the process and the decisions do not jeopardise the
quality of the core activities.

e Ensure that the process and the decisions do not restrict the
academic freedom of teaching staff.

e Ensure that the process does not result in an additional layer of

administration and increased bureaucratisation.

Based on the above, the project group’s role can be described in terms
of initiating, facilitating, supporting and “mediating” rather than being
responsible for the practical implementation as new units are
established. The project group’s assignment is to develop a process for
and to support the establishment of new, larger units and to support
heads of department and working groups in the event of specified
mergers. It may require efforts at both departmental and faculty level
to secure the long-term development of management, organisation and
administration. Even though the project group’s assignment does not
extend to organisational development in general, the project can
contribute by identifying the need for development initiatives
regarding, for example, academic leadership or delegation rules that

are necessary for the new, larger units to work effectively.

THE STEERING GROUP’S ASSIGNMENT

The steering group’s assignment is to drive organisational
development towards fewer units. The steering group is to:



e Prepare decisions that are made by the Faculty Board or dean.

e Stay updated on how the project is progressing, have an insight
into the project, support the project group and act in an
advisory capacity on various matters that concern the project.

e Ensure that the project is implemented cost-efficiently, meets
the organisation’s needs and is carried out in accordance with
the above-mentioned framework.

e Engage in a dialogue with various stakeholders about the
project.

e Contribute by listening to the organisation and noting different

perspectives.

RISKS

Different ways of organising operations entail different pros and cons.
The risks associated with larger units as identified by the Council of
Heads of Department and in discussions with departmental
management predominantly relate to issues concerning: subject
identity and outward branding, asymmetry between units, and tensions
between the existing delegation rules and the revamped organisational
structure. Other risks may include increased distance between
management and staff and an increasingly complex structure with new
hierarchical levels within each department. The optimal size of a
department is not specified and can vary according to the composition
of the department. A further risk might be that the organisation project
itself causes so much unease that it impacts the quality of operations.
Over the course of the project, it has also become clear that it is
difficult to disseminate information and that there is a lack of well-
developed channels and forums for communication between the
faculty level and staff at the departmental level, and students. The role
of the heads of department is important, but also very difficult, and
collegial governance with a strong culture of consensus makes it
difficult to communicate, anchor and implement decisions and
changes of this kind. The project group is tasked with relating to this

and any further risks identified in the course of the work.
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Separate risk and impact analyses are conducted in connection with

specified mergers.

ORGANISATION

Principal

Dean, Agnes Andersson

Steering group

Chair: Dean

Head of the Faculty of Social Sciences Office

HR Manager, Faculty of Social Sciences Office
Communications Manager, Faculty of Social Sciences Office
Three department representatives, at least one of whom is also a
faculty board member.

Principal health and safety representative

Student representative appointed by the Social Sciences Student
Union.

Doctoral student representative, appointed by the Doctoral Student
Council.

Project group

The members of the project group as of 29 March 2023 and up to and
including 31 December 2026 (STYR 2023/782) are:

Mersiha Hamzic, administrative manager, Department Service,
Faculty of Social Sciences Office

Robert Holmberg, senior lecturer, Department of Psychology, project
manager Campus Development

Malin Schatz, assistant head of faculty office, Faculty of Social
Sciences Office, assistant project manager

Charlotte Simonsson, vice dean, project manager

Reference groups
The Council of Heads of Department is an important reference group
and the project will hold regular progress meetings with this group.

Further reference groups will be appointed where required.

Page 14 of 18



COMMUNICATION PLAN

Achieving the goals of the project and ensuring successful
implementation require continuous communication that provides the
conditions for insight and participation. It is of great importance that
staff and students know why the project is being undertaken and what
it will entail. A central part of the project’s communication is to listen
to the organisation and to provide regular updates and information on
the stage the project has reached and the next phase. A separate
communication plan has been drawn up and is revised as needed. The

primary communication activities are:

e A webpage on the Faculty of Social Sciences’ internal website
which is regularly updated with news about the process.

e The project group conducts dialogues with departmental
management and provides information at staff meetings during
the various phases of the project.

e The project group delivers frequent rolling updates to the
Council of Heads of Department and the Faculty Board.

e When important decisions that impact the organisation are
made, related initiatives are conducted in the form of
workshops, presentations or similar.

e Employee organisations are kept informed, at least once per
semester.

e The Social Sciences Student Union is represented in the
steering group for the project, the Council of Heads of
Department and the Faculty Board, and as such is continuously
kept informed. Further special meetings with the student union
will be conducted if required.

In the event of a specified merger, a separate communication plan will

be produced for the directly affected departments.

STAKEHOLDER ANALYSIS
The organisation project directly or indirectly affects all staff and

students at the Faculty. Below is a list of the groups that the project as
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a whole is to relate to. In terms of students, the project group has
included the Social Sciences Student Union among its stakeholders,
but aside from that communication with students should primarily be
via the departments (especially in connection with mergers and with
the students affected). When new, larger units are being established, a
specific stakeholder analysis will be conducted for the units directly
affected.

Stakeholders for the project as a whole
e Campus development project
e Faculty Board
e Departmental management
e Department Service
e Department boards
e Faculty of Social Sciences Office
e Local Health and Safety Committee
o Staff
e Employee organisations
e Council of Heads of Department
e Faculty of Social Sciences Library
e Student union

e Steering group for the project

BUDGET

The resources stated below reflect the resources in the structuring of
the organisation project. A need for resources may also arise at
departmental level in connection with the implementation of the
various subprojects. These costs are managed outside the Project Plan

and are decided on separately.

Estimated staff resources by percentage of full-time hours:
Project manager 20%
Assistant project manager 30%

Two project participants 15% each
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Communication officer 5-10% (webpage, communication plan,
communication support)

Finance officer 5-10% (investigations, analyses, financial
calculations)

HR 5-10% (planning of initiatives and support before and after
mergers, support for negotiations relating to the Swedish Employment
(Co-Determination in the Workplace) Act etc.

Overheads: approx. SEK 20,000 per year (study visits, workshops
etc.) The cost of engaging an external resource to evaluate the work to
date and advise on the way forward is estimated to be SEK 100,000.

TIMETABLE

e Autumn 2025: Follow up on the dean’s remit to KEG and
LUCSUS and identify possible options for action. Establish a
dialogue with the board of LUCSUS on the basis of the dean’s
remit to that board.

e October-November 2025: Evaluate and document the planning
process for the creation of the Department of Communication.

e Ongoing autumn 2025, possibly spring 2026: Ongoing
discussions with the head of the Department of Communication,
focusing on the organisation of the department.

e Ongoing autumn 2025, possibly spring 2026: Ongoing
discussions with the head of the Department of Sociology,
focusing on the organisation of the department.

e January-March 2026: Bring in an external resource to reflect on
the work done and make recommendations for continued
efforts.

e February-March 2026: Identify ways to evaluate the
SOC/Gender merger with a focus on learning and supporting
further development of the environment.

e Completed October 2026: Produce guidance/principles for

organising a department.
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¢ Ongoing in cooperation with HR — raise issues that lead to the
development of sustainable leadership roles.
e January 2027: The Faculty consists of a maximum of eight

units.

As the intention is for the organisational change to emerge gradually
in dialogue with the organisations, it is difficult to predict a precise
timeline. Decisions will not be forced, nor will they be spun out
unnecessarily. Given this, it is important that the Project Plan is
allowed to develop gradually and to be adapted to the circumstances

and conditions that emerge along the way.

According to the policy decision made by the Faculty Board (Reg. no
STYR 2023/565), the organisation project is to run over two terms of
office, up to and including 2029. The current project group’s
assignment applies until the end of 2026, which means that this
Project Plan covers the first term of office. The Project Plan is to be

updated and developed as necessary, at least annually.
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