Framework of the BUP International Relations Officers Network (BUP

IROs Network)

Purpose

The BUP International Relations Officers (IROs) Network unites professionals from all BUP
participating universities.

Our mission is to strengthen international cooperation, foster sustainable mobility, and enhance
the role of international offices as actors contributing to the implementation of The Baltic University
Programme Strategy.

Vision

To become a dynamic, collaborative, and sustainable platform that connects international officers
across the BUP participating universities, supporting academic partnerships and contributing to the
implementation of the UN Sustainable Development Goals (SDGs) through education and
internationalisation.

Core Values

Value Description

Collaboration We work together across borders and disciplines, creating synergy
between institutions, programmes, and people.

Sustainability We promote environmentally and socially responsible
internationalisation — prioritising green mobility and digital
collaboration.

| o We embrace diversity of institutions, people, and perspectives within

nclusivity

the Baltic Sea Region and beyond.

Professionalism We share best practices, tools, and knowledge to strengthen

international relations offices.

Innovation We explore creative and digital solutions — including Al tools — to

enhance mobility, communication, and collaboration.

Resilience We support each other in times of crisis, maintaining strong

cooperation even in challenging contexts.

Main goals

1.

Empower international officers within BUP participating universities through knowledge
sharing and peer support.

Enhance international cooperation within BUP’s thematic areas and activities.

Promote sustainability and green mobility as core elements of internationalisation.
Increase the visibility of The Baltic University Programme at European and global events
(EAIE, CEEDUCON, etc.).

Foster professional development and training for IROs.



6. Support institutional alignment between the BUP and university strategies in
internationalisation.
7. Establish effective communication and coordination mechanisms across the network.

Proposed governance model for the BUP IROs Network

Context and Principles

The BUP IROs Network brings together more than 100 international officers from over 100
participating universities across 10 Baltic Sea countries. Given the large size and geographical
diversity of the network, a layered and flexible governance structure is needed to ensure continuity,
efficiency, and inclusiveness while allowing for regular rotation and renewal of participants.

Network composition and representation

Each participating university is invited to nominate up to two official representatives to the BUP IROs
Network. This ensures manageable communication within MS Teams and facilitates effective
coordination. Representatives should be staff members of international offices (central or faculty level)
actively/to be actively involved in the Baltic University Programme.

All nominated representatives will have access to the BUP IROs Network MS Teams workspace,
which will serve as the main communication and collaboration platform.

Additional colleagues (from the same university or projects) can be invited to specific thematic groups
or temporary task forces, but will not be a part of the official member list.

Governance structure

Executive Committee

e Purpose: Provide leadership, ensure continuity between meetings, and oversee the
implementation of the annual action plan.
e Composition — 3 members from the country where the Annual meeting is held, representing
at least 2 different universities:
o 1 representative from the university responsible for the annual in-person meeting
(Chair)
o 1 representative from the respective National Center
o 1 representative from any participating university
e Meetings: Online every 3 months; one in-person meeting per year (Annual meeting)
e Responsibilities:
o Oversee progress and follow up on decisions
o Propose themes and priorities for the network
o Organise in-person meeting and online meetings
o Report to the BUP National Centre Directors
e Duration:
o 1year



Secretary General

¢ 1 representative from the university responsible for setting up and maintaining MS Teams,
the storage of documents relevant for the network (PPT, minutes, background documents,
pictures etc) and a contact list

e 1 member of the BUP Coordinating Secretariat providing communication support

e Duration: continuously

Task group(s) to be established based on the need to fulfil a respective activity of the annual plan.
To ensure continuity and progress:

e Shared documentation (minutes, plans, outcomes) is stored and maintained on MS Teams to
be decided by the end of 2025.

o List of BUP IROs Network members with contacts and an Action plan are continuously
updated.

e MS Teams will serve as the primary platform for information sharing, document storage, and
informal communication.

e Structured follow-up: each meeting ends with clear tasks, responsible person(s), and
deadlines.

e Short online “update sessions” — 1 hour, every 6 months.

¢ National Centres to ensure smooth knowledge transfer when representatives change.

Overview of proposed roles

Level Role Composition Frequency
Executive Strategic 3 representatives from the Meeting every 3
Committee coordination, same country months
continuity
Chair Coordination, 1 representative of the EC
preparation for the | thatis responsible for the
Annual meeting organisation of the Annual
in-person meeting
Secretary Setting up and 1 representative from the
General maintaining the MS | university maintaining MS
Teams, keeping a | Teams, 1 representative of
contact list the BUP Coordinating
updated, Secretariat
communication
support
IRO network Active participation | 2 representatives per Min. twice per year
members in the BUP IROs participating university (1 online, 1 in-
network, person)
supporting the
focal point of the
member university
and contributing to
the implementation
of the BUP strategy
Task groups Thematic activities | To all interested As needed
(to be
considered in
the future)




Governance structure for 2026

Executive Committee:

Chair: Ms. Kamila Pokorna, Technical University of Ostrava (BIP in 2026 in cooperation with
Riga Technical University and University of Ss. Cyril and Methodius in Trnava)

Members: Ms. lvana Adamikova, University of Ostrava — National Centre Director

Secretary General:

To be decided by the end of 2025

Action Plan for 2026

Ms. Monika Smidlova, University of Ostrava — NC Deputy Director

Activity Description Coordinator | Timeline | Resources/Tools | Expected
Outcome

Strengthen Finalise and NC directors | Q1 Shared Clear structure
BUP IROs adopt the and BUP document, online | and defined
network governance Coordinating meeting of NC roles
structure. model Secretariat directors
Improve Launch MS (tbc) Q1 MS Teams Communication
communication | Teams platform active

Providing BUP BUP website

communication | Coordinating

support Secretariat
Enhance BUP | Participation in | University of | Q2 Online meeting Proposal ready
visibility the Ostrava/BUP with potential for submission

CEEDUCON Coordinating participants

conference Secretariat

Promotion at All IRO Q3 Leaflets for Visibility

the EAIE 2026 | members partners enhanced

(proposal in

20277)
Encourage Online meeting | Kick-off Q1-5 Online meeting Cooperation
IRO meeting with | March, strengthened
cooperation nominated 10-12

IRO (tbc)
members

BIP on Technical Q4 BIP in Ostrava Cooperation

Sustainability University of (week of 5 strengthened

as an Integral | Ostrava October)

Part of Online meeting —

International pre-session

Experience

Online meeting | EC Q4 Online meeting Cooperation

with Walter strengthened,




Leal on
possibilities for
joint research

and a better
understanding
of research
cooperation
within the BUP
is reached.

Guidelines for
“green events”

Thematic
group

Q3

BIP in Ostrava

BUP-IRO
events and
participation in
those events
are in line with
the
sustainability
principles

Evaluation and
preparation for
2027

Elect a chair
for 2027

EC

Q1

Open call, online
meeting

The venue and
theme for the
annual meeting
in 2027 have
been decided
and
announced.

Evaluation of
2026 and
preparation of
the Action plan
for 2027

EC

Q4

In-person
meeting = BIP in
Ostrava, to be
reported to the
NC directors'
meeting

The action plan
for 2027 is
ready.

The Action Plan will be reviewed annually by the Executive Committee and updated in line with the
BUP strategy and members’ feedback.
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