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Having said the above, here are a set of steps a university can take to facilitate the process of development. If a 
university takes these steps, it is highly likely that it can develop into a research hotspot.  
 
1. Start with brain theory  
 
Brain theory talks about brain being divided into four quadrants. In the left half we have Operational in the lower 
quadrant and Analytical in the higher quadrant. In the right half we have Relational in the lower quadrant and 
Creative at the higher quadrant. For good research to prevail, the culture, environ, processes and practices should 
be such that people spend good amount of their time in analytical and creative pursuits. It is important to simplify 
operations by weeding out non-value-add practices. Relational skills are as important to develop a collaborative 
culture where people encourage, assist and mentor each other. It is important the university does an audit of its 
talent pool, culture and processes keeping these things in mind. Generally over time any institution tends to have too 
many processes leading to greater operational focus and less and less creative or analytical focus. It is not just about 
the time spent doing all kinds of things. It is about having a calm mind. Good ideas arise in a calm mind. A cluttered 
or a stressed mind can hardly produce anything of value.  
 
2. Contextualize Research in broader academics  
 
Everybody should understand what exactly is research and what is its place in a university. The primary raison 
d'etre of any university is to preserve, nurture and disseminate knowledge. Research, i.e. creating new knowledge is 
one part of it. Analogy used by a speaker in one of the talks I attended is useful to explain this point. Gaining 
knowledge can be compared to swimming, gaining expertise/specialty to deep diving and research is best compared 
to under-water diving. Research is an immersive experience where one is exposed to a totally new kind of eco-
system as in under-water diving. It needs new coping skills. Even when research is emphasized, it is important to 
know that every university needs swimmers, divers and under-water divers. Research should not be divorced from 

10-step Agenda to Develop your University into a Research Hotspot  
 
There is a saying in Kannada that for one to develop in any field beyond the ordinary, one 
needs determination bordering on obstinacy (Hata) and a habit bordering on 
addiction(Chata). Singers, dancers and artists relate to this readily. They sing, dance and 
paint as it is their second nature and keep at it as they get better and better. Being a good 
researcher is no different. It is finally up to the people to develop themselves.  



broader knowledge acquisition and it is learning out of curiosity fuels it. In this context over-specialization and 
 

 
3. Institute right performance management practices  
 
An academician is called upon to develop varieties of competencies. These include learning, research, teaching, 
consultancy, interaction with industry, students, community, administrative, collaborative and leadership skills. For 
each person, a spider-chart should be created which represents all these dimensions along multiple radials. Each 
individual should plan how he grows his spider and contributes to the university. University should do the same at a 
macro level and then reconcile individual goals with macro goals. Here we can take a leaf from CAP theorem which 
says that you can ensure any two things but not all three at the same time. If we group, the competencies into 
pedagogy, knowledge creation and process, it is better to focus people on any two. A researcher typically 
collaborates far and wide within and outside university. It is important to take a 360-degree view of his performance, 
and not be parochial about it. Good research at times flowers like a Chinese Bamboo tree, which is nurtured for four 
years and nothing seems to happen and in the fifth year it grows 80 feet in just six weeks. All this while it was 
developing a strong roots system. It is important that universities do not settle for mediocrity to meet short term 
goals. New researchers should be encouraged to read lot more in early stage of their careers. Measure them for 
hundreds of papers and books they read. Ask them to present their learning with peer group and paraphrase it in 
short topical papers. Once they are ready they will inevitably choose an area to explore and research.  
 
4. Have the right leadership architecture  
 
It goes without saying that a good university should have right set of leaders to drive change. Typically, in addition to 
operational leaders who take care of vertical organization, leaders are needed who work horizontally that take care 
of student engagement, faculty development and research. These leaders should be chosen by keeping in mind their 
ability to reach out to people with a collaborative style yet strong ability to initiate and drive change across the 
organization.  
 
In addition leaders should be identified who interface with alumni, industry, professional bodies, community, other 
academic institutions, research labs, Government, local community, media and society at large.  
 
5. Focus internally, collaborate, build competencies and develop internal benchmarks first, instead of 
external conferences and journals  
 
It is unfortunate that audit, accreditation and ranking agencies judge universities on external outcomes without 
bothering as much on internal mechanisms to build research competency. A university typically has strong internal 
pool of experienced researchers. However, they generally work in their own areas and collaborate more with external 
people working in same area than internal people. Thus, researcher rushes to an external agency for evaluation and 
endorsement of his/her research by submitting papers to conferences and journals. Again, researchers are advised 
to target reputed journals or conferences which more often than not reject the submissions. A better method for a 
university is to focus on having in-house conferences and journals to enhance the research intensity in internal eco-
system. Here the environment is open and collaborative. The researchers take pride in mentoring people rather than 
judging people. People work together internally to bring the desired research outcomes step by step. It may be a 
good idea to have an open research portal within a university where each manuscript is guaranteed to be published 
provided the author is committed to bring it to its best possible form and expression by working with the mentors and 
peers. This kind of open research initiative can be a sweet-spot for all genuine and sincere researchers. There can 
be competitions and interaction events all year around to encourage researchers to share their research. There can 
be annual events to publicize best of research work done within the university. This can lead to a research eco-
system that is inclusive, open and collaborative and yet focused on excellence.  
 

 
 
Sooner or later every institution however reputed will have to answer what impact it has created and how it has 
changed the world. It does not matter how small the difference may be. Without anything specific to talk about impact 
factors of papers becomes a matter of statistical jugglery. Hence a better approach would be to choose a set of 
themes that university will work on. At times this can even be an individual choice. Choose a set of problems that are 
somewhat unique and not worked on by others. It is better to set global standards by working on problems that fit 
into a local milieu than heaps of research output that gets branded as me-too research. Universities need to engage 
in the kind of research which at one end of spectrum tries to create unique knowledge for the world and at other end 
tries to solve problems that affect local community and industry in a novel manner.  
 
7. Bridging the gap between academia and research organizations  
 
The Government research labs, individual ministries and industry research labs may have interest in specific 
research themes and topics. At the same time academia may focus on topics for research which are totally disjoint 



from these. It is important to ensure that funded research (through grants or scholarships) happen on themes of 
interest. Ideally every Masters or Ph.D. work is linked to one of these sponsors. This however should not be a 
constraint but an important consideration.  
 
8. Collaborating with other academic institutions  
 
The universities should approach institutions of eminence and excellence for mentoring arrangement. The 
academicians from IITs and alike are called upon to participate in accreditation and ranking exercise. This probably 
is a futile exercise without any change management initiatives operating within the universities. A better arrangement 
would be for institutions and faculty members to offer mentorship which may go both ways. Set up a collaboration 
agenda between the organizations. The objective should be that every university excels itself in one specific area 
and has something to offer to other institutions however reputed they may be. These activities should be done with 
own initiative, complete sincerity and full reciprocation, lest it will lead to one more set of rituals. Today lot of things 
when they happen, happen in a top-down manner without prior dialogue with a human touch.  
 
9. Establishing right research value system  
 
Ethics and excellence go hand in hand. It is important that university leaders emphasize that work well-done is its 
own reward. Some times our value systems go astray as we measure everybody on metrics. According to 
Goodhart's law when a measure becomes a target, it ceases to be a good measure. Once you start evaluating 
people using a set of measures, people simply work towards achieving them by hook or crook, many times losing 
sight of the purpose they are set up for. The guiltier are managers who use these measures without much application 
of mind or conscience.  
 
A good researcher encourages peer researchers. Unfortunately, there is high dose of elitism within the research 
community who carefully guard the reputation of their journals and conferences. This unfortunately leads to closed 
self-serving communities and sooner or later the environment may turn stale.  
 
10. Helping India regain its intellectual heft  
 

whole of India. Nalanda and Taxila were famous because students from many other countries came there to study. 
Otherwise intellect flowed freely in every family, Gurukul, school and place of higher learning. The focus on 
preserving and nurturing knowledge was intense. Every generation evolved and reinterpreted knowledge passed on 
by earlier generation. Knowledge had no boundaries nor dogmas. The culture of excellence was endemic and all 
over the country, with each region or locality attempting to excel in its own way. Individuals were as important, if not 
more, than institutions. In search of right Guru people wandered all the way to Himalayas to down-south. It is time we 
regained that intellectual heft and dismantled the current system controlled by a few elite. 
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