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Executive Summary
Al Turath University (ATU) aspires to become a cutting‑edge, innovative institution through an institution‑wide
transformation that amplifies reputation, academic quality and long‑term sustainability. This proposal there‑ fore
sets out a five‑to‑ten‑year Digital‑and‑Institutional‑Health Roadmap, underpinned by industry‑validated
digital‑maturity frameworks and an internationally benchmarked organisational‑health diagnostic spanning
twelve strategic domains. Digital capability is treated both as its own domain and as the horizontal enabler for
governance, teaching, research, employability, student experience, partnerships, recruitment, marketing, alumni,
organisational capability and employer engagement.

Key messages for the Board

                                                   A focused assessment—interviews, focus groups, docu‑
ment and data review—will rate each domain on a five‑level maturity scale (Initial → Opti‑
mised) and produce a heat‑map of strengths and gaps.

                                                    Modern infrastructure, IoT, AI (including agentic and gener‑
ative), blended learning and hologram classrooms are mapped to specific gaps, so that
every technology pound lifts multiple reputation drivers.

                                                                         Aligning with national policy for “fifth‑generation” 
universities and showcasing cutting‑edge pedagogy will enhance rankings, attract talent and
partners, and position ATU as a regional leader in digital innovation.

                                                                             A three‑phase roadmap (Foundation 2025‑26, 
Integration 2027‑28, Optimisation 2029+) targets at least six domains reaching Es‑
tablished maturity by 2028, with Teaching & Learning and Governance achieving Opti‑
mised. Progress will be tracked through dual dashboards covering digital maturity metrics
and organisational‑health KPIs.

Endorsing this roadmap commits ATU to a holistic, data‑driven transformation that simultaneously strength‑
ens institutional health and digital capability, delivering durable gains in reputation and stakeholder value.

One integrated lens. Global Reputation is an outcome of interconnected do‑
mains—governance, teaching, research, employability, student experience,
partnerships, recruitment, marketing, alumni relations, organisational capa‑ bility,
employer links and Digital Capability & Data. Digital is both a twelfth domain and
the horizontal enabler of the other eleven.

Evidence‑based diagnostic. 

Digital as an accelerator.

Phased delivery, measurable impact.

Phased delivery, measurable impact.
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1. Institutional Health, Reputation and
Digital Capability
Reputation cannot be engineered by tweaking a handful of variables; it is the product of a system. ATU there‑
fore adopts a 12‑domain Institutional‑Health Framework, expanding the classic eleven organisational
domains with Digital Capability & Data to capture the foundational role of technology and analytics:

Governance
Teaching, Learning & Assessment
Research & Innovation
Employability & Employer Partnerships
Organisational Capability
Student Experience
Alumni Engagement
Marketing & Social Media
International & Local Partnerships
International Recruitment (Faculty & Students)
Employer Partnerships (sector‑specific)
Digital Capability & Data

Each domain is rated on a five‑level maturity scale (Initial → Emerging → Developing → Established → Optimised) 
to expose systemic weaknesses and guide investment.
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Digital Transformation Levers and Benefits by Domain

Domain

Governance

Partnerships

Employability

Student Experience

Alumni Engagement

Teaching & Learning

Research & Innovation

Employer Partnerships

Digital Capability & Data

Organisational Capability

Marketing & Social Media

International Recruitment

Digital
Transformation Lever

Reputation/Quality
Benefit

Virtual campus tours; AI
lead-scoring chat-bots

AI/Data-Analytics Lab;
cloud HPC credits

CRM + AI personalisation;
virtual/hologram reunions

Real-time data-lake
dashboards; AI scenario-

planning

Hologram co-teaching;
shared data dashboards

24/7 multilingual chat-
bots; personalised

mobile nudges

Modern infrastructure,
hybrid cloud,

cybersecurity uplift

IoT hackathons;
industry dashboards

LMS upgrade, adaptive
AI tutors, hologram

lectures

Digital Fellows
scheme; agentic-AI
productivity tools

Social-listening
analytics; AI content

engine

IoT maker-
spaces; AI micro-

credentials

High-impact alliances

Digitally fluent
workforce

Increased placements and
sponsorships

Sharper brand narrative;
wider reach

More publications and
grants

Stronger giving and
mentoring culture

Higher retention and
wellbeing

Larger, more diverse
applicant pool

Faster, transparent
decisions

Resilient foundation
enabling all domains

Engaging pedagogy; higher
student satisfaction

Job-ready graduates;
stronger employer

brand
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Domain Digital‑transformation lever Reputation/quality benefit

Governance
Real‑time data‑lake dashboards; AI
scenario‑planning

Faster, transparent decisions

Teaching & Learning 
LMS upgrade, adaptive AI tutors, 
hologram lectures

Engaging pedagogy; higher student
satisfaction

Research & Innovation AI/Data‑Analytics Lab; cloud HPC credits More publications and grants

Employability IoT maker‑spaces; AI micro‑credentials
Job‑ready graduates; stronger employer
brand

Organisational Capability
Digital Fellows scheme; agentic‑AI
productivity tools

Digitally fluent workforce

Student Experience
24/7 multilingual chat‑bots; personalised
mobile nudges

Higher retention and wellbeing

Alumni Engagement
CRM + AI personalisation; virtual/
hologram reunions

Stronger giving and mentoring culture

Marketing & Social Media
Social‑listening analytics; AI content
engine

Sharper brand narrative; wider reach

Partnerships
Hologram co‑teaching; shared data
dashboards

High‑impact alliances

International Recruitment
Virtual campus tours; AI lead‑scoring
chat‑bots Larger, more diverse applicant pool

Employer Partnerships IoT hackathons; industry dashboards Increased placements and sponsorships

Digital Capability & Data
Modern infrastructure, hybrid cloud,
cybersecurity uplift

Resilient foundation enabling all domains

1.1 How Digital Lifts Every Domain
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Validation – Findings
triangulated with external
benchmarking data from global
ranking agencies and regional
peers to ensure objectivity.

1.2 Diagnostic Methodology

Toolkit – Internationally
benchmarked Organisational‑Health
Diagnostic combined with an
industry‑standard Digital‑Maturity
Benchmark.

Scoring – Independent assessors
apply a rubric that rates each practice
at system, organisational, process and
individual levels; outputs include a
narrative report, heat‑map and
quantified scores

Data collection – Structured
questionnaires, focus groups
(faculty, students, staff), one‑to‑one
interviews, document review and
system‑log analysis.
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Data Collection Validation

Diagnostic
Toolkit

Comprehensive
Diagnostic
Report

Scoring



Caution first. League‑table performance depends on factors that lie partly outside the University’s control
(peer‑reputation surveys, global citation flows, ministerial data cycles). We therefore present scenario‑
based targets—baseline, stretch, aspirational—all contingent on the Board sustaining the investments
and policy changes set out in this roadmap.

*latest published weightings at time of writing.

1.3.1 How the 12‑domain framework feeds the main ranking systems
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1.3 Ranking Strategy Sample – turning maturity 
gains into national and global visibility

Ranking Principal metric families Typical weight range*
Framework domains most
affected 

Iraq National
University Ranking
(MoHESR)

Teaching quality, research
output, patents, community
engagement

variable by call
Governance; Research 
& Innovation; Student 
Experience; Partnerships

QS World University
Rankings (2026
cycle)

Academic reputation,
employer reputation,
citations/faculty, faculty–
student ratio, sustainability,
internationalisation

30 % / 15 % / 
20 % / 10 % /
5 % / 10 % Top 
Universities

Touches 10 of 
12 domains, esp. 
Research, Employability, 
Intl Recruitment

THE World University
Rankings (WUR 3.0)

Teaching, research
environment, research
quality, international
outlook, industry income
(18 indicators)

29 % / 29 % / 30 % 
/ 8 % / 4 % Times 
Higher Education
(THE)Times Higher
Education (THE)

All 12 domains incl. Digital
Capability & Data



1.3.2 Data‑collection & submission workflow

1.3.4 Critical institutional commitments (2025‑28)

1.3.3 Scenario‑based ranking trajectory (illustrative)

Rankings Task‑Force chaired by the Registrar; members from Research Office, Careers,

International Office, CIO.

Unified data‑lake feeds (HR, SIS, finance, research, smart‑campus IoT) ensure one‑click 

extraction for QS/THE/ templates.

Automated quality gates flag anomalies (e.g., mismatched faculty FTE, duplicate DOIs).

Survey‑engagement plan – annual refresh of academic‑ and employer‑contact lists; 

social‑media campaign to boost response rates (QS/The/ARWU Academic Reputa‑

tion & Employer Reputation indicators.

Submission calendar – Apr (QS portal) → Jun (THE portal) → Aug (MoHESR national 

call) → Dec (ARWU) each year.

Scenario chosen at the Integrated Mid‑Point Review (end of Y4) once input KPIs are audited.
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Year
National
(Iraq)

QS global band
THE global
band

Assumptions met?

Baseline – minimal new
funding

Top 20
Data‑qualifier
only

n/a infra & data‑lake only 

Stretch – full Phase 1–2
delivery

Top 10 801–1000 1201+
+ 100 Scopus pubs p.a.; ≥ 5 % int’l
students

THE World University
Rankings (WUR 3.0)

Top 5 601–800 801–1000
≥ £X m research grants; rep‑survey
hit‑rate > 2× sector norm

Commitment Owner KPI threshold

Research funding pool VP Research ≥ £ X m / yr by 2027

Publication pipeline mentoring Deans ≥ 100 Scopus papers p.a.

International student recruitment budget Intl Office ≥ 5 % head‑count by 2027 

Rankings Task‑Force staffing Registrar 2 FTE analysts + data engineer 

Data‑governance policy ratified Board Q4 2025



1.3.6 Progress gates

1.3.5 Risk register & mitigations

1.3.7 Disclaimer for Board papers

1.3.8 Initial Ranking Consultation Roadmap

*assuming Board endorses full roadmap: H = high, M = medium, V = variable.

Quarterly – dashboard shows input metrics (publications, employer engagement, survey response
rates). 
End Y4 Mid‑Point Review – if ≥ 70 % of input KPIs are on track, move to “Stretch” scenario; otherwise
re‑ vert to “Baseline” trajectory and re‑plan communications. 
Annual – publish a “Data Quality & Ranking Progress” note to Board and website for transparency.

All ranking scenarios are projections contingent on the institutional commitments above and external factors
(global survey sentiment, peer performance). They should be treated as directional targets, not guarantees.
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Risk Likelihood* Impact on ranking Mitigation

Publication output below
target

M Delays QS/THE rise Bridge‑grants; co‑authorship MoUs

Low academic‑survey
response

H Cap QS AR score for 2 yrs
Early‑contact refresh; leverage diaspora
academics

Data‑submission errors M Possible disqualification
Third‑party audit; sandbox validation
scripts

Budget re‑allocation V Slows infra & AI roll‑out Stage procurement; tap external donors

Milestone Timing

Kick‑off meeting 14 days after contract signature

Data‑gathering sprint (incl. 3‑day campus visit) Weeks 1‑3

Draft Diagnostic Report + Heat‑Map End of Week 5

Final Roadmap delivered Week 7
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2. Digital Modern Infrastructure
A secure, high‑performance digital infrastructure is the foundation of this transformation. We will modernise
the University’s IT environment to support current needs and future growth. Modern infrastructure typically in‑
cludes cloud computing services, hyper‑converged systems, and advanced cybersecurity tools, all integrated
to enhance performance, scalability and security. Key actions in this area include:

Unified Systems and Data Integration: Ensuring that disparate systems (LMS, library
systems, HR, etc.) are interoperable and that data can flow between them securely. A
modern data architecture (using APIs and possibly a data warehouse) will support
ana‑ lytics and AI initiatives by providing quality data across the institution.

Cloud and Data Center Optimisation: Adopting a hybrid cloud strategy to balance
on‑premises and cloud workloads for flexibility and resilience. Core administrative sys‑
tems (e.g. student information system, finance ERP) and learning platforms can be pro‑
gressively migrated or integrated with cloud services for better scalability. This reduc‑ es
dependence on ageing hardware and allows rapid scaling of resources during peak
demand. Sensitive data or low‑latency services may remain on‑premises, while other
applications leverage reliable cloud infrastructure.

Cybersecurity and Reliability: Strengthening cybersecurity measures (firewalls, intrusion
detection, endpoint security) to protect institutional data and privacy. Modernising infra‑
structure goes hand‑in‑hand with robust security frameworks to mitigate cyber threats,
which increasingly target higher education. Systems will be designed with redundancy
and disaster recovery plans to ensure high availability.

Network Upgrades: Upgrading campus networks (high‑speed fibre backbone, Wi‑Fi 6/6E
coverage) to ensure fast, reliable connectivity in all facilities. This enables seamless ac‑
cess to online resources, cloud services, and collaborative tools for students and staff.
Improved bandwidth and low‑latency networking are essential as data‑intensive applica‑
tions (e.g. AI, video streaming) grow.

Hyper‑Converged Infrastructure: Consolidating computing, storage, and networking
using hyper‑converged infrastructure (HCI) where appropriate, to simplify management
and increase resource efficiency. This will enable easier expansion of capacity as the
university grows and reduce long‑term costs by eliminating siloed legacy systems.
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These upgrades will create a flexible framework that meets current operational needs
while adapting to future technology advances. In the short term, a thorough
assessment of existing infrastructure will identify gaps or outdated equipment.
Investments will then be prioritised for high‑impact areas (for example, upgrading
networks to be “AI‑ready” for upcoming initiatives). By establishing a strong digital
backbone now, Al Turath University enables all other transformation initiatives – from
IoT devices to AI applications – to func‑ tion effectively and securely.

IoT in Classrooms
and Labs

Transportation and
Parking

Safety and Security

Smart Building
Management

Campus Utilities
Management

Digital Navigation
and Engagement

Equipping classrooms
with smart devices for

enhanced learning
experiences.

Streamlining campus
transit with IoT-enabled

tracking and parking
systems.

Deploying digital
signage and beacons
for campus navigation
and information.

Upgrading security
systems with IoT for
real- time alerts and

monitoring.

Using smart meters to
track and optimize
resource usage.

Implementing IoT
sensors for
environmental control
and energy efficiency.

6

4

2

5

3

1

Achieving a Smart Campus
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Digital
Transformation

Cybersecurity and
Reliability

Unified Systems and
Data Integration

Hyper-Converged
Infrastructure

Cloud and Data Center
Optimization

The ultimate goal of
modernizing digital
capabilities

Connecting disparate
systems for data flow

Ensuring data protection and
system availability

Simplifying management and
increasing efficiency

Balancing on-premises and
cloud workloads

Digital Transformation at Al‑Turath University
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Smart Building Management: Installing IoT sensors for temperature, air quality and
lighting control in classrooms and offices. Automated HVAC systems will monitor
and adjust heating, ventilation and air conditioning to maintain optimal learning
condi‑ tions. Smart lighting systems can turn off lights in empty rooms and adjust
brightness or colour temperature to match natural daylight, improving concentration
and saving energy. These measures improve comfort and student engagement and
reduce utility costs through energy efficiency.

3. Internet of Things (IoT) on Campus

Safety and Security: Upgrading fire alarms, smoke detectors, and security cameras to
IoT‑enabled systems that provide real‑time alerts and remote monitoring. For exam‑
ple, IoT fire detection systems can speed up emergency response through automated
alerts. Smart access control using ID cards or mobile app readers can log entries and
exits, integrating with occupancy monitoring to determine which areas are in use. In‑
trusion alarms and CCTV analytics can likewise become smarter by communicating
over the network, contributing to a safer campus environment.

Transportation and Parking: Streamlining campus transportation with IoT solutions.
For instance, sensors on shuttle buses and parking lots enable shuttle tracking, re‑
al‑time bus schedules, and smart parking systems to manage space availability. Nota‑
bly, the University of Michigan has leveraged IoT to better manage its campus transit
services, providing live updates to users and improving efficiency. Al Turath can im‑
plement a similar approach so that students and staff use a mobile app to view bus
locations or open parking spots, reducing frustration and commute times.

Campus Utilities Management: Using smart meters and sensors to track real‑time
pow‑ er and water usage. This data allows the facilities team to identify wastage,
optimise consumption, and reduce operating costs. IoT‑based water leak detectors or
electrical load monitors can preempt maintenance issues, preventing damage or
outages.
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To evolve into a smart campus, we will assist the University in deploying Internet of Things solutions under the
emerging concept of the “Internet of Educational Things (IoET)”. IoT sensors and connected devices can
greatly enhance campus operations, safety, and the environmental comfort of learning spaces. Our IoT strat‑
egy focuses on:



IoET solutions improve student engagement,
help campus users navigate facilities, and
streamline administrative tasks. We will start
with pilot projects in critical areas (such as
energy management and security) and scale
up based on results. Data collected from IoT
systems will feed into analytics dashboards to
inform decision‑making (for example, op‑
timising classroom scheduling based on us‑
age patterns). Establishing a smart campus
yields cost savings and safety benefits. It pro‑
vides rich learning opportunities – students in
engineering or IT fields can directly work with
the IoT systems as part of their course‑ work
or projects. This integrated approach will
gradually transform Al Turath University into a
fully instrumented, intelligent campus on par
with leading international universities.

Digital Navigation and Engagement: Deploying IoT beacons or interactive digital
signage to help students and visitors navigate the campus and locate resources.
Connected digital notice boards can display live information (events, class chang‑
es, safety notices) and even generate advertising revenue. Such “smart campus”
features enhance day‑to‑day convenience and modernise the university’s image
for prospective students.

IoT in Classrooms and Labs: Equipping classrooms with smart devices (interactive
screens, IoT‑enabled projectors, occupancy sensors) to automate attendance and
environmental settings. Research is underway globally on using IoET to optimise
classroom conditions – e.g. tracking noise levels, CO2, or even student fidgeting – to
maximise engagement and focus. While some of these innovations are experimen‑
tal, Al Turath can begin by implementing proven tools like RFID‑based attendance,
smart boards, and IoT lab equipment for real‑time monitoring of experiments.
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                                   Blended and Online Learning: Encouraging a shift toward blended learning models, where               
                                    face‑to‑face instruction is enriched with online activities. Faculty will be supported in rede‑
                                    signing courses to include interactive videos, simulations, or virtual labs where appropriate. 
                                    This enhances on‑campus classes and lays the groundwork for offering fully online courses 
                                    or programs in the future, expanding Al Turath’s reach to learners beyond Baghdad. We will
study case examples of top universities that leveraged blended learning to increase engagement and will 
adapt best practices to our context.

                                   Learning Management System (LMS) Enhancement: Building on or upgrading the Univer‑           
                                   sity’s LMS to serve as a central digital hub for all courses. The LMS will host e‑learning 
                                   content (lecture slides, readings, videos), facilitate online assignments and quizzes, and 
                                   support discussion forums and collaboration. Ensuring that every course has an effective 
                                   online presence provides flexibility for students to learn at their own pace and review mate‑ 
                                   rials anytime. Integrating the LMS with other systems (registration, library databases, etc.) 
will create a seamless experience. We will also explore adding a mobile app for on‑the‑go access and push 
notifications (e.g. assignment deadlines).

Transforming teaching and learning practices is at the heart of the University’s digital strategy. We will support
Al Turath University’s adoption of a Digital Learning ecosystem that blends pedagogy, research and best prac‑
tice, with technology to improve access, quality, and student outcomes. This aligns with international trends
where universities invest in digital tools to drive better learning and student success. Our approach includes:

Digital Content and Open Educational Resources (OER): Investing in creating and curating
high‑quality digital content. A dedicated team or center for teaching innovation can help fac‑
ulty produce multimedia lecture recordings, podcasts, or virtual reality content for immersive
learning. Faculty will also be encouraged to adopt OER (open‑access textbooks, etc.)
wherever possible to reduce student costs. Over time, Al Turath could contribute by
developing its digi‑ tal learning materials in Arabic and English, showcasing the university’s
academic strengths.

                                  Integrating Employability Through Digital Teaching and Learning: Developing a leading       
                                  digital teaching and learning offering provides a powerful opportunity to embed 
                                  employability across the curriculum in a scalable and sustainable way. By leveraging 
                                  intelligent digital agents, academic staff can receive real‑time, research‑informed 
                                  guidance on integrating employability learning, authentic assessment, and industry‑relevant  
                                  scenarios into their course design and delivery. These AI‑powered agents can prompt 
labour market trends, suggest work‑based learning models, and support the adoption of pedagogical strategies
that enhance graduate readiness. This strengthens learning outcomes and positions the institution as a leader
in digitally enabled, career-focused education.

4. Digital Teaching and Learning
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                                      Faculty Development and Digital Pedagogy: Providing extensive training and support   
                                      for instructors to use digital tools effectively. This includes workshops on online   
                                      course design, use of the LMS features, video conferencing pedagogy, and data‑driven  
                                      teaching techniques. Building digital confidence in faculty is critical – international  
                                      frameworks note that workforce development and culture change are key to 
                                      successful digital learning initiatives. We propose creating a faculty Digital Teaching 
Fellows program to mentor peers in innovative teaching methods. Empowered with the right skills,
Instructors can leverage technology to create more engaging, student‑centred learning experiences (such as
flipped classrooms or collaborative projects using online platforms).

                                     Collaboration and Global Learning: Expanding the use of video conferencing and                    
                                     virtual collaboration tools to enable guest lectures, international classroom link‑ups,  
                                     and remote learning options. As a precursor to holographic teaching, we recommend 
                                     regularly using webinars and virtual classrooms (e.g., via Microsoft Teams, Zoom) to 
                                     bring global experts into Al Turath’s lectures. Students can also collaborate online 
with peers from partner universities on projects, preparing them for a connected world. The university
enhances students’ digital literacy and cross‑cultural communication skills by normalising digital
collaboration.

                                      Student Support and Success Analytics: Utilising digital tools to support students   
                                      outside the classroom. This involves implementing early alert systems that track                
                                      academic performance data and flag at‑risk students for timely intervention. Predictive  
                                      analytics (e.g. based on LMS engagement or grades) can help advisors personalise 
                                      student support, boosting retention and success rates. Many universities focus on such 
                                      data‑driven student success initiatives – for instance, predictive analytics is widely seen
as a solution to improve outcomes. Al Turath will ensure that any analytics are used ethically and with human
oversight, aligning with best practices. Additionally, online tutoring services or AI‑assisted study tools
(addressed in the AI section) will complement traditional support services.
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LMS Enhancement

Blended Learning

Digital Content
Creating high-quality

digital learning
materials.

Employability Faculty
Development
Providing training for
instructors to use
digital tools.

Providing training for
instructors to use

digital tools.

Student Support

Collaboration
Expanding virtual
collaboration tools for
global learning.

Upgrading the LMS to
serve as a central

digital hub for courses.

Integrating online
activities with face-to-

face instruction.

Embedding
employability skills into

the curriculum.

Digital Learning Strategy

The aim is to make learning more flexible, engaging, and personalised digitally. Nota‑
bly, surveys show that students appreciate robust digital offerings – in one EY study
(2022), 91% of students said digital tools met or exceeded their expectations for
teaching and learning.

By systematically improving our digital learning environment, Al Turath University will 
similarly raise student satisfaction and learning outcomes. This will position the uni‑
versity as a forward‑looking institution that equips graduates with modern skills and 
capabilities crucial for success.
All digital teaching initiatives will be continually assessed via feedback and learning 
analytics to ensure quality and effectiveness. Furthermore, our strategy stays inclu‑
sive: we will provide necessary digital access and training to all students (including 
those with disabilities or from disadvantaged backgrounds) so that the benefits of 
digital education are equitably distributed.
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5. Artificial Intelligence and Generative AI
Artificial intelligence will be a game‑changer in higher education, and we can empower Al Turath University to
harness AI and generative AI (such as large language models) to enhance teaching, research and administra‑
tion. Our approach is grounded in a human‑centred and ethical use of AI, in line with UNESCO’s global guid‑
ance, which emphasises putting human values and equity at the core of AI in education. Key initiatives include:

Integrating AI tools into the learning process to provide personalised and adaptive learning experiences. For
example, intelligent tutoring systems can offer students tailored practice exercises or feedback based on their
progress. Students may use generative AI tools (like ChatGPT‑style assistants) to generate practice questions,
summarise complex readings, or explore what‑if scenarios, always under proper guidance. Faculty can lever‑
age generative AI to help design course materials, produce multilingual translations of content, or create sim‑
ulations that respond to student input. To maintain academic integrity, clear policies will be established about
appropriate AI use in coursework (e.g. disclosure of AI assistance, avoiding plagiarism). With the proper safe‑
guards, AI can significantly enrich learning; for instance, some universities are experimenting with AI chatbots
as digital tutors that quiz students (Stanford University has a chatbot that acts as digital flashcards to quiz
students for exams). Such tools could improve study efficacy and will be tested at Al Turath in pilot courses.

AI‑Augmented Learning

AI Integration at Al Turath University

Deploying autonomous
AI agents to assist in

various university
functions.

Fostering research and
innovation through

hands-on AI
experience.

Enhancing education
through personalized
and adaptive AI tools.

Optimizing university
operations with
predictive analytics
and AI tools.

Facilitating content
creation and
accessibility across the
institution.

AI-Augmented
Learning

AI and Data
Analytics Lab

Agentic AI Systems

Generative AI
Support

AI-Driven
Administration
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Administrative AI Tools

Ethical Governance of AI

Generative AI for Content Creation

We will help the university explore using generative AI to support content creation and research. This might in‑
clude generating draft text for routine institutional documents, creating sample datasets or code for teaching
programming, or aiding researchers in literature reviews by summarising large volumes of academic papers.
Generative AI can also power language tools to assist English‑language learners or translate materials be‑
tween Arabic and English, thereby improving accessibility. All AI‑generated content will remain subject to hu‑
man review – AI is a productivity aid, not a replacement for academic and professional judgment. By training
faculty and staff in AI literacy, we ensure they can effectively use these tools and critically evaluate AI outputs
(recognising limitations like possible biases or errors). Indeed, UNESCO’s 2024 AI competency framework for
educators underlines the skills needed to work alongside AI, and we will adopt such guidelines in professional
development programs.

Establishing an AI and Data Analytics Lab where students and faculty can experiment with machine learning
techniques on real‑world problems. This lab (potentially part of a new Center of Innovation) would provide
computing resources (including GPU‑powered workstations or cloud AI credits) to support coursework and
research in AI. It aligns with Iraq’s national priority to advance AI capabilities and could attract external
funding or partnerships. The lab would also promote interdisciplinary projects – for example, using AI in
healthcare research or engineering – elevating the university’s research profile. Recent support for AI in Iraqi
higher ed‑ ucation, such as a $2.1 million US grant to the American University of Iraq–Baghdad to establish
an AI and digital innovation lab, shows such initiatives’ potential funding avenues and importance. Al Turath
will seek similar collaborations or grants to build its AI infrastructure.

Beyond academics, we will support the university use AI to streamline administrative functions (detailed fur‑
ther in the next section on agentic AI). This includes employing AI for tasks like automated student advising
(e.g. course recommendation systems that help students plan their degree path) or using machine learning to
analyse operational data (for instance, predicting enrollment trends or optimising class schedules). Over time,
data from various systems can feed AI models to provide predictive insights, such as identifying which stu‑
dents might need extra support or forecasting the impact of policy changes. These data‑informed decisions
will make the University’s operations more proactive and efficient.

We will help the University establish an AI Ethics and Governance Committee to develop guidelines for AI use
across the University. This body will ensure compliance with global ethical standards and local regulations,
addressing issues like data privacy, algorithmic bias, transparency, and the impact on jobs. For example, if AI
is used to evaluate student work or assist in grading, the committee will set policies to keep a human in the
loop to prevent unfair outcomes. The committee will draw on recommendations such as UNESCO’s
“Guidance for Generative AI in Education and Research” (2023), which provides a comprehensive framework
for integrating generative AI tools safely and meaningfully in education. By proactively managing AI’s
integration, Al Turath can avoid pitfalls and ensure that AI adoption upholds the University’s academic
standards and values.

AI‑Powered Research and Innovation
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Administrative AI
Tools

Streamlining
administrative

functions with AI

Ethical
Governance of AI

Ensuring ethical
AI use with

guidelines and
policies

Integrating AI
tools for
personalized
learning
experiences

Using AI to
support content

creation and
research

AI-Powered
Research and

Innovation
Establishing an AI
lab for research
and innovation

AI-Augmented
Learning

Generative AI for
Content Creation

Enhancing Education with AI

Overall, the strategy treats AI as a powerful enabler: automating mun‑
dane tasks, providing deeper insights from data, and offering person‑

alised support to learners. By thoughtfully adopting AI and training our
community in its use, Al Turath University can significantly enhance
quality and innovation in teaching and administration. These efforts

will contribute to building a future‑ready institution where humans and
AI work together to achieve educational excellence. 
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6. Agentic AI in Administrative and
Academic Functions
A particularly cutting‑edge aspect of our plan is the introduction of agentic AI – AI systems with a de‑
gree of autonomy that can reason, adapt, and act on tasks to assist university operations. Agentic AI
has the potential to function like virtual staff members or assistants, handling routine workflows and
augmenting decision‑making. By 2025, early examples of such AI “agents” have emerged (e.g. OpenAI’s
prototype “Operator” agent that can use tools and perform tasks via a browser), and higher education
stands to benefit tremendously from this trend. We will assist Al Turath University to gradually imple‑
ment agentic AI solutions in areas such as:

Student Services Chatbots: Deploying AI chatbots to provide 24/7 support for student inquiries
(admissions, enrolment, FAQs, IT helpdesk, library services). These chatbots can handle a large
volume of routine questions, freeing up staff time. They will be capable of natural language
conversation (in Arabic and English) to guide users through processes, for example, answering
questions about the LMS or university policies. A successful case is Northwestern University’s
chatbot that assists users with the learning management system around the clock. Al Turath’s
chatbots will be continually refined with data and will escalate complex issues to human staff
when needed, ensuring a smooth student experience.

Academic Administration: Using agentic AI to reduce administrative burdens. An AI agent can
scan new research relevant to a department and compile summaries or suggestions for cur‑
riculum updates, ensuring academic programs stay current. It could also assist instructional
designers by reviewing course syllabi and suggesting improvements or new resources from its
knowledge base. At the end of each term, an AI could analyse course outcomes and student
feedback, proposing data‑driven adjustments for the next iteration of the course. These func‑
tions resemble a diligent research assistant working continuously in the background, as one
expert imagines future AI “agents” to be like a 24/7 PhD‑holding assistant for faculty.

Virtual Teaching Assistants: Integrating AI agents into the virtual classroom environment to
sup‑ port instructors. For instance, an AI agent could monitor online discussion boards,
automatically flagging or even responding to common questions to keep students engaged.
With faculty over‑ sight, an AI assistant can pose follow‑up questions to deepen discussion or
provide instant feed‑ back on quizzes, emulating some duties of a human teaching assistant. It
can also track student submissions and alert the lecturer to any missing or late assignments, or
unusual patterns (e.g. a student posting unusually short responses). By acting as a tireless aide,
the AI frees instructors to focus on higher‑order teaching tasks such as mentoring and content
refinement.
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Administrative Workflow Automation: Implementing AI agents in university offices to auto‑
mate paperwork and routine decision support. For example, an agent could collate data and
draft initial versions of reports (annual departmental reports, accreditation self‑studies, grant
proposals) which administrators then review and refine. It can fill forms, prepare
recommendations, and route documents for approval, drastically reducing processing times.
In the Regis‑ trar’s office, an AI might help check student records for graduation eligibility and
generate alerts for missing requirements. In HR, an AI could pre‑screen job applications
against set criteria, flag top candidates, and assist in scheduling interviews. These
applications illustrate how agentic AI can tackle the “mountains of paperwork” in academia,
initially under human supervision and eventually more autonomously.

Data Analysis and Decision Support: Employing AI to continuously analyse institutional data
(enrolment trends, financial data, research output metrics, etc.) and present actionable in‑
sights. An AI agent might scrutinise recruitment and marketing data, suggesting micro‑adjust‑
ments in outreach strategies to boost student applications. It could monitor social media and
web analytics to inform the communications team’s decisions. In facilities management, an AI
could optimise schedules for maintenance staff or energy usage patterns. By having AI agents
handle these complex but routine analyses, the leadership can receive up‑to‑the‑minute
reports and forecasts, supporting evidence‑based decision‑making at all levels.
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The introduction of agentic AI will be done carefully and in consultation with stakeholders. Initial pilots
(for example, a chatbot in one department or an AI assistant for a few faculty members) will help us
evaluate effectiveness and address any concerns. We will also invest in training staff to work along‑
side these AI tools, shifting roles toward supervising AI outputs and handling exceptional cases, a trend
anticipated in workforce transformation where AI takes over repetitive tasks. 

The ultimate goal is not to replace staff but to augment human capabilities: allowing staff and faculty 
to devote more time to strategic, creative, and interpersonal aspects of their roles, while AI handles 
the heavy processing and administrative load. This aligns with emerging best practices in higher edu‑
cation, where agentic AI is seen as a means to simultaneously achieve greater efficiency and person‑
alised attention.

Al Turath University positions itself at the forefront of innovation by embracing agentic AI. Many of 
these technologies are just becoming viable, so Al Turath’s early adoption and experimentation will 
distinguish the University within Iraq and internationally. As always, human oversight, transparency, 
and ethical use will guide our implementation to ensure these AI agents earn the trust of our commu‑
nity and genuinely serve the University’s mission.
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7. Hologram Technology for Immersive
Education
In keeping with the pursuit of cutting‑edge educational experiences, we will explore how Al Turath University
could leverage hologram technology to create immersive learning environments. Holographic displays can
project three‑dimensional lifelike images of people or objects, enabling novel ways to connect and engage in
the classroom. Our vision is to leverage holograms for:

                      Guest Lecturers and Remote Teaching: Using holographic projection to bring remote      
                    experts and international lecturers “into” our classrooms in real time. Rather than a 
               flat video conference, a hologram can provide a sense of co‑presence – the illusion of 
         being there with someone physically elsewhere. For example, a renowned professor in 
     London could appear as a life‑size hologram at Al Turath and interact with students almost as 
if in  person. This offers the benefit of global expertise without travel costs or delays, aligning
with eco‑friendly practices by reducing travel‑related carbon footprint. Early trials in the UK (Loughbor
‑ ough University) examine whether students find a hologram guest speaker engaging and “socially
present” as an in‑room teacher. Al Turath can partner with tech providers to pilot a holographic 
lecture in a large auditorium, thus placing itself among pioneering institutions in the region.

                       Interactive and Experiential Learning: Holograms allow the projection of 3D models 
                      and scenarios that can significantly enhance teaching in fields like medicine,              
                  engineering, or art and design. Instead of static images in a textbook, students could   
              observe a rotating hologram of a human organ, an architectural structure, or a historical    
        artefact, viewing it from all angles for deeper understanding. By controlling the holographic 
“pixels,” instructors might create immersive case studies or simulations: for instance, displaying 
a realistic scenario with actors via hologram and pausing at decision points for students to 
discuss options. This kind of live, visual case study can make abstract concepts tangible and 
improve knowledge retention. As another example, students in creative disciplines could present 
their work as holograms, bringing imagination to life and encouraging innovative expression.
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                          Immersive Telepresence and Collaboration: Beyond teaching, holograms can be 
                            used for administrative meetings, conferences, or inter‑university collaborations.
                      University board members or partners from abroad could appear via hologram for im‑
                   portant events or seminars, underlining Al Turath’s technological sophistication. 
             Likewise, students could participate in virtual academic competitions or cultural
exchanges with peers overseas, interacting as holographic projections in each other’s venues.
This sense of “being to‑ gether” across distances could enrich cross‑cultural learning
experiences. 

                         AI‑Enhanced Holographic Tutors: Combining hologram displays with AI could enable   
                            interactive avatar‑based learning. A hologram does not need to represent a live    
                        person it could be an AI‑driven avatar of a historical figure or a virtual mentor with 
                 whom students can converse. Imagine a history class where students “interview” a 
             holographic avatar of an ancient scholar or national hero, with an AI providing the answers
based on historical records. This merges the agentic AI concept with holographic presence, creating
a highly engaging educational tool. Loughborough’s early exploration suggests such an avatar could
embody a uni‑ versity’s values or culture to strengthen community connection. In the long term, Al
Turath might develop its own AI‑powered holographic guides (for example, a hologram of a famous
Iraqi scientist who can answer STEM questions) to inspire and educate students interactively.

Enhancing Education with Hologram Technology

Remote Guest
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Interactive 3D
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To implement holographic capabilities, the University will likely start with a “hologram classroom” or dedicated
studio equipped with the necessary hardware (such as transparent LED screens or holographic projection box‑
es). Loughborough University’s approach, for example, uses box‑type displays with high‑quality transparent
LEDs and special lighting effects to render a realistic 3D human or object. Over the next 1–2 years, we propose
monitoring advances in hologram technology and conducting a small‑scale trial. The trial goals would be to
evaluate student perceptions of engagement and learning efficacy with holograms and to develop faculty
training for effective use of this novel medium. We anticipate that hologram technology could move from a
novelty to a regular feature of our pedagogical toolkit as costs come down and techniques improve. Adopting
holograms will also require building new digital literacies among students and staff, understanding how to
communicate and present in an immersive 3D context. We will include these considerations in our training
programs.

By investing in holographic education, Al Turath University can differentiate itself as a regional leader in in‑
novative teaching. While there are upfront costs and a learning curve, the potential returns regarding stu‑
dent engagement, global connectivity, and institutional reputation are significant. We will seek partnerships or 
sponsorships (perhaps from technology firms or cultural institutes) to support hologram pilot projects. The 
hologram initiative exemplifies the University’s commitment to providing students with world‑class, future‑ori‑
ented learning experiences.
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PHASED IMPLEMENTATION ROADMAP
ATU’s transformation journey aligns institutional health and digital capability building with measurable milestones. The 

roadmap phases below are synchronised with the diagnostic framework:
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Phased Implementation Roadmap
Al Turath University’s transformation journey combines institutional health uplift and digital capability build‑
ing. The three phases below are structured to align with budget cycles, staff capacity and the twelve‑domain
framework outlined earlier. Each phase deepens maturity in technology and governance, teaching, research,
student experience and external engagement, ensuring the University’s reputation grows in step with its digital
sophistication.

Integrated Digital‑and‑Institutional‑Health Assessment: Conduct a baseline evaluation of ATU’s current capa‑
bilities across all twelve domains (governance, people, processes, data, technology, stakeholder outcomes).
The assessment uses an industry‑validated maturity benchmark with five levels (Initial → Optimised) and pro‑
duces a heat‑map that sets quantitative targets for improvement.

IoT Pilot Projects: Deploy a limited IoT pilot focused on energy efficiency and safety. For example, install 
smart thermostats and occupancy sensors in one or two buildings, and implement an IoT‑based access con‑
trol system in a dormitory or lab. These can demonstrate cost savings and gather data to justify broader IoT 
expansion.

Infrastructure Upgrades (Foundational): Invest in critical infrastructure improvements immediately. This in‑
cludes campus‑wide high‑speed internet (upgrade Wi‑Fi and wired networks), enhancing server capacity or 
cloud subscriptions for LMS and administrative systems, and improving cybersecurity defences. Also, mod‑
ernise classroom technology by equipping a set of pilot “smart classrooms” with updated computers,
projectors/interactive boards, and lecture capture tools.

LMS and Platform Optimisation: Optimise the LMS and train faculty on its advanced features. Push for
every course to use the LMS for at least basic materials and communication. Implement an online video
conferenc‑ ing integration for virtual classes or guest lectures. These quick wins will visibly improve the
student experi‑ ence early on.

Governance and Strategy: Form a Digital Transformation Steering Committee (including leadership, IT, aca‑
demic staff, and students) to oversee the initiative. Develop a detailed digital strategy document and
update relevant policies (e.g. IT usage, online learning, data security) to support transformation. Ensure the
strategy is integrated into the University’s overall strategic plan (“the university strategy in a digital world”
rather than a standalone IT plan).

1
Phase 1: Short-Term (Year 1–2)
Diagnostics / Foundation and Quick Wins

Goal: Establish the groundwork for digital transformation and achieve early suc‑
cesses to build momentum.
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AI and Analytics Pilots: Introduce a chatbot on the University website to handle common inquiries (admis‑
sions or IT help). Provide a small group of interested faculty access to AI tools (like a GPT‑based teaching
assistant in the LMS) under controlled conditions and gather feedback. Also, start using basic analytics from
LMS and student records to inform advising (perhaps identify struggling first‑year students and intervene).

Capacity Building: Initiate training sessions for staff and faculty on key new systems (LMS usage, data
security practices, basic data analysis, etc.). Raise awareness through seminars about the transformation
goals and how each person can be involved. Early adopters and digitally savvy staff can be highlighted as
champions to encourage peer learning.

Smart Campus Expansion: Scale IoT deployment to cover the broader campus. By this time, plan to implement
smart HVAC and lighting in all significant buildings, campus‑wide security IoT systems (networked surveil‑
lance and alarms), and a unified dashboard for facilities management to monitor these systems. Additionally,
the smart transportation and parking system should be rolled out if not done in Phase 1, so that real‑time
shuttle info and parking availability are accessible to users.

Hologram Classroom Pilot: Implement a pilot hologram teaching session, perhaps by inviting a partner univer‑
sity professor to “beam in” as a holographic lecturer for a special talk or a module. Use this to test technical 
feasibility (setup, bandwidth, display quality) and to gather student reactions. If positive, plan to procure a 
permanent holographic display setup and include holographic guest lectures as a periodic feature in various 
faculties (for instance, one per semester in different departments).

Advanced AI Integration: Establish the AI and Data Analytics Lab by Year 3, using internal funding or external 
grants. Introduce more sophisticated AI tools: for example, an AI‑driven academic advising system that can 
suggest degree plans or an AI tool that scans research funding opportunities and matches them with faculty 
interests. Experiment with an agentic AI assistant in one administrative department (e.g. let an AI help the 
Marketing department by analysing social media engagement and drafting weekly content suggestions). Eval‑
uate the impact on efficiency and adjust workflows accordingly. At this stage, the University’s AI policies will 
also be refined based on Phase 1 experiences and evolving global best practices.

Digital Learning Maturity: Launch a formal Centre for Teaching and Learning with Technology that supports 
faculty in course redesign for digital formats. By Year 3, aim for a significant percentage of blended courses 
or web‑enhanced courses. Introduce one or two fully online certificate programs, potentially, leveraging the 
improved LMS and Faculty skills. Continue investing in digital content libraries and subscribe to global digital 
courseware as needed. Student feedback and outcome data should be used to iterate on improvements each 
semester.

2
Phase 2: Medium-Term (Year 3–4)
Integration and Expansion

Goal: Build on the foundation to integrate digital solutions across more domains
and scale up successful pilots.
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Systems Integration and Data Strategy: By Year 3, work on integrating data from various systems (IoT plat‑
forms, LMS, SIS, HR, finance) into a central data repository or warehouse. Develop a campus analytics dash‑
board for leadership that can show key metrics (enrollment trends, space utilisation, student engagement
levels, etc.) at a glance. This will support evidence‑based planning and can highlight returns on investment
from the digital initiatives.

Policy and Culture Evolution: Revisit and update policies such as intellectual property (for digital content cre‑
ated), remote work or study policies (since more online elements are in place), and data governance. Cultur‑
ally, continue encouraging innovation – perhaps institute an internal grant or award for faculty experimenting 
with novel edtech or AI in their work. Ensure recognition and incentives are aligned so staff remain motivated 
through the changes. A midpoint review of the digital transformation should be conducted at the end of Year 
4 to measure progress on the THE DMI dimensions and adjust strategies as needed.

Integrated Mid‑Point Maturity Review: Carry out a mid‑point Integrated Maturity. Re‑run the Integrated Digi‑
tal‑and‑Institutional‑Health Assessment to update the heat‑map, report KPI progress and recalibrate Phase 3 
priorities, budget and risk mitigations.

Fully Smart and Connected Campus: By Year 5 and beyond, the aim is for Al Turath University to function as
a fully smart campus. IoT systems will be pervasive—every building, classroom, and service potentially gen‑
erates data to optimise real‑time operations. For example, intelligent systems automatically adjust resource
allocation: if data shows low utilisation of a facility at certain hours, schedules are adjusted, or areas are
repurposed dynamically. Thanks to AI analysis of Iot sensor data, maintenance may become predictive (fix
issues before failure).

Digital by Default in Academics: All programs should leverage digital platforms extensively. Even traditional 
in‑person programs will have rich online supplements and data‑driven support structures. The University
could launch online degree programs accessible to students nationwide, capitalising on the digital 
infrastructure and experience gained. Virtual exchange programs or multi‑campus online collaborations
might be routine, giving students a global exposure. At this stage, digital pedagogy is a core strength of the
 university – new faculty hires are chosen partly for their adaptability to innovative teaching,  and the
University’s reputation for digital learning excellence attracts students.

3
Phase 3: Long-Term (Year 5 and beyond)
Optimisation and Innovation

Goal: Achieve a high level of digital maturity (“Optimised” stage) where data and
innovation drive continuous improvement are institutionalised.
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This phased roadmap is currently conceptual but strategic– it outlines the
kinds of steps that need to be achieved by when, without prescribing overly
rigid steps. The diagnostic reviews conducted in stage one will determine
actions and details on the most effective way forward for the institution.
Flexibility will be maintained to adjust to new opportunities (for instance, a
new government grant or a breakthrough technology might accelerate
certain parts). Progress will be measured throughout each phase using our
Digital Maturity Index criteria, aiming to move from mostly Intention‑ al
implementations in Phase 1 to Integrated in Phase 2, and towards an
Optimised state in Phase 3. Importantly, each phase’s completion will be
celebrated and communicated to sustain enthusiasm among stakeholders.
This gradual, well‑prioritised approach ensures the digital transformation is
sustainable and delivers tangible value at each step, building confidence for
further investments.

Advanced AI and Agentic Systems: The University will continuously adopt the latest AI advancements. In the
long term, agentic AI might handle complex tasks autonomously, such as running a “digital twin” of the univer‑
sity for scenario planning. We envision AI assisting in strategic decisions, for instance, modelling the impact of
opening a new program or building, thus aiding governance. Administrative processes could be heavily
automated: a student applying to Al Turath might experience a nearly instantaneous, AI‑guided admissions
process (from application review to initial advising). Daily operations, from library management to alumni out‑
reach, would be optimised by AI recommendations. Human staff roles will have shifted to oversight, strategy,
and interpersonal engagement that AI cannot replicate.

Institutional Innovation & Research Leadership: As a mature digital institution, Al Turath should also contrib‑
ute to innovation in the sector. We aim to host digital education conferences or join international research 
consortia on edtech, AI in education, and smart campus development. The University can share data and out‑
comes from its transformation (respecting privacy) to help other Iraqi or regional institutions in their journeys, 
thereby establishing Al Turath as a national leader in digital transformation. New areas like big data research, 
cybersecurity, or AI ethics could become research focus areas for the University, building academic prestige.

Continuous Improvement Mechanisms: Even after initial goals are met, digital transformation is an ongoing 
process. We will institutionalise continuous feedback loops: regular student and faculty surveys on digital ser‑
vices, an innovation pipeline for proposing and piloting new technologies, and periodic re‑evaluation of our dig‑
ital strategy. By Year 5, the University should have a permanent Office of Digital Transformation (or equivalent) 
ensuring that we remain at the cutting edge and that any technological obsolescence is proactively addressed 
through lifecycle upgrades. Essentially, the culture of the University will embrace change and value agility and 
lifelong learning, which is the hallmark of an optimised digital organisation.
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Funding Opportunities and Models
Identifying and securing funding is critical to implement this digital transformation. The proposal recommends
a mix of funding sources and models, leveraging both internal and external opportunities available in Iraq’s
higher education landscape:

                                    Industry Partnerships (Public‑Private Partnerships): Collaborating with technology com‑ 
                                    panies can defray costs and bring cutting‑edge expertise. Potential partners include 
                                    global tech firms (such as Microsoft, Google, Amazon Web Services, Cisco, and Huawei) 
                                    with education outreach or donation programs. For instance, companies might provide 
                                    cloud credits, discounted hardware, or even direct investment in exchange for pilot testing  
                                    new solutions on campus. We will explore programs like Microsoft’s Azure Education
credits for AI and cloud, or Cisco’s Networking Academy for training and equipment, which could substantially
benefit our plans for infrastructure and training. Local telecom providers in Iraq (e.g. Zain, Asiacell) could also
partner on upgrading campus connectivity or sponsoring smart campus features as part of their corporate
social re‑ sponsibility. A structured outreach will be done to engage such companies, highlighting that
partnership with Al Turath University will showcase their technology’s impact in the education sector.

                                   International Grants and Partnerships: There is significant international interest in uplift‑     
                                    ing Iraq’s higher education through digital means. For example, the U.S. Department of    
                                    State recently funded a $2.1 million grant to AUIB (American University of Iraq–Baghdad) 
                                    to advance AI and digital education initiatives. We can support Al Turath University 
                                    to pursue similar opportunities through U.S. Embassy programs, the United Nations  
                                    (UNESCO, UNDP) or the World Bank, which often supports educational ICT projects in
developing regions. The European Union has also been involved in Iraq’s education sector (as a co‑chair in
education coordination, so EU funding (Erasmus+ capacity building grants, for instance) could be sought for
components like faculty training or building digital infrastructure. Additionally, membership in the Digital
Cooperation Organization (DCO), which Iraq joined in 2024, may open doors to expertise exchange and
funding from a coalition of tech‑forward countries. We will actively network with these bodies and respond to
calls for proposals that match our project components.

                                  Government Funding and Grants: Aligning our plan with national strategies enhances pros‑             
                                   pects for government support. Iraq’s Ministry of Higher Education and Scientific Research  
                                   has adopted a “futuristic vision” for full digital transformation and is likely to fund related      
                                   projects. We will support the university in its efforts to actively seek grants or budget al‑ 
                                   locations under initiatives like the newly launched Digital Transformation and Automation   
                                   Center at the Ministry. Furthermore, Iraq’s public spending on education is projected to
increase (with targets of 16% of the budget by 2030), and a special budget item for education transformation
projects is being established. Al Turath can advocate for some of these funds by demonstrating our readiness
and a detailed plan aligned with national goals. We can help the university prepare proposal documents to
submit to the Ministry, highlighting how our project can serve as a model for other universities in Iraq.
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In pursuing these funding avenues, it’s crucial to articulate the value proposition: how our
digital transformation will contribute to national development, student empowerment, and
workforce readiness in Iraq. We will highlight that investment in Al Turath’s digital capacity
helps produce graduates skilled in emerging technologies (AI, IoT, etc.), which aligns with
Iraq’s economic priorities. Moreover, by phasing projects, funders can target the phase
that matches their interest (some might fund infrastructure, others capacity building, etc.).
We will also maintain transparency in fund utilisation and demonstrate impact with
measurable indicators (energy saved, students served online, etc.) to build trust with
funding providers.

Finally, funding sustainability will be addressed by integrating ongoing costs (software 
licenses, cloud services, equipment maintenance) into the University’s operating budget 
from the start. The Board’s commitment to prioritising digital initiatives in financial plan‑
ning will be key. As Iraq increases education spending to approach international bench‑
marks, Al Turath University can confidently leverage that trend, ensuring we find startup 
funds for projects and maintain and grow them in the long run.

                                  Institutional Budget and Phased Investment: We will assist the University with strategi‑             
                                  cally allocating funds over multiple fiscal years. By phasing the project, we can dedicate 
                                  a portion of our annual capital expenditure to digital transformation – for example, year 
                                  1 budget focusing on network hardware, year 2 on IoT devices, year 3 on lab facilities, 
                                  etc. Ef‑ ficiencies gained (such as energy savings from IoT or streamlined processes 
                                  from AI) can be quantified, and the cost savings redirected to further investment (a 
virtuous cycle). We will treat some digital initiatives not just as costs but as potential revenue enablers:
launching online programs could generate tuition revenue, and digital improvements might attract more
students or external research grants, strengthening the University’s finances. The proposal suggests
creating a Digital Transformation Re‑ serve Fund where any annual budget surplus or special donations are
earmarked for these initiatives, ensuring continuity of funding.

                                    Collaboration with International Universities: Beyond direct funding, forming partnerships                
                                    with well‑resourced international universities can help share costs or obtain in‑kind sup‑  
                                    port. Joint grants (for example, via Erasmus+) could fund exchanges of experts, curricu‑                   
                                    lum development for digital skills, or research into digital education effectiveness. We can 
                                    assist Al Turath seek a mentor relationship with a university that has undergone a similar 
                                    transformation, which might provide low‑cost consultancy or software resources. The ref‑
erenced partnership between AUIB and Vanderbilt University in establishing education and AI programs is an
inspiring model – a similar approach could be to partner with a UK university to gain expertise and possibly
access to their digital platforms under license.
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