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Introduction to Strategic Planning Study 
 

This report was produced as a requirement of the Governance Team for the Consulting 
Services for the Higher Education Reform Project1. During the data gathering phase of 
the study the International Consultant for Governance and Team Leader, Dr. Peter Horn, 
personally interviewed those representatives responsible for Strategic Planning from the 
four pilot HEIs (MNUMS, NUM, IDER and Otgontender Institute) in addition to 
representatives from MNULS and MUST. Dr. Horn also reviewed the organization charts 
of each of the above institutions. 

 
The National Consultant for Governance and Deputy Team Leader, Mr. J. Sukhbaatar, 
was not available to attend these meetings or participate in the Strategic Planning study 
due to his duties outside of the project. However, other National Consultants from the 
CSHER project offered their support and expertise in identifying those individuals at each 
of the above institutions responsible for strategic planning. In particular, Mr. Tumurbaatar 
Nadmidtseren the National Consultant for Accreditation in Agricultural Programs 
generously took time from his busy agenda to help arrange the majority of these meetings. 
He also provided logistical support, accompanied Dr. Horn to these meetings and 
provided translations services as required. HERP administrative support staff member 
Ms. Bayarchimeg Alzakhgui also helped arrange some of these meetings, provided 
logistical support, accompanied Dr. Horn to some meetings and provided translations 
services as required. The contribution of these individuals was critical to the successful 
completion of the study 

 
The contents of this report are the result of the analysis of the data collected during these 
personal interviews plus the interpretation made after a r eview of the institutional 
organization charts. This analysis took place in the context of generally accepted best 
practices in strategic planning in higher education, internationally. This report attempts to 
be very respectful of the hard work currently being done by those individuals responsible 
for strategic planning in each of the studied HEIs and their candor during the interviews. 
The report is also sensitive to ensure that comments presented do not appear overly 
critical of that hard work. Strategic planning has played a substantial role in the success 
of the studied HEIs. The contents of each of the chapters in this report address 
“opportunities for improvement” in the strategic planning activities of the studied HEIs, as 
identified during this study; and are offered in the context of “continuous improvement” to 

 
 
 
 

 

1 Final Inception Report,  revised based on ADB and MECS comments, February 27, 2015 - 
Mongolia: Higher Education Reform Project, ADB Project, No. 43007- 023, Project Code: HERP 
MON Loan No. 2766, Consulting Services for Higher Education Reform, Section IV Appendices, 
Appendix A – Terms of Reference, Section E, Item 1. 

https://webmail.networksolutionsemail.com/appsuite/
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help raise the level of these activities to meet internationally accepted best practices in 
strategic planning in higher education for Mongolian HEIs. 

 
The main findings of the study may be summarized as follows: 

 
1. It was not evident that studied institutions had developed and put in place a cross 

functional, all-inclusive Strategic Planning Committee, responsible to the Board of 
Trustees, with representation from all institutional constituents. While being 
responsible to The Board of Trustees, the Strategic Planning Committee may 
report through the President. The common response of interviewees to the 
question “Who does the strategic planning in your institution?” was “I do!”. There 
seemed to be a lack of appreciation of the benefits of an all-inclusive strategic 
planning process which brings input from all institutional constituents into the 
development and implementation of the strategic plan. When discussing the fact 
that it is common practice for HEIs to bring students into the strategic planning 
process, one response was “But, they are students?” 

 
Chapter 3 outlines the benefits to be achieved with a coordinated Strategic 
Planning Process and the formation of a c ross functional Strategic Planning 
Committee with representation from all institutional constituents and reporting to 
the Board of Trustees. Appendix 1 outlines a typical profile for an HEI Strategic 
Planning Committee, and Appendix 2 provides a sample mandate for an HEI 
Strategic Planning Committee. 

 
2. It was not evident that the studied HEIs had systematic, documented, formalized, 

all-inclusive strategic planning processes that solicit input from all institutional 
constituents utilizing common internationally accepted strategic planning tools. 
Chapter 1 of this report provides a summary of international best practices for 
strategic planning within and across higher education institutions including the 
benefits of a mechanism for soliciting input from all institutional constituents. 
Chapter 2 outlines the typical components of a Strategic Plan for higher education 
institutions and Chapter 5 details the need for clear, definitive, standardized 
processes and protocols for effective Strategic planning in higher education 
institutions. Appendix 3 outlines the most commonly used analytical tools in 
institutional strategic planning in higher education. 

 
3. It was not evident that studied HEIs had a systematic, documented process for the 

development and periodic review of the institutional Mission Statement, Vision, and 
Core Values. Chapter 2 reviews the standard components of an HEI strategic plan 
and outlines the importance of the institutional Mission Statement, Vision, and 
Core Values; while Chapter 4 outlines the need for systematic self-assessment 
within HEIs, including the review and evaluation of the strategic planning process 
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and the various components of the strategic plan. Chapter 5 also highlights the 
need for effective review and as sessment mechanisms in a self-sustaining 
strategic planning process and Chapter 7 expresses the need for efficient review 
and evaluation protocols necessary for the successful update and implementation 
of the strategic plan. 

 
4. It was not evident how institutional goals and objectives for the studied HEIs were 

developed relative to each institution’s Mission, Vision and Core values. Chapter 
1 reviews international best practices for strategic planning process and the uses 
of the common strategic planning tools in developing the goals and objectives of 
the institution and the resultant action plan necessary for successful 
implementation of the strategic plan. Appendix 1 summarizes the most commonly 
used strategic planning tools by international HEIs in developing applicable 
institutional goals and objectives and Chapter 2 defines institutional goals and 
objectives as a vital component of an institution’s strategic plan. 

 
5. In the studied HEIs it was not evident there was a systematic, documented 

strategic planning review and evaluation process. In its review of international best 
practices in strategic planning in HEIs, Chapter 1 touches on the need for efficient, 
systematic review and as sessment mechanisms, including KPIs and the 
assignment of responsibilities with performance incentives, to ensure successful 
implementation of the institution’s strategic goals and obj ectives. Chapter 2 
defines the Implementation Plan as a critical component of the strategic planning 
processes which requires performance measurement protocols. Chapter 6 begins 
the detailed discussion on l inking assessment and planning and Chapter 7 
expands on this discussion to include institutional effectiveness, administrative 
assessment plus student learning outcomes; and their required linkage to the 
strategic planning activities of the institution. This is essential to the concept of a 
“self-sustaining institution” outlined in Chapter 7. 

 
6. It was not evident that studied institutions had in place a systematic, documented, 

Implementation Plan linked to the strategic plan. The Implementation Plan 
highlights the day to day operating activities resulting from the strategic plan and 
should be understood by all institutional constituents. Without a d etailed 
Implementation Plan, linked to the strategic plan including KPIs and performance 
incentives, it’s difficult for an institution to successfully satisfy its strategic goals 
and objectives and move forward toward its Vision. International best practices on 
strategic implementation are discussed in detail in Chapter 7 and Chapter 8. 

 
7. In the studied HEIs, it was difficult to find evidence that the Strategic planning 

processes were linked to the other institutional assessment processes. Chapter 8 
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specifically identifies the need to coordinate assessment across the institution and 
tie those activities directly to satisfying the institution’s strategic goals and 
objectives as outlined in the strategic plan. 

 
8. It was not evident in the studied HEIs that there was a culture of strategic planning 

and assessment. For Mongolian HEIs to reach international standards, there 
needs to be a culture on strategic planning and assessment inherent within the 
institution. This requirement is discussed in detail in Chapter 6. 

 
9. In consideration of the above, Chapter 9 presents some detailed strategic planning 

recommendations for Mongolian HEIs to help align their strategic planning 
activities to generally accepted international best practices for strategic planning 
in higher education institutions. 



Page 5 of 96 

Strategic Planning Guidelines for Mongolian Higher Education Institutions  
 

 

 

 

Chapter 1 - Overview of Strategic Planning in Higher Education 

What is Strategic Planning? 

Strategic planning usually refers to the process which results in the development of a 
“Strategic Plan” – a long term approach for moving the institution forward. This plan 
identifies the future direction of an institution and maps the way in which that direction will 
be reached. While it is true that the practice of strategic planning has been imported from 
the business world (which had adapted it from the original military model), it is essential 
to take the specific nature and modes of operation of the university into consideration if 
strategic planning is to be effective and embraced both as a concept and a system that 
can provide direction and facilitate progress for the institution. 

 
The fundamental purpose of strategic planning in higher education is to provide an 
ongoing process of examination and evaluation of an institution’s strengths, weaknesses, 
goals, resource requirements and future prospects; and to set out a coherent plan to 
respond to the findings and build a stronger, more effective institution. It has been defined 
as “… a conscious process by which an institution assesses its current state and the likely 
future condition of its environment, identifies possible future states for itself, and then 
develops organized strategies, policies, and procedures for selecting and getting to one 
or more of them”1. 

 
The following characteristics identify an effective strategic planning process: 

 
• A clearly defined and articulated institutional direction. 
• Institutional ability to choose priorities based on self-evaluation and understanding. 
• Knowledge and ownership of the institutional direction by all major institutional 

constituencies. 
• Clearly  identified  placement  of  the  institution  within  the  local  environments 

(including the educational environment). 
• Institutional openness to growth and change. 
• Institutional ability to respond thoughtfully, but quickly, to new challenges. 
• Unified plans and actions, with clear lines of accountability. 
• Strong financial and resourcing plans to back identified strategic directions. 
• Institutional leader’s constant focus on the plan with all constituent groups. 
• An efficient but effective assessment and reporting strategy. 

 
Strategic planning does not occur in a vacuum. It happens within, and is shaped by such 
externalities as the higher education environment, national higher education policy and 
available resources, on the one hand; and by internal factors such as institutional culture, 
mission and vision, on the other. An effective strategic planning process is guided by 

 
 

 

1 Peterson, M.W. 1980. ‘Analyzing Alternative Approaches to Planning’. Improving Academic Management. 
San Francisco: Jossey-Bass Publishers. p. 114. 
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fundamental assumptions about the functions and roles of higher education in society 
and, most importantly, about the vision, mission, goals and place of that specific institution 
in society. In this sense, no two strategic plans will be the same. Each will be defined by 
the mission the institution sets for itself, its current capacity, its goals for the future, the 
accuracy of its assessment of the environment, and the effectiveness of its 
implementation. Effective strategic planning assists in the efficient management of the 
institution by the prioritization of limited resources and the encouragement of institutional 
unity around agreed strategies by giving a clearly defined path of action. 

 
Three main tasks direct an effective strategic planning process – Strategic Thinking, 
Master Planning, and Strategic Management. 

 
1. Strategic thinking best describes the part of the process that considers the broad 

picture of an institution and identifies main strategies that will provide institutional 
strength and focus. This will include consideration of the internal and external 
factors inhibiting and encouraging success, change and growth. It will take into 
account the institution’s mission, the communication needs of various constituents 
and map a pathway to enable planning to take place effectively. It may also include 
identification of desired institutional outcomes, such as key performance 
indicators. Overall it is concerned with the “best fit between the institution, its 
resources, and the environment.” 

 
2. Master Planning is the part of the process that moves broad strategies into 

detailed objectives and action plans. It identifies what has to happen when and by 
whom. It considers options to realize identified goals and selects those most 
appropriate. Planning is also concerned with refining outcomes, so accountability 
and evaluation of the plan are possible. The details of planning may lead to a 
rethinking of strategies, but generally the planning process supports the strategic 
thinking process. 

 
3. Strategic Management ensures that the thinking and planning processes impact 

on institutional actions. It ensures that plans move forward, that both external and 
internal constituencies remain aware of institutional direction and are updated on 
progress, and that if change needs to be managed; it is done sensitively and 
effectively. Strategic management also involves evaluation of the plan’s 
effectiveness and ensuring needed re-evaluations of strategies occur. Basically, 
strategic management ensures the strategic plan happens and that it remains a 
“live” flexible process (not a fixed unchanged document). 

 
In practice, the strategic planning process does not separate out these three tasks. Often 
the same individuals are engaged in all three processes and sometimes at the same time. 
However, the total planning process will be weakened if any one of these three areas is 
not strong. 
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Figure 1 below, gives a brief overview of the strategic planning that may occur within a 
higher education institution. It outlines relationship of various components or stages in the 
strategic plan and strategic planning process from “budgets, Infrastructure, Staff, 
Students” all the way to “Vision” and “Charter”. 

 
Figure 1:  An Overview of Strategic Planning 

 
 
The Benefits of Strategic Planning 

 
Once an effective strategic planning process is instigated within an institution, the benefits 
to the organization become apparent very quickly.  Strategic planning: 

• Creates a framework for determining the direction a university should take to achieve 
its desired future, 

• Provides a framework for achieving competitive advantage, 

• Allows  all  university  constituencies  to  participate  and  work  together  towards 
accomplishing goals, 

• Raises the vision of all key participants, encouraging them to reflect creatively on the 
strategic direction” of the university. 
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• Allows for dialogue between the participants and improves institution wide 
understanding of the organization’s vision by fostering a sense of ownership of the 
strategic plan and a belonging to the organization for constituents. 

• Aligns the university with its environment – internal and external and allows the 
university to set priorities. 

 
Current Issues in Strategic Planning in Higher Education 

 
The American Council on Education (ACE)2 has identified several key challenges facing 
institutions of higher education both domestically, and internationally: 

• A shift to the ‘knowledge society’ - The rapid, world-wide expansion of new 
information technology and improvements in communications technology have 
spawned a major expansion in the importance and promise of the knowledge 
society. 

 
• Globalization - In a world in which globalization is a growing force – with 

expanding mobility of people, access to knowledge across borders, increased 
demand for higher education (including e-learning) in developing countries, 
growing world-wide investment, and increased requirements for adult and 
continuing education – the need to expand the capacity of higher education to meet 
the needs of globalization has increased tremendously. 

 
• Under Resourcing - Higher education institutions worldwide are facing the 

problem of ‘shrinking resources and rising costs, even in industrialized countries’3, 
owing to a variety of causes including: declining government financial support; 
inability of students – particularly from poor backgrounds – to afford the ever- 
increasing tuition and fees; and the massive spending needed to bring and keep 
libraries, classrooms and science and technology laboratories up to date. 

 
• Increased competition among institutions of higher education - Higher 

education has become extremely competitive with respect to students, staff and 
resources. Public higher education institutions face intense competition among 
themselves, from private institutions at home and abroad, and from public and 
private institutions offering alternative models of post-secondary education 
delivery, including distance education and Internet-based programs. 

 
• The needs of a diverse and divided society - Higher education institutions are 

called upon to serve an increasingly diverse and sometimes divided society in 
terms of language, ethnicity, socio-economic status, philosophical and political 

 
 

2 Eckel, P., Hill, B. and Green, M. 1998. ‘En Route to Transformation’. ACE Occasional Paper Series. p. 1. 
3 See Mahoney, R.I. 1997. ‘Reinventing the University: Object Lessons from Big Business’. The Chronicle 
of Higher Education, 17 October 1997. 
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outlook, religion and educational background at the same time that globalization 
demands greater mobility and flexibility. 

 
In  turn,  an  effective  strategic  thinking,  planning  and  management  process  should 
recognize the following (Figure 16 below): 

 
1. Strategy and planning in business and in higher education are different in 

several important ways. In general, business strategy and planning take place in an 
environment that is more tightly coupled than in higher education. Also decision- 
making tends to be more top-down than in most higher education environments. 
These differences generally mean that in a business setting change can take place 
more quickly. For strategic planning to be effective in higher education, an institution 
needs to know its dynamics, decision-making styles and barriers to change. A 
strategic planning process will not be effective unless it works within the normative 
operating style of the institution. This does not mean that an institution should accept 
its present decision-making process as correct—in fact, a priority strategy may be to 
reevaluate institutional processes. However, it is important that individuals 
implementing a strategic planning process recognize that if the plans involve asking 
individuals to think and operate in any unaccustomed way, careful management of 
change will be vital to avoid unnecessary obstacles. 

 
2. Planning and strategic thinking are not the same; but both need to be present 

for a total process to be successful. Planning demands preciseness and detail. An 
institution can have a plan which outlines the best organization of time and personnel 
to reach institutional objectives. This has value, but by itself does not necessarily 
include strategic thinking. As identified above, strategic thinking focuses on the larger 
picture, recognizes the external and internal factors that impact on an institution, and 
identifies shifts of direction that better place the institution within that larger picture. 
The best plans will have been developed only after considerable strategic thinking has 
identified potential future directions, and careful analysis has prioritized which of these 
should be the focal points for the next few years. Since both strategic thinking and 
detailed planning are important, a good Strategic Planning Team (Committee) will 
include individuals with complementary skills. 

 
3. It is crucial to find the balance in the strategic planning process between 

inclusiveness and good management of time. Most academic institutions are 
structured so that decision making, especially in the academic sector, is made by each 
department, school or academic committee. While it is important to ensure that any 
strategic planning process maintains the principle of academic autonomy, and while 
the greater level of inclusiveness in planning both internally and with external 
constituencies will mean more wide-ranging ownership; the agreed process does 
need to allow movement and ensure that “decisions can be made”. An institution must 
be able to change directions in response to markets without being hampered by too 
complex a process. However, in institutions where faculty hold traditionally strong 



Page 10 of 96 

Strategic Planning Guidelines for Mongolian Higher Education Institutions  
 

 

 

 

roles in decision making, it is important to negotiate a good process with the institution 
community first. 

 
4. The institution must develop a climate that is open to change and 

responsiveness to the external environment, while still maintaining a clear 
sense of Mission. Being responsive to the external environment does not mean that 
the external market should control an institution’s strategic direction. But, it does mean 
that an institution that relies too heavily on its traditional forms and types of programs 
may discover it loses its ability to operate effectively in the market place. This may 
occasionally result in a rethinking of Mission; however, change should not be a 
reactive response to the environment. The agreed Mission of the institution should 
always drive decisions. 

 
5. Once a plan has been developed, it should be presented in a clear manner to all 

stakeholders in a comprehensible form. Despite all the work that goes into 
developing a strategic plan, its effectiveness will remain limited unless it is 
communicated to all stakeholders in a simple, yet convincing manner. This will not 
mean just one presentation, but an initial presentation and then regular reports to 
identify progress. This helps provide confidence to stakeholders that the institution 
knows where it is going and is actively moving towards its goals. 

 
6. The institutional plan needs to synchronize with planning in the wider national 

educational community. No institution can plan in a vacuum. A careful analysis will 
assist an institution in identifying the expectations and opportunities of the local 
educational environment that could impact the success of its planned strategy. The 
national and international environment both provide an important context. 

 
7. All planning processes need to be backed by financial plans, though not 

necessarily limited by the present financial situation. No strategic plan is going 
to work unless it is grounded in financial reality and supported by a financial plan. 
However, plans can and often should look beyond the present financial situation of an 
institution. Income generation will in that case become an important part of the 
strategic thinking process and will influence decisions at all levels. 

 
8. The overall institutional plan needs to guide and inform unit plans. Since 

creative thinking and development of strategy should be happening at many levels in 
an institution, it is often advisable for individual units to have their own strategic or 
master plans in higher education institutions. However, unless unit plans are 
developed within some framework, the institution is likely to lose its central direction. 
Therefore, the central organizational strategy and plan (voted by the Board of 
Trustees) should be developed first and should provide the main impetus for 
institutional development, change and growth. This places the institutional plan at the 
center of strategic development and rightly confirms the role of the Chief Executive 
Officer of the institution (President, Rector, Vice-Chancellor) as the key individual 
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responsible for visioning and strategic thinking (even though he or she will most likely 
not be the individual to develop the details of the plan). Units and departments should 
then be encouraged (or expected) to respond to the wider plan, by developing 
strategies and plans focused on their areas, but in line with the central thrusts of the 
total institution. 

 
9. The strategic plan and planning process must be flexible and allow for changes 

and quick responses to external and internal opportunities and challenges. The 

 
 

Who is Involved in the Strategic Planning Process? 
 
Before the process of strategic planning begins, it is important to identify who will be 
involved and how. The three principles to keep in mind are: 
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• leadership of strategic planning needs to come from the top administration and be 
supported fully by the Board of Trustees, 

• inclusiveness is important, but not to the exclusion of moving the plan and process 
forward, 

• the overall institutional plan should take precedence and give guidance to any unit 
plans. 

 
In brief, the institutional head (Chief Executive Officer) should be the individual seen to 
lead out, communicate and facilitate the development and implementation of institutional 
strategy. Overall, involvement in planning should be wide-spread, but the processes 
streamlined and efficient. Figure 24 below shows the relationship of institutional 
constituents in the strategic planning process. 

 
The Board of Trustees - Designated as the “keepers of the university mission”, the Board 
of Trustees provides clarity and direction to the Chief Executive Officer and the 
administration. They should be actively involved at key points in development of strategy 
and in asking for accountability. 

 
Figure 24: Institutional Roles in Strategic Planning 

 
The Role of the Institutional Head - By being the chief spokesperson for institutional 
strategy, the Chief Executive Officer gives credibility to agreed plans. Although other 
individuals may lead out at key points in development and implementation of the process, 
the Chief Executive Officer is understood to speak for the whole institution. He or she 
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should instill confidence in all constituent groups that there is a clear direction for the 
institution and that there will be follow through to ensure the agreed objectives and 
strategic goals will be met. As the individual who speaks on behalf of the institution to the 
Board of Trustees, the institutional head is also responsible for involving them in the 
planning processes, ensuring their ownership of the plan, and providing them with regular 
feedback on progress. In order to ensure strategic prioritization, the Chief Executive 
Officer may also serve as an initial filter on new university initiatives and competing 
priorities at the plan implementation level. Academic and non-academic initiatives are 
brought forward to the President for review at the administrative level. This filter evaluates 
new initiatives against strategic priorities and university vision. Data, critical decisions, 
and operationalization of priorities are integrated into the university priorities through the 
Office of the President. Once vetted, strategic communication, measurements, and 
prioritization of initiatives are operationalized within the normal work system, sustaining 
new efforts within the university. 

 
The Institution’s Stakeholders - Beyond the institutional head and the Board of 
Trustees, all major constituencies of the institution need to be involved in some way in 
the strategic planning process. This does not mean all groups should sit on a planning 
committee; but it does mean that in some identifiable manner information and ideas will 
be regularly collected from important groups and that these will feed into the planning 
process. The key groups other than the Board of Trustees are the alumni, the local 
geographical community, the faculty, staff and students. Government agencies that make 
specific demands on an institution may not directly be involved in the process; however, 
their policies and expectations may impact the institution’s decisions regarding the 
strategic process and the nature of the final document. 

 
Of all of these groups, the ones most involved in the process will inevitably be those within 
the institution, and particularly administration, faculty and staff. Students, however, also 
need to have an active role in the planning process. While there is often lack of continuity 
in student representation, their voice should find a relevant outlet. 

 
The Use of an External Consultant - Some institutions choose to invite an external 
consultant to help them with their planning process and/or to write the plan. Where the 
administration remains uncertain about their skills in developing strategy, or where the 
institution is facing particularly difficulties, external objective input may be of great 
assistance. However, it is important that the individual or individuals selected are 
thoroughly acquainted with the dynamics of higher education (not just strategy in business 
settings), are willing to facilitate a process that will truly reflect the thinking of the institution 
and its Board, and will develop a plan that the institutional leadership can monitor and 
manage themselves after the initial planning is over. Another useful result of using 
external consultants is that they can help an institution think outside their usual 
parameters and routines. 
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The Strategic Planning Committee - Whatever the size of the institution and whoever 
the major players in the strategic process will be, a Strategic Planning Committee is 
needed to drive and coordinate the planning. Normally, the Chief Executive Officer would 
be an ex-officio member of the Strategic Planning Committee, but should not Chair the 
Committee. The Chair should be elected by the members of the Committee. But, any 
communicated document should still reflect clearly the Chief Executive Officer’s vision for 
the institution; albeit, a vision that may have been moderated by the work of the 
committee, and as identified above, that institutional head should still be the main 
communicator of the plan. Figure 39 gives a complete overview of the intuitional strategic 
planning process which should be overseen by the Strategic Planning Committee. 

 
Figure 39: Strategic Planning and Assessment Model 

 
The membership of the Strategic Planning Committee should seek to reflect the different 
units and constituencies of the institution. However, if the Committee is going to be active 
and effective it is important to select individuals from the different constituent groups who 
can provide the right skills to the committee. This means the members should be a mixture 
of strategic thinkers and planners. They will also need to carry the confidence of their 
peer groups, and be good communicators, as one important role of each will be to listen 
to colleagues and provide good feedback. The Strategic Planning Committee also needs 
to include individuals who can keep the group aware of the financial implications and 
limitations of their emerging plans. 
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The function of the Strategic Planning Committee is to identify the main directions for 
institutional strategy, to ensure a financial plan is developed to support any recommended 
strategy, to facilitate the total strategic planning process and to ensure good management 
processes are in place to keep plans updated and an active part of institutional life. In a 
small institution the Strategic Planning Committee may be the only planning committee. 
In larger institutions it may ask sub-committees to work on various aspects of the plan – 
ie: academic plan, facilities management plan, financial plan, unit plan - and provide 
reports to the main Strategic Planning Committee. It will also decide how the institutional 
plan will relate to unit plans and how all planning decisions will be communicated. The 
Strategic Planning Committee will be an ongoing Standing Committee, receiving updated 
information from various constituencies and recommending shifts in the direction of the 
plan as this becomes necessary. 

 
The following list identifies the possible role of the Strategic Planning Committee in 
relation to the institutional planning functions: 

• Institution Profile and the Mission Statement (Strategic Planning Committee 
facilitates and recommends to administration and Board). 

• Internal and external evaluation and scanning (primary Committee on total 
institutional issues, with possible advice from specialist sub-committees. Unit plans 
may do their own scans). 

• Key Performance Indicators (Strategic Planning Committee, with possible advice 
from specialist sub-committees. Recommendations to administration and Board). 

• Broad strategies (Strategic Planning Committee makes recommendations to 
administration and The Board of Trustees). 

• Developing more detailed objectives, identifying actions and writing the plan 
(Strategic Planning Committee or recommendation of sub-committees to Strategic 
Planning Committee). 

• Financial plan (Strategic Planning Committee or specialist sub-committee; 
recommends to administration and The Board). 

• Unit plans (developed at unit level; reported to Strategic Planning Committee). 
• Communication of the plan (facilitated by the Strategic Planning Committee). 
• Operation and management of the plan (facilitated by Strategic Planning 

Committee). 
• Changes to the plan (Strategic Planning Committee, with possible advice from 

specialist sub-committees. Recommendations as appropriate to administration 
and Board). 

 
Potential Sub-committees of the Strategic Planning Committee 

 
Where an institution asks sub-committees to advise on areas of strategic planning, these 
will normally be related to major areas of the plan. For example, the following sub- 
committees could operate: 

• Academic sub-committee - advising on all academic and faculty issues. 
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• Student life sub-committee - reflecting particularly the focus that the institution 
places on the student experience. 

• Ethics sub-committee - this group could develop the Code of Ethics for the 
institution and ensure it is embedded into the total institutional plan. 

• Enrollment management sub-committee - focusing on retention, recruitment and 
marketing. 

• Resources sub-committee - responsible for finance and capital issues and 
ensuring that there is a financial plan to support the strategic directions voted for 
the institution. 

 
Where such committees exist their responsibility would be to recommend refinements to 
the main institutional strategies and key performance indicators identified by the Strategic 
Planning Committee, and develop the more detailed plans for putting the broad strategies 
into operation. For example, the Strategic Planning Committee may identify a strategy 
that expects a 50% increase of students over the next 5 years. It may set a performance 
indicator in addition that, in line with institutional mission focus, may identify a gender mix 
of all students in the institution. The Enrollment Management Committee would then be 
responsible for identifying how those targets can be met, or if it feels the target is 
impossible, feeding that information back to the Strategic Planning Committee with 
recommendations for change. Strategies may include raising scholarship funding for 
targeted groups, and refocusing marketing and recruitment strategies to look at newly 
identified markets. The EMC might discover that with the level of desired student 
increase, housing of younger single students will present a problem. Therefore, the 
committee may recommend a strategy to give particular focus to the mature student 
market. 

 
The resource sub-committee could be given a completely different challenge. One of the 
strategic thrusts selected by the central committee might be to increase the use of 
technology in the institution. This might be supported by a key performance indicator to 
raise the ratio of computers to students in student laboratories from 1:20 to 1:10 over a 
five year period. The Resource Committee will be responsible for identifying for the 
Strategic Planning Committee the cost to the institution of implementing such a strategy 
and recommend the actions needed to get the desired result. This could impact use of 
resources in other areas, may demand the development of one or more new computer 
centers and might impact projects chosen for fund-raising. All of these issues would fall 
under the responsibilities of the Resources Sub-Committee. If sub-committees are used 
and are to be helpful there will need to be good dialogue between the Strategic Planning 
Committee and the sub-committees. The sub-committee can focus on its area of 
expertise, while the central committee can remain concerned with the big picture. The 
Strategic Planning Committee may also invite the sub-committees to be responsible for 
the primary management of certain sections of the plan once the total plan has been 
approved and for recommending updates and changes as appropriate. 
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Strategic Planning at the Unit Level 
 
Another approach to delegating responsibility for planning is to involve units of the 
institution in more localized planning. While sub-committees are more tightly linked to the 
Strategic Planning Committee, unit planning can have more direct ownership at unit 
levels. The decision on what unit plans (if any) will be developed will to a large degree 
depend on the size of the institution and the organizational structure. The most obvious 
areas for unit planning will be academic divisions, schools or departments. This will allow 
the expected autonomy for faculty as they decide strategy for their areas and for the 
academic program more generally. The institution may want one academic masterplan, 
which is developed by the same academic sub-committee that relates to the Strategic 
Planning Committee. In that case, departments and other academic units would still 
identify goals and means of achieving those goals. However, the total academic unit plan 
would aim to unite the major foci and ensure that the major strategic thrusts of the 
organization and the plans of the departments are headed in the same direction. This 
would provide a well-focused and comparatively tightly coupled process, while giving 
room for initiative and creativity at all levels. Some institutions, however, may find such a 
process too controlling of departments, and would want to tie the planning processes 
more loosely. In small institutions also this process might be too complex. The planning 
in that case could be done by one Academic Committee, or where few programs are 
offered, solely up to the Strategic Planning Committee. Once again the process selected 
must work for the individual institution. 

 
Other areas where unit plans might be very important are fund-raising and institution 
development; and where there are no sub-committees covering the areas, marketing and 
enrollment; and plant services and capital development. Wherever unit planning takes 
place, however, one factor remains vital. While a unit plan will have a level of autonomy, 
it should always support, and certainly not act counter to, the institutional strategic plan. 

 
The Strategic Planning Environment 

 
For effective strategic planning to take place, the institutional environment should be 
characterized by inclusiveness, transparency, accountability, clear lines of 
communication, and decisiveness. Add to that the Vision of top leadership and there is 
every chance that the strategic planning process will be successful. 

 
Planning at a higher education institution involves integrating and synthesizing a broad 
range of planning goals and objectives that are derived from the overarching umbrella of 
the institution’s mission. It is not unusual for a campus plan to be an extensive document, 
with goals and objectives grouped under headings such as: admissions, student services, 
academic support services, administration, program and curriculum, governance, faculty, 
physical plant and equipment, research and public services, finances. 

 
In the final Analysis, planning is directed at answering four basic questions: 
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1. Who are the markets we are trying to serve? 
2. What services must be in place to fully serve those markets? 
3. What is the institutional “branding” that will enable our college or university to 

appeal to those markets? 
4. How will we know if we are successful in serving those markets? 

 
One final thought - as important as long-range planning is in setting a comprehensive 
direction for institutional decisions and resource allocations, the very magnitude of a long 
range plan is limiting. Simply put, there are insufficient resources at any one point in time 
to fund all of the goals and objectives typically articulated in a long range plan. Institutions 
are forced to prioritize those goals and objectives that are of immediate importance, and 
to allocate resources accordingly. In other words, they must think and behave 
strategically. 
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Chapter 2 - Components of the Strategic Plan 
 

Contemporary strategic plans have multiple components and each component serves 
a specific purpose. These components are planning tools used either separately or in 
groups, but their development is usually, of necessity, a linear progression. One of the 
purposes of the planning process is to ensure these individual components are aligned 
with each other and mutually supportive. 

 
While not technically a part of the Strategic Plan, the Mission Statement is the foundation 
for it because everything contained in the Strategic Plan must be aligned with the 
Mission. In addition to the Mission Statement, a Vision Statement, Institutional Goals, 
and an optional Values Statement comprise the supporting documents establishing the 
context for a Strategic Plan. These supporting documents provide specific points of 
guidance in the planning process. The Vision Statement is the expression of institution 
aspiration, and is based on analysis of the institution’s environment. Institutional Goals 
provide the mechanism for evaluating progress toward the vision, and values statements 
describe the manner in which the institution will work to achieve its goals. 

 
Figure 2: Components of the Strategic Plan 

 
 

The Institution’s Mission 
 

The foundation of any strategic plan is the institutional mission statement. This statement 
delineates, in concise language, why the institution exists and what its operations are 
intended to achieve. For publicly controlled institutions, this statement of purpose may be 
dictated by the state, but for all institutions the statement serves as the explanation for 
the existence of the organization. Historically, mission statements were long, 
exhaustively detailed descriptions of the institution’s founding, curricular history, unique 
culture and current services. 
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With the advent of contemporary planning methods, however, the comprehensive 
mission statement became a limiting factor in the planning process. Two major problems 
were created by trying to develop a strategic plan based on a comprehensive mission 
statement. First, it could be difficult to sift through the verbiage to isolate and identify 
specifically those elements of the statement everyone agreed identified the foundation 
for all activities. 

 
The second limitation of comprehensive mission statements was that most of them were 
rife with statements about institutional culture and values. While critical to revealing how 
the institution differed from others with similar characteristics, the effect of these 
statements was to virtually require the institution to evaluate and assess them as part of 
institutional effectiveness. As a result of these very real limitations, more recent planning 
practice limits the mission to its primary function. The mission statement is stripped down 
to a very short, basic statement of purpose. The mission statement can then be a clear, 
concise statement, “This is what we are here to do.” 

 
The Institution’s Values  

 
Values have been removed from the mission to their own Values Statement component. 
There, they explain what the institution stands for and the way in which it intends to 
conduct its activities. In some cases, these values are so important the institution has 
programs and assessment measures to support and sustain them as key elements. But 
regardless of their priority, within the context of planning and evaluation, the values 
statement should declare, “These are the characteristics we believe are important in 
how we do our work.” 

 
The Institutional Vision Statement 

 
The institutional vision statement is one of the most important components of a strategic 
plan. The vision statement is an institution’s clear description of what it intends to 
become within a certain timeframe. The Vision Statement defines the institution’s 
strategic position in the future and the specific elements of that position with relationship 
to the Mission Statement. In some cases, the vision is that of one leader at the campus. 
Often this leader is the President, but the vision can sometimes come from an academic 
vice president or provost. Usually, however, the vision is reviewed and revised by 
members of the campus community, especially the Strategic Planning Committee. 

 
Vision statements benefit the planning process by providing everyone in the institution 
with the same vision of the future. If the purpose of the planning process is to align 
mission, vision, goals and resources, it is critical to ensure those who will be called upon 
to implement the strategic plan are all “pulling in the same direction”. It is in the best 
interests of the institution to provide stakeholders with an opportunity to “own” the vision, 
either through review and revision of the statement or some form of early input into the 
statement draft. 
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The mission and vision statements provide the two ends of an analytical view of the 
institution from which the strategic plan is developed. The mission and vision represent 
the current and envisioned state of the institution. The strategic plan is used to bridge 
the gap between the two. 

 
Figure 3: Bridging the GAP 

 

 
 

Strategic Planning 
 
In the long run, a successful strategic plan must be premised on institutional values, such 
as: academic freedom, institutional autonomy, high quality, equal access, and non- 
discrimination (by race, ethnic affiliation, religion and gender). A clear vision will: provide 
focus at both strategic and operational levels; give specific guidance to members of the 
institution about what is expected of them and why; guide decision-making and help avoid 
and resolve conflict; contrast the institution as it is with one you would like it to be; and 
inspire and motivate constructive behavior among management and staff. 

 
Strategic Goals and Objectives 

 
There is much confusion about the terms used to name these parts of a strategic plan. 
Many people use the words “goal” and “objective” almost interchangeably, and have a 
distinct rationale for their particular definitions. The words goal and objective carry 
connotations that can help guide their use in the process. The word goal connotes specific 
achievement; a target reached and “checked off”. The word objective is slightly more 
general in connotation. An objective helps set a course by giving a general direction, but 
an objective does not usually contain the specifics of its own completion. Goals and 
Objectives form the basis of the portion of the Strategic Plan most often used as the public 
document, approved by the governing board, and distributed to the campus community. 

 
Most colleges and universities use either a five or ten year cycle for their plans. For this 
reason, most strategic plans have overarching themes that are very general and do not 
tend to change over time. Rather than “front load” or “back load” a Strategic Plan, A 
thoughtful Strategic Planning Committee will ensure each goal is appropriately phased 
throughout the planning cycle. There are several reasons phasing is necessary. One of 
the most obvious is, in many cases, before one action can be taken, another has to be 
completed. A second reason, where resources are concerned, is any need to accrue the 
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personnel, facilities, or funding necessary for the action. Taking the time to ensure the 
strategic plan reflects such phasing has two other significant benefits. First, it provides a 
learning opportunity regarding institution-level thinking for members of the planning 
committee. Second, phasing the major goals of the strategic plan begins the process of 
thinking through the implementation plan, which will build on the phased aspects of the 
strategic plan. What the strategic planning committee should not allow is an effort to “cost 
out” the entire plan as if it were all going to be implemented simultaneously. It is important 
to remember the ultimate purpose of a strategic plan is to drive resource allocation. If the 
institution has a vision requiring additional resources, it phases implementation of that 
vision over time, including securing the resources to make it happen. 

 
Figure 11: The Strategic Planning Model 
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The Implementation Plan 
 
Turning goals and objectives into a working plan is the function of the Implementation 
Plan. This part of the strategic planning process is not usually for public consumption, 
and seldom is made available to the governing board. There are a variety of reasons this 
working document is not widely distributed, but the primary one is, more than any other 
part of the strategic plan, the implementation plan is revised, amended, and changed 
frequently to respond to environmental factors. While the strategic plan’s goals and 
objectives remain a source of guidance and focus, the implementation plan delves into 
the messy work of getting the job done. 

 
The implementation plan needs to be directive, clear, and documented. It is necessary to 
document who is responsible for implementing an action, a date by which the action is 
expected to be completed, and what measures will be used to assess completion of the 
action. It is wise to ensure the person assigned responsibility for the action has the 
authority to make it happen. It is also wise to identify one and only one person to be the 
agent accountable for overseeing completion of the action. Obviously many people or 
departments may be needed to implement a specific action. However, if a group is 
designated as accountable, each person in the group will believe someone else in the 
group is taking charge. 

 
Figure 4: Overall Structure for Strategic Plan 

 
Financial Plan and Institutional Budget 

 
One other aspect of the implementation plan critical to the planning process—and also 
to the budgeting process—is identifying the resources each goal and step will require. 
Resources for implementing a strategic plan include: people, time, space, technology, 
and funding. Sometimes, the exact amount of a critical resource is not known at the time 
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of the plan’s inception; however, the type of resource can be identified. It is important to 
know what specific resources will be needed and continue to refine the size of the need 
as the plan develops. 

 
A good strategic plan serves as a blueprint and a source document for the operational 
financial plan and underpins the institutional budgeting process. The fundamental 
purpose of an institutional budget is to support the core business as embodied in the 
goals of the institution’s strategic plan. It functions best if it reflects the real cost of 
achieving institutional goals within the context of reasonable expectations about income. 

 
Figure 5: Aligning Resources to the Strategic Plan 
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Chapter 3 - Coordinating the Planning Process 
 
To effectively overcome the challenges of strategic planning, it is imperative that the 
institution develop a comprehensive approach for creating, organizing, and implementing 
their strategic plan. The basic 7 step process for establishing planning priorities, guiding 
the process, and bringing the plan’s goals to fruition is easily customized to large or small, 
public or private HEIs. As outlined in Figure 6 below, this involves: 

• Mission, Vision, and Values – reviewing the organization’s guiding principles as 
a useful reference point for planning, especially when determining how to allocate 
resources and measure achievements. 

 
• Collaborators and Beneficiaries – identifying critical stakeholders, with particular 

attention to their expectations for the plan’s development and implementation. 
 

• Environmental Scan – examining cultural issues, resource concerns, and other 
factors that may impinge on the planning process. 

 
• Goals – identifying an organization’s aspirations in tangible, achievable, and 

measurable terms. 
 

• Strategies and Action Plans – translating goals into a series of concrete 
strategies and activities with appropriate timelines. 

 
• Plan Creation –  describing goals and strategies in a manner that is 

comprehensive, yet easily understood. 
 

• Outcomes and Achievements – monitoring progress and, most importantly, 
evaluating outcomes. 

 
The Planning Committee 

 
Institutions without a standing planning committee should create and maintain one, as 
opposed to simply creating a working group of task force charged with developing the 
strategic plan. There are three extremely important reasons for the establishment of this 
Standing Committee. First, the work of the Strategic Planning Committee has to be 
learned by its members. Very few people appointed to a planning committee have a 
working knowledge of strategic planning, or the broad institutional perspective to do it well 
in the beginning. It takes time and hard work to develop a functioning planning committee 
that can operate effectively. If the committee is only formed to create the plan, and then 
does not participate in its implementation and assessment, all the hard-won knowledge 
is lost. 
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Second, to ensure the plan is being implemented, there has to be some sort of monitoring 
process to assist with decisions and keep the planning process on track and responsive. 
While this can be done by a single individual, it is difficult for a single individual to have a 
working knowledge of all aspects or complexity of the institution. This complexity is 
precisely the reason stakeholders from the various functional areas are called together in 
the first place. Committee members know why a certain goal or step must come prior to 
another, or why a particular goal is no longer as relevant in year three of the plan as it 
was in year one.  

Figure 6: Strategic Planning in Higher Education Framework 

 
 

 

Finally, it is vital to have as many stakeholders as possible understand how the planning 
process works. Non-permanent members of the planning committee, such as students 
and faculty who normally need to rotate off the committee, can be replaced with new 
members in staggered terms. Such a rotation allows new people to learn from the 
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committee, while the replaced members take their knowledge back with them to their 
departments. This type of participatory learning increases the ability of the entire 
institution to understand how the planning process works and supports strategic thinking 
across the campus. Part of the advantage with the planning process is that it is 
continuous. 

 
Determining the Planning Year 

 
There are a number of ways in which the planning process needs to be coordinated. One 
of the most basic issues in coordination concerns the multiple calendars that drive 
academia. The most important reason for implementing an institutional strategic plan is it 
provides the framework for making budget decisions and decisions about resources in 
general. For this reason alone, it is critical that the budget cycle and the planning cycle 
be aligned, not only on an annual basis, but over the long term. The planning cycle should 
also be aligned with the HR cycle since two key personnel issues provide most institutions 
with plan-critical data: professional development plans which have attendant training 
costs; and, annual payroll data, which usually reflect the largest non-capital institutional 
expenditure. Each institution may be slightly different in its ability to adjust these 
processes so they are mutually supportive. However, being able to show an integrated 
calendar and a transparent process between planning and budgeting is a key factor in 
documenting that the planning process is working as it should. 

 
The Use of an External Planning Consultant 

 
The primary reason an institution begins to consider hiring a planning consultant is that 
the institution has decided to initiate a strategic plan, either through its own volition or 
because it has been compelled to do so by an accrediting commission, governing board, 
or state agency. The best way to understand how the planning consultant can help is to 
remember: a qualified consultant is a master of the process, but institutional staff are 
masters of the content. This means a very good consultant can provide guidance and 
options for the process based on the content the campus community develops and the 
way campus culture shapes the issues. An outstanding consultant can even analyze the 
institution and challenge it with new ways of thinking or doing, but members of the 
institution must control the plan and its content. 

 
An additional advantage to engaging an experienced planning consultant is to engage 
someone who has the skill to facilitate the planning committee meetings. This extra 
benefit allows everyone on the planning committee to participate in the meetings without 
having to be concerned about meeting management. This situation is particularly helpful 
for senior administrators who do not often have an opportunity to act as contributing 
community members. Good outside facilitation is also helpful to the entire campus 
community because an outside facilitator can balance competing voices to ensure the 
plan reflects the needs and aspirations of all stakeholders, not just those who can 
dominate a meeting. 
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It should be noted that not all “planning” consultants are able to support a comprehensive 
institutional strategic plan. Understanding contemporary strategic planning is essential to 
a successful planning process. Institutions that use a consultant need a basic 
understanding of contemporary strategic planning as preparation to hire the right 
consultant. There is great value in finding a consultant who has experience as a staff or 
faculty member at an institution, understands the relationship between strategic planning, 
assessment, and accreditation, and has a balanced perspective of an institution’s many 
functional areas. It is  necessary for each institution to evaluate the strengths and 
weaknesses of any potential consultant and, from that, determine if the “fit” is the right 
one for the institution at that point in time. 

 
A well-crafted, implemented strategic planning process will be self-sustaining and the 
consultant’s contract is usually complete once the Implementation Plan is drafted; 
although, sometimes the consultant is further engaged to assist with the implementation 
process. For these reasons, it is important that the campus planning leaders who hire a 
planning consultant be able to match the culture and priorities of their institution with the 
skills, training, and long-term experience of the planner they select. 

 
Essentials of Making the Plan Work 

 
Plans fail for all sorts of reasons, but more often than not, problems arise from deficiencies 
in the planning process, rather than in the plan itself. Breakdowns in the process can often 
be attributed to short-comings in leadership, communication, or assessment (Figure 6 
above): 

• Leadership – Defining leadership roles and responsibilities is essential to a plan’s 
effectiveness. Unless a project’s leaders are successful in creating a commitment 
to the initiative, a plan that’s impressive on paper may fail to achieve its goals. 

 
• Communication – Without careful communication planning, organizational 

change is likely to meet with resistance by colleagues. Successful communication 
requires attention to each group likely to be affected by the planning process and 
the plan’s goals. 

 
• Assessment – Ongoing attention to assessment is necessary to monitor a plan’s 

progress and assess its outcomes. These appraisals provide guidance for 
developing preplanning strategies, monitoring the planning process, and judging 
whether a plan’s activities and strategies are successful in fulfilling the 
organization’s goals. 

 
Addressing these essentials to the successful implementation of the institution’s strategic 
plan helps to: 

 
• Create a diverse leadership team with deep organizational knowledge, a variety of 

perspectives, and an understanding of decision-making powers and boundaries. 
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• Foster readiness, receptivity, and a shared sense of the need for change. 
• Gain a historical perspective on efforts to change an organization – and how 

perceptions of previous planning efforts may exert an influence on current initiatives. 
• Anticipate concerns about the planning process and develop strategies to address 

those concerns. 
• Engage faculty, staff, and other groups to make sure the process is seen as open, 

inclusive, and worthwhile, thereby setting the stage for a commitment to the planning 
process. 

• Identify needed resources. 
 
Linking Assessment and Planning 

 
As detailed in the following section “Linking Planning with Assessment”, the importance 
of linking assessment and planning has become increasingly apparent in recent years, 
particularly since accrediting criteria place a growing emphasis on an integrated approach 
to assessment and planning. 

 
Figure 7: Malcolm Baldridge Framework for Organizational Excellence1 

 
 
 

 

1 http://www.baldrigepe.org/ 

http://www.baldrigepe.org/
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The Malcolm Baldrige framework for organizational excellence (Figure 7 above) and the 
Excellence in Higher Education Self-Assessment model2, which adapts the framework to 
the specific needs of higher education; also underscore the importance of strategic 
planning as one of seven critical components of organizational effectiveness. This basic 
7 step approach provides a means to address key planning and change management 
issues with the kind of holistic approach that fits with these new models and helps foster 
a culture of continuous assessment and renewal throughout the institution. 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 
 
 
 
 
 

 

2http://biblioteca.ucv.cl/site/colecciones/manuales_u/Excellence%20in%20Higher%20Education%20Workbook%2 
0and%20Scoring%20Guide.pdf 

http://biblioteca.ucv.cl/site/colecciones/manuales_u/Excellence%20in%20Higher%20Education%20Workbook%20and%20Scoring%20Guide.pdf
http://biblioteca.ucv.cl/site/colecciones/manuales_u/Excellence%20in%20Higher%20Education%20Workbook%20and%20Scoring%20Guide.pdf
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Chapter 4 - Linking Planning With Assessment 
 
Normally, planning-related assessment at the intuitional level occurs in two forms: 
institutional effectiveness and student learning outcomes; both of which are seen as calls 
for accountability and demonstrated process improvement. For that reason, if effective 
strategic planning is to occur, it is necessary to consider concepts that support developing 
metrics for both processes as they are core to the planning process. An effective 
institutional strategic planning process must reflect consideration of the data from 
assessment. Strategic and assessment plans are major documents that guide the 
success of most HEIs and they are frequently presented as evidence of an institution’s 
effectiveness. Figure 37 below show a sample of a typical institutional assessment cycle. 

 
Figure 37: Assessment Cycle Model 
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The assessment process and metrics selected should results in data that can determine 
what conditions positively affected student learning, and this data should, in turn, be used 
to make strategic decisions that affect the core student-learning mission of the institution. 
This requires that the assessment plan be linked and integrated with the institution’s 
strategic plan 

 
Institutional Effectiveness 

 
It is important that the institution develop and implement an assessment plan and 
processes that evaluate its overall effectiveness in: 

• achieving its mission and goals; 
• implementing planning, resource allocation, and institutional renewal processes; 
• using institutional resources efficiently; 
• providing leadership and governance; 
• providing administrative structures and services; 
• demonstrating institutional integrity; 
• assuring that institutional processes and resources support appropriate learning 

and other outcomes for its students and graduates. 
 
This requires intuitional goals to be measurable and appropriate metrics developed for 
their measurement. In addition, as previously discussed, assessment results must be 
incorporated into the decision making process. Traditionally used assessment measures 
that demonstrate institutional effectiveness include graduation rates, retention rates, and 
percent of faculty with terminal degrees in appropriate disciplines. These measurement 
metrics generally relate to those institutional goals concerning students and academic 
programs. Figure 34 below shows a sample of an effective instituional effectiveness 
model for higher education institutions. 

 
Institutional Effectiveness involves not only assessment but also objectives, collaboration, 
purposeful review, and engagement of constituent stakeholders. It is an important part of 
any healthy institution. It generates data, which inform strategic plans for program 
development and improvement. It is important that the different departments within the 
institution develop their own objectives, criteria, and means of measuring outcomes. 

 
Institutional effectiveness is characterized by the following: 

• Describing expected results through construction of educational (student learning) 
outcomes and administrative objectives or outcomes. 

• Selecting the means of assessment that will best determine the accomplishment 
of those outcomes and objectives identified. 

• Actually conducting the assessment and recording of the data (results) of that 
assessment. 
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• Describing of how the data collected from the assessment activities were used to 
improve student learning and AES (administrative and educational support) 
services. 

 
Figure 34: Institutional Effectiveness Model 

 

Student Learning Outcomes 
 
Assessment of student academic achievement is fundamental for all institutions that place 
student learning at the center of their educational endeavors. As a result, any institutional 
planning process affecting learning activities must include methods used to validate 
learning goals and show evidence that student learning assessment is used to improve 
teaching and learning. Assessment of student learning demonstrates that the institution’s 
students have the knowledge, skills, and competencies consistent with the institutional 
goals for graduating students. But, it’s important to remember that for learning outcomes, 
the assessment is not about people; but about process.  In addition to institutional 
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effectiveness, student learning outcomes is a component of the institutional planning 
process that must be guided by and integrated into the strategic plan. These outcome 
results provide process improvement data and it is critical that those involved in the 
institutional planning process understand the vital nature and role of these assessment 
activities. 

 
Assessment of student learning is a participatory, iterative process, as outlined in Figure 
24 below that: 

 
• Provides data and information the institution needs on students’ learning, 
• Engages faculty and others in analyzing and using this data or information to 

confirm and improve teaching and learning, 
• Produces evidence that students are learning the outcomes intended, 
• Guides the institution’s senior leaders and faculty in making educational and 

institutional improvements, 
• Evaluates whether changes made improve or impact student learning, and 
• Documents the learning and the assessment process. 

 
Figure 35: Student Learning Assessment Model 
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Six fundamental issues surround the assessment of student learning: 

• How are your stated student learning outcomes appropriate to the institution’s 
mission, programs, degrees, and students? 

• What evidence does the institution have that students achieve your stated learning 
outcomes? 

• In what ways does the institution analyze and use evidence of student learning? 
• How does the institution ensure shared responsibility for student learning and the 

assessment of student learning? 
• How does the institution evaluate and improve the effectiveness their efforts to 

assess and improve student learning? 
• In what ways does the institution inform the public and other stakeholders about 

what and how well your students are learning? 
 

Faculty Driven Assessment of Student Learning 
 

The institution’s faculty members should lead the assessment process for student 
learning outcomes and should meet regularly to set outcomes and corresponding 
performance measures. Figure 38 below outlines an effective faculty driven 
assessment model. 

 
Figure 38: Effective Assessment Model 
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All student learning outcomes should flow from the mission statement and strategies of 
the institution in addition to specific program learning outcomes. Faculty members from 
each program should specify the student learning outcomes that apply to their program 
and should develop appropriate measures to directly and indirectly assess how well the 
learning outcomes are achieved. These faculty members should also set the performance 
measures which students are expected to achieve in order to demonstrate that the 
outcomes are being satisfied. 

 
Assessment measures should by systematically collected and the results analyzed. On 
a regular basis, program performance results should be presented to program 
stakeholders (alumni, current students, faculty, graduates’ employers, and others) who 
should review information and develop program effectiveness changes. Based on this 
feedback and the assessment data, program improvements are made and these 
changes are then reassessed using the same process. Institutions may also find it 
valuable to compare assessment results collected with assessment data from other 
institutions and other programs. 

 
Student Learning Assessment Metrics 

 
Institutions must distinguish between direct and indirect methods of collecting 
assessment information on student learning. Direct methods provide demonstrations of 
what students know and can do, which can be evaluated objectively. Indirect measures, 
on the other hand, are often used to collect information from students on what they believe 
they learned and how and why they learned it. It is important to assess student learning 
using both direct as well as indirect measures of assessment. 
Examples of direct measures of student learning include: 

• Scores and pass rates on standardized tests (licensure/certification as well as 
other published tests determining key student learning outcomes) 

• Writing samples 
• Score gains indicating the “value added” to the students’ learning experiences by 

comparing entry and exit tests (pre and post-tests, either published or locally 
developed) as well as writing samples. 

• Locally designed quizzes, tests, and inventories. 
• Portfolio artifacts (these artifacts could be designed for introductory, working, or 

professional portfolios). 
• Capstone projects (these could include research papers, presentations, theses, 

dissertations, oral defenses, exhibitions, or performances). 
• Case studies. 
• Team/group projects and presentations. 
• Oral examination. 
• Internships,  clinical  experiences,  practica,  student  teaching,  or  other 

professional/content-related experiences engaging students in hands-on 
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experiences  in  their  respective  fields  of  study  (accompanied  by  ratings  or 
evaluation forms from field/clinical supervisors). 

• Service-learning projects or experiences. 
• Authentic and performance-based projects or experiences engaging students 

in opportunities to apply their knowledge to the larger community (accompanied by 
ratings, scoring rubrics or performance checklists from project/experience 
coordinator or supervisor). 

• Graduates’ skills in the workplace rated by employers. 
• Online course asynchronous discussions analyzed by class instructors. 

Whenever appropriate, scoring keys or rubrics should be sued to help 
identify the knowledge, skills, and other dispositions, thus documenting 
student learning directly. Figure 36 below shows the relationship between 
assessment, both at the student level and at the program level, to institutional 
strategic planning 

Figure 36: Outcomes Assessment and Planning 

 
 

 

Direct and indirect evidence can complement each other and when used in tandem can 
become more than the sum of the two. Indirect evidence may yield insights into students' 
experiences, ideas for assessment, or information that helps to interpret assessment 
results or guide application of results. Direct evidence can be brought to bear to test the 
validity of students' opinions or self-assessments. Student learning is sufficiently complex 
that multiple approaches are needed for a full understanding. 
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Examples of indirect measures of student learnings include: 
• Comparison between admission and graduation rates. 
• Number or rate of graduating students pursuing their education at the next 

level. 
• Reputation of graduate or post-graduate programs accepting graduating 

students. 
• Employment or placement rates of graduating students into appropriate 

career positions. 
• Course evaluation items related to the overall course or curriculum quality, 

rather than instructor effectiveness. 
• Number or rate of students involved in faculty research, collaborative 

publications and/or presentations, service learning, or extension of learning 
in the larger community. 

• Surveys, questionnaires, open-ended self-reports, focus-group or individual 
interviews dealing with current students’ perception of their own learning. 

• Surveys,  questionnaires,  focus-group  or  individual  interviews dealing 
with alumni’s perception of their own learning or of their current career satisfaction 
(which relies on their effectiveness in the workplace, influenced by the knowledge, 
skills, and/or dispositions developed in school). 

• Surveys, questionnaires, focus-group or individual interviews dealing with 
the faculty and staff members’ perception of student learning as supported by the 
programs and services provided to students. 

• Quantitative data, such as enrollment numbers. 
• Honors, awards, scholarships, and other forms of public recognition earned 

by students and alumni. 
 

Administrative Assessment 
 
Unfortunately, institutions with strong personnel evaluation systems may not see 
administrative assessment as a major concern in their strategic planning processes. It is 
assumed these personnel systems are automatically monitoring administrative 
requirements for goal achievement. But, personnel evaluation systems aside; assessing 
staff retention, satisfaction, and training and development programs are also essential for 
institutional effectiveness as these issues have a direct impact on resource allocation and 
should be included in the strategic plan so they can be prioritized and budgeted. There 
are also issues associated with the development and maintenance of policies and 
procedures at the institutional and department level. How these policies and procedures 
are created, reviewed, implemented, and disseminated is an aspect of administration 
critical to an effectively administered institution – i.e.: institutional continuity, 
demonstrated compliance with legislated regulations, emergency and disaster 
preparedness, and internal communications. Figure 9 below outlines some common 
assessment indicators for the intuition’s administration. 
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Figure 8: Institutional Assessment and Review Framework 

 
 
Institutional Assessment and Review 

 
Figure 8 above outlines and effective institutional assessment and review framework. 
Structurally, it focuses on seven major categories: Leadership, Purposes and Plans, 
Beneficiaries and Constituencies, Programs and Services, Faculty/Staff and Workplace, 
Assessment and Information use, Outcomes and Achievements. It provides a structured 
mechanism for reviewing each of these areas as they operate within a particular 
institution, department, or program. 

 
Categories 1 to 5 are the fundamental building blocks in any effective HEI. Category 6 
focuses on methods and procedures in place to assess quality and effectiveness in each 
of these five areas. Category 7 considers the outcomes and achievements that are 
documented through the assessment process. Knowledge derived from assessment and 
outcomes (categories 6 and 7) provides vital input for leadership, planning, programs and 
services, and faculty/staff and workplace enhancement. It is this feedback loop that is so 
critical to continuous improvement. Together, working in interaction, these components 
constitute a system that is the essence of an effective institution. 

 
The review component of Figure 8 consists of a category-by-category review of each of 
the seven major areas. Essentially, the review “freezes” the ongoing dynamics of an 
organization, focusing on each component individually to provide a clear picture of the 
strengths and potential areas for improvement of the unit or institution in that area. Figure 
9 below highlights a series of assessment metrics for each of the 7 areas. 
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Figure 9: Potential Assessment Indicators for Administrative Departments 
 

 
 
 
 
 
The review process for categories 1 through 6 considers approach and implementation. 
Approach refers to the methods and strategies used. Implementation refers to the manner 
and extent to which approaches are applied and enacted within an organization. Key 
questions for these categories, therefore, relate to how the institution or department 
approaches and implements activities in the areas of leadership, planning, relations with 
beneficiaries and constituencies, programs and services, faculty/staff and the workplace, 
and assessment. The focus of Category 7 is on results. The term results refers to 
documented evidence of outcomes, accomplishments, and achievements, for each of the 
previous categories. 
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Chapter 5 - The Self Sustaining Process 
 
Strategic planning efforts benefit from clear, formal processes. At the same time, they 
must avoid becoming a mechanical bureaucracy that strangles creativity. The need for 
standardized processes and protocols must not translate into too much paperwork and 
mechanical computation of performance indicators. A well-developed process and 
strategic plan can offer the benefit of stability in a turbulent environment, while maintaining 
the university’s ability to take advantage of unplanned opportunities. 

 
Figure 12: the Strategic Management Framework 

 

The key to keeping a strategic plan flexible and continuously updated is a regular 
schedule of assessment and revision sessions. If this schedule is maintained, the 
planning process can continue for as long as the institution desires. Figure 10 below 
highlights various sample time frames within the annual planning cycle. These, of course, 
may vary with individual HEIs. 

 
The highlighted stages within the planning cycle, present the institution with opportunities 
each year to keep the plan’s implementation on schedule and provides occasions for the 
Implementation Plan to be revised. These revisions keep the plan flexible and allows the 
institution to adjust to changes in the environment. 
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Figure 10: The Annual Planning Review Cycle 

 
Key Performance Indicators (KPIs) 
 
One area in which universities should be particularly cautious is identifying key indicators 
or performance metrics. While the collection of accurate and focused information can 
support strategic plans through improved decision making; gathering and analyzing too 
much data can be expensive, overwhelming, or confusing for decision makers. It can also 
bury the most interesting information for organizational planning under a pile of other less 
useful indicators. The planning process must include methods for soliciting ideas for 
indicators and then filtering and refining them to produce a manageable set of key 
indicators. Generating key performance indicators from across the institution intrinsically 
provides “buy in” from institutional constituents. This is vital in successfully driving the 
plan to completion. Not only does this make the Strategic Plan self-fulfilling, but the entire 
institution is aligned to it’s successfully completion by “hitting” their respective KPIs. 
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Align Resources to the Strategic Plan 
 
A final key component of successful strategic planning is ensuring that resources are 
aligned to the strategic plan (Figure 5). There are two common challenges many 
universities face in this regard. 

 
The first is formulating strategies feasible within the university’s resources. Universities 
need to be mindful of their financial limitations and establish goals and action plans 
reasonably feasible in regard to both their human and financial resources. Participants in 
strategic planning should be encouraged to think about innovative, cross-disciplinary, and 
cross-organizational ideas and initiatives. But leaders must be mindful that some ideas 
generated during the strategic planning process may not fit into existing budget 
structures. One approach in addressing this issue is to use a well drafted strategic plan 
to justify requests for additional funding and the addition of new item lines in the budget. 
In this instance, a sound strategic plan can help set the direction for a fundraising 
campaign. 

 
The second challenge is to align resources within the university to the priorities of the 
strategic plan. A budget will not achieve the institution’s goals unless it is clearly linked to 
the institution’s strategic plan. Adopting performance based budgeting practices 
specifically enables the institution to align resources to strategies. This approach allows 
institutions to prioritize funding requests by how well they advance the strategic plan. If 
strategic plans are developed without sufficient information linking clear objectives to 
resources, the plans may not enable university leaders to sort out competing requests for 
funding. To address this, institutions may consider applying incentives that will best align 
individual and departmental behavior with the strategies adopted. 
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Chapter 6 - The Institution’s Culture and Strategic Planning 
 
The culture of a higher education institution is a set of norms, values and beliefs that have 
been developed over time and affect how the institution operates and its effectiveness. 
Fortunately, this is something that can be assessed and, if necessary, changed over time. 
Culture interventions (Figure 16 below) are notorious for their difficulty and duration in 
higher education institutions, but if culture change is needed this should not deter an 
institution from embarking on the process of change. Indeed, it may be the key to its 
survival. 

 
The impact of institutional culture on strategic planning cannot be overestimated. In fact, 
if you gave the same strategic plan to ten different institutions, those institutions would 
each interpret the plan differently and develop ten different implementation plans. These 
differences are usually the result of at least three critical factors: the institution’s unique 
environment (including the institutional mission and history of the organization); the 
structure and competence of the administrative staff of the institution; and, the 
development of staff commitment to planning (Figure 13 below). 

 
Figure 13: Organizational Culture 

 
 
The Environment 

 
The environmental situation of higher education institutions reflects not only their external 
environment  of  competitors  and  economic  conditions;  it  also  reflects  their  internal 
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environment. That is why the environmental scan portion of the strategic planning process 
is so important. The HEI’s internal environment is partially defined by the institution’s 
current Mission but also by the institution’s historical development, which is heavily 
influenced by the institution’s previous mission statements. Few institutions have current 
missions identical to their original statement, which is one reason why Mission review is 
a necessary step in the strategic planning process. As internal and external environments 
change, the institution must change to adapt to these new conditions. 

 
Figure 17: Strategy and Culture 

 
Administrative Structure and Staff Competence 

 
Another factor influencing institutional culture is the administrative situation of the 
institution. We all know organization charts for an institution reflect the theoretical way 
work is organized. The reality is usually quite different for a wide range of reasons. 
Personalities, experience, and competence all play a significant part in how work is 
actually accomplished in any institution. At the executive level, the relationships among 
the key players are unique at every institution and depend on such vagaries as office 
proximity, individual motivation, and even long-standing working relationships. If the 
implementation of a strategic plan is based on leadership, responsibility, accountability, 
and coordination, it is easy to see how the individual members of an administrative team 
will have an elemental role in determining how, or even whether, the plan is successful. 
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Developing Staff Commitment to Planning 
 
Planning is an administrative activity that depends on the managers, administrators, and 
academic leaders of the institution; and individual personalities and differences of opinion 
can affect planning outcomes. The faculty, staff, and administrators must be motivated to 
plan for improvements, assess, evaluate the progress, and revise their plans as needed. 
When embedded in the culture of the institution, these habits will generate institutional 
effectiveness. Once the institution’s Mission and goals are defined, the need for collective 
commitment becomes the driving force in effective planning. Organizations that do not 
achieve the commitment and the organizational will to use the planning process as a tool 
will not be able to successfully complete a plan. This need for collective commitment is 
the difference between a planning process that works and one that does not. Commitment 
is the reason it is important to ensure all stakeholders have an opportunity to participate 
in the process, and that their participation is recognized. This inclusion becomes as 
important as the process itself. In order to facilitate collective commitment, a college or 
university planner must be able to understand and work within the campus culture. 

 
Figure 14: Cultural Alignment Framework 
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The Various Components of Campus Culture 
 
There are more facets in the culture of a higher education institutions than the 
administrative hierarchy, and they all have a role in the process as highlighted in Figure 
14 above. Strategic planning is derived directly from corporate research. A significant 
problem is that simply superimposing corporate practice onto academic organizations 
does not take into consideration the existence of a unique faculty culture which, almost 
instinctively, rejects corporate culture. Differences in the values systems of administrative 
and collegial culture can produce a tension that can become a serious obstacle to 
planning. Compounding this cultural difference is the evolution of staff as professional 
administrators. 

 
As a strategic plan begins to take shape, the priorities of the faculty are usually high on 
everyone’s list of issues; however, it is not always true that faculty priorities have 
undeniable primacy. The rise of programming in Student Affairs; the ever-present 
concerns over campus safety, especially for urban and residential campuses; the 
changing profile of the student population and the attendant changes in expectations are 
but part of an institutional balancing act that is negotiated through the strategic plan. The 
planning process should provide a forum for institutional discussions about what the 
pressing priorities for resource allocation are and how they can be integrated to the benefit 
of all stakeholders. 

 
Developing a Culture of Planning and Strategic Thinking 

A critical factor in successful planning is that everything that happens at an institution can 
be related to planning and everyone in the organization needs to be involved in the 
process at their appropriate level. Getting an entire organization involved in a planning 
process does not mean everyone has to be appointed to the planning committee, nor 
should everyone expect his or her specific input will be included as a planning document 
“wish list”. What is necessary is to validate the vision and the relative priorities of the 
strategic plan with members of the organization. 

 
This can be accomplished in a variety of ways, all of which will require some additional 
effort on the part of members of the Strategic Planning Committee. This is the reason for 
having a written charge to the planning committee specifically defining expectations for 
members as internal planning advocates. Open forums and discussion groups led by the 
individual senior leaders or members of the planning committee are one way to collect 
important information and extend participation. Even board of trustee members should 
have an opportunity to participate in this process. Once a draft plan is ready for public 
presentation, the planning committee must go back to the stakeholders and explain the 
various components of the plan and how the information they received from the 
institutional community was used in the planning process. 
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Figure 15: Strategic Execution Equation 
 

 
This feedback loop in the process keeps the process transparent and accessible to the 
entire community and acknowledges those who participated. But, the most important way 
to ensure the entire campus is involved in the planning process is to “operationalize” 
(Figure 15 above) it, so that everyone is using the planning process as a framework for 
descison-making.
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Chapter 7 - From Strategic to Operational: Making it Work 

Strategy is nothing without Implementation 

Implementation is the process that turns strategies and plans into actions in order to 
accomplish strategic objectives and goals. Implementing your strategic plan is as 
important, or even more important, than your strategy. Developing a successful 
implementation strategy is critical to the success of the strategic plan and it is important 
that there be a seamless transition from planning to implementation. Most strategic plans 
fail not because of problems with their formulation, but because of problems with their 
implementation. Thus, while senior institutional leaders and planners should be careful to 
develop an appropriate and effective strategic plan, they should assign a large portion of 
their attention and resources to activities and tasks which are related to the 
implementation of the strategic plan. 

 
Figure 20: Strategic Implementation Framework 

 
 
 
 
Figure 20 above outlines a simple strategic implementation framework focused on 
strategic implementation success. The content of strategy implementation refers to the 
product or ‘what’ of the strategy process. The process of strategy implementation refers 
to manner in which a strategy is implemented. These are the activities leading to and 
supporting a strategy implementation effort or ‘how’ the strategy is implemented. The 
context of a strategy implementation refers to the circumstances under which both the 
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strategy implementation process and content are determined. It refers to the ‘where’ of 
strategy implementation. 

 
We can think of strategic implementation as a collection of decisions and activities 
required to turn the institution’s strategic choices into reality (Figure 19 below). Strategic 
execution is a collection of decisions and activities undertaken by institutional 
constituent’s to ensure strategic implementation activities are successful. Strategy, 
implementation, and execution, must work together if the institution is to move forward to 
and satisfy their Vision Statement. 

 
Figure 19: Strategic Implementation Flow Chart 

 

 

The contemporary strategic plan in higher education institutions serves an integrative and 
coordinating function. And, as discussed previously, a strategic plan for any specific 
timeframe for any individual institution should focus on whatever is necessary to help the 
institution reach its vision. Campus planning leaders need to understand that the purpose 
of the strategic plan is to focus on how resources will be allocated for a specific period of 
time (usually 3, 5, or 10 years) to achieve that vision. 
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Operational and Tactical Planning 
 
In higher education institutions the implementation of the strategic plan becomes a 
critical exercise in coordination. Most institutions are a network of divisions and 
departments that operate as silos and independent actors. An effective strategic 
planning process must take a strategic view of the organization and weigh the relative 
demands for resources against the vision of the institution. In addition to understanding 
the strategic level of planning as the key to transforming an institution’s vision, using 
operational and tactical planning provides the institution with the tools and insight to 
implement the plan. Figure 18 shows the various levels of institutional planning 
necessary to translate the strategic plan into the desired results. 

 
Figure 18: Levels of Institutional Planning 

 

 
 
 
Operational Planning 

 
Operational planning is planning that takes place at the department level of an 
organization. These operational units tend to plan for improvements of current 
operations. The types of plans operational units make are usually in response to 
immediate needs. The advantage for the institution using its strategic plan to allocate 
resources throughout the institution and between departments or units is that everyone 
knows ahead of time which activities have priority and which will be receiving the 
resources in any given budget year. This tends to eliminate bitter internal infighting and 
destructive competitive behavior amongst departments or units for resource allocation. 
In addition, because the prioritization of these activities was an institution-wide 
negotiation process, there usually buy-in with the resource allocation decisions. A budget 
cycle directly linked to the planning process makes more effective use of institutional 
resources and allows the institutional stakeholders to follow the process with some 
understanding of how and why decisions are made. 
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Tactical Planning 
 
Tactical planning involves developing the policies and procedures necessary for 
effective management, planning, budgeting, and assessing of the strategic plan 
implementation. A secondary benefit of tactical planning during strategic implementation 
is that it often becomes clear the necessary written policies and procedures required to 
provide operational guidance may be a missing critical component of some operational 
units within the institution. Without clear documented guidance, tactical issues may 
disrupt implementation of the strategic plan particularly when a planning initiative 
requires two of more departments to work together in a way they have never done 
before. Figure 21 below shows the relationship between strategic implementation and 
the overall institutional planning cycle. 

 
Figure 21: Institutional Planning Cycle 
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Strategic vs. Tactical Planning 
 
With an “all inclusive” planning processes, it is necessary to identify the distinction 
between strategic planning and tactical planning. Tactical planning can be a product of 
the strategic plan, but it seldom results in strategic thinking as its focus is at the 
operational level. Planners at the strategic level must ensure at every step in the 
process of developing goals and objectives for the strategic plan, they are framing the 
scope of the proposed actions strategically, as opposed to the operational or tactical 
level. A strategic plan that is, in reality, a tactical plan to ensure continued operations 
will have little impact on moving the institution toward its vision, and the “to do” list will 
produce small, short-term gains at best. The Strategic Planning Committee must ensure 
the content and working of each goal to achieve is “strategic”. 

 
The Role of the Governing Board in the Implementation Process 

 
Of all the stakeholder groups associated with a higher education institution, the 
governing board is probably the one that has the best understanding of strategic 
positioning and strategic level planning. Board members make policy decisions effecting 
the entire institution. Their understanding of the Mission of the institution is based in 
concrete concerns such as fiduciary responsibility and stewardship. 

 
Generally, members of governing boards should ensure strategic planning takes place, 
and insist that these plans are used regularly for decision making. In carrying out these 
basic responsibilities, boards should attend to the following: 

• recognize  and  promote  the  usefulness  of  strategic  planning  throughout  the 
institution and support its use, 

• review and approve a planning process for the institution, 
• hold the chief executive accountable for the strategic planning function, 
• participate in certain steps in the planning process, 
• use the institution’s plans to make decisions, especially those that involve setting 

priorities and allocating resources. 
 
However because board members are the institutions main strategic thinkers, they 
should not necessarily become involved in the implementation of the plan (Figure 24). 
There is a real danger of conflict if board members slip from their position as overseer of 
the strategic policy level of the institution to involvement in operations and day-to-day 
management of their policy implementations. 

 
Driving Strategic Implementation Down Into the Organization 

 
The most comprehensive method for ensuring a strategic plan guides the operations of 
the institution is to link the institutional plan with department plans. This is done by 
requiring each department to combine its operational goals with any items from the 
strategic plan assigned to the department through the department’s annual plan. The 



Page 54 of 96 

Strategic Planning Guidelines for Mongolian Higher Education Institutions  
 

 

 

 

department plan should then form the basis for budget requests and show how the 
requests are linked to the institution’s strategic plan. The most direct link between the 
strategic plan and operational plans is the budget. By using the department annual plans 
as the basis for budget requests each year, an institution can not only monitor how well 
the plan is being implemented, it can even direct the priorities of the plan through the 
budget by establishing budget assumptions prior to the time period in which departments 
are developing their budget requests. These assumptions, which should reflect the 
strategic goals for the coming fiscal year and the funding limitations for requests outside 
the established goals, help departments make requests based on realistic expectations 
for their department and the institution as a whole. One other beneficial aspect to this 
process is that institutions with multiple-year budgets can actually begin to anticipate 
budget demands by reviewing the sequence of priorities and projects in the “out” years 
of the strategic plan. The impact of plan-based budgeting underscores the importance 
of aligning the planning cycle with the budget cycle. Figure 22 below highlights the 
organization agenda for successfully implementing the institutions strategic plan and 
shows the organization’s functional relationships necessary. 

 
Figure 22:  Action Agenda for Implementing Strategy 

 

One final method for comprehensively guiding operations through the strategic plan is 
through the annual personnel review process. Annual planning goals and accountability 
can be incorporated into personal development plans and used as a guide for setting 
individual achievement goals for the coming year. The Strategic Plan is also a valuable 
tool for assessing how much and what types of staff development or training may be 
needed to achieve required institutional goals and objectives. When an institution 
develops its vision for the future, much of what goes into that vision is the idea of 
transforming the institution into something better, stronger, more focused, and more 
flexible. 
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Driving Strategic Thinking up the Organization 
 
It is important for successful implementation that the strategic planning process is used 
by the institution’s senior leaders to align and prioritize operations within the institution 
(Figure 22 above). That “top-down” perspective is critical because it is necessary to 
coordinate the various departments or units with enough perspective to maintain a 
balanced view of the organization. However, it is equally critical to have information flow 
up through the process from the operations level. In most cases this practice is 
accomplished through three venues for collecting and analyzing operational issues: 

• department plans, 
• The Strategic Planning Committee’s mid-year review session, and 
• the goal confirmation meeting held at the beginning of each planning year. 

 
Departments required to submit annual plans as the basis for their budget requests will 
necessarily document operational issues. These issues are problems the department is 
currently facing or will be encountering in the immediate future. By incorporating these 
items into the annual plan, they become part of the flow of information back to the 
coordinating function of the strategic planning process. These operational issues reflect 
concerns the departments have about being able to conduct their activities on a basic 
level and usually involve requests for resources such as physical space, additional 
staffing, or policy decisions that impact the department. 

 
The Strategic Planning Committee’s mid-year annual review is intended to provide an 
opportunity to solicit extra support in completing annual planning goals. Since the 
strategic plan generally includes goals in every area of the institution, when the strategic 
planning committee meets to review progress, it is a good forum to hear about 
unresolved issues from the functional units across the campus. Figure 23 below gives 
an overview of the strategic management process within an institution – from strategy 
formulation to strategy implementation, and shows how evaluation results feed back into 
the strategy formulation process. 

 
The goal confirmation meeting the Strategic Planning Committee holds at the beginning 
of each planning year is another opportunity for operation-level concerns to be 
incorporated into the institution-level process. In much the same way the mid-year 
meeting provides a forum for problem-solving, the initial annual meeting allows those 
who represent the perspectives of the functional units to examine the impact of various 
internal concerns with the entire group. 
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Figure 23: Overview of Strategic Management Process 

 
Methods for Strategic Implementation 

 
There are various strategies and options that institutional leaders and strategic planners 
have at their disposal to implement their strategic plans including: 

• Using the budget to fund strategic change 
• Establishing goals and key performance indicators 
• Using the reward system to foster and support change 
• Faculty and staff development 

 
Using the Budget to Fund Change: Using the budget to fund strategic change gets to 
the heart of institutional functionality, its financial resources. This approach ties funding 
to those items that support the progress of the strategic plan. This is a clear and direct 
method of putting plans into action and requires the unwavering support of governing 
boards and institutional leaders to implement and follow-through. 

 
Developing Key Performance Indicators: In institutional strategic planning, KPIs 
provide an excellent method of implementing strategies because they identify specific 
goal related activities that individuals and departments across the institution help 
establish, carry out, and monitor. To be effective, KPIs must be measurable, time-specific, 
and expressly identified as part of the strategic plan. Using KPIs for strategic 
implementation helps break the campus-wide strategic plan down into units for which 
individuals can take responsibility. 

 
Rewards System Tied to Strategic Performance: A well thought out rewards system 
to gain the desired behaviors that result in the implementation of a strategic plan can be 
a very good strategy. These rewards do not necessarily have to be financial rewards. 
They can also take the form of official recognition for a job well done. A rewards system 
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encourages institutional constituents to support the required change and drive the 
strategic plan as they can concretely see how successful completion will benefit either 
themselves personally, or their department of institutional unit. As the strategic plan is 
implemented and begins to show success, resources will grow and more and more 
tangible, and intangible benefits will become apparent. Used evenly across the campus, 
these benefits, in turn, can engender even greater support for the continuing 
implementation of the strategic plan. As a cautionary note, to be effective the use of a 
rewards systems must be fair, objective, institution wide and transparent. Any 
implementation scheme that rewards some while punishing others is not going to be 
very effective. 

 
Faculty and Staff Development: The development of an effective strategy of faculty and 
staff development has become more and more of a crucial issue in strategic 
implementation for higher education institutions. The entire notion of the life-long learner 
isn’t just an issue for the student, it is also an issue for the institution’s staff, faculty and 
administrators. The creation and demands of new knowledge bases, new methods of 
program delivery, and even new levels of participation in the academic experience 
requires that that academics, administrators, and institutional support staff continually 
upgrade their skills and knowledge. The best method for doing this is through developing 
an on-going training and education function, tied to the strategic plan, which allows 
everyone in the institution to maintain state-of-the-art knowledge bases and 
methodologies. 

 
Monitoring Implementation 

 

Monitoring and evaluating the planning activities and status of the implementation of the 
plan is as important as developing the plan itself. Monitoring and evaluation serves to 
ensure the organization is following the direction established during strategic planning. 

 
A successful strategic implement plan will out of necessity include a number of milestones 
and review points. It is important the progress of strategy implementation be reviewed by 
the key institutional stakeholders at regular intervals, and that necessary amendments 
and adjustments are made as appropriate (Figure 23 above). In strategy implementation, 
continuity with the planning process is desirable, and institutions may find it useful for the 
Strategic Planning Committee to oversee the strategy implementation plan in addition to 
developing the initial strategic plan. The 7 Step Strategic Planning Model shown in Figure 
25 below highlights the relationship of the review or monitoring function of the 
implementation plan to other components of the strategic planning process and the effect 
the resulting monitoring and review outputs have on future strategies and action plans. 
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Figure 25: 7 Step Strategic Planning Model 

 
 

The strategic plan document should specify who is responsible for the overall 
implementation of the plan in addition to who is responsible for achieving each goal and 
objective. The plan should also specify who is responsible for monitoring the 
implementation of the plan and who should make the required decisions based on the 
results of the monitoring and evaluation process. 
 
An effective strategy implementation monitoring system provides ongoing, systematic 
information that strengthens the implementation process. The monitoring process 
provides an opportunity to compare implementation efforts with original goals and targets; 
determine whether sufficient progress is being made toward achieving expected results, 
and, determine whether the time schedule is observed. 

Monitoring is not an “event” that occurs at the end of the implementation cycle, but rather 
is an ongoing process that helps decision-makers to better understand the effectiveness 
of the action plans or the strategy implementation process. An effective monitoring and 
evaluation program requires collecting and analyzing important data on a periodic basis 
throughout the implementation cycle of the strategic plan. 
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Key Questions for Monitoring and Evaluating Implementation 

The following key questions can serve to guide the monitoring and evaluation of the 
implementation process of the strategic plan: 

• Are goals and objectives being achieved or not? If they are, then acknowledge, 
reward and communicate the progress. If not, then consider the following 
additional questions. 

• Will the goals be achieved according to the timelines specified in the plan? If not, 
then why? 

• Should the deadlines for completion be changed (be careful about making these 
changes - know why efforts are behind schedule before timelines are changed)? 

• Do personnel have adequate resources (money, equipment, facilities, training, 
etc.) to achieve the goals? 

• Are the goals and objectives still realistic? 
• Should priorities be changed to put more focus on achieving the goals? 
• Should the goals be changed (also be careful about making these changes - know 

why efforts are not achieving the goals before changing the goals)? 
• What can be learned from the monitoring and evaluation in order to improve future 

planning activities and also to improve future monitoring and evaluation efforts? 
 

Frequency of Monitoring and Reporting: 
 

The frequency of reviews of the strategy implementation depends on the complexity of 
each institution. Governing Boards should see status of implementation at least on a 
quarterly basis. The Chief executives, however, should see status of the implementation 
of specific strategic at least on a monthly basis. 

 

Written reports should be prepared for all monitoring and evaluation activities which 
should include answers to the above key questions while monitoring implementation; 
trends regarding the progress (or lack thereof) toward goals, including which goals and 
objectives; recommendations about the status; and outline any actions needed by the 
institution’s senior leaders. 

 

Deviating or Changing the Plan 
 

It’s OK to deviate from the original strategic plan since its primary purpose is only a 
guideline for moving the institution forward and not a strict roadmap which must be 
followed religiously. Institutions usually end up changing their direction somewhat as they 
proceeds through the implementation of the strategic plan. Changes in the plan usually 
result from changes in the organization’s external environment and / or needs of students 
which can result in a different institutional goals; or changes in the availability of resources 
to carry out the original plan. The most important aspect of deviating from the plan is 
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knowing why you’re deviating from the plan - have a solid understanding of what’s going 
on and why. 

 
Some mechanism needs to be identified for changing the plan, if necessary, based on 
the results of monitoring the implementation process. If changes to the strategic plan are 
needed, reports to senior leaders should include comments as to what is causing the 
changes; why changes should be made (the “why” is often different than “what is causing” 
the changes); and detail the changes to be made, including revised or new goals, 
objectives, responsibilities and timelines. Institutions should always keep copies of the 
old or  previous plan and should document what was learned from implementation 
monitoring and evaluation activities to make the next strategic planning cycle more 
efficient. 
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Chapter 8 - The Strategic Plan vs Other Institutional Plans 

A variety of plans are developed across an institution, each originating in the functional 
silo of a different division or department. Few staff, academic or non-academic, on any 
campus are in a position to understand the full scope of their institution’s operations, so 
each silo believes itself to be the least-supported and most mission-critical on campus. 
As a result, each silo tends to develop its plan based on its activities and the never-ending 
need for a larger portion of the institution’s resources. If the institutional strategic planning 
process is not strong enough to coordinate these wide-ranging efforts, keeping track of 
all the plans can be burdensome. 

The advantages of using the strategic planning process for this integrative purpose are 
numerous; however the two primary gains are in anticipating and prioritizing budget 
demands and identifying complimentary, competing, or contradictory goals. 

What the Strategic Plan Provides Other Plans 

The Strategic Plan should contain relevant information about the following issues, at a 
minimum: 

• Enrollment goals and enrollment management initiatives; 
• Student population goals, such as percent of students living on campus, shifts in 

student categories, etc.; 
• New academic programs, educational initiatives, changes in pedagogy and the 

need for supporting facilities; 
• The  impact  of  changes  in  enrollment,  programs,  or  student  type  on  support 

services and facilities; 
• Student Affairs programming initiatives; 
• Changes in staffing levels and training and development needs for both academic 

and non-academic staff; and, 
• Goals or initiatives from department or division plans that rise to the strategic or 

institutional level. 
 

These issues all have a direct bearing on the coordination and use of resources: funding, 
facilities, personnel, and time. For these reasons, as has been mentioned previously, an 
institution’s strategic plan must also be aligned with the institutional budget cycle and 
should incorporate and coordinate other planning initiatives within the institution, such as 
the academic plan, the IT plan, the Facilities Master Plan, and the various Institutional 
Advancement plans. 

Figure 26 below demonstrates the integrative function of a comprehensive strategic 
plan. The columns on the left list the various types of plans an institution may have 
developed over time. The row headings are data elements and informational categories 
usually associated with a strategic plan. Those elements that are checked are common 
to both the strategic plan and the more specific planning effort. It is clear from the 
number of checked elements that without a strategic planning process to integrate the 
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multiple and varied issues, there is no one place to organize planning and resource 
allocation. 

 

Figure 26: The Strategic Plan vs Other Institutional Plans 
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Chapter 9 - Some Final Thoughts 
 
Strategic planning holds great promise for higher education institutions, but lack of 
attention to essential stages in the process results in many plans sitting on a shelf rather 
than truly guiding the organization forward to satisfy its goals and objectives. The process 
must be all inclusive and begin with a clear understanding of the motivation for planning. 
Clear, formal processes are essential to organize the planning effort, but these must not 
become mere exercises in filling out templates. Institutional leadership must maintain a 
focus on the strategic plan’s broad goals, because many plans become bogged down in 
long lists of actions and indicators that draw the organization’s focus away from its major 
goals and objectives. 

 
Middle management and staff must be engaged throughout the planning process so they 
develop the capacity and understanding required to implement the plan. At the same time, 
wide input from multiple constituencies must be shaped into a coherent plan aligned with 
the institution’s major goals and objectives. In addition, many plans express worthwhile 
goals and sensible strategies to achieve those goals, but they fail because resource 
allocation is not aligned to the key priorities in the strategic plan. As a result, organizations 
continue on more or less their previous path based on the traditional allocation of 
resources, rather than realigning resources and cultivating new resources that support 
their strategic initiatives. 

 
While in theory strategic planning is linear, applying the theory is anything but linear. The 
number of institutional variables, including campus culture and politics, make 
development of a strategic plan more analogous to conducting an orchestra. It should 
also be clear that the concept of leadership in the planning process, and for the campus 
as a whole, is leadership regardless of whether it occurs through teams or individuals. 
The Strategic Planning Committee should drive and oversee the entire strategic planning 
process; from determining the institution’s Mission and Vision, to the formulation of the 
required goals, objectives and resulting strategies and actions plans; right through to the 
implementation process and the assessment of implementation results. Senior 
institutional leaders must also continually reinforce the institutional commitment to the 
entire process. 

 
There is the issue of specialist thinking as a core competency in the planning process. 
Anyone who has had an opportunity to facilitate a strategic planning committee will attest 
to the fact that one of the hardest things committee members have to learn during the 
planning process is how to think strategically and at the institutional level. While this 
requires thinking differently than most people do on a day-to-day basis in the course of 
their assigned duties, it is not specialist thinking as much as it is integrated, conceptual 
thinking. It would be a serious comment on the quality of the institution’s educational 
leaders to imply integrated, conceptual thinking is so specialized that members of the 
campus community cannot apply the concept in a practical way. 
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What is missed in all the arguments about the failings of strategic planning, is it is a 
transformational process that provides a forum and a method for creating and 
implementing an organizational vision. It is not easy to do, but those who participate in 
an effective planning process marvel at the energy and empowerment the process 
provides to the entire organization. With a functioning strategic plan in place, all types 
of campus plans work more effectively. 

 
The secret, if there is one, is to ensure that someone qualified to facilitate the process is 
indeed directing it. Most institutions have neither the dedicated expertise nor the 
understanding necessary to conduct a full institutional strategic planning process without 
some support. Lack of experience and training can lead to plans that are only partially 
developed, not implementable, or skewed by the domination of one part of the institution. 
It can also lead to the contracting of consultants who may or may not have the 
appropriate background to facilitate the process. Dedicated planners, internal or 
external, can bring experience, intuition, and creativity to an otherwise mysterious 
process. To that end these guidelines are intended to offer some assistance. 

 
Key Issues to Consider 

 
• Goals can address internal or external demands - Strategic planning proceeds 

more smoothly and successfully when the strategic planning process is oriented 
to satisfy specific motivations. 

 
• Broad goals should guide the planning process - One approach to achieving 

goals is to emphasize linear flow, breaking down higher objectives to departmental 
and sectional objectives. Another approach is to coordinate action toward more 
abstract shared goals without breaking down objectives specifically from one level 
to the next. 

 
• Strategic planning efforts benefit from clear, formal processes - These must 

not become a mechanical bureaucracy that strangles creativity. Planning 
processes should limit the number of key performance indicators to help managers 
focus on the most important information. 

 
• Organizational units cannot play their role in strategic planning successfully 

unless the institutions engage and empower planners and implementers - 
Faculty buy-in is vital. 

 
• Resources must be aligned to the strategic plan - Institutions may have trouble 

formulating strategies feasible within their resources. Implementing the plan well 
requires alignment of budgets and expenditures with the objectives of the plan. 
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Recommendations for Mongolian HEIs 
 

1. As outlined in Chapter 3, Mongolian HEIs should establish an all-inclusive, cross 
functional Strategic Planning Committee of 12 to 15 members with representation 
from all institutional constituents (Appendix 1). This Strategic Planning 
Committee should be responsible to the highest level of authority in the institution 
(The Board of Trustees), albeit reporting through the President. The President 
and Chief Academic Officer of the Institution should be additional ad-hoc members 
of the Committee, but neither should Chair the Committee. The Committee should 
elect a Chair and Secretary from its membership. The Committee should develop 
its governing Mandate (Appendix 2) which should be approved by The Board of 
Trustees. 

 
2. The Strategic Planning Committee’s first tasks should be as follows: 

• Review the institution’s Mission Statement (its reason for being) to be sure 
it is still valid and is commonly understood across the institution. 

• Ensure there is an institution wide understanding and acceptance of the 
institution’s Core Values – how the institution does business or fulfills its 
Mission. 

• Validate that the future Vision of the institution as presented in the Vision 
Statement is still relevant and has institution wide acceptance. The 
institution’s Vision may be generated by the Board of Trustee or the 
President, but for effective implementation of the strategic plan; the Vision 
must be current, relevant and have institution wide acceptance. 

 
3. The Strategic Planning Committee should also review the institution’s current 

Strategic Plan: 
• The plan should fit with the institution’s Mission, Core Values and Vision. 
• Strategic Goals should be measurable; have completion target dates 

attached; have Key Performance Indicators (KPIs) attached with 
performance incentives; and should be assignable to departments or 
individuals who are held accountable for their successful completion. 
Strategic goals should result from strategic objectives of the institution. 

• An evaluation should be made as to the completion progress of the strategic 
goals outlined in the plan and a determination made as to the suitability of 
the completion target dates assigned to strategic goals. 

• The Strategic Plan should contain short term, medium term and long term 
objectives and their resulting strategic goals; and a determination of the 
resource allocations (human, financial and other) necessary for successful 
implementation identified. 

• An Implementation Plan should accompany the Strategic Plan. The 
Implementation Plan should detail those actions that will need to be taken 
to achieve each of the institution’s strategic goals and objectives. The 
Implementation Plan becomes the day to day operating plan for institutional 
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constituents. There should be a clear link between the day-to-day operating 
activities in the institution and the Strategic Plan. 

 
4. Strategic policies and procedures should be formalized in a Strategic Planning 

Manual, developed by the Strategic Planning Committee and approved by the 
Board of Trustees. This Manual should be made available to all institutional 
constituents. 

 
5. Institutions should pilot test select strategic planning tools (Appendix 3) in a series 

of brainstorming sessions with groups of institutional constituents to ensure the 
current strategic objectives and goals are consistent with the understanding of 
institutional constituents as presented in the results of the brainstorming sessions. 

 
Completing the activities listed above should help establish strategic planning processes 
within Mongolian HEIs consistent with generally accepted international best practices for 
strategic planning in higher education. Institutions should give consideration to working 
with an experienced higher education strategic planning professional during these initial 
exercises to help clarify the required linkages between the various activities to ensure 
smooth, efficient development of their strategic planning processes. 
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Appendix 1 - Strategic Planning Committee Profile 

Reviewing the Pre-Existing Mission, Vision and Goals 

The strategic planning committee begins its work each cycle by carefully reviewing 
the institution’s mission and vision statements, and goals. If there are individuals 
who served on a previous strategic planning committee, one or more should be 
invited to one of the early meetings to discuss the progress made and challenges 
faced during that planning exercise. The Committee should consider the following 
questions: 

 
• Is the existing vision a thoughtful overview of the desired future for the institution? 
• Does this vision reflect the goals of the institution? 
• Is the vision appropriate for the current environment of the institution and the 

current global context? 
• How has the institution been performing to date in fulfilling its mission? Has it 

realized its current vision and goals? 
• Is the Mission Statement clear? Does it reflect current thinking? 
• Has the institution been meeting its Mission? 
• What  are  the  major  successes,  the  most  serious  weaknesses,  major 

problems that remain unresolved, and the most serious challenges? 
 
Creating a Future-Oriented Mission, Vision and Goals 

 
The Vision and Mission Statements and clear goals should provide the framework 
for the strategic plan and lay the groundwork for the future. In most cases the existing 
statements will benefit from revision and the goals should reflect new needs and 
realities. The mission and vision set out the basic principles upon which the activities 
of the institution are founded. 

 
Once the current situation has been reviewed, it is important to look at the future. 
Thus the committee should now consider the following questions: 

 
• Does the Mission remain appropriate given the current environment and 

expectations for the future? 
• Is the Vision Statement still appropriate? Should new values be enshrined? 
• Should additional goals be added? 
• Is the existing curriculum appropriate for the future? Which are the areas of 

weakness and strength? 
• How do the goals build upon institutional strengths? 
• How do the goals enhance quality? 
• How do the goals help the institution overcome its weaknesses? 
• How do the goals relate to local, regional and national communities that are 

served? 
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• How does the environment (location, types of students, local needs) affect 
plans for the future? 

 
If the mission and vision statements and goals do not seem appropriate, the 
Strategic Planning Committee should begin the process of rewriting elements that 
do not reflect the institutions’ current values, needs and intentions. The Vision and 
Mission Statements will help give context to the institution’s goals. It is the task of 
the Strategic Planning Committee to ask how these goals compare with reality. 

 
It is important that the Strategic Planning Committee take the time to think through 
the Mission and Vision Statements and institutional goals carefully. Such a 
discussion can often be done more effectively during a retreat away from the 
distractions of the campus and the constant interruption of telephones and cell 
phones, if possible. Until the Committee has a clearer sense of the overall vision 
and direction of the institution, planning will be difficult. Part of this vision will reflect 
the goals of the vice-chancellor, the council, the teaching and research staff, 
members of the academic community, students and the public. If these views are 
not known, they should be sought by the committee. In the end, the success of the 
strategic plan will depend on a high degree of consensus on the basic goals, 
values and priorities. 

 
The existing mission and vision statements and goals should be reviewed in the 
context of the existing strategic plan. The following additional questions should be 
considered: 

• Are the mission and vision statements and goals compatible? 
• What has been achieved over the period during which the strategic plan has 

been in effect? 
• Have the goals articulated in the previous plan been achieved? 
• How can the new plan build on, or alter, the strategic direction chosen for the 

institution? 
 
Assessing the Current State of the institution 

 
Part of the process of self-assessment carried out by the Committee should focus 
on the current ‘state’ of the institution. The committee should assess the following: 

 
• Where is the institution at present in terms of achieving its long-range goals? 
• What are the major strengths and weaknesses of the various programs? 
• How can current challenges be met? 
• Is the institution on target in terms of the time frame set for implementation 

of the current strategic plan. 
 
Central to the review will be an assessment of the status of the institution in terms 
of its current Mission, Vision and Goals. This review is intended to organize thinking 
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about the institution as it relates to past, present and future institutional goals. It 
should provide an opportunity to assess the clarity and effectiveness of the current 
Mission, Vision and goals, their links to policy and programs, and their effectiveness 
in the current environment. Clearly crafted and contextually effective institutional 
Vision and Mission statements and goals are critical to the success of these 
programs. A review of the current situation is essential to effective thinking about the 
needs of the future. 

 
Seeking Consensus on the Goals, Process and Time-Frame Covered by the Plan 

 
General agreement should be reached early in the process about the overall 
direction of the strategic planning process, the approach and strategies to be utilized 
by the committee, and a time frame for completion. Assurances should be provided 
about broad consultation with stakeholders, public discussion of recommendations 
and opportunities for discussion of the final report in draft form. It is important that 
consensus be obtained about the work of the committee and the aims of the process. 

 
The Committee should: 

• stress its openness to input from interested individuals and groups; 
• emphasize its commitment to transparency regarding outcomes; and 
• assure the campus and the community that there is no hidden agenda. 

 
Creating an Infrastructure for Successful Strategic Planning 

 
The Strategic Planning Committee must have adequate staff support for arranging and 
supporting strategic planning retreats and regular meetings; gathering and preparing 
data; obtaining records essential to effective deliberations; making appointments for 
consultations with administrators, staff, students, council members and key community 
leaders; and ensuring ongoing support in preparing draft conclusions, sector reports 
and the final document. Most institutions have a strategic planner and a planning office. 
If there is no such position, one should be established for the strategic planning 
process, and beyond. The planning office needs an adequate budget in addition to 
dedicated staff support. 

 
The staff should report to the chair of the Strategic Planning Committee, not to 
some other administrator. This is essential for effective Committee operation, and 
for giving people confidence in the Committee. It also ensures that staff do not 
have divided loyalties. While the staff may be seconded from some other unit, their 
reporting line must be to the leadership of the strategic planning process if the 
committee is to do its work adequately. 

 
Data Collection and Analysis for Strategic Planning 

 
The collection and analysis of baseline institutional data is crucial for the success 
of the strategic planning process. Some of this research can be carried out before 
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the formal review begins so that participants have access to all the necessary 
information to work effectively and reduce meeting times. The basic financial data 
on income and expenses are central to this effort. Other essential data include: 

• student enrolment information (head count and FTE); 
• student pass rates; 
• dropout and graduation rates by year; 
• staff size; 
• distribution by age and rank of staff; 
• staff recruitment and loss patterns (including reasons for losses such as 

illness, retirement, outside job offers, return to study); 



Page 73 of 96 

Strategic Planning Guidelines for Mongolian Higher Education Institutions 
Mongolian Higher Education Reform Project 

June 2016 

 

 

 

Appendix 2 - Strategic Planning Committee Mandate 
 

The Strategic Planning Committee (SPC) is a standing committee charged to support the 
institution’s strategy and planning at the highest level. The committee advises on 
strategy, helps develop planning materials, analyzes data and information to support 
current plans, and ensures the alignment and integration of planning across the 
institution. 

 

Delegated Powers 
 

The Strategic Planning Committee, under the authority delegated to it by the Board of 
Trustees, be responsible for the oversight of the strategic planning process for the 
institution and specifically: 

1. Oversee the initial development of the institution’s strategies and plans consistent 
with the Board’s overall strategic direction; 

2. Ensures integrations and alignment of the Institutional Strategic Plan with 
divisional, departments, and other critical planning processes; 

3. Recommends metrics for measuring progress and success in achieving the 
strategies within the Plan; 

4. Helps to shape the Institution's implementation plan and reviews it annually; 
5. Continuously monitors the Institution’s progress toward achieving the plan's goals; 
6. Provide evidence based and timely advice to the Board to assist it in discharging 

its functions and meeting its responsibilities with regard to the development of the 
institutions strategic goals; 

7. Interacts with the strategic budgeting process to assure the plan informs budgetary 
decisions. 

 

The Committee will, in respect of its assurance role, seek assurances that planning 
arrangements are appropriately designed and operating effectively to ensure the 
provision of high quality academic programs and services to constituents. To achieve this, 
the Committee’s program of work will be designed to ensure that in relation to all aspects 
of institutional planning: 

 

1. There is clear, consistent strategic direction, strong leadership and transparent 
lines of accountability; 

2. The institution at all levels has a citizen centered approach to the implementation 
of the institution’s strategic plan and the workforce strategy is consistent with the 
institution’s strategic goals; 

3. The Committee has access to and validates information that underpins the 
Strategic Planning process; 

4. Strategic planning decisions are bases upon valid, accurate, complete and timely 
data and information; 

5. There is continuous improvement in standards of academic planning across the 
whole institution and process and results are continuously monitored; 
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The Committee will also advise the Board of Trustees on the adoption of a set of key 
indicators against which institutional performance will be regularly assessed and report 
on through Annual Reports. 

 
Authority 

 
The Committee is authorized by the Board of Trustees to investigate or have investigated 
any activity within its terms of reference. In doing so, the Committee shall have the right 
to inspect any books, records, or documents relevant to the Committees’ remit and 
ensuring confidentiality as appropriate. It may readily seek relevant information from 
institutional constituents. The Committee may, subject to the approval of the Board of 
Trustees, establish sub committees or task forces to carry out on its behalf specific duties 
or tasks. 

 

The Committee Membership 
 

The size and representative composition of the Strategic Planning Committee will vary 
with each institution depending on the institution’s size (student population, number of 
faculty, programs offered, etc.) but should include the Chief Executive Officer and the 
chief institutional planner as an ex-officio members (please see Appendix 5 for specific 
suggestions for the HERP Pilot Institutions). The majority of the Committee members will 
be from the academic division and include representation (where applicable) from 
students, administrative staff, faculty, the Board of Trustees, Academic Council, Council 
of Deans or Department Heads. Committee members shall serve 3 year terms and be 
eligible for re-election/appointment for a second 3 year term. No Committee member may 
serve more than 2 full terms. 

 
Meetings and Reporting 

 
The Committee will meet a minimum of twice per calendar year and may meet by 
telephone or in person, as required. The Committee shall appoint a recording secretary 
and maintain minutes of all Committee meetings. 

 
The Committee Chair shall report formally, regularly and on a timely basis to the Board 
of Trustees on the Committee’s activities. This includes verbal updates on activities in 
addition the submission of committee minutes and written reports throughout the year. 
Chair should also bring to the Board’s attention any significant matters under 
consideration by the Committee. 

 
Resources 

 
The Committee will receive the necessary financial and administrative resources from 
the institution to fulfill its mandate. 
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Appendix 3 - Popular Strategic Analysis Tools 

What is Strategic Analysis? 

Strategic Analysis can be seen as: 
 

‘… the process of conducting research on the business 
environment within which an organization operates and on the 
organization itself, in order to formulate strategy.’ 

 
BNET Business Dictionary 

 
‘… a theoretically informed understanding of the environment 
in which an organization is operating, together with an 
understanding of the organization’s interaction with its 
environment in order to improve organizational efficiency and 
effectiveness by increasing the organization’s capacity to 
deploy and redeploy its resources intelligently.’ 

 
Professor Les Worrall, Wolverhampton Business School 

 
As seen by the brief quotations above, definitions of strategic analysis often differ, but 
the following attributes are commonly associated with it: 

 
• The identification and evaluation of data relevant to strategy formulation. 
• Defining the external and internal environment to be analyzed. 
• Identifying a range of relevant analytical methods that can be employed in the 

analysis. 
 
Strategic analysis methods and tools are key to ensuring that consistency and an 
appropriate level of rigor is applied to the analysis component of developing the strategic 
plan. The beauty of the following strategic analysis tools is the ease of which they can 
be used. Brainstorming sessions with institution constituents, either collectively or jointly, 
is a good mechanism for providing data for the models. Summarizing and prioritizing the 
date collected can provide valuable institutional information for senior leaders and 
strategic planners. Brainstorming sessions also facilitate “buy-in” from the institution’s 
constituents, critical for successful strategy implementation, as they are aware they have 
provided the raw material for the formulated strategic plan. But, when using these tools, 
there are a number of important considerations to be aware of: 

 
1. The tool must help to answer the question that the institution has asked. 

 
2. The expected benefit of using the tool needs to be defined and it must be 

actionable. The more clearly the tool has been defined, the more likely the 
analysis will be successful. 
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3. Many tools benefit from input and collaboration with other people, functions or 
even institutions. There should be sufficient time for collaboration and advance 
warning given so that people can accommodate the analysis. 

 
4. Proper use of analytical tools may be time consuming. It is important to ensure 

that key stakeholders, for example, the Board, senior institutional leaders and 
various departments are aware of this. Otherwise they may not be able to provide 
the necessary commitment to complete the analysis. 

 
Figure 40 below outlines a typical strategic analysis framework and the relationship of 
the most popular strategic analysis tools in developing the strategic plan. 

 
Figure 40: Strategic Analysis Framework 
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Most Common Strategic Analysis Tools 
 
The aim of the any analytical tool is to sharpen the focus of the analysis and to ensure a 
methodical, balanced approach. All analytical tools rely on historical, backward looking 
data to extrapolate future assumptions. It is important to exercise caution when 
interpreting strategic analysis results. Otherwise the analysis may be unduly influenced 
by preconceptions or pressures within the institution which seek to validate a particular 
strategic assumption. 

 
Benchmarking 

 
The use of comparative data has been used for years in higher education. The strategy 
of benchmarking is important both conceptually and practically, and is used for improving 
administrative processes as well as instructional models at higher education 
institutions by examining processes and models at other institutions and adapting their 
techniques and approaches.  

 
More concisely, benchmarking is an ongoing, systematic process for measuring and 
comparing the work processes of one institution to those of another, by bringing an 
external focus to internal activities, functions, or operations.  The goal of benchmarking 
is to provide key personnel, in charge of processes, with an external standard for 
measuring  the  quality  and  cost  of  internal  activities,  and  to  help  identify  where 
opportunities for improvement may be necessary.  

 
Benchmarking is analogous to the human learning process, and it has been described 
as a method of teaching an institution how to improve.  As with other quality concepts, 
benchmarking should be integrated into the fundamental operations throughout the 
organization and be an ongoing process that analyzes the data collected longitudinally. 
Benchmarking attempts to answer the following questions:  

 

• How well are we doing compared to others? 
• How good do we want to be? 
• Who is doing it the best? 
• How do they do it? 
• How can we adapt what they do to our institution? How can we be better than the 

best? 
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Figure  33  below  outlines  the  benchmarking  methodology  for  higher  education 
institutions. 

Figure 33: Benchmarking Methodology 

 
 

 

When using SWOT analysis, it should be ensured that: 
 

• Only specific, verifiable statements are used. An example might be ‘price is 
£1.50 per unit lower than competition’ rather than ‘good value for money’. 
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• Internal and external factors are prioritized so that time is spent concentrating 
on the most significant factors. This should include a risk assessment to 
ensure that high risk or high impact threats and opportunities are clearly 
identified and are dealt with in priority order. 

 
• Issues identified are retained for later in the strategy formation process. 

 
• The analysis is pitched at the project or business activity level rather than at a 

total company level, which may be less actionable. 
 

• It is not used in exclusivity. No one tool is likely to be completely 
comprehensive, so a mixture of option-generating tools should be used. 

 
Figure 27: SWOT Analysis 

 

 
 

PEST Analysis 
 
PEST analysis is a scan of the external macro-environment in which an institution 
exists. It is a useful tool for understanding the political, economic, socio-cultural and 
technological  environment  that  an  institution  operates  in.  It  can  be  used  for 
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evaluating growth or decline in student numbers, and as such the position, potential 
and direction for the institution. 

 
• Political factors - These include government regulations such as employment 

and education laws, environmental regulations and tax policy. Other political 
factors are trade restrictions and political stability. 

• Economic factors - These affect the cost of capital and purchasing power of 
an institution and its ability to charge tuition. Economic factors include 
economic growth, interest rates, inflation and currency exchange rates. 

• Social factors - These impact on the student’s need and the potential market 
size for an institution’s programs and services. Social factors include 
population growth, age demographics and attitudes towards education. 

• Technological factors - These influence barriers to entry, make or buy 
decisions and investment in innovation, program delivery innovations such as 
automation, investment incentives and the rate of technological change. 

 
PEST factors can be classified as opportunities or threats in a SWOT analysis. It is often 
useful to complete a PEST analysis before completing a SWOT analysis. It is also 
worth noting that the four paradigms of PEST vary in significance depending on the type 
of institution. 

 
Porters 5 Forces 

 
Porter's five forces of competitive position analysis was developed in 1979 by Michael 
E. Porter of Harvard Business School as a simple framework for assessing and 
evaluating the competitive strength and position of the organization. 

 
This theory is based on the concept that there are five forces which determine the 
competitive intensity and attractiveness of a sector. Porter’s five forces helps to 
identify where power lies in an environmental situation. This is useful both in 
understanding the strength of an institution’s current competitive position, and the 
strength of a position that an institution may look to move into. 

 
Academic strategic analysts often use Porter’s five forces to understand whether 
new programs or services are potentially profitable. By understanding where power 
lies, the theory can also be used to identify areas of strength, to improve weaknesses 
and to avoid mistakes. 

 
As outlined in Figure 28 below, the five forces are: 

 
1. Supplier power. An assessment of how easy it is for suppliers to drive up prices. 

This is driven by: 
• the number of suppliers of each essential input 
• the uniqueness of their product or service 
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• the relative size and strength of the supplier 
• the cost of switching from one supplier to another. 

 
2. Buyer power. An assessment of how easy it is for buyers to drive prices down. 

This is driven by: 
• the number of buyers in the market 
• the importance of each individual buyer to the organization 
• the cost to the buyer of switching from one supplier to another. If a 

business has just a few powerful buyers, they are often able to dictate 
terms. 

 
Figure 28: Porter’s 5 Forces Analytical Diagram 

 
3. Competitive rivalry. The key driver is the number and capability of 

competitors in the market. Many competitors, offering undifferentiated 
programs and services, will reduce market attractiveness. 

 
4. Threat of substitution. Where close substitute products exist in a market, it 

increases the likelihood of students switching to alternatives in response to price 
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increases. This reduces both the power of suppliers and the attractiveness of the 
market. 

 
5. Threat of new entry. Profitable markets attract new entrants, which erodes 

profitability. Unless incumbents have strong and durable barriers to entry, for 
example, patents, economies of scale, capital requirements or government 
policies, then profitability will decline to a competitive rate. 

 
Porter’s Four Corner’s Analysis 

 
The four corner’s analytical tool (Figure was also developed by Michael Porter and is a 
useful tool for analyzing competitors. It emphasizes that the objective of competitive 
analysis should always be on generating insights into the future. 

 
The model can be used to: 

1. develop a profile of the likely strategy changes a competitor might make and 
how successful they may be, 

2. determine each competitor’s probable response to the range of feasible 
strategic moves other competitors might make 

3. determine each competitor’s probable reaction to the range of industry shifts 
and environmental changes that may occur. 

The ‘four corners’ refers to four diagnostic components that are essential to 
competitor analysis: future goals; current strategy; assumptions; and capabilities. 

 
Many institutions carry out basic SWOT analysis and have an appreciation for their 
competitor’s strategies. However, motivational factors are often overlooked and yet are 
generally the key drivers of competitive behavior. Understanding the following four 
components (4 Corners) can help predict how a competitor institution may respond 
to a given situation. 

• Motivation – Drivers. Analyzing a competitor institution’s goals assists in 
understanding whether they are satisfied with their current performance and 
market position. This helps predict how they might react to external forces and 
how likely it is that they will change strategy. 

 
• Motivation – Management Assumptions. The perceptions and assumptions 

that a competitor institution has about itself, the industry and other institutions 
will influence its strategic decisions. Analyzing these assumptions can help 
identify the competitor institution’s biases and blind spots. 
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Figure 29: Porter’s Four Corner’s Analytical Diagram 
 

 
 

• Actions – Strategy. An institution’s strategy determines how it competes in the 
market. However, there can be a difference between ‘intended strategy’ (the 
strategy as stated in annual reports, interviews and public statements) and the 
‘realized strategy’ (the strategy that the institution is following in practice, as 
evidenced by program offerings, capital expenditure and new program 
development). Where their current strategy is yielding satisfactory results, it is 
reasonable to assume that an institution will continue to compete in the same way 
as it currently does. 

 
• Actions – Capabilities. The drivers, assumptions and strategy of an 

institution will determine the nature, likelihood and timing of a competitor’s 
actions. However, an institution’s capabilities will determine its ability to initiate or 
respond to external forces. 
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Value Chain Analysis 
 

Before making a strategic decision, it is important to understand how activities 
within our institution create value for students. One way to do this is to conduct a 
value chain analysis. 

Value chain analysis is based on the principle that higher education institutions 
exist to create value for their students. In the analysis, the institution’s activities are 
divided into separate sets of activities that add value. The institutions can more 
effectively evaluate its internal capabilities by identifying and examining each of 
these activities.  Each value adding  activity is considered to be  a source of 
competitive advantage. Figure 30 below shows the items included in a value chain 
analysis that help create value for our students and competitive advantage for the 
institution. Original develop for business, the value chain analysis is a good 
analytical tool for academic institutions if we visualize value being added to improve 
the competitive advantage of the institution as opposed the contributing to the 
margin of a commercial enterprise. 

The three steps for conducting a value chain analysis are: 
1. Separate the institution’s operations into primary and support activities. 

Primary activities are those that physically create a program, as well as market 
the program, deliver the program to the students and provide continuing support. 
Support activities are those that facilitate the primary activities. 

2. Allocate cost to each activity. Activity cost information provides managers and 
planners with valuable insight into the internal capabilities of the institution. 

3. Identify the activities that are critical to students’ satisfaction and market 
success. There are important considerations in evaluating the role of each 
activity in the value chain. 

• Institution’s Mission - This influences the choice of activities an institution 
undertakes. 

• Institution’s Value System - This includes the value chains of an 
institutions upstream and downstream partners in providing programs to 
students. 
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Figure 30: Higher Education Value Chain Analysis 
 

 
A Value chain analysis is a comprehensive analytical technique for identifying the 
institution’s source of competitive advantage. 

 

McKinsey 7-S Model 
 

McKinsey 7-S framework (Figure 31 below) provides a useful framework for analyzing 
the strengths and weaknesses of an institution. The McKinsey Consulting Firm identified 
strategy as only one of seven elements exhibited by the best managed institutions. 
Strategy, structure and systems can be considered the "hardware" of success whilst 
style, staff, skills and shared values can be seen as the "software". Institutions, in which 
these soft elements are present, are usually more successful at the implementation of 
strategy. 

 

• Strategy - The integrated vision and direction of the institution’s, as well as the 
manner in which it derives, articulates, communicates and implements that vision 
and direction. Does the institution have a clear strategy? Is there a clear, logical 
and understood connection between and understanding of the institution’s 
strengths and weaknesses, environmental context, strategic intent, strategic and 
business plans, and management information and control systems? Is the 
strategy known to and understood by the institutions stakeholders? Is it 
communicated to everyone as appropriate in a way that accords it the right 
amount of attention? Is everyone aligned behind the strategy? 

http://strategiccoffee.chriscfox.com/2008/06/mckinsey-7-s.html
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Figure 31: McKinsey 7-S Framework 
 

 
 

• Systems - The decision making systems (IT, operational, finance, HR, etc.) within 
the institution can range from management intuition, to manual policies and 
procedures, to structured computer systems, to complex expert systems and 
artificial intelligence. The level of rigor of systems can range from rigid and 
bureaucratic, to more laissez faire and flexible. Systems can be modern and 
efficient or out of date. 



Page 87 of 96 

Strategic Planning Guidelines for Mongolian Higher Education Institutions 
Mongolian Higher Education Reform Project 

June 2016 

 

 

 

• Style – Style refers to the employees shared and common way of thinking and 
behaving - unwritten norms of behavior and thought (organizational culture, 
leadership style, managerial versus transformational). 

 
• Staff – Staff means that the institution has hired able people, trained them well 

and assigned them to the right jobs. Selection, training, reward and recognition, 
retention, motivation and assignment to appropriate work are all key issues. 

 
• Skills - Skills refers to the fact that employees have the skills and experience 

needed to carry out the institution's strategy and includes training and 
development activities - ensuring people know how to do their jobs and stay up to 
date with the latest techniques. 

 
• Shared Values – Shared values means that the employees share the same 

guiding values. Values are things that you would strive for even if they were not 
demonstrably profitable. Values act as an institution’s conscience, providing 
guidance in times of crisis. 

 
BCG Matrix 

 

The BCG Matrix can be applied to any institution with more than one program or service 
line, or more than one student segment. It involves plotting the market share against the 
market growth rate for each program, service or student segment, and then basing 
strategic decisions on their relative position on the chart. 

 

The BCG (named after the Boston Consulting Group) helps to understand the different 
strategic contexts of different parts of a program portfolio. That is, it recognizes that not 
all parts of the institution are strategically equal, and in so doing helps to facilitate more 
nuance strategic analysis. 

 

In its simplest form, the BCG matrix charts each source of value by its share of its market 
and the rate at which that market is growing. Source of value could be business units, 
programs, services, student segments or channels (that is you would choose one of 
these criteria, say program, and then chart all of the institution’s programs relative to 
each other.) 

 

The resultant portfolio analysis can then be roughly divided into 4 quadrants, as shown 
in Figure 32 above. Each of the four quadrants suggests a different strategic 
approach. For example: Stars - continue to invest; Cash Cows - improve efficiencies; 
Question Marks – decide, keep some divest others; Dogs: exit. 
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Figure 32: BCG Matrix 
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Appendix 4 - Glossary of Strategic Planning Terms 
 

The following list includes the most commonly used in strategic planning for higher 
education institutions. Some strategic planners might have a slightly different 
interpretations of a particular term, but the most important requirement around the use 
of strategic planning terms and concepts is that the facilitator, strategic planners and 
institutional constituents share common interpretations. 

 
Achievements: Tangible evidence of results, accomplishments, or outcomes. 

 
Action plan: The action plan lists the specific actions that must be taken, by whom and 

by when in order to achieve an overall goal or implement a strategy. Some people 
include the costs of each action in the action plans, resulting in budget information 
being included in the action plans, as well. Action plans together are sometimes 
referred to as the Implementation Plan. (See also Operational Plan) 

 
Alignment: Consistency and synchronization of plans, processes, actions, 

information, and decisions among units to support key unit- and institution- 
wide goals. Effective alignment requires a shared understanding of 
purposes and goals and the use of complementary measures and 
information to enable planning, tracking, analysis, and improvement at the 
institutional, departmental, work group, and individual level. 

 
Alignment Model of Strategic Planning: Focuses especially on aligning internal 

departments or units to most effectively and efficiently work toward the mission of 
the institution. 

 
Approach: The methods and strategies used by the institution. 

 
Assessment: A process of reviewing the approaches, implementation 

strategies, and outcomes of an institution, department, or program. More 
specifically, assessment refers to the process of comparing achievements 
and outcomes against a set of goals in order to evaluate progress and guide 
further improvement efforts. 

 
Baseline: Base level of previous or current performance that can be used to set 

improvement goals and provide a basis for assessing future progress. 
 

Benchmarking. Establishing benchmarks, also termed comparisons, refers to the 
process of identifying, selecting, and systematically comparing the institution’s 
performance, activities, programs, services, processes, achievements, and/or 
impact with those of other institutions. Comparisons may be with peer, 
competitor, and/or leading institutions. 

 
Beneficiaries. Stakeholders, publics, users, or constituencies for whom the 

institution   undertakes   activities   or   provides   programs   or   services. 
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Depending on the mission of the institution, such services may include 
instruction, scholarship, public service/outreach, and administrative, 
support, or other functions. The list of beneficiaries may include students, 
faculty, staff, disciplinary and professional communities, potential 
employers, alumni, academic associations, parents, business and industry, 
state and federal funding agencies, private foundations and donors, 
prospective students and parents, graduate and professional schools, 
advisory boards, disciplinary and administrative opinion leaders at other 
institutions, local and state government, the citizens of the community or 
state, and other groups. For administrative departments that provide 
programs and services within the institution, such as departments of human 
resources, facilities, computing services, and sponsored research; 
faculty/administrative councils or assemblies; and other administrative and 
service unit, the relevant internal administrative and academic departments 
are served by, influence, or are influenced by the unit. Also included are 
units inside or outside the institution with which the institution, department, 
or program collaborates. 

 
Board of Directors / Trustees: A Board is the group of people who are legally charged 

to oversee the operations of the institution – whether public or private. 
 

Buy-in: Obtaining agreement from key stakeholders that the proposed plan is 
acceptable. 

 
Chief Executive Officer (CEO): The Chief Executive Officer reports to the Board of 

Directors, and is the staff position to whom all other staff (non-Board members) 
report. 

 
Collaborators: External groups or institutions with which the unit must 

coordinate to carry out  its mission-critical work.  Includes partnerships, 
alliances, and vendor-supplier relationships. 

 
Communications Plan: Specification of which information from the Strategic Plan will 

be communicated to which stakeholder groups, who will do that communication and 
by when. 

 
Comparisons: Establishing comparisons, also termed benchmarking, refers to the 

process of identifying, selecting, and systematically comparing the institution’s 
performance, programs, services, processes, activities, achievements, and/or 
impact with those of other institutions. Comparisons may be with peer, 
competitor, and/or leading institutions. 

 
Competitor Analysis: An institution’s activities to examine its competitors to understand 

how their actions might affect the institution, and how the institution should best 
position itself to compete. For example, identify each competitor’s academic 
programs and their markets and their benefits to each market. Consider their 
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strategies for pricing and promotions. Consider the strengths and weaknesses of 
each competitor’s institution. Then compare those competitors to the institution to 
decide how best to position the institution against the competitors. 

 
Conventional Model Strategic Planning: This form of strategic planning places heavy 

emphasis on identifying mission, vision, values, external and internal analysis, 
specific strategies and/or goals, associated action plans, financial plans, 
documentation and implementation - usually in that order. Conventional strategic 
planning is in contrast to issues-based, real-time, alignment and organic models of 
strategic planning. 

 
Core Competence: An institution’s unique capability that would be greatly appreciated 

by students and would be difficult for competitors to quickly duplicate. 
 

Coordination: Alignment and synchronization of plans, processes, actions, 
information, and decisions throughout an institution, department, or 
program. Effective coordination requires common understanding of 
purposes and goals and the use of complementary measures and 
information to enable planning, tracking, analysis, and improvement at the 
institutional, unit, work group, and individual level. 

 
Cycle Time: The time required to fulfill commitments or to complete tasks. 

 
Dashboard Performance Indicators: A set of performance measures or 

indicators, sometimes referred to as a scorecard that summarizes and 
displays results for areas of institutional functioning identified as essential to 
assessing institutional excellence. 

 
Driving Forces: These are various, major influences, usually external to the institution 

that should be considered when conducting an external analysis, especially 
environmental scan activity. There are numerous driving forces, and are usually 
organized into categories, including political, economic, societal, technological and 
environmental. 

 
Environmental Scan: (See External analysis) 

 
External Analysis: This form of analysis includes examining the opportunities and 

threats that might affect the institution, often by using various assessment tools to 
assess, for example, various potential changes to driving forces, stakeholders, 
competitors and collaborators. External factors are those outside the control of the 
institution. The external analysis and internal analysis comprise the situational 
analysis. The external analysis, especially analysis of various driving forces, is 
sometimes called the environmental scan. 

 
Facilitator: The facilitator is the person responsible to guide and support planners 

through the planning process. The role can include a wide variety of activities and 
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styles of facilitation, depending on the culture of the institution and the preferences 
of planners. 

 
Financial Plan: Specifies the financial resources needed to operate the institution during 

one or more years of the span of the Strategic Plan, and should include financial 
resources necessary to address each of the strategic priorities in the Strategic Plan. 
Often referred to as the Annual Budget or Operating Budget. 

 
Gap Analysis: Gap analysis evaluates the difference between the organization’s current 

position, and its desired future. Gap analysis results in development of specific 
strategies and allocation of resources to close the gap. 

 
Goals (strategic): A goal is a specific accomplishment to be achieved at some point in 

the future. Planners often distinguish between several types of goals in the strategic 
planning process. They are usually high-level targets or end points that are 
sufficiently specific to allow for progress to be assessed and a determination 
to be made when they have been achieved. 

 
Governance: This term refers to the nature of the activities conducted by the Board of 

Trustees, including clarifying the overall purpose of the institution; optionally the 
vision and/or values of the institution; establishing broad policies and plans for how 
the institution operates to that purpose; and monitoring the implementation of those 
policies and plans. 

 
Implementation: The manner in which approaches are deployed and applied 

within the institution. 
 
Implementation Plan: The set of activities to increase the likelihood that a Strategic Plan 

will be implemented successfully, and can include all of the action plans 
(implementation plans specify accountabilities for implementation). 

 
Internal Analysis: This includes examining the strengths and weaknesses of the 

institution, often by using various assessment tools to examine the quality of internal 
aspects of the institution, for example, the Board, strategic planning, program 
planning, financial management, fundraising, human resources management and 
evaluations. Internal factors are generally those considered to be under the control 
of the institution. The external analysis and internal analysis comprise the situational 
analysis. 

 
Issues (strategic): Strategic issues are very important challenges that the institution 

must face, often in the forms of weaknesses of the institution and pending threats to 
the institution. Identification of strategic issues often results from external and 
internal analyses, which, together, comprise the situational analysis. 

 
Issues-based Model of Strategic Planning: This form of strategic planning places 

heavy emphasis on identifying overall issues, or priorities, that the institution must 
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address in its strategic planning. Issues-based strategic planning is in contrast to the 
conventional, real-time, alignment and organic models of strategic planning. 

 
Key Performance Indicator (KPI): A Key Performance Indicator (KPI) is a 

measurable value that demonstrates how effectively identified targets have been 
reached or activities completed. 

 
Leadership System: The exercise of leadership and governance, formally and 

informally, throughout the institution; the way decisions are made, 
communicated, and carried out. The concept includes structures and 
mechanisms for decision making, selection, and the development of leaders, 
and reinforcement of institutional values and practices. 

 
Measures: Measures or indicators identified by a unit as appropriate for 

assessing, documenting, or monitoring institutional outcomes and 
achievement levels. Measures include indicators of achievement relative to 
the mission, vision, values, goals, and plans and the quality, effectiveness, 
and efficiency of leadership practices, planning processes, relationships with 
the beneficiary and constituency groups and institutions, programs and 
services, faculty/staff and workplace climate, and assessment and 
information use approaches. 

 
Mission (Statement): The Mission Statement specifies the primary work of the unit; 

the purposes for which the institution exists, including specification of the 
groups for which programs or services are provided. Often published and 
made available to members of the institution and beyond. 

 
Mission-Critical Programs, Services, and Processes: The most fundamental 

activities and associated sequences of work activities performed by an 
institution, department, or program. Also termed core programs, services, and 
processes, these are the activities about which the institution has particular 
expertise. For academic units, mission-critical work processes typically include 
activities directly associated with instruction, scholarship, and service/outreach. 
In administrative institutions, core processes vary substantially from department 
to department, reflecting in each case the unique mission, activities, programs, 
and services. 

 
Operating Plan (Annual Plan): (See Operational Plan) 

 
Operational: Operational activities are focused on the day-to-day, or short-term, 

activities. This is in contrast to strategic matters. In reality, the continuum between 
strategic and operational can become quite blurred. (See Strategic) 

 
Operational Plan: The operating plan is usually focused on the action plans over a one- 

year period. 
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Organic Model of Strategic Planning: This model of strategic planning is especially 
useful when working to achieve a very long-term vision and with highly diverse 
people involved. It can include heavy emphasis on meeting regularly with 
stakeholders to establish mission, vision and/or values and then identifying short- 
term actions that can be taken in order over a long period of time to the mission, 
vision and/or values. 

 
Outcomes (Results): Outcomes are the institution’s current accomplishments and 

achievements and performance over time relative to its purposes and plans, 
leadership practices, relationships with the beneficiary and constituency 
groups and institutions, programs and services, faculty/staff and workplace 
climate, and assessment and information use approaches. 

 
Planners: These are members of the institution who are directly involved in conducting 

the strategic planning process. Occasionally, planners include others outside of the 
institution, such as funders, community leaders and program experts. Facilitators 
help the planners to develop and follow their own planning process. 

 
Planning Committee (Strategic Planning Committee): The Committee is a group of 

people who work together to ensure a high-quality strategic planning process, for 
example, to select the best model of planning, select the facilitator and make sure 
that planners are producing useful results. The Committee is not responsible for 
producing content to put in the Plan. 

 
Positioning Statement: Is a clear and concise description of the market(s) that the 

institution serves and how it wants the market(s) to perceive the institution. There 
can be a positioning statement for the entire institution or for each, program or 
service. 

 
Priority (Strategic): The generic term sometimes used to refer to a major activity that 

should be undertaken as a result of the strategic analysis, for example, a strategy, 
goal or issue. 

 
Process: A sequence of activities. Processes include combinations of people, 

machines, tools, techniques, and materials in a systematic series of steps, 
actions, or activities with a specified beginning and end. 

 
Real-Time Model of Strategic Planning: Includes frequent analysis of external and 

internal environments, and subsequent strategic priorities. Is most useful for 
institutions in which the one or both environments are rapidly changing. 

 
Scenario (Planning Technique): Scenario analysis is a depiction of an institution under 

certain significant conditions at some point in the future. Scenario technique can be 
used to ensure rigorous strategic thinking in any approach to strategic planning. The 
manner in which the technique is applied depends on the approach to strategic 
planning that is selected by the planners. 



Page 95 of 96 

Strategic Planning Guidelines for Mongolian Higher Education Institutions 
Mongolian Higher Education Reform Project 

June 2016 

 

 

 

Situational Analysis: The situational analysis includes conducting analyses of the 
environments that are external and internal to the institution, in order to identify 
strategic issues or goals to be addressed during the strategic planning. 

 
Stakeholders: Stakeholders are those people or groups of people who have a stake, or 

strong interest, in the operations, or affects of operations, of the institution. They 
include those whose assessments are critical to the support and reputation 
of the institution. The list may include students, parents/family, faculty, staff, 
disciplinary and professional communities, potential employers, alumni, 
academic associations, business and industry, state and federal funding 
agencies, private foundations and donors, prospective students and parents, 
graduate and professional schools, disciplinary and administrative opinion 
leaders at other institutions, local and state government, citizens of the 
community or state, and others. 

 
Strategic: A matter is considered to be strategic if it: involves strong input and support 

from leaders in the institution; was produced from careful consideration of the effects 
of potential changes in the external and internal environments of the institution; is 
based on the future of the institution; will have significant impact on the governance, 
leadership and operations of the institution; and will involve extensive use of the 
institution’s resources during implementation of the plan. Strategic matters are in 
contrast to operational activities. (See Operational) 

 
Strategic Planning: Process undertaken by an institution to clarify its overall institutional 

purpose, priorities to work toward that purpose and how each priority will be 
addressed. There are numerous models of strategic planning that can be used, 
depending on the culture of the institution and purpose of the planning. This is in 
contrast to a business plan which is focused on a particular product or service, or to 
a program plan which is focused on a particular program. 

 
Strategic Thinking (in Strategic Planning): Strategic thinking is considering the 

external and internal environments of an institution, and how the institution should 
position itself to thrive well into the future. It considers, for example: What might 
happen? What might we do in each situation? Which is our best course of action? 
How might we pursue that course? How will we know if we are being successful? 

 
Strategy: A major approach to achieve strategic goal(s) or address strategic issue(s). For 

example, a strategy might be a major approach that uses the internal strengths of 
an institution to take advantage of external opportunities, while shoring up internal 
weaknesses to ward off external threats. Strategies are usually long-term in nature. 

 
Student Segmentation: the identification (segmentation) of students according to the 

lifestyles, motivations, needs, abilities, beliefs and attitudes. 
 
Synchronization: Alignment and coordination of plans, processes, actions, 

information, and decisions throughout an institution, department, or program. 
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Effective synchronization requires a shared understanding of purposes and 
goals and  use of complementary measures and information  to enable 
planning, tracking, analysis, and improvement at the institutional, unit, work 
group, and individual level. 

 
Tactic: A tactic is a series of activities, usually short-term and small in scale, intended to 

achieve some accomplishment, for example, a goal or objective. This is compared 
to a strategy, which is a series of activities, usually long-term and large in scale, 
intended to address a strategic goal or strategic issue. 

 
Values (Statement): The values statement describes the overall, top-level priorities for 

how an institution chooses to conduct its activities and to be viewed by the public, 
for example, integrity, efficiency and reliability. Some planners distinguish between 
preferred values and actual values. Preferred values are those that the institution 
hopes to adhere to in its activities. Actual values reflect the behaviors that are 
actually occurring in the workplace. Some planners also refer to guiding principles, 
which usually are statements of beliefs that can reflect the values in action. 

 
Vision (Statement): The vision is a vivid and compelling description of the institution 

department, or program at some time in the future - broadly expressed 
aspirations. 

 
Work Plan: Action plans for Board Committees or top management are sometimes called 

work plans. (See Action Plan) 
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