Papers on Higher Education

e Regional University Network . * o
INESL on Governance and Management c
cepes Of Higher Education in South Fast Europe [

Policy-Making, Strategic Planning,

and Management of Higher Education

John Taylor and Adrian Miroiu

Bucharest
2002



UNESCO - CEPES

Authors are responsible for the choice and the presentation of the
facts contained in the Papers on Higher Education and for the
opinions expressed therein, which are not necessarily those of
UNESCO and do not commit the Organization.

The designations employed and the presentation of the material
do not imply the expression of any opinion whatsoever on the
part of UNESCO concerning the legal status of any country,
territory, city, or of its authorities, or concerning the delimitation
of its frontiers or boundaries.



Papers on Higher Education

Editor of the Series:
Leland Conley Barrows

Assistants to the Editor:
Maria-Ana Dumitrescu
Valentina Pislaru
Viorica Popa

[SBN 92-9069-168-9
© UNESCO 2002



Contents

List Of FIgUTES ..ottt 5
Preface ..o, R 7
1. INtrodUucCtion .......ceovveeremeriiiriiiiiiiiiiii et eeaen e 9
1.1. What Are the Purposes of Higher Education?............ 9
1.2. What Is Strategic Planning?..........cc.ccooooeeiininienn, 10
1.3. The Need for Planning...........cccccoviiiminiiiiiiininneniennnnen. i1
1.4. The Need for Strategic Planning and Management
in South East Europe........ccccoovvviiviiiiiiiniininn, 13
1.5. Some Important Requirements ..............cccooeiiiinnne 17
2. Governments and Higher Education....................cnnnei. 21
2.1. The Scope of Policy-MakKing..........cccooeeiiiieiiiiniannnnn 21
2.2. The State Control Model.............cciviiiiinininiii 21
2.3. The State Supervisory Model..........cccccoeiviiiiiiiiinnn.n. 22
2.4. The Market-Based Model ............cocoeriiviinieiiniinnnnnnn. 23
2.5. The Impact on Institutional Management................ 23
2.6. New ManagerialiSm............coooivviiviiiiiinoiiinnoniiine, 24
2.7. The Situation in South East Europe........cc.cccoiennnn, 24
2.8. Reconstructing the Systems of Higher Education
in South East Europe........cccooovviiiimininiiiiniiinnennnn. 26
3. Structure and Process ........ccoocovviiviiiiiiiiiiiniiiiiinnieiin 29
3.1. The Planning Structure............covviiiemiiiin . 29
3.2. Strategic Planning: The Theoretical Base................. 32
3.3. The Planning ProCess .........cccceevveremieieriniiiicniininnnneenn. 36
3.4. Who Plans? .....ccccuvvviiieiiniiiiiniiiiiiii e 38
3.5, Key POINES «.ooovviiiiiiiiiiiiiiiiiscn 41
4, HOW tO Plan....cc.ciivveiiiiaieiiiiiiiiiiinciin i 43
4.1, Planning.......cccovvviiiiiiiiiiiiii e, 43
4.2. Documentation and Dissemination...........c.............. 58
4.3. Implementation ..........c.ccoeevvviiiiiii 65

4.4, Monitoring........ccoooivviiiiiiiimiiinei 68



5. Operational Strategles .....oooovvvevviiiiiiiiiiiiiiiii 73

5.1. Teaching and Learning Strategy.............c..cccooeeennis 73
5.2. Research Strategy .......cccccceviniiiiiiiiiiiininiiincaninn, 75
5.3. Human Resources Strategy............ccccveviiiniiiiiinnennn, 78
5.4, EsStaltes oviiiiiiiiiiin i e 80
5.5. Internationalization................coivviiiiiiiiniii e 82
5.6. Information Strategy ........ccoovvvrviimeciriiiinnii 83
APPENAICES...ccoviviiiiiiiiiiiiii e 87
Mission Statements.........c.ccevveiiiiiiniiininiii i, 87
Strategic Plans ........ccooooviviiiiiiini 100
Learning and Teaching Strategy.............ccccccviiiiienne 166
Governance and Policy-Making: Strategic
Plans in Romanian Universities ...........ccooeeiviiiiiiiniinnnn. 179
BibHOZraphy.....ccccoiiiiiiiiiiiieercrec e 185
The AUthOTS ....ccviiiiiiii s 191

UNESCO-CEPES Publications ...........coocveeveeieiiiiiinniiininnnnnn. 193



List of Figures

Figure 1. Three models of higher education in
Central and Eastern Europe. ..........c.coviiviviiniiiininn. 25

Figure 2. The structure of Organizational Plans............... 32

Figure 3. The long-standing, but still valuable, model of
strategic planning as offered by Burke and Litvin........ 33

Figure 4. Organizational capabilities versus

environmental demands..............cooii 34
Figure 5. The definition of institutional culture................ 35
Figure 6. The four reasons for which change

programmes fail. ........oooieiiiin 36
Figure 7. The four main phases of strategic planning ...... 37
Figure 8. The various forms taken by Operational

PLATIS touiiiiiiiii e 62
Figure 9. Proposed institutional structure ....................... 69



Preface

This volume is the second in a series of four publications on
aspects of governance in higher education that are being
produced as a partial outcome of the joint UNESCO-CEPES -
European Commission project to create a Regional University
Network on Governance and Management of Higher Education
in South East Europe. The Programme was originally
presented through Table One “Democracy and Good
Governance” of the Stability Pact for South East Europe as
part of its “quick-start package”. It has been developed through
the Task Force on Education and Youth, Enhanced Graz
Process, a coordinating mechanism for educational co-
operation with South East Europe.

The basic assumption of the Programme is that, when
considering the overall situation in the countries of the region,
education in general - higher education in particular - should
play a key role in supporting the search for sustainable peace,
reconciliation, and development of civil society.

Its wider objectives include the following:

- to integrate the wuniversities and higher education
authorities of South East Europe into existing European
networks;

- to develop higher education policies that are based on
European standards and international best practice in the
areas of strategic management, financial management,
relations with civil society, and quality assurance;

- to develop national and institutional capacities and skills
in higher education strategic management and policy
making;

- to stimulate the establishment and/or consolidation of
new structures and mechanisms of financial
management, based on the principles of university
autonomy and accountability, while encouraging the
establishment of links with civil society and local
economies.
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The anticipated outcomes of the programme are expected to
include the following: (i} integration of the countries of South
East Europe into the European Higher Education Area as
defined in the Bologna Declaration; (i) the creation of a
network of the authorities and institutions involved in higher
education through which good practice in academic
governance, policy making, strategic and financial
management, and quality assurance in higher education can
be exchanged; (iii) strengthened national institutional
capacities and skills in regard to strategic management and
policy making in higher education; (iv) the creation of new
structures and mechanisms for financial management, based
on the principles of university autonomy and accountability,
while encouraging links with civil society and local economies.

This volume, the second in the series of four, consists of a
concise presentation of the nuts and bolts of strategic planning
and management in higher education. The authors, a British
academic - J. Taylor, and a Romanian academic - A. Miroiu,
walk the reader through a set of basic definitions of the subject
to a look at different approaches to planning, to focus on how
to plan and to develop operation strategies. The authors blend
the practical with the theoretical. The second half of the
volume cites examples of good practice ranging from selected
mission statements (Sarah Lawrence College of the USA and
St. Stephen University of Hungary), to the Strategic Plan of the
University of Edinburgh and the Planning Cycle of the
University of Melbourne in Australia. The end result should be
successful, proactive, higher education systems and institutions.

We offer this second publication, that is published as a
volume in the UNESCO-CEPES series, Papers on Higher
Education, in the hope that it will contribute strongly to the
anticipated goal of creating a successful Regional University
Network of Governance and Management of Higher Education
in South East Europe.

Jan Sadlak
Director of UNESCO-CEPES



Chapter 1

Introduction

1.1. WHAT ARE THE PURPOSES OF HIGHER EDUCATION?

From the outset, it is necessary to understand what the
purposes of higher education are. A clear understanding will
shape the responses of institutions and individuals to the need
for strategic planning and management. One definition that
identified four purposes for higher education was offered by
the National Committee of Inquiry into Higher Education in the
United Kingdom, chaired by Sir Ron Dearing in 1997:

a) to inspire and enable individuals to develop their
capabilities to the highest potential levels throughout
life, so that they grow intellectually, are well equipped
for work, can contribute effectively to society, and
achieve personal fulfillment;

b) to increase knowledge and understanding for their own
sake and to foster their application to the benefit of the
economy and society;

¢} to serve the needs of an adaptable, sustainable,
knowledge-based economy at local, regional, and
national levels;

d) to play a major part in shaping a democratic, civilized,
inclusive society.

It is to achieve these ends that higher education has
developed. These are common ideals, recognized throughout
the world. To varying degrees, they provide the philosophical
framework within which all institutions of higher education
operate. The full or partial fulfilment of these objectives
provides the essential raison détre for universities,
polytechnics, colleges, and other providers of higher education,
and offers the backdrop against which all effective planning
and management of higher education must take place.
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1.2. WHAT IS STRATEGIC PLANNING?

Possibly the best definition of strategy was offered by Chandler,
in his book on Strategy and Structure, written in 1962:

the determination of the long-term goals and objectives
of an enterprise and the adoption of courses of action
and the allocation of resources necessary for carrying
out these goals.

Here, a number of essential features of good planning are
immediately apparent:

a forward view

establishment of targets

development of means by which these targets may be
realized

direct relationship with resource allocation, having first
identified the aims and objectives

A second, helpful definition of institutional planning,
especially in the context of higher education, was offered by
Lockwood and Davies, in 1985:

the continuous and collective exercise of foresight in the
integrated process of taking informed decisions in the
future.

This definition introduces some further concepts, which
underpin strategic planning and management:

a continuous process, which is ongoing

participation and agreement

the exercise of judgment

the combination of different inputs to develop a single
outcome

the use of good information

clear outcomes and deliverables

All of these ideas and requirements will be discussed in
more detail in the course of this handbook. The emphasis is on
planning and management in a university or other institution
of higher education, rather than at system level.
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Strategic planning and management can take place at
various levels within an institution:

- the whole institution

- the faculty

- the department or school

- the subject group or research group
- the individual

This handbook discusses planning at each of these levels
and looks at the development of an effective planning culture
throughout the organization.

1.3. THE NEED FOR PLANNING

The importance of effective planning and management within
universities has increased in recent years. In some cases, this
has coincided with erosion of Government direct control of
higher education. For some members of the academic
community, such developments have been unwelcome.
Sometimes associated with administrative bureaucracy and
erosion of academic freedom and self-determination, planning
is now a central activity within universities that underpins the
organization and delivery of teaching and research. Why is
planning so important for the modern university?

Competitive Focus

Most universities and institutions of higher education now
operate in a highly competitive environment. There is strong
competition for student recruitment, for research funds, and
for the best staff. Such competition is sometimes encouraged
by governments and funding bodies. In these circumstances,
individual universities need to assess their range of activity
and to determine relative priorities. No single university can
meet all the expectations of higher education and perform at
the highest possible level in all fields. Planning forces a
systematic analysis of the institution and its environment. A
strategic plan provides a statement of what the university or
organizational unit intends to do or do relatively more of and,
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either explicitly or implicitly, what it will not do or do relatively
less of. Effective planning helps institutions to identify what
makes them distinctive and what they have in common with
other institutions, and therefore it helps them to maintain
their individuality.

Pressure on Resources

Across the world, higher education faces pressure on resources
and the need to justify expenditure. Reductions in the unit of
resource and increasing emphasis on operational efficiency
and value for money have placed a new weight on the selective
allocation of resources within every university. Against this
background, universities need to develop effective planning
procedures in order to co-ordinate resource allocation, to
resolve competing claims on resources, and to achieve the
optimum use of scarce resources (including human resources
and capital). The strategic plan should provide an agreed
source of authority and justification for subsequent decision-
making. Without such a plan, resource allocation will tend to
be ad hoc and short-term in nature, commonly reflecting “who
shouts loudest” or “who knows who” rather than considered
judgment and the best long-term interests of the institution.

Accountability and Assessmernt

There has been a continuing move towards increased
accountability in higher education at the institutional level and
within universities. This trend reflects the need to account for
the use of public funds and the attention now focused on
quality of provision. Such accountability has required the
development of plans in order to provide benchmarks and
targets against which performance can be measured and
assessed.

External Interaction

A strategic plan may form the basis for a formal relationship
with outside bodies, including government and other funding
bodies or may be helpful in fostering closer relations with other
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external bodies, including local or regional government, the
local community and other groups, and organizations and
individuals with which the university interacts. The plan
provides a helpful form of information, able to communicate
the aims, objectives, aspirations, and philosophy of the
university, and in this way may strengthen external links
and/or break down barriers.

Internal Management

Universities are now large, complex organizations. A strategic
plan is a means to the creation of a corporate identity with a
sense of common purpose bringing together all staff and
students. By setting future direction and goals, it generates a
sense of “stretch” and ambition within an institution. It
provides a method of communicating the aims and objectives
of the institution, many of which will have originated at senior
management level, of developing an esprit de corps among
staff, and of establishing overall institutional targets with
which all staff will become familiar. At a lower level in the
planning structure, departmental, group, and individual plans
will provide a focus for activity with which all staff should be
able to identify.

In summary, plans should be constructive and helpful, not
obstructive; they should set out the way in which particular
ends will be achieved. Plans may require difficult decisions,
especially about relative priorities, but the desired outcome
should always be beneficial and positive. A plan should be
useful and should support the delivery of teaching and
research; it is not an end in itself.

1.4. THE NEED FOR STRATEGIC PLANNING AND
MANAGEMENT IN SOUTH EAST EUROPE

A recent report of UNESCO-CEPES (Vlasceanu and Purser,
2002) describes the following characteristics of the policy-
making process in the field of higher education in the
countries and entities in South East Europe.
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Policy-making is usually located in the ministries of
education, while the role of other stakeholders is very
low.

Policy-making is not built on reliable and valid data and
information about the working of the system and its
component institutions.

Policy implementation does not provide for adequate
mechanisms and procedures, and the same holds for
policy monitoring and evaluation.

The design of new policies in higher education does not
take into consideration the changing environmental
factors like emerging markets, political influences, legal
constraints, etc.

Competitive models and incentives (e.g., the increasingly
internalization of higher education) are not used or have
a small significance in policy-making.

Against this background, many university leaders and
academic staff in South East Europe hold the view that
strategic planning and management are important, possibly
key elements in the future development of higher education
institutions. However, moves in this direction are hampered by
many constraining factors. The UNESCO-CEPES report
identified two distinct categories of constraints to effective
planning and management: exogenous and endogenous.

Exogenous factors include:

Legal and constitutional constraints that limit autonomy
and flexibility, thus preventing institutions from
developing their own independent operation and
planning.

Political influences arise from many different quarters
and are often contradictory. Public opinion, interest
groups, and lobbying and interventions by political
leaders, parliamentarians, and policy makers are all
sources of political influence which generate operational
and managerial uncertainty in universities. Many key
politicians are also academics.
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The agenda for strategic change is subject to various
different interpretations of events and trends that are
both national and international; the range of
interpretations of the same event may vary both in time
and space, so that establishment of a clear line of action
is rather difficult.

Higher education institutions are limited in number
within any one state, normally less than ten. Commonly,
one university holds a key position, being invested with
many qualities as symbols of national pride. As a result,
many concerns often focus on a single institution,
making it difficult to concentrate effort and focus the
strategy, and also creating difficulties for other
institutions in the country.

Too many ubiquitous stakeholders, mainly those with
ranking positions, express their expectations and
sometimes act as “owners” who impose their views on
the ways activities should evolve in higher education
institutions, views which are usually related to well
established traditions.

In order to cope with the effects of such “environmental
constraints”, higher education institutions must be prepared
to negotiate when embarking on strategy elaboration.
Unfortunately, their skills and readiness to negotiate are rather
limited, being influenced by the ways internal processes are
carried out.

Endogenous factors affecting the process of strategic
management within institutions include:

There are too frequently many goals and often they are
both vague and conflicting at the university level. This
in-built ambiguity makes it difficult to identify current
and future directions that are so important for managing
a university strategically.

When institutional autonomy is granted to both
universities and faculties (and it is limited mainly in
financial terms), university leaders and administrators
have a weaker power base and less authority to
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formulate a strategy and the institutional settings
corresponding to it.

For financial reasons, many academics are engaged in
multiple employment, both in the same and in different
universities. This situation makes it difficult not only to
reach consensus on strategy points but also to avoid
latent conflicts of interest.

Timing has a specific cultural meaning in the region, as
some will contend, and it is clear that the sense of
urgency in the university setting is far from being
commonly understood. This sense of urgency is
enhanced by the periodicity of elections and the political
instability they engender. They interrupt strategic
planning and give rise to inertia. Agendas are
permanently changed, newcomers bring new ideas and
peer reviews are being permanently demanded.
Incorporating all of these in a normal flow of work
requires time and leads to considerable delays.
Institutional incentives are more linked to individual
performances and less to a better functioning of the
university. Institutional fragmentation is so large and the
actions of academics so centrifugal, that the elaboration
of a university strategy is often postponed.

Exogenous and endogenous factors reinforce each other
and inevitably lead to delays in the elaboration of plans for
strategic management. When considering how the effects of the
two categories of factors may be combined in order to generate
a specific institutional strategy, it is possible to distinguish two
approaches:

Y

if)

The reactive approach emphasizes either the passive
posture with regard to local and international shifts of
environment or the step-by-step actions which follow
external changes.

The entrepreneurial approach is focused on those
changes which are based on the existing institutional
strengths while putting forward new developments which
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show flexibility and rapid adaptation to environmental
shifts.

The reactive approach seems to be dominant among the
higher education institutions of South East Europe. One way
by which it is concretized is through changes brought about
one after the other, as successive reactions to external or
internal pressures. Such changes are far from being
consistent. Either they take different forms in different
faculties of the university, or they are scattered in time. The
other way is that of avoiding any institutional change. Passivity
and inertia generate a reactive approach which in fact reveals a
lack of strategic development. The entrepreneurial approach
presupposes the elaboration of a proper strategy of
institutional development which preserves the strengths and
identifies those changes which make the institution more
competitive.

In this context, the UNESCO-CEPES Programme has placed
an emphasis on how to enable higher education institutions to
construct entrepreneurial strategies in order for them to
enhance their performances. Key objectives are to:

- establish close links between policy-making and
institutional strategic development;

- outline the necessary techniques for both processes,
particularly:

* techniques for uncovering information;

* techniques for setting policy and strategic priorities;

e techniques for elaborating policy documents and
strategies;

- provide incentives for the participants to commit
themselves to working on policy and strategy.

1.5. SOME IMPORTANT REQUIREMENTS

Before looking in detail at planning structures and planning
processes, it is important to establish some key principles that
are important, especially in the context of higher education:
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The planning structure and process must be cost-
effective. It is essential that the resources required,
including staff and management information, but
especially the time of all those involved, is commensurate
with the output. Excessive expenditure of time and effort
for little practical output will rapidly undermine
credibility in the planning process.

Planning must be timely. It seeks both to respond to
changing circumstances and to anticipate changes and
developments in the future. The length of time taken
before implementation and delivery must allow
institutions to be able to act swiftly and strongly in
response to opportunities that arise. Delays in the
completion of plans and the consequent emergence of
planning blight can have serious adverse consequences
for the institution concerned.

Planning should be participatory, allowing inputs from all
interest groups within the institution. All staff and
students should be able to identify a route by which
their views can be contributed to the planning process.
The process must be managed. Effective co-ordination of
the planning structure and process is essential if plans
are to be prepared, approved, implemented, and
monitored according to an agreed time scale. Once a
plan has been approved following due consultation and
debate, implementation should be led by designated
officers (Pro-Vice-Chancellors, Deans, or Heads of
Department) or senior professional managers (Director of
Finance, Director of Estates, Director of Human
Resources).

The process should be non-intrusive as far as possible,
allowing staff and students to continue with their day-to-
day activity.

The planning process must be transparent. It must be
clear to all concerned how decisions have been reached.
Plans which have been prepared “behind closed doors”
or which include decisions that cannot be openly



INTRODUCTION 19

justified are unlikely to carry broad support within an
institution.

Above all, it is crucial that the planning process carry the
confidence of all interested parties, both within and
without the institution. Without such confidence, the
process will have no value.



Chapter 2

Governments and Higher Education

2.1. THE SCOPE OF POLICY-MAKING

This handbook is primarily concerned with planning and
management at the level of an institution of higher education
and within that institution. However, the scope for planning
will necessarily reflect the structure of higher education within
national systems, including the extent of direct Government
control. Given the importance of higher education in the
development of a skilled workforce and the impact of
universities on the economy and society, all Governments have
a responsibility to oversee the provision of higher education.
Detailed arrangements will vary between countries, reflecting
history, political persuasion, and practical realities, but the
outcome will have a direct impact upon the relationship
between institution and state and will have a profound
influence on the ability of universities to plan and manage
their own affairs.

The governance system is one of the most actively debated
aspects of higher education. There are essentially three models
in existence:

i} the state control model;
i) the state supervising model;
iii) the market-based model.

Inevitably, lines between these models can be blurred.
Moreover, the position in individual countries can change over
time.

2.2. THE STATE CONTROL MODEL

Historically, strong Government control has been a feature of
higher education systems in many European states. Typically,

21
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the state (either national or federal) will “regulate the access
conditions, the curriculum, the degree requirements, the
examination systems, the appointment and remuneration of
staff etc” (van Vught, 1994). At the same time, the academic
community has often retained considerable authority and
independence in the day-to-day running of internal affairs.
Under this model, responsibility for strategic planning clearly
rests with Government. Institutions are an instrument for the
delivery of Government determined priorities. The role of
institutional management is minimized. Funding of higher
education, both teaching and research, is clearly a
Government responsibility.

2.3. THE STATE SUPERVISORY MODEL

Increasingly, European countries are moving to a weaker form
of state authority. Under the State Supervisory Model,
individual universities have more freedom to determine their
own futures, establishing their own priorities often with a more
diversified funding base, both Government and private. Here,
there is a much greater role for university presidents or vice-
chancellors, for Deans and Heads of Department and for
central institutional management. This approach is often
referred to as “new managerialism” and is a feature of many
areas of public service delivery at the end of the Twentieth
Century. However, it is important to recognize that the
Government retains oversight of the system, “steering at a
distance”. Such supervision may be exercised through the
operation of quality assurance schemes for teaching and
research; by the provision of policy guidance, possibly
accompanied by incentives and penalties; and by the
maintenance of accountability systems. Under this model,
institutions have a clear responsibility to plan and manage
their own affairs. Funding will often be more diverse, tapping
both Government and private sources. In some areas of
activity, institutions may find themselves working in a market-
based environment, either a free market or a controlled
market.
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2.4. THE MARKET-BASED MODEL

Under a Market-Based Model, Government does not fulfil
either an active or an interventionist role. Institutions develop
programmes of teaching and research based on market
demands. The emergence of private universities in many
European countries is based on competition for student
recruitment and research. Direct Government funding is
minimal, even if Government may still be a “consumer”, for
example, as a sponsor of research. Tuition is funded primarily
through fees paid by students. Under this model, like the State
Supervisory Model, there is a strong emphasis on planning
and management at the institutional level. Universities are free
from constraints regarding income and expenditure, but
equally are subject to the pressures of business; in particular,
the state does not offer any financial “safety net” in the event of
losses.

2.5. THE IMPACT ON INSTITUTIONAL MANAGEMENT

These different models will have a significant impact on the
scope for institutions to plan and manage their own affairs.
McDaniel (1996) identifies five key areas in which the
relationship with Government will impact upon institutional
managemernt:

- finance, e.g., the kind of government funding (earmarked
or otherwise) or the right to borrow money on the capital
market);

- general aspects of management, e.g., the freedom to
conclude contracts and the legal position of universities;

- educational matters, e.g., development of new subject
areas, decision-making powers on curricula, content of
courses and quality assessment;

- personnel policy, e.g., the appointment and reward of
staff;

- student affairs, e.g., access criteria and tuition fees.
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2.6. NEW MANAGERIALISM

Reference has already been made to the emergence of “new
managerialism”, which became a dominant force in higher
education in Europe and in other industrial and developed
countries in the 1990s. New managerialism combines a
significant level of procedural freedom for institutions,
especially in financial administration and management, with
active oversight of educational and research affairs by
Government. There is no single model of new managerialism.
Different Governments have varied in their desire to
decentralize decision-making powers, the degree of autonomy
allowed to administrative agencies, and their commitment to
market mechanisms. Certain reforms have been radical and
all-embracing, others have been more pragmatic or
evolutionary. However, there are some  common
characteristics:

- strengthening of the administrative and leadership
functions within institutions;

- priority setting, by Government and within institutions,
including the contractualization of Government-
university relations, the assessment of targets and
outputs, and the use of performance indicators;

- client-orientation, including a new focus on quality for
both students and research sponsors and on marketing;

- value-for-money, with an increasing emphasis on cost
and returns. Central to the delivery of higher education
under these circumstances is the development and
operation of effective systems of planning and
management within all institutions of higher education.

2.7. THE SITUATION IN SOUTH EAST EUROPE

Changing relationships between Government and institutions
of higher education are clearly exemplified in South East
Europe and have helped to shape the present nature of
planning and management in universities throughout the
region.
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Figure 1. Three models of higher education in Central and Eastern

Europe
PRE-COMMUNIST: COMMUNIST: POST-COMMUNIST:
Implicit and self- Centrally-regulated Explicit and self-
regulatory regulatory
Main traits Confidence in values, in Aims, tasks, and Competition for

System-wide
regulation

Planning/
system
approach

Accountability

Autonomy

Incentives

Financing and
budgeting

Relation to
Labour
market
Internal
governance
and structure
Strategic
planning

particular academic
freedom

Minimal

None or very limited

Limited mainly to own
constituency

Yes, but its parameters
were differently defined
than nowadays

Reliance on intrinsic
motivation in learning
and research

Heavily tuition-fee
dependent/input-
oriented line-item
budgeting

Minimal and only
indirect

Federation of relatively
independent sub-units
(Chairs)

Occasionally at sub-unit
level, not essential for
governance

resources in teaching
and research defined by
the Communist Party
and allocated by the
State

students, funding:
importance of
institutional and
programme academic
standing; multiple forms
of self-representation;
adherence to academic
freedom

Compulsory and detailed Preferably within a

party/state regulation

Comprehensive: an
instrument of political
control

Mainly to political
authorities (Communist
Party)

Hardly any or at the
discretion of the political
authorities

Achievement of goals set
by the party and the
state

Totally state-dependent
but relatively “worry-
free”; rigid line-item
budgeting

Close co-ordination with
state-set manpower
planning

Externally determined
and politically controlled

Almost none at
institutional and sub-
unit level

broad State regulatory
role

Particularly important at
institutional level

Accountability to
multiple constituencies

Determined by the
degree of accountability
to specific constituencies
Well-being of the
institution and of its
principal constituency

Multiple sources and
instruments of financing
and budgeting

Significant but indirect;
a result of interaction of
multiple constituencies
Concentration of
administrative power/
Diversity of structure
Essential for survival
and well-being of the
institution. Important
approach in governance

(Source: Sadlak, 1995}

Universities in the region have a long history, in many cases
predating the communist period. Half of a century of
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communist government, followed by a period of complex,
difficult and painful transition, marked them deeply and
accounts for the policies they developed in the attempt to
reflect the new social and political conditions. In 1995, Sadlak
conceptualized these transitions in an analytical framework
that distinguishes three general models of higher education:
pre-communist, communist, and post-communist. The
framework is especially important in that it highlights the
general characteristics of higher education in the region,
relevant to the role and significance of governance and
strategic management in the present, post-communist, and
post-conflict periods. Although originally devised with a view to
Central and East-European countries, Sadlak’s framework fits
well the states, entities and communities throughout South
East Europe.

2.8. RECONSTRUCTING THE SYSTEMS OF HIGHER
EDUCATION IN SOUTH EAST EUROPE

The extension of strategic planning and management in the
universities of South East Europe is part of a larger effort to
reconstruct the systems of higher education in newly emerged
states, entities, and communities. Some of the main
characteristics of the process are set out below (adapted from
Scott, 2000}:

- The reconstruction consists of changes on a scale and at
speed never attempted in other parts of Europe. New
policies are being developed and implemented in a very
short period.

- In some places, reconstruction has to be total: the legal
framework in which universities operate, as well as their
mission and articulation within wider systems, has to be
reconsidered.

- The diversity across the region is immense and therefore
no standard solutions can be applied. For example, in
some places it is necessary to strengthen the university
at the expense of their faculties or other constituent
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parts, while in other places, decentralization of the
decision-making process is necessary.

Staffing is a major issue. The level and appropriateness
of skills and qualifications and the mechanisms for
renewing the staffing base are central concerns for most
universities and higher education systems.

The chronic under-financing of higher education is of
utmost importance. Universities have passed through
the transition period with fierce financial constraints.
The academic and the administrative management of
universities are not separated. Most of the university
managers are elected, and sometimes huge collective
bodies (Senates, Academic Councils, etc.) are involved in
taking decisions. This situation contributes to a largely
unclear distinction between executive decisions and
policy-making.

The higher education systems now face new challenges
including the development of a significant private sector
(which looks to be more dynamic and flexible) and the
increasing role of research in universities. In some
Central and East-European countries, this process was
accompanied by the integration of the institutes
managed separately by the Academies of Science. This,
therefore, is the background against which planning and
management in higher education must operate.



Chapter 3

Structure and Process

3.1. THE PLANNING STRUCTURE

The internal planning structure of a university should operate
at various levels within the institution. It will be all-pervasive,
affecting every area of activity and impacting upon every
student and every member of staff. The three key levels of
planning may be summarized as follows:

- Mission Statement
- Strategic Plan
- Operational Plans

The Mission Statement

The starting point in any planning process is the Mission
Statement. This should describe briefly the key characteristics
of the university and should encapsulate the essential
philosophy and raison d’étre of the institution. The description
might include whether the university sees itself primarily as:

- international, national, regional, or local in focus;
- teaching-based or research-based;
- broadly based in subject terms or more specialized.

The Statement may also refer to broad social or economic
aspirations, such as the commitment to increasing educational
opportunities or the creation of wealth through research,
innovation and technology transfer.

The Mission Statement is intended to set the overall tone
and general direction of the university for a reasonable period,
probably no less than five years. It should not be necessary to
update a Mission Statement on a regular basis.

29
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The Strategic or Corporate Plan

The Strategic Plan sets out the overall aims and objectives of
the whole university. It will include a broad analysis of the
context within which the university is operating and will set
out aims and objectives by academic subject area or by activity
(such as admissions, teaching, research, staffing, or estates).

The Strategic Plan is commonly a public document, often
available for consultation by external stakeholders. It may also
be the basis of a formal relationship with government or
funding bodies.

The Strategic Plan is a key document which in effect
translates the mission statement into a set of aims and
objectives covering the whole university. It introduces an
element of analysis and prioritization and should provide a
central point of reference from which all the more detailed
operational planning and activity should stem. In normal
circumstances, the objectives set in the Strategic Plan should
be reviewed on a regular basis, probably annually, and the
whole Plan should be subject to full review on a regular cycle,
possibly every three years. It is unlikely that a Strategic Plan
will remain valid for more than five years, such is the pace of
change in the external environment.

The Strategic Plan should bring together planning, resource
allocation, and accountability within a single integrated,
corporate process linking academic, financial, and physical
aspects. Thus, a Strategic Plan should provide a link between
academic planning (such as student numbers, courses, and
research), financial planning (projected income and
expenditure), and physical planning (buildings and
infrastructure), and will also guide the overall allocation of
funds within the university.

Operational Plans

In order to translate the broad aims and objectives of the
Strategic Plan into more detailed working plans, it is necessary
to develop a series of Operational Plans. These may be
academic subject based, covering a particular Faculty, School,
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or Department, or may be theme based, covering matters such
as research, teaching and learning, estates, or human
resources. In many cases, both will be required.

Operational Plans will include objectives and targets specific
to particular organizational units and activities. They will
normally cover a period of 3-5 years, but will be reviewed and
updated on an annual basis in the light of achievement and
changing circumstances. They will be directly related with
resource allocation and will include many key measurable
inputs and outputs such as student numbers by course or
method of study, development of new facilities, and research
income.

This level of planning may be regarded as tactical planning.
The Operational Plans show how the university is responding
to the broad objectives set out in the Strategic Plan. These will
be practical working documents referred to by staff on a
regular basis. They may also be confidential in nature since
they will include material indicating the ways in which the
institution is seeking to gain advantage over its competitors.

Operational Plans may exist at various levels and sub-
levels. Thus, within a particular Faculty, plans may be
required at departmental level; within a department, plans
may be needed at the level of a research group or teaching
unit. Indeed, this philosophy of planning may be applied down
to the level of each individual member of staff.

This structure may be summarized as follows:
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Figure 2. The structure of organizational plans.

Timescale Planning Activity Organizational Level
Mission
5-10years | 4 statement ’ University
44— Strategic plan |———® | University
3-5 years
1-2 years 44— Operational —» | Subject- Theme-
plans baseld based |
v —1
Immediate < Actions | » Faculty
|
Department
|
Sub-group
]
Individual

3.2. STRATEGIC PLANNING : THE THEORETICAL BASE

Planning in higher education is a very practical exercise.
Nevertheless, it is important to understand some management
theory, since this will help to identify key issues and
constraints.

There are several important points that emerge from the
Burke-Litvin model:

The process begins with a detailed analysis and
understanding of the working environment, both internal
and external;

All three transformational variables must be met in the
preparation of a plan;

The whole system must work in parallel and in harmony;
Human factors are crucial in successful planning and
implementation.
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Figure 3. The long-standing, but still valuable, model of strategic
planning, as offered by Burke and Litvin

Environment

Transformational
/ e \ variables

Strategy < p| Leadership «4— Culture
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; L 2
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practice
¢ ¢ : Transactional
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Much has been written about strategy in organizations. For
higher education, there are perhaps three key aspects:

- Simple, consistent long-term goals;

- Profound understanding of the competitive and working
environment, including the needs of students and other
“consumers” of services;

- An objective appraisal of resources.

In the 1960s, Michael Porter and others argued for an
“outside-in” approach to strategy, based on a detailed
assessment of context and environment and response to
competitive forces. This commonly used the familiar SWOT
analysis:

- Strengths

- Weaknesses

- Opportunities

- Threats
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In the 1980s, Gary Hamel and others argued for an “inside-
out” approach, which built on and exploited the core
competencies of the organization, building on strengths and
growing from within.

In practice, a combination of both approaches is needed.
Strategy, therefore, is about delivering best fit between
organizational capabilities and environmental demands and
opportunities:

Figure 4. Organizational capabilities versus environmental demands

What is demanded
/of us?

What competition?

Capability

Where should we allocate our
resources?

What do we start?

‘What do we continue?

What do we stop?

What are we best at?
What will we never be
dgood at?

Depends on people

We will not hnzremem
what we do not believe in

The emphasis here is on implementation. Structures and
resources are needed to implement a plan: Without such
support, a plan becomes impossible. Gary Hamel wrote, “a
competent strategy well executed is of more use than a
brilliant strategy badly (or not) executed. Our problem is
strategy execution, not strategizing.”

This problem is a familiar one in higher education.
Commonly, much effort is deployed in the development of
plans; much less in ensuring effective implementation.
Important factors in planning are therefore effective leadership
and an awareness of institutional culture, including an
appreciation of the core values of the organization.
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Leadership must be informed and focused, but also
sensitive to the environment; leadership must also create new
opportunities as well as reacting to changing circumstances.

Institutional culture has been defined as “the set of
attributes, values and beliefs which guide behaviour in the
absence of direct instruction.” In practice, culture is often
more difficult to grasp than may initially appear to be the case:

Figure 5. The definition of institutional culture
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culture
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It is necessary to look beneath the surface in order to
understand the culture of the organization. Universities and
institutions of higher education are no different from other
organizations in this respect.

Once a plan has been developed, adequate resources,
especially human resources, are crucial. Skills are needed to
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equip individuals to deliver those parts of the plan for which
they are responsible. Effective change management is vital
within any planning process.

Figure 6. The four reasons for which change programmes fail

Capacity to change is
inadequate (too many
projects) or capability is
lacking (weak skills)

Pressure or incentives
to change are too weak

PLANNING
FAILURE

Sponsorship and

Cultural resistance to leadership 1s wrong - t%OOd
h is too high ideas put forward by the
change Is too hig wrong person are unlikely

to succeed

3.3. THE PLANNING PROCESS (Based on and adapted from
HEFCE 2000)

Strategic planning is that part of the strategic management
process which is concerned with identifying the long-term
direction of the institution. It is a continuous, cyclical activity
with four main phases:

i} Planning - doing research on and analyzing strategy and
plans, and generating ideas and choices.

ii) Documentation and dissemination — preparing the plan
and making it available to all interested parties.

iii) Implementation - taking action to achieve the agreed

aims.

iv) Monitoring - assessment of achievement or non-
achievement, in order to influence and shape future
strategy.

Some institutions set out these phases in detail in a _formal
timetable. This provides an element of discipline for all
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concerned, helps to embed an awareness of planning within
the institution, and tends to strengthen communication,
expectation, and consultation. Other institutions will develop
timetables on a more ad hoc, pragmatic basis, depending on
the stage in the cycle reached. This way of proceeding can
allow the process to be accelerated or delayed according to
need. An excessively mechanistic approach may stifle creativity
and may provide an obstacle to flexibility and opportunities.
On the other hand, a planning system, which is too ad hoc and
which changes its timetable and requirements too often, can
lead to instability, a lack of confidence, and a failure to develop
any corporate memory and expertise. A balance is needed,
which provides both routine and rigour, but which is also
always open to the generation of ideas and choice.

Figure 7. The four main phases of strategic planning
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One of the keys to effective planning is flexibility. It may
seem like a paradox, given the need for priorities and decision-
making, but an important aspect of planning, at least in the
field of higher education, is keeping options open. It must be
recognized that the long-term objectives of the institution may
not be achieved exactly as stated, because unforeseen changes
in the internal and external environment are inevitable and
may require the objectives to be revised. There is no virtue in
sticking doggedly to a plan that has been overtaken by events.
All institutions must retain the flexibility to adjust as
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circumstances change, so that they can exploit unexpected
opportunities that arise and respond to unforeseen threats.
Consequently, there needs to be frequent review of the overall
direction to take account of and adjust to actual and potential
changes to the organization or its environment.

It is important that all four elements of the planning
process are completed. All too often in the past, universities
have developed plans but then have not seen them through,
sometimes developing resource allocation models which run
counter to the priorities identified in the plan, by failures to
communicate the plans effectively to those expected to deliver
required outputs or by inadequate monitoring which has
meant that progress cannot be measured, and there is poor
feedback to inform future planning exercises.

3.4. WHO PLANS?

Ultimate responsibility for planning in an institution must rest
with the governing body. In many countries, this will be the
University Council or the Board of Governors. Elsewhere, in
countries where universities have less independence from the
state, governments (either national or regional) may have a
direct role in institutional planning. Whatever the
constitutional position, it is essential that there be a body
within the institution able to exercise oversight of the planning
process and able to take ownership of the strategic plan of the
institution and be able to present the views of the institution to
external authorities.

There are various ways in which this responsibility for
institutional strategic planning might be exercised:

- Some institutions delegate much of the work to a
planning and resources committee comprising a small
number of lay governors (individuals not employed by
the institution, normally from business or with other
professional  experience), senior managers (both
academic and administrative), and the operational head
of the institution or chief executive (Vice-Chancellor,
Principal, President, or Rector) who will normally chair
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the committee. The governing body then tends to ratify
the strategic planning recommended by that committee.

- In some universities, senior managers may prepare the
draft strategic plan and discuss it with governors during
governing body or committee meetings before seeking
approval. The governing body might commonly have an
*away day” meeting to concentrate exclusively on
strategic planning.

- Some universities use informal, limited lifetime ad hoc
groups including senior managers and active governors
to prepare the strategic plan.

The involvement of Council members or governors from
outside the institution can have advantages (an external
perspective and particular expertise) but may also have
disadvantages (lack of detailed knowledge of the institution or
of the higher education context, practical problems of
availability).

The head of the institution or chief executive has a leading
role in the planning process, influential in shaping the overall
direction of the institution and taking either a substantive or
symbolic lead in each of the key steps of the process. There are
four main tasks within the role of the chief executive as a
planner:

- envisioning

- consulting

- challenging

- communicating

The chief executive may be relatively less involved at the
stage of implementation, but will need to have oversight of
monitoring.

Increasingly, in higher education institutions throughout
the world, the chief executive sets out a long-term vision for
the institution. Often this activity forms part of their initial
appointment or is undertaken soon after appointment, and
may be linked with structural and organizational changes. For
some observers, this forms part of new managerialism in
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higher education and a departure from academic self-
government. To others, such changes indicate a new
professionalism in response to changes in the working
environment.

In practice, much of the main workload for strategic
planning normally rests with a central planning committee.
This body normally includes the Chief Executive and other
senior academic officers, but the remaining membership may
be either elected (normally, from the academic community) or
representative (normally, Deans or holders of similar positions).
Elected membership can be helpful in securing acceptance of
plans, but representative membership, especially when such
individuals are also budget holders or involved in resource
allocation, can be helpful in ensuring effective implementation.
In whatever way the membership is determined, it is important
to ensure:

- abroad spread of expertise and subject backgrounds;

- a balance between continuity of expertise and fresh
thinking (normally achieved by rolling periods of
membership);

- involvement of support services as well as academic
staff;

- that all members approach their task from an
institutional rather than from a narrow sectoral point of
view; there is a fine, but crucial, line between covering
key areas of expertise and having members who only
“fight for their own corner”.

This committee has a central function within the planning
process, providing the essential integration which brings
together a diverse range of inputs, views, and information in
order to produce a single, consistent plan. It may use small
groups or specialist inputs and may operate in different ways,
but it must provide the single focal point for planning within
the institution.

Many institutions now have a senior Planning Officer or
Director of Planning responsible for co-ordinating the whole
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planning process. This creates a body of knowledge and
professional expertise and offers continuity in planning.

At lower levels within the organization, the preparation of
operational plans is likely to be the responsibility of strategy
committees, such as a Research Committee or a Teaching
Committee. Similarly, planning committees will be needed in
individual Faculties and Departments. Membership should
include the relevant Dean or Head of Department and should
be broadly representative of interest groups within the
organizational unit concerned.

3.5. KEY POINTS

There are a number of key points within the planning process
which are especially relevant in South East Europe:

- An inclusive approach: A salient feature of the new
approach should be a constant emphasis on inclusivity
in decision-making, including the Senate, the Executive
Management, the Trade Unions, the Students’ Unions,
ete.

- Creating “win-win” solutions: Another feature of the
process is to create “win-win” solutions. Through
continuous talks and deliberations, participants can
learn how to craft solutions which could achieve the
minimum expectations of different stakeholders, but
which could also take the body politic with them.

- The importance of expertise: The process of preparing the
strategic plan can be strongly supported by knowledge
and information on similar processes internationally and
nationally.

- Creating trust through faimess and integrity: One of the
most important features of the transformation process is
the creation of trust through fairness and integrity. One
of the most effective means is to involve representatives
of the main interested groups in the university.

- Create new structures and involve existing ones: The
constant involvement of the Senate and other University
Boards is of the utmost importance. At times it is also
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necessary to appoint task teams and sub-committees to
attend to specific tasks or issues.

The outcomes: The process of strategic planning should
render significant and clear outcomes: formulation of new
strategic priorities as part of continued strategic
planning; establishment of a system of portfolio
committees such as strategic planning, education and
research (with sub-committees on teaching, research
programmes, quality assurance}, sustainable human
development; resources (sub-committee on human
resources, financial resources, infrastructure) spatial
planning and information technology, access, recruitment
and selection, diversity; decentralization of decision-
making regarding finances, general and faculty
regulations, etc.



Chapter 4

How to Plan'

4.1. PLANNING

The planning process is essentially one of information
gathering, analysis, and discussion. There are four elements
within this process: “scanning” or information collation,
“analyzing”, “generating ideas”, and “enabling”.

l

| I

Scanni
ng/ Analysis Generating ideas Enabling
Information collation|
Environmental Market position New activities Personal qualities
scanning
Internal resource
assessment Profiles of activitieg Improvements Resource

| | S

Institutional Finance Discontinuing Inf G
mandates and other data activities ormation

i) Scanning, or the accumulation of information, is the
process of identifying and observing characteristics and
changes which will have an impact on the organization.
It involves reviewing the external environment, analyzing
internal strengths and weaknesses, and identifying
institutional mandates.

! Based on and adapted from HEFCE, 2000
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Environmental scanning will include:

- Changes. known or anticipated, in Government
policy affecting higher education (e.g., changes in
student numbers; need to increase certain subject
areas, such as medicine or technology; social
change, such as need for wider participation;
projected changes in funding methodology or levels
of funding). \

- Economic change (e.g., areas of expansion or
decline which might affect demand for graduates
from employers or need for research). Such
changes may be local, regional, national or
international.

- Social change (e.g., demographic analysis, growth
in numbers of school students, changes in levels of
participation by different socio-economic or ethnic
groups).

- Changing expectations of higher education within
society (e.g., development of concepts such as
lifelong learning, contribution to the economy).

- Changes in technology that might affect the
organization and delivery of higher education (e.g.,
new methods of learmning, new methods for
development, analysis and presentation of
information).

Potentially, there is a huge amount of information to
be gathered. In practice, much is likely to come from
Government in the way of broad policy steering and
expressed priorities or clear directives to the higher
education providers. Planning commonly involves the
interpretation of such guidance and its translation into
the more specific context of a particular institution.

The internal assessment of resources seeks to ensure
that, in taking forward the planning process, the
institution actually knows and understands the position
from which it is starting in terms of resources available
and can project forward the resources likely to be
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available in the future. Such assessment is essential to
ensure that a subsequent plan is financially viable and is
therefore deliverable.

Overall analysis of income (by source and activity)
and expenditure (by activity) over a period of not
less than five years showing the financial position
of the institution on an annual basis (surplus,
break-even or loss) and the accumulated position.
This analysis should also include financial reserves
and investments. Such analysis is essential to
provide the financial background to the exercise. Is
the institution breaking even? Is there a deficit to
be recovered?  Are funds available for new
investment?

This broad analysis is an absoclute minimum
requirement to inform the planning process.
However, what is also desirable but much more
difficult to achieve, is analysis at the level of
particular activities. The extent to which
universities have the capacity to understand
income and expenditure or to analyze costs at the
level of individual faculties, departments, or
services varies widely. The identification,
apportionment and awareness of indirect costs is a
particular difficulty. Ideally, those involved in the
planning process will have some knowledge of
which parts of the institution are in surplus, at
break-even, or in deficit. Effective planning
requires the institution overall to be breaking even
or in surplus, at least over the long term, and
requires a detailed appreciation of deficits in the
short-term with operational plans that work
towards correcting the deficit. Within the
institution, it is not necessarily the case that each
organizational unit must break-even or reach
surplus. However, the planner must still have an
understanding of the position of particular parts of
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the university. Without such understanding the
planning process will be ill-equipped to exploit
opportunities and may perpetuate or intensify
funding difficulties; moreover, the detailed
assessment of resources at this level of activity is
likely, in the end, to command internal respect and
hence enhance the acceptability and
implementation of the plan, including, where
necessary, cross subsidization between different
areas of activity.

An inventory of staff resources and skills,
preferably informed by a staffing database, which
identifies gaps in expertise necessary to be filled in
order to meet strategic aims, and which shows
gaps likely to arise in the future. The ability to
project staff vacancies through normal retirements
and to project normal turnover of staff is vital for
human resource planning and has a huge impact
on the overall strategic planning process.

A survey of the estate and other physical resources
to assess capacity, especially if the needs of
expansion are to be accommodated. At the
minimum, this survey should provide a register of
buildings, land and other capital assets. However,
it will also, ideally give some indication of condition
(Will major refurbishment be needed in the
planning period?) and utilization (Are lecture
theaters and teaching laboratories fully occupied?).
An assessment of the capacity of academic and
management information systems to cope with
changes to or growth in activity. The importance of
information technology in modern higher
education and its necessary infrastructure,
especially hardware and networking capacity,
mean that information systems are vital. Informed
technical advice and guidance about projected
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usage and demand is now vital contextual
information within the planning process.

- An awareness of value for money in order to
identify scope for the better use of resources,
allowing resources to be moved around in order to
meet changing corporate objectives. Flexibility in
the use of resources, including space and support
services, is always helpful in the planning process.

- The capacity to undertake modelling is now vital in
the planning activity. This information is not
simply stored and reproduced. Rather, it is
important to have the ability to ask “what if”
questions. If one factor changes, what will be the
impact on other factors. This facility is a necessary
tool in achieving a planning system which is both
questioning and challenging in its approach but
which also takes care to assess the impact of its
proposals and decisions.

Institutional mandates provide the final component of
the scanning activity. In providing the basic core of
information from which planning will take place, an
important and very necessary starting point is what the
institution has said before. Existing aims and aspirations
(internal mandates) may set out core activities or values
to be respected in the planning process. The legislative
framework within higher education, especially its
relationship to Government and funding bodies, and the
constitutional instruments established for each
institution (external mandates) represent an operational
context which must guide participants in the planning
exercise.

i) Analysis of data and contextual information is an
extremely important part of the planning process. With
the emergence of new management information systems
and the ready availability of a wide range of policy
documents, there is a real danger of information
overload for those involved in the planning of higher
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education. This potential problem has placed a
particular emphasis on the proper analysis of
information and the presentation of findings in an easily
digested and understood format.

Analysis of market position seeks to locate the
institution against benchmark competitors, using
publicly available data or specially generated data. It
requires managers to identify those other institutions
with which the institution realistically compares now
and also to identify institutions with which the
institution aspires to be comparable.

At a very basic level, analysis of market position is
about knowing how well the institution is performing
compared with others. Factors considered might include
numbers of applications received, quality of students
admitted, progression to  final  qualifications,
employability of graduates, and levels of research
income. The precise measures, or performance indicators,
will vary according to the mission and character of the
institution. However, benchmarking represents a rather
more sophisticated approach, based on direct
comparison with other specific institutions. This process
can be conducted within or across national systems.
Commonly, the performance indicators used will be
financial in origin (expenditure per student, expenditure
per member of staff, research income per member of
staffy and may offer a valuable tool to assist in
understanding in which areas an institution is
performing relatively well or relatively poorly.
Benchmarking can also be used to compare processes
within institutions, sometimes through the emergence of
benchmarking “clubs” where a number of institutions
agree to share information on how particular tasks and
activities are performed, the aim being to identify and
share best practice and value for money. Benchmarking
can be a valuable methodology and provides a helpful
insight for planning. It is important, however, that such
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comparisons be used with care. No two universities are
exactly alike in the content of their courses and their
teaching arrangements, in their research activities, and
in their detailed organizational arrangements. Moreover,
benchmarking can lead to special pleading on the part of
those who can point out apparently better levels of
funding elsewhere rather than considered judgment on
the basis of internal assessment of needs.

A second common tool within the planning process is
the preparation of a portfolio analysis. The precise
formality of such analysis may vary, but the aim is to
identify the least and most successful areas of provision
and to reflect such information in the final strategy.
Portfolio analysis of teaching programmes can be
undertaken by preparing a schedule of current courses
and assessing each against agreed criteria. These might
include student demand, quality of intake, employability
of students, and cost per student. A simple ranking can
be produced:

Alpha:  Consistently successful in academic and
financial terms. These programmes would
normally continue as a part of the core strategy.
Beta: Successful academically, but not financially.
This result may reflect poor recruitment or high
costs. These factors need to be assessed and
tackled. From an overall institutional position, it is
legitimate to maintain such courses and to accept
the financial burden. Such courses may also be
justified in the context of the institutional mission.
They will require cross-subsidization, which may
cause friction within institutions, but this can be
tempered if the process is transparent and has
clear rationale.

Gamma:  Successful  financially, but not
academically. Again, it is necessary to understand
the reasons for this situation. Academic weakness
may reflect under investment; in which case,
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correction of the problem may adversely affect the
financial position. If this is not the case, there may
be a temptation to run the course in order to
generate income which can support other
activities. However, the toleration of courses which
are weak in academic terms is a very questionable
approach in higher education and may cast doubts
on the academic reputation of the institution.
Delta: Consistently unsuccessful in both academic
and financial terms. These courses require urgent
consideration and if the problems cannot be
corrected, those courses must be ended. Doing so
may release resources for other purposes.

Success
Academic Beta Alpha
Delta Gamma
Failure Success
Financial

Portfolio analysis can be very illuminating and may
also be used to assess other areas of activity such as
research, commercial ventures, overseas activities, and
the provision of services and facilities. It requires clear
criteria for assessment and an objective, honest
approach by those undertaking the assessment. It may
be seen as threatening to some parties, and it is
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essential that both the process and actions arising as a
result are agreed upon in advance.

Finally, the planning process must be supported by
the analysis of a wide range of financial and other data.
The amount of data that can be usefully collected and
analyzed varies between universities and most
institutions will need to identify those most relevant to
their particular mission. The key is to ensure that such
data are maintained and are clearly understood by those
concerned. The data will almost certainly be more
meaningful if they are analyzed over time (trend analysis)
rather than at one point (a snapshot) and if they are
used on a comparative basis, either within the
institution or with other institutions or the sector as a
whole.

iii)Generating ideas. Ideas can be divided into three
categories:

- undertaking new activities;
- making improvements to existing activities;
- withdrawing from existing activities.

New activities can be identified as part of the
environmental analysis. It is important to recognize
changing patterns of student demand; for example, in
recent years, there has been growing demand for courses
in subjects such as Computing and Management. If the
market is felt to be of sufficient size and duration, the
institution might decide to invest in one or more new
activities. A crucial aspect of planning, although a
slightly risky area of activity, is the attempt to “spot
winners” in the future and to anticipate growth subjects
which have yet to appear in observable demand. Similar
issues arise in research, as the changing needs of society
and the economy create new demand for knowledge.
Early identification of new areas of activity and
subsequent investment can give an institution a crucial
competitive advantage, especially in staff recruitment
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and infrastructure. Resource analysis may also show
areas where present resources are being underutilized.
Underutilization is often apparent in the analysis of
capital resources, like the use of buildings and land in
the evenings, on weekends, and during vacation periods.
Many ideas will emerge as part of this process of
information gathering, analysis, and comparison. It is
often helpful to involve staff at all levels in order to
stimulate original, radical thinking and ideas, and to
encourage participation within the planning process.
Ideas for new courses or new research can emerge at all
levels in the institutions. Similarly, an external view can
also be helpful, possibly from lay members of the
governing body, from outside partners (e.g., sponsors of
research or employers of students), or from consultants.
It is important that the generation of ideas for new
activity is both

- top down (led by senior members of staff) and
- bottom up (involving staff and stakeholders at all
levels).

Ideas developed as part of the planning process must
be tested and analyzed. New activity is essential to the
vitality of higher education in general and is crucial for
institutional development. At the same time, however, it
must be recognized that there are risks involved.
Anticipated expansion in student demand or research
activity may not be forthcoming. Some formal process for
risk analysis is required which involves an assessment of
income and expenditure at different levels of activity
(What would the effect be if only half the anticipated
increase in demand was forthcoming?) Risk analysis also
needs to take account of more subjective implications,
such as loss of reputation and knock-on consequences
for other areas of activity.

Another important concept to be addressed in
generating and assessing new areas of activity is that of
opportunity cost. All resources, including staff and
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facilities, can only be utilized for a limited time or with
constraints. By developing a new area of activity, it may
not be possible to do something else. In higher
education, there are many such choices to be made.
Academic staff must consider whether they spend more
or less time in developing new teaching, in recruiting
more students, in undertaking more research, or in
working with industry or the community. By choosing to
do more research, that member of staff might be less
able to take on more students. Within the planning
process, such decisions about the relative balance of
activity and about the opportunity costs involved will be
central to the evaluation of new ideas which emerge.

Commonly, the number of new ideas will far outweigh
the resources likely to be available. In one sense this
surplus is to be welcomed and indicates a healthy,
vigourous institution. However, it can also cause
difficulties. There is a danger of “wish-lists” with no
realistic chance of success and of creating expectations
which are then unfulfilled. Such disappointment can be
corrosive of staff morale and participation. It is
important, therefore, that the process of innovation and
the generation of ideas be managed, working within a
known framework and context. This is a difficult balance
to strike. “Thinking the unthinkable” is often important
in stimulating radical change and development; and
imagination is a crucial characteristic of any planner. Yet
some appreciation of the working environment is also
essential.

Within the process of planning, it is important that
new strategic developments be tested at different levels,
and will form part of the debate between senior
managers and heads of department. The decision-
making mechanism which eventually will accept or reject
ideas and which will prioritize new ideas must be open
and clearly understood by all concerned in order to
ensure broad consent and to minimize alienation from



54

J. TAYLOR and A. MIROIU

the planning process. It is also important that the
consideration of new developments be undertaken
alongside resource implications from an early stage. It is
demoralizing for all concerned if excitement and
anticipation are aroused without any realistic possibility
of eventual achievemment. A specific fund for strategic
developments is an important part of this exercise, to
assist with new activity. Some discretion for senior
managers or for the main planning committee in the
allocation of these funds, subject to necessary
accountability, can also help in the promotion of new
activity, offering scope for flexibility and rapid change.

Ideas and suggestions are also important in seeking
ways to improve existing activities. Again, it is necessary
to invite ideas from any level within the institution or
from external parties. External comparison, possibly
undertaken as part of a formal benchmarking exercise, is
very helpful in identifying good practice. Learning from
others, applying that knowledge, and seeking to improve
on that knowledge is part of the planning process. There
is no point in "reinventing the wheel”’. Such comparisons
are especially important in looking at administrative
processes and the assessment of costs.

The process of information accumulation and analysis
is also likely to question certain existing activities. Ideas
of this kind are less likely to emerge from staff within the
institution, especially in a bottom-up approach. This
reality is not surprising. On the one hand, staff will
rarely volunteer their own activity to be withdrawn or
reduced in size; on the other hand, staff collegiality
means that few staff will “point the finger” at other
activities. Moreover, when ideas do emerge in this way,
they may reflect personal prejudice rather than
considered judgement.

However, the ability to withdraw from activities with
the minimum of disruption or hurt for staff or students
is crucial to successful planning in higher education.
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Where ideas for the termination or reduction of existing
activities are under discussion, it is essential that clear
criteria for assessment are set out from the start. Such
criteria will almost certainly include factors such as cost
and student demand, but may also include an
assessment of individual performance in teaching
and/or research. This approach will almost certainly
lead to difficult decisions, possibly affecting the career
position of members of staff. Clear criteria and
transparency will help to make such decisions more
acceptable, both internally and externally. Similarly,
effective analysis of alternative courses of action is
important. It is necessary as part of the planning
process for senior managers to understand likely
difficulties in advance and to have procedures in place
to tackle issues which arise. Ad hoc responses to such
problems are unlikely to be effective or acceptable to the
institution as a whole and may undermine the
credibility and outcome of the entire planning process.
The generation of ideas is a vital part of the planning
process. It is an imaginative and creative process,
informed by statistical indicators and formal measures
of activity, but not slavishly driven by them. All good
planning procedures should include provision for
“brainstorming” in order to develop new ideas. Taking
key staft away from the day-to-day working environment
for short periods or retreats to work intensively on
planning matters can also be helpful. Planning should
be guided by modelling and analysis, but should also
leave room for human judgment and intuition; the idea
that a particular line of research will be important in the
future or that a certain activity is on the verge of a
breakthrough. This is the “feel and touch” approach to
planning, based on deep knowledge and understanding
both of the institution and of the wider higher education
environment. Such judgements may not always work
out well, a reality that must be acknowledged by all
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concerned, but with experienced planners it is likely
that decisions will be successful more often than not. In
the end, the assessment of ideas and eventual decision
making must remain an exercise in judgment by the
individuals concerned based on the best information
available and their own knowledge and experience.

iv) Enabling. If planning is to be successful, it is necessary
for certain conditions to exist:

Attitudes:

Aptitudes:

Positive attitudes to new ideas

Incentives to encourage people to make
contributions

Willingness to change

An acceptance of calculated risk and
speculation

Willingness to learn from mistakes
Ambition to enhance contribution to
higher education, both personal and
institutional

A competitive edge

Decisiveness

Determination

Understanding of the effect of change
on individuals

Vision

Imagination

Creativity

Ability to enthuse and motivate others
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Skills required for Leadership

planning and Quantitative
implementing Presentation
change:

Management and financial accounting

Understanding and development of
information systems

Marketing, whether provided internally
or externally

Flexible teaching and research
personnel

Planning and monitoring
Counselling

Resources Incentives to cut costs and generate
necessary to income

support change:  Time to prepare and consult
Financing to invest in change
Information systems and technology
Estate and other physical assets
Commitment to retraining and staff

development
Information for Data for analysis
managers: Project progress reports

Monitoring reports on return plans

Management accounts which identify
the true cost of activities

In an ideal world, all of these conditions will be present. In
practice, however, it is likely that some of these factors will be
absent or will be present to varying degrees within the
institution. Indeed, an effective planning process will blend
together the different skills of individuals throughout a
university. The key factor, therefore, is almost certainly
leadership, especially the capacity to coordinate and inspire
others towards a common end and the ability to take decisions
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both with and without consultation as appropriate, according
to circumstances.

4.2. DOCUMENTATION AND DISSEMINATION

The planning process will generate a series of key documents:

- Mission Statement
- Strategic or Corporate Plan
- Operational or Integrated Plans

Within the process, much more documentation will be
produced including background papers, statistics, analyses,
and reports on particular issues, from ad hoc groups or other
consultants. Such documentation needs to be logged and
should be available for consultation.

Mission Statement

The Mission Statement is normally a brief statement of
institutional mandates, sometimes accompanied by an
affirmation of core values and institutional distinctiveness.
Commonly, such statements are dismissed by staff working in
higher education as bland and lacking in real input and as
“stating the obvious”. However, they do provide an overall
framework within which the planning process will operate. The
Mission Statement attempts to sum up the core philosophy
and aspirations of each university and therefore sets the tone
for the more detailed plans which follow. Some institutions
include a further Statement of vision or of strategic aims and
policies.

The Statement of Mission usually includes a commitment to
quality and relevance and views these two concepts as
mutually supportive. It may also include a commitment to
high-level science development and application, as well as a
commitment to address issues of equity, access, and
representativeness in decision-making bodies.

The values underlying the mission are of the utmost
importance. They should be made explicit in order to be known
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and shared by the majority of the members of the academic
community. Here are some very significant examples:

Excellence

Academic freedom, freedom of speech, and the right to
differ

Tolerance for diversity, including national, cultural, and
other differences

Openness and transparency

A culture of learning

Respect for all forms of life and the environment

Order and stability

A client-, service-, and community-oriented approach
Entrepreneurship

Freedom of religion and respect for different life and
world views

For many universities in Central, Eastern, and South East
Europe, the very concept of a university mission was unknown
during the communist period (Slavova, 2000), or it was
defined, usually by the central party and state authorities,
according to the then prevalent ideology. It is only in the post-
communist and/or post-conflict period, that universities
themselves, on the basis of academic autonomy, could first
attempt to define their own missions. The activity took place in
volatile social and political circumstances (see, for example,
Marga, 2000):

Political: the abolition of the old dictatorial structures
and the transition to a society based on individual
freedom, the rule of law, political pluralism, and a
market economy.

Academic: the elimination of the ideological constraints,
the reinstatement of academic autonomy and freedoms;
the diversification of the educational structures and
curricula in the existing universities; the emergence of
new universities, both public and private; the emergence
of fee-paying education; a significant role for research.
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Contextual: the need to take into account the conflicting
pressures by different stakeholders, including the
academic establishment, the central authorities,
students and potential students, the business
community, local communities, and the international
partners; the need to ensure the international relevance
and competitiveness of the universities.

Strategic Plan

The Strategic Plan will normally include some or all of the
following elements:

An introduction to the organization which explains why
the plan has been prepared at this particular time.

A mission statement, either reproduced in full or in
summary.

A set of high-level strategic aims and aspirations. These
may be grouped under broad headings including:

research

teaching and learning

staff

students

quality

increasing opportunity and participation
interaction with the community
internationalization

technology transfer and the exploitation of research
e continuing professional development.

Analysis of the present position facing the institution,
with an overview of current activity, including student
numbers, research income, financial position, and
estate.

Environmental analysis, including the political,
economic, and social context.

A statement of institutional organization, including any
proposals for restructuring or revised operating
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procedures (such as changes in resource allocation or
quality assurance and assessment).

A schedule of the main objectives over the duration of
the plan, including an indication of where responsibility
for implementation rests and the timescale for
completion.

A discussion and summary of operational strategies with
specific targets and timescales, and an indication of
resources available. These strategies will normally reflect
the high level strategic aims. Essential operating
strategies include:

e research
* teaching and learning
¢ human resources
¢ internationalization
estates
¢ information and information systems

In each case, the summary will highlight new
developments or key strategic decisions. Sometimes, the
Strategic Plan may refer to further operating plans or
sub-plans for particular issues. Examples include:

student recruitment and profile of student numbers
marketing

knowledge transfer
procurement

support services
postgraduate study
part-time study
quality management
transport

widening participation
environment

finance

Financial and other data to demonstrate the feasibility of
the plans and to drive detailed resource allocation.



62  J. TAYLOR and A. MIROIU

- Explanation of arrangements for implementation, monitoring,
and review. Key issues include how academic quality will
be maintained and improved, how learning resources will
be developed, how the staffing plan will enable the
recruitment and development of staff to meet operational
needs, how capital developments will be financed, how
information systems will be developed for academic and
management purposes and how the institution aims to
meet the needs of the economy and society within local,
regional, national, and international contexts.

Operational Plans

In order to meet the objectives set out in the Strategic Plan, it
is necessary for universities to develop a range of operating
strategies. These will be more detailed, taking the institutional
objectives and developing more specific plans with clear targets
and time scales for individual organizational units.

Whilst the Strategic Plan lays down the direction of the
institution across the broad span of activity, the Operational
Plan sets out specific targets with which all staff and students
will need to identify (e.g., how many students on particular
courses by a specified date or how many staff of different types
in a department or Faculty).

Figure 8. The various forms taken by operational plans

Academic-based Learning and teaching strategy - Institution wide

Research strategy
Widening participation strategy
Internationalization

Resource-based Finance strategy - Institution wide
Estates strategy
Information and information systems
Marketing
Human resources
Environment

Activity-based Faculty or department - Organizational unit
Support services
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The Operational Plan includes some key features:

Targets: In order to focus attention it is important to set
out targets for particular activities. Targets are most
effective if they are SMART (specific, measurable,
achievable, relevant, and timely). In order to facilitate
effective monitoring, it is essential that targets be
capable of measurement over time. It is also important to
ensure that targets are negotiated and “owned” by those
concerned. Targets set in a top-down fashion without
consultation with staff actually responsible for delivery
are unlikely to be accepted and achieved. As a general
rule, the smaller the number of targets, the greater the
prospect of successful achievement. Achievability is vital
in order to maintain credibility and the desire to succeed.
At the same time, however, targets should be
stretchable. There is no point in “soft” targets. This
balance 1is difficult to strike and depends upon
negotiation and detailed knowledge on the part of senior
managers of what is or is not realistic.

Milestones: The concept of “milestones” can be helpful in
identifying the steps necessary to achieve long-term
objectives. Such identification involves the establishment
of interim targets to be reached towards the ultimate goal.
Responsibility: In order to ensure effective
implementation, it is important to indicate who is
responsible for the achievement of a particular target. This
may be a committee or group, but is often more effective if
responsibility is allocated to named individuals. In this
way, corporate tasks can become personal objectives for
the individuals concerned.

Integration: The various Operational Plans must be
integrated. They cannot be in conflict with one another,
especially in terms of resource requirements. In practice,
there will be overlap between different plans. New
developments often span both teaching and research,
and infrastructure investments may support a wide
range of activities. Operational Plans are often prepared
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as stand-alone documents, and effective integration is
not always easy to achieve. However, if the Strategic Plan
has set out clearly the overall framework and objectives
and if similar procedures of consultation are followed,
the risks of dislocation can be minimized. Operational
Plans will normally be prepared by individuals or groups
not involved in overall strategic planning. This
preparation can be eased by effective line management.
Thus, a Dean might be involved in institutional planning
and be responsible for oversight of planning in his or her
Faculty, or a senior officer might be responsible for
particular activities such as research or teaching.
Another possibility is to develop a process of interaction
whereby operating strategies are considered in draft form
by senior managers or the overall planning body before
final approval and implementation.

Particular issues relate to the preparation of activity-based
plans by individual Faculties, Schools, departments or other
organizational units. These should represent a microcosm of
the whole planning process, indicating how particular
organizational units will meet the targets set out in the overall
Strategic Plan and in the other operating plans. Thus, an
academic department’s Operating Plan will include teaching,
research, human resources, finance, estates, and other
elements of the overall university plan. A common problem at
this level is the diversity of approaches and methods of
presentation at departmental level. This problem can be
reduced by the use of a standard planning format or series of
templates which force all departments to consider the same
issues and to respond in a consistent way. Again, a process of
interaction with senior management or with the overall
planning committee is helpful in ensuring that academic and
service departments are planning in line with institutional
objectives. Such dialogue is also useful in ensuring that
resources are deployed at the point of delivery of teaching and
research in line with the Strategic Plan.
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Dissemination

Having completed preparation of the Strategic Plan and the
various Operating Plans, it is essential that plans be fully
disseminated amongst interested parties. A Strategic Plan is
often a public document made available outside of the
university, either in full or in an abridged form or both. Good
visual presentation is therefore essential. Moreover, it should
be written in a form that is readily understood by non-
specialists in higher education. Briefings for the press or other
stakeholder groups may also be appropriate. Internally, the full
plan may be made available to all staff, either in hard copy or
electronically.

By contrast, Operational Plans may have a more restricted
circulation as appropriate for the subject matter. A key point is
that those involved in the achievement of specific targets have
full access to the Plan. However, plans may also contain
information which is politically, personally, competitively or
commercially sensitive. Circulation outside of the institution
may therefore be controlled. Sometimes summary publications
are helpful where further internal or external dissemination is
appropriate.

4.3. IMPLEMENTATION

The whole planning process is worthless if the plans are not
implemented. The plans must therefore lead to clear targets
and actions with clearly assigned responsibilities. This process
will permeate all levels within the organization. In the end,
each individual member of staff should be aware of his or her
responsibilities in delivering the overall institutional objectives
and will be monitored accordingly.

In achieving the successful implementation of plans, there
are a number of important issues to keep in mind:

- Organizational structure: The organizational structure of
the university should be in line with the Strategic Plan.
Thus, departments and services and arrangements for
line management should reflect the targets set out in the



66

J. TAYLOR and A. MIROIU

Plan. Issues to be addressed include the number and
size of academic units, the realignment of cognate
academic groups, the structure of academic and
administrative support services, and the responsibilities
of senior managers.

Resource allocation: It is imperative that the institutional
arrangements for resource allocation support the
planning process and are not in conflict with it. There
are dangers that a resource allocation model which is
totally or mainly formulaic in approach may lead to
funding allocations which run counter to planning
objectives. Planning must drive resource allocation not
vice versa. This process can be assisted in a number of
ways:

s involvement of the same people in both planning
and resource allocation;

« scheduling the various processes so that they follow
a logical progression;

e explicitly linking the preparation of the annual
budget with the monitoring and updating of plans;

e ensuring that the resource allocation and
accounting procedures are conducted in a
transparent way;

e allocation of funds specifically to support new
developments as part of the planning process;

» signing off for all plans by the appropriate financial
officers;

e all plans should be prepared in recognition of
resource requirements.

Change management. Planning may lead to significant,
radical change within an organization. Effective change
management requires a shared vision, a clear strategy,
supportive resource allocation, and effective monitoring,.
In particular, it requires strong management of human
resources including communication, consultation,
counselling, training and retraining, staff development,
recruitment, and rewarding. On occasions, it may be
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helpful to use external advisers or consultants, to offer a
fresh approach to difficult issues or to assist in
developing new in-house skills.

- Prgject management: Where planning results in major
new projects, such as new buildings or the merger of
existing organizational units, it may be necessary to use
more formal methods of project management. Ad hoc
project groups may be established to take forward
particular tasks, and specialist project managers might
be used. Software packages are now available to support
this process.

- Communicatior: Staff morale is a vital factor in achieving
successful implementation. This can be helped by
effective communication of progress across the
institution as a whole.

Overall, implementation is dependent upon the capability
and delivery of individual members of staff. They must be
equipped, through appropriate resourcing and training, and
motivated, through effective leadership, incentives, and
rewards.

Implementing strategic planning and management in
universities in the new states, entities, and communities of
South East Europe needs to take into account the social and
cultural context. Firstly, a cultural routine in the region is the
dominance of oral forms of agreements, rules, and standards
instead of written ones (the reaction against the written ones is
apparently the by-product of the distrust of official regulations,
commonly perceived as alienating, imposed by the state
against the individual will). There is a large propensity to
improvise as a form of freedom instead of a planned activity
that is still perceived as a form of constraint. Throughout the
region, spontaneity, instead of planning and monitoring, has
an important place.

Secondly, the balance between amateurism and
professionalism is still in the favour of the former. The “all in
one” syndrome is widespread. There are very few individuals
who have the capabilities, determination, influence, and power
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to produce the deep changes necessary in such societies,
especially in terms of building a local civil society and proper
standards of education. These few people are forced to play
many social roles: professors and university managers,
politicians, active members in the NGOs, columnists, etc. The
effect can be a lack of possibility to improve professional skills
in one precise direction. The syndrome is spread especially at
the level of the representatives of the mature generation who
consider themselves responsible for the democratic future of
their society. The professionalism is imported or exported.
Young people who specialize themselves abroad become a sort
of “export merchandise” for external institutions or are used as
main local resources for the international organizations in the
region.

4.4. MONITORING

The final stage in the planning process is monitoring. The aim
is to assess progress made towards achievement of the targets
put forward and thereby to inform the updating and revision of
plans, including the introduction of new or amended targets.
Monitoring will also take into account changing circumstances
and environment.

Both the overall Strategic Plan and the various operating
strategies need to be monitored. Particular attention needs to
be paid to areas of risk or to major new developments,
including capital projects.

Arrangements for monitoring need to be agreed upon and
disseminated from the outset. Ad hoc systems devised and put
in place very late in the process are unlikely to command
respect and acceptance. Issues to be considered include:

- the format of reporting. It should be consistent among
organizational units and over time to ensure easy
comparability;

- the frequency and regularity of information required;

- who provides the necessary data or narrative, who
interprets it, and who scrutinizes it;

- the reliability of the information collected.
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Figure 9. Proposed institutional structure
Level of Nature of monitoring Person or group Timing
Monitoring
Strategic Plan To maintain an ongoing Governing body. possibly Annual
awareness of progress on through a Planning and
issues of timing, general Resources Committee
significance or financial
impact.
To receive assurance that Vice-Chancellor/Principal/
objectives and tasks are being Rector
implemented. Senior managers
Head of Planning
Operating To ensure that tasks are being Vice-Chancellor/Principal/ Half yearly
plans implemented in accordance Rector
with the plans.
Senior managers
To make adjustments to
targets in order to ensure that  Head of Planning
overall objectives are met as
closely as possible.
Heads of organizational units
and services
Line managers
Responsible individuals
Project leaders
Financial To review overall institutional ~ Finance Department Monthly
plans finances in line with Strategic
Plan Vice-Chancellor
Senior officers
Budget To ensure that projected Budget holder Monthly
holders expenditure is in line with

resources availahle

Project leader

Line managers

As with the whole planning process, the arrangements for
monitoring must in themselves be cost-effective. Thus, external

audit, whilst useful in particular cases,

might be both
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expensive and time-consuming in practice. It is also important
to ensure that the monitoring is rigorous, but not threatening.
It should be a helpful, creative process used constructively to
develop new plans or to respond to changing conditions.

Overall responsibility for monitoring must rest with the
governing body. However, in practice, it is necessary to develop
a structure for monitoring at all levels within the institution.
Again, a key role will be exercised by the main planning and
resources committee and by senior managers; at lower levels,
monitoring will be undertaken by responsible individuals or
line managers.

There may be some overlap between different levels. For
example, the Head of Planning needs to have oversight of the
whole structure. and the central Finance Department needs
oversight of all financial affairs.

Monitoring can become a very detailed process. Whilst such
detail may be necessary and helpful for managers, it is also
important to retain a strategic overview based on summary
information. It is also important not to over-react to different
levels of performance. As with other parts of the planning
process, analysis of trends over a number of years may be
more significant than a single set of data.

Information can be obtained in many different ways:

- written reports or operating statements from the people
responsible for implementing a task;

- verbal or written reports from the senior manager
responsible for a particular task or area of activity;

- verbal or written reports from the Head of Planning;

- a cycle of meetings with those responsible for particular
plans (e.g., Deans or Heads of Departments).

In order to assist with monitoring, it is often helpful to
develop a series of key performance indicators, normally
including student data, measures of research activity and
financial information, which are readily updated and give an
immediate impression of progress in implementing the
Strategic Plan. Wherever possible, the use of common
proformas or templates should be encouraged.
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In some cases, it may be necessary to undertake detailed
reviews of particular areas of activity, including the
assessment of major projects. A good discipline to be developed
involves formal evaluations or post-implementation reviews of
major projects to highlight lessons learned and to bring
forward new ideas.

Again, it is important that the monitoring process is not
excessively finance driven. Financial monitoring is an essential
function, but the aim of monitoring is to ensure that agreed
targets and actions have been achieved. A balanced budget,
both at institutional level or at the level of an organizational
unit, is not an effective end in itself if targets have not been
achieved. Failure to achieve targets whilst achieving financial
balance requires further consideration just as much as an
activity which is not meeting financial targets.

The monitoring of one activity is intended to highlight
progress or the lack of it towards the achievement of targets. In
itself, however, this action is not sufficient. An effective
monitoring report will propose corrective action or will feed into
a future planning exercise.



Chapter 5

Operational Strategies

To underpin the Strategic or Corporate Plan of a University, it
is necessary to develop a range of operational strategies. These
may be institution-wide based on particular themes or may be
based on individual organizational units. Sometimes, a further
strategy will be needed to address a specific issue of concern to
the institution. Key operational strategies are likely to include:

- teaching and learning

- research

- human resources

- estates

- intermationalization

- information and information systems

5.1. TEACHING AND LEARNING STRATEGY

This document is a crucial one that will impact on activity
throughout the institution. It will set out both targets and
working procedures which underpin core activities within the
university. In some cases, the Strategy will bring together a
series of sub-plans in areas such as student numbers, new
courses, quality assurance, and the widening of participation.
However, these are interacting activities, and the Teaching and
Learning Strategy must provide overall integration. Preparation
of the Teaching and Learning Strategy will normally be the
responsibility of a central Teaching Committee working closely
with senior academic and administrative officers. It is
important that the work of this Committee be informed by
detailed student related data including the number and quality
of applicants, student admissions profiles (including gender,
age, socio-economic backgrounds, ethnicity, and disability},
student progression, completion rates, and employment
statistics. Such information must be presented in an easily
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assimilated way, that points out key trends and areas of
concern.
The Strategy will normally cover the following:

Student Numbers: The Strategy should lay down clear
targets for admission to particular subjects or groups of
courses. This should reflect demand but may also reflect
the policies applied by Government or funding bodies.
The targets may include sub-degree, undergraduate, and
taught postgraduate courses and will be divided between
full-time and part-time and between home and
international. Planning may be at the level of specific
courses. In practice, however, scope for funding transfers
between courses is a helpful operational tool.

Marketing and Recruitment: The Strategy needs to set out
procedures for student recruitment, including
admissions requirements, with targets for entrance
qualifications. The Strategy should also provide the
framework for external marketing.

New Developments: The Strategy will set out new course
developments. This will be based on detailed market
research and financial projections of both income and
expenditure. An assessment of infrastructure requirements,
including the impact on libraries and computing
services, must also be undertaken.

Withdrawal of Activities: It is equally important for the
Strategy to address the withdrawal of courses that are no
longer viable in financial or academic terms.

Widening Participation: The Teaching and Learming
Strategy will normally embrace the strategy of the
institution towards increasing opportunities to study in
higher education. This may include relationships with
other higher education providers, development of
alternative routes for entry, “taster” courses and events
for target student groups, links with schools and
colleges, and the introduction of new teaching and
assessment procedures.
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- Progression: The Strategy should establish targets for
successful completion of teaching programmes. This
requires the regular scrutiny of dropout rates and of the
reasons for non-completion.

- Assessment. The Strategy will provide a framework for
assessment procedures within the institution, including
examination arrangements, development of new methods
of assessment, and the establishment of assessment
conventions.

- Quality Assurance: Overarching these activities, it is
important that the Teaching and Learning Strategy set
out the arrangements for quality assurance across the
institution. This will cover the scrutiny of new course
proposals and the assessment of existing provision on a
regular basis, including a detailed audit of procedures at
both departmental and institutional levels.

5.2. RESEARCH STRATEGY

As with other plans, the Research Strategy will begin with a
restatement of the institutional mission and key aims as they
relate to research activity and with an analysis of the
environment. The restatement may include an assessment of
the standing of the institution in particular areas of research
activity, using both internal and external comparisons. Some
analysis of important developments in national research
policies (e.g., Government priorities) is also important.
Responsibility for the preparation and implementation of the
Plan will normally rest with a Research Committee. Other
issues to be covered may include:

- Management of Research: Success in research depends
upon the insight, innovation, and intellectual strengths
of individual researchers and of the teams that they
form. The position of individual members of staff and
appointing procedures may be set out. Broad
expectations may be stated, most notably that all staff
are expected to manage their time and other resources in
line with the objectives of the university. Managerial
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arrangements in departments may include the
establishment of internal research committees for the
encouragement and co-ordination of research activities,
including the dissemination of good practice.
Arrangements for the monitoring of research and the
development of personal research strategies might also
be discussed. Other issues to be addressed include:

* arrangements for the allocation of workloads,
possibly including the use of fee schedule, to ensure
that time is available for research and to allow for
periods of relative emphasis on teaching or
research;

¢ arrangements for study leave;

* attendance at meetings and conferences, including
international travel;

* arrangements for research seminar programmes;

¢ attracting research visitors;

e arrangements for fostering inter-disciplinary
research.

At institutional level, a Research Committee may
have overall responsibility for the implementation and
monitoring of the Research Strategy, including the
achievement of key objectives and targets. The
Committee may have a role in the selective allocation
of resources to support research. It is important that
internal arrangements for resource allocation reflect
excellence in research and provide incentives for new
research activity. The Research Committee will also
have oversight of the infrastructure for research,
including information systems and library facilities.

External Research Income: The Research Strategy should
set out targets by source of income and by organizational
unit. Such targets should be agreed upon within the
institution and should be achievable over time. As with
all targets, they must be challenging but realistic. They
must be “owned” by individual departments or staff. The
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Strategy may also discuss institutional arrangements for
the preparation of grant and contract applications,
including the scrutiny of new proposals before
submission to external funding bodies. A crucial issue is
the establishment of institutional policy on the costing of
research proposals and the allocation of income,
including the recovery of indirect costs.

Postgraduate Students: The Research Strategy will set
out targets by taught courses and research and by mode
of study (full-time or part-time). This strategy may
include the development of new postgraduate
programmes, as well as, marketing and recruitment
activities. Reference may be made to facilities for
postgraduate students, including workrooms and access
to library and computing facilities; in some cases, the
establishment of minimum levels of expectation may be
appropriate. The Strategy may also consider the
availability of residential and social facilities and support
services for postgraduates. An important area will be the
development of quality assurance procedures relative to
postgraduate students, including research training,
progression, and assessment.

Staffing Matters: The Research Strategy will set out ways
in which newly appointed academic staff can be
supported in the central development of their research
activities. Particular incentives might include reduced
teaching loads, guidance on publications and funding,
training programmes, monitoring and appraisal
schemes, and direct financial assistance. Subsequent
career development will also be considered, including
promotion procedures. It will be important to set out
arrangements for research staff employed on short-term
contracts in order to ensure career development and
progression.

Support Services: It is important to recognize the role
played by academic and administrative services in
underpinning the Research Strategy. New developments,
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such as enhanced information services or library
facilities, will be considered.

- Innovation and Intellectual Property: Increasingly,
institutions are  seeking to encourage the
commercialization of products, processes, and services
arising, directly or indirectly, from research and
development. This effort involves the successful
exploitation of intellectual property. The Research
Strategy needs to consider targets for income generation
and to set out guidelines, including financial incentives,
for those involved in the generation of intellectual

property.
5.3. HUMAN RESOURCES STRATEGY

The Human Resources Strategy underpins both the overall
Strategic Plan and all the individual operating plans. Without
the effective management of human resources, it is impossible
for any higher education institution to succeed. Management
needs to reflect the nature of higher education which still
depends crucially on the ideas and initiatives of individual
members of staff. The Strategy needs to be sensitive to the
widely varying needs of individuals. A Human Resources
Strategy must seek to develop and channel the input of many
individuals in order to meet overall institutional objectives.
Responsibility for the development and implementation of the
Human Resources Strategy will rest with a Human Resources
or Personnel Committee.

Central to the Human Resources Strategy will be
information showing;:

- number of staff, by staff category (e.g., academic,
technical, ancillary) in each organizational unit;

- information on staff turnover and recruitment;

- information on age profiles of staff;

- information on salary and other reward schemes.
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The Human Resources Strategy will normally include:

Employee Development. Proposals might cover staff
probation, appraisal and training programmes. It is
important that such programmes reflect the needs of
staft at all levels in the organization. It is also necessary
to set out clear procedures and guidelines for managing
poor performance and for dealing with disciplinary
matters.

Health, Safety, and Welfare: There are important benefits
to the institution from minimizing absenteeism and other
costs which may arise from inadequate workplace safety.
The Human Resources Strategy may set out targets for
safety, including reduced numbers of accidents of
different kinds, and should establish clear monitoring
procedures. Occupational health is similarly important,
and the Plan should set out ways in which the
institution will meet its responsibilities to staff. Targets
for absence owing to ill-health may be established.
Welfare of staff may also be fostered through the
development of staff clubs and societies and sports
facilities.

Employee Relations: It is essential that the university
interact effectively with its staff. The Human Resources
Strategy may set out the roles and responsibilities of line
managers and also arrangements for formal links with
staff associations or trades unions. In preparing a
Human Resources Strategy, it may be helpful to consider
the terms and conditions of staff, including hours of
work, holiday entitlements and pensions, as well as
reward mechanisms. Increasingly, higher education
institutions are developing clear procedures for job
evaluation in order to guide grading and staff promotions.
Employee Resourcing: Recruitment and retention of the
best available staff is vital if the institution is to achieve
its overall goals. The Human Resources Strategy will
therefore set out targets and procedures for staff
recruitment.
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- Employee Diversity and Opportunity: The Human
Resources Strategy will set out overall policy and targets
concerning equal opportunities and representation,
including gender issues, disability, and racism.

5.4. ESTATES

An Estates Strategy is a crucial part of the overall planning
process. Often, it is an area in which it is difficult to achieve
effective integration with other plans mainly because of the
need to involve professional staff who may have little
involvement in other planning activities. However, the
availability of suitable buildings, teaching facilities, and
laboratories poses a major constraint on the development of
new teaching and research. Buildings also represent a
substantial financial investment which must be planned
carefully alongside other demands on university resources. It
is important that the development of an Estates Strategy be
informed by a detailed database of current assets, including
the nature of rooms and other spaces, their condition and, if
possible, the present level of utilization (hours of the day and
days in the year). This information may also be helpful if the
institution decides to follow a routine of devolved space
charging. Institutions should also be aware of the costs of their
space including the costs of lighting, heating, power, and other
services such as water and gas. Against this background, it is
possible to assess whether new academic developments can be
accommodated within existing space, whether space might be
better utilized by internal re-organization and whether new
buildings are needed. The Estates Strategy will normally be
developed and implemented by an Estates Committee.
Commonly, however, much responsibility is delegated to
professional building officers. This is inevitable, given the
nature of the specialized expertise involved, but it is as
important that such staffs be fully aware of the broad planning
context and any financial constraints in place. The Estates
Strategy will normally include:
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Self-Assessment. The Strategy must begin with a detailed
assessment of the present stock of buildings and land
holdings. As part of this process, institutions will
commonly use a set of norms in order to facilitate
effective comparisons. Norms might set out a minimum
entitlement per student or per member of staff and
should distinguish between different types of space
(heavily serviced, laboratories, libraries, etc.). Such an
ordering will help to indicate those departments or
activities that are relatively over or under supported.
Maintenance: The Strategy should set out a clear
programme for building maintenance, including long-
term projects and majors refurbishment. Sometimes,
external consultants may be used in developing this
programme of work. Preferably, a rolling ten-year
programme should be established, with clear interim
targets.

Re-organization: The overall Stirategic Plan of the
university and other operating plans may require the
movement of departments or groups of staff in order to
develop better academic or operational synergies or to
achieve enhanced operational efficiency. Such movements
require a very careful planning input and often benefit
from specialized project management. Clear targets and
timescales, including the possible need for decanting
space or temporary accommodation, are essential.

New Buildings: The Strategy may identify the need for
new buildings in order to meet academic obijectives.
Given the scale of investment required, it is important
that institutions undertake a formal cost - benefit
analysis. Detailed planning will need to take account of
both present and future demands, costs, and methods of
funding.

Long-term Vision: It is important that institutions develop
a long-term vision for their estates, including potential
areas for development, if and when the opportunity
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arises. This vision might include possible land or
building acquisitions. Such plans need to be discussed
with other parties, including neighbours and local
authorities.

- Environment. An Estates Strategy will also need to
address environmental issues. These include the
development of buildings and landscape which are
attractive to staff and students, targets for energy
conservation, and arrangements for transport (car
parking, cycle ways, buses etc).

5.5. INTERNATIONALIZATION

The development of a Strategy for Internationalization may not
be seen as an essential action for all institutions of higher
education. However, for any institution that aspires to
international status, a clear strategy is needed. As with other
plans, a careful self-assessment is needed which might include
numbers of international students by subject and department,
international staff and visitors, exchange schemes, and levels
of international funding. A more detailed approach might also
include an audit of course content to show the extent of
internationally orientated teaching. Usually, internationalization
will be the responsibility of a nominated senior officer, but may
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