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This document, which is a practical guide on strategic planning in higher education institutions was developed by Prof. PAI Obanya, an international higher education consultant as a result of the joint AAU-AUCC workshop held in Nairobi, Kenya on 28th and 29th November, 2011.

The success of the workshop was possible through the hard work of Professor John Ssebuwufu, AAU’s Director of Research and Programmes and Project Director of the Strengthening Higher Education Stakeholder Relations in Africa (SHESRA) project; Mr. Ransford Bekoe, AAU’s Project Officer of the SHESRA Project; Ms. Rebecca Marie Ramsey, Field Liaison Officer of the SHESRA Project; and Mrs. Gabrielle Hansen, Assistant Project Officer of the AAU’s HIV & Quality Assurance Projects.

Mr. Robert White, Assistant Director, Partnership Programs of the AUCC; Mrs. Kethline Garoute, Program Manager, Partnership Programs of the AUCC and Ms. Jennifer Bedore, Administrative and Information Officer, AUCC contributed immensely towards the human and logistic inputs to make the workshop a success. 

Finally, profound gratitude also goes to all authors whose works have informed this guide and participants of the workshop whose useful comments and contributions form part of the document. 
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1.1 The SHESRA Initiative
The Association of African Universities (AAU) has entered into a partnership with the Association of Universities and Colleges of Canada (AUCC) to strengthen higher education stakeholder relations in Africa. Through this partnership, undertaken with financial support of the Government of Canada through the Canadian International Development Agency (CIDA), African universities will be linked more closely with the private sector, positioning them to better develop the skills and knowledge to meet their countries’ needs. 

The three-year project, Strengthening Higher Education Stakeholder Relations in Africa (SHESRA), is the outcome of the presentation of the AAU Core Programme (2009 – 2013) to development partners at the Association’s 12th General Conference in Abuja, Nigeria in May 2009, and falls under Sub-theme 1 (Renewal and Strengthening of African Higher Education Institutions) of the Core Programme. The project has three key components:

i. Strengthening African University Outreach – African universities in partnership with Canadian universities will strengthen their strategic plans for improved outreach to external stakeholders

ii. University-Industry Linkages – African universities in partnership with Canadian universities will produce case studies of successful African university-industry linkages; and,

iii. Strengthening AAU Stakeholder Relations – AAU will work in partnership with AUCC to strengthen its ability to support its member universities’ external stakeholder relations and to strengthen its own external stakeholder relations.

While directly targeting a total of twenty-seven African universities, the project will lead to the development of strategic plans and advocacy tools for the benefit of the current two hundred and seventy AAU member institutions in forty-six African countries. Canadian universities, in turn, will gain an increased understanding of African universities’ central role in social and economic development. Armed with this insight, Canadian institutions can continue to reinforce the pivotal role of higher education in economic growth and poverty reduction in Africa. 

1.2 The Nairobi Workshop 

The Nairobi workshop of 29-30 November 2011 played a pivotal role under the SHESRA initiative. While focusing on latest ideas, knowledge and international best practices for institutional strategic planning in universities, the workshop provided an opportunity for the two partner institutions to review the state of work on each of the three components of the project as follows: 

i. The functioning of the strategic outreach partnerships (Component One)

ii. Lessons from case studies on university-productive sector outreach initiatives (Component Two)

iii. Analysis of selected experiences in university outreach programmes and their applicability to the situation in Africa (Component Three).

The workshop yielded valuable lessons to be fed into on-going institutional strategic planning processes and external linkage initiatives, namely:
i. The need to give strategic directions to African universities in order to facilitate constructive engagement with governments, economic actors, students-parents and civil society;
ii. Treating strategic plans as living entities and hence the need for periodic reviews; and
iii. The need for institutions to broaden the possibilities of using University-Industry partnerships to raise a considerable proportion of funds for university programmes.
1.3 Why this Guide?
A sure way of moving the strategic planning development process forward is a strong determination by the participating universities not to relapse into the ‘après conference syndrome’ – the habit of simply treating Nairobi as yet another conference and delaying action until the holding of the next workshop. Therefore, there is need for all the universities concerned to develop and apply a methodology for strategic planning, and this means that they must create a momentum at the very beginning and maintain this uninterrupted until the plan is fully implemented. 

This GUIDE is intended as a working tool for the extensive and intensive consultations within a University, to spread the gospel of institutional strategic planning among academic and non-academic personnel, and to mobilize an entire university community for the highly participatory activities needed to produce plans that are owned by all. The Guide would serve the needs of universities at various points on the strategic planning trajectory.
a. Institutions still planning to plan will find the Guide a useful piece of take-away material.
b. Institutions already planning will find the Guide a useful complement to the guiding documents, working tools, and methods already in their possession.
c. Institutions that are revisiting plans already in place will find the Guide helpful in check-listing the processes they used in developing their plans in order to identify where changes may be required.
The document is a multi-purpose Guide stressing the overall goal of SHESRA: to give your institution a focus (a means of keeping your academic house in order) as a necessary first step in building both internal and external partnerships for a well charted sustainable development path.

2.1 The Education Sector in General

i. Education: A Real Challenge Sector Worldwide 
For most countries of the world, including the ‘developed’ ones, education is considered the number one development challenge. Former United States President, Bill Clinton, was once asked to list the three most serious problems of his country (arguably the world’s most powerful nation), and he was reported to have replied ‘Education, Education, Education’!
That response is an adequate illustration of the enormity of the challenge that education poses for countries that are still seriously struggling with development challenges.  Developed countries have attained their present statuses mainly because of the quality of their human resources, which are in fact results of quality-driven education systems. If less-developed countries are ever to join the global development league, they must fast track their move towards quality educational development. 
ii. Education Not Just Happening
The needed fast tracking cannot succeed if education is simply allowed to happen. There is a reliance on the whims-and-caprices approach to educational development, especially by political authorities. Either in response to political pressure or because of a desire to score cheap political points, educational development decisions have often been made in a haphazard manner. Reforms are announced before any in-depth analyses are undertaken on the challenges they are supposed to address. Solutions are prescribed before any due examination is conducted of other possible options. New projects are begun with great zeal and then suddenly abandoned. Education policies are thrown aside mid-stream without any systematic evaluation to provide evidence-based alternative decisions.  In many cases, decisions are made for the people, instead of with them. Above all, the resource implications of new initiatives are not sufficiently prescribed, while the long-term implications of the new initiatives are often not considered. In such situations, there is hardly any clear linkage between old and new initiatives, nor do new initiatives in the education sector focus on addressing overall national development concerns and endeavours.  
The let-education-just-happen approach has often led to mere educational expansion without genuine educational development. This can be seen in cases of mere proliferation of educational institutions without due consideration to the dynamics of the demand for education. It can also be seen in instances of more and more funding for education without considering whether what is funded is really making a difference. Worst still, the approach can be seen in instances of acute lack of sustainability of educational development initiatives.

iii. Wish-listing Approach
We have also seen cases of ‘wish-listing’ as an approach to the education sector’s development. Since the education sector is often plagued with multiple challenges, the temptation to want to tackle all perceived challenges at one time is always there. This can be seen in the long list of recommendations that come at the close of any conference on education. It can be seen in political party manifestos and it is present in most government education reform initiatives.
Education ‘wish lists’  often lack a definite focus; in most cases the pursuit of wish lists only serves to buttress the popular saying that a ‘jack of all trades’ ends up as ‘a master of none.’ Wish lists also tend to ignore the fact that challenges to educational development have deep and shallow causes. A realization of this fact would have led to a situation in which educational change initiatives would address mainly root-cause issues.
There is also the fact that the education sector challenges exist throughout a hierarchy, both in vertical and horizontal terms. For instance, there may be systematic challenges experienced between different levels of administration and lower faculty staff members (vertical), or there may be challenges and inconsistent relations between departments within the same faculty (horizontal).Some challenges do weigh down on the system more than others. For this reason, university planners ought to see challenges in a more holistic sense. 
iv. Planning is NOT, a one-directional, non-participatory affair
This sums up all that has been said so far about non-systematic, non-systemic, non-coordinated, ‘just go ahead and always keep doing something’ approaches to planning educational development. Uni-directional planning has Government as the sole conceptor, the soul actor, the soul evaluator of progress and impact. The people are told what is good for them while surface features (like the release of funds, the award of contracts, the siting of schools, etc.) are paraded as educational success stories. Issues concerning fundamental added values to the system (improved system performance, long-lasting positive effects on the people, quality learning improvement, etc.) are neglected. Worse still, as soon as the sole actors change (new governments, new ministers, new education service delivery structures, etc.) one-shot plans are jettisoned and the cycle of action continues before thorough appraisal of challenges, ideas and resources are undertaken. The overall effect has always been movement without purposeful action.
v. Why the Strategic Approach? 
The strategic approach is an answer to the problems of ‘just-happening’ and ‘wish-listing’. Its characteristics can best be illustrated by the advantages it confers on the education development process. 

2.2
Benefits of Strategic Planning with Specific Application to Higher Education

i. Ensuring timely and effective development of higher education
Strategic planning helps to ensure that the development of higher education follows a well thought out process that does not treat challenges in isolation; that ties up every issue together with every other; that systematically builds one step on the other; and that ensures all development efforts lead to concrete results in the form of qualitative progress and notable improvement. Africa has witnessed a proliferation of higher education institutions without satisfying social demands or meeting the manpower needs of the economy.

ii. Seeing higher education in an overall sector context
It is often said that while a politician thinks of the next election, a statesman thinks of the next generation. Strategic planning can be likened to the posture of the statesman, with its emphasis on a long-term view of educational development. Strategic planning also does not consider education issues in bits and pieces. Instead, it considers the systemic relationship among different facets of education – an approach that allows the plan to see beyond the trees to the forest. We cannot plan the development of higher education without thinking of the link with basic and secondary education. The quality, coverage and funding of education at the lower levels would influence what comes into higher education in the form of students and other resources. 

iii. Aligning the development of higher education more intimately with other sectors of development
Education is the number one development sector for all countries. It contributes in strong measures to all other development sectors, while every other sector contributes to its full realization. Above all, every nation needs a comprehensive, multi-sector development plan into which the education sector should neatly fit. The implications are first that strategic education planning has a lot to gain from the full collaboration of all other sectors, and secondly, an education sector plan must not stand alone. To be effective, educational development must be an in-built activity of comprehensive, multi-sector development planning.
For higher education in particular, the world out there is an important partner. All the other sectors of development need the high level manpower produced by higher education. Universities and similar institutions are also viable sources of knowledge and ideas that are ploughed into the development sectors through their research and society-support functions.
iv. Focusing on strategic challenge areas 
Higher education in Africa is faced with numerous challenges – funding, infrastructure, manpower, teaching and learning, access and equity, quality and relevance, etc. Within each of these broad categories, there are bound to be numerous ‘sub-challenges’. Strategic planning helps us to prioritize all of these, to categorize them in terms of hierarchies, and to focus on those with more strategic importance – those most likely to exert a multiplier effect and those most likely to deal with the root causes (and not simply the surface symptoms) of the challenges.

v. Prioritizing potential high impact areas
Not all the challenges facing higher education can be dealt with through one and the same attempt, and with equal deployment of resources. Nor are resources (in the broadest sense of the term – personnel, technical, material and financial) always available in abundance. To optimize the use of available resources (including time) issues have to be prioritized. In planning, prioritizing tries to focus on high impact areas, especially high long-term impact. For example, investing in quality issues (manpower development for higher education, ICT, functional laboratories and workshops, etc.) would likely exert high, long-term impact on the quality of learning and the sustainable contribution of learners to overall national development.

vi. Engaging stakeholders in policy dialogues and ensuring their ownership of education development endeavours
Strategic planning is an ‘I shall do it WITH YOU affair’ in which the ‘I shall do it FOR YOU’ approach has no place. We are concerned with the strategic interests of the people and an understanding of these interests calls for full involvement of the people. Stakeholders (in a broad sense of the term) are the authors of the strategic choices to be made and the strategic actions to be taken during the planning process. Stakeholders are also the determinants (those whose concerns determine what is desirable) as well as the determiners (those whose judgment and perceptions serve as eventual indicators of success) of the progress of higher education. Strategic planning enables us to respond to these desiderata, as the process is mainly one of carrying stakeholders along at all times, in all forms, all the way through. 

vii. Channelling resources to areas of greatest need
Resources for the development of higher education are always scarce and will remain so. Development activities of the sub-sector are often faced with the demand for more resources, but ‘more’ does not always coincide with ‘better’. Planning, using the strategic approach, allows one to determine the strategically important areas for which resources would be aptly needed. By so doing, we become better able to respond to the strategic demand areas of the sub-sector, by channelling resources to these areas. 

LET’S NOTE:

The above principles apply to the education sector in general as well as to the higher education sub-sector. They are however also applicable to strategic planning at the institutional level.

 

3.1
You don’t write a plan, you develop one
A strategic plan is NOT something a group of ‘experts’ would sit in a comfortable office and write. Such ‘expert’ writing can be as elegant as possible, with all possible forms of charts, tables and diagrams. It might be couched in language that is considered professional. However, its beauty would be only on paper. Implementation would be near impossible because its spirit has not been internalised by stakeholders.
On the other hand, when planning is undertaken by a wide spectrum of stakeholders and the activities involve stakeholder consultations (in-depth debates on issues, quantitative and qualitative data collection and analysis from a variety of sources, decisions based on consensus nurtured by on-the-ground evidence), when broad-based participation is the dominant methodology, stakeholders are more likely to internalise the spirit of the plan (and not simply its paper representation). Through the development of plans through such activities, buy-in by stakeholders is made easier and this facilitates implementation.
3.2
Strategic Planning Exercises

Exercise (a): Identifying relevant and legitimate stakeholders.  Indicate which group among the groups listed below should not be involved in developing a strategic plan for a university.

Exercise (b): Looking closely at the table below, answer the following questions.  Which of the three universities has drawn participants from a wide spectrum of stakeholders?  Which of them has a fair representation of significant stakeholder groups?  Which of them runs the greatest risk of writing ‘their plan’?  Which of them is most likely to come close to developing ‘our plan’? 

	Participants
	Babasa University
	Lakomeh University
	Yayala University

	Lecturers
	85
	44
	20

	Admin. Staff
	10
	12
	 7

	Techn. Staff
	 5
	8
	 6

	Students
	 0
	10
	10

	Alumni
	 0
	5
	 7

	Private sector
	 0
	3
	10

	Government
	 0
	6
	 4

	Politicians
	 0
	2
	 6

	Civil society
	 0
	2
	 8

	Professional associations
	 0
	4
	 8

	Women groups
	 0
	2
	 7

	Youth organisations
	 0
	2
	 7

	TOTAL
	100%
	100%
	100%


3.3
A Systematic Process
The systematic planning process usually occurs in three main phases: situational analysis, policy planning, and action planning. Each phase has distinct activities that move the process forward.
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Each activity in the series will produce some concrete results, which cumulatively will constitute the strategic plan.  
TABLE 1: THE SYTEMATIC PLANNING PROCESS: TASKS & EXPECTED RESULTS
	PHASE

	SUB-PHASES
	MAJOR TASKS
	EXPECTED RESULTS

	1. Situation Analysis
	SWOT Analysis

(Strengths, Weaknesses,

Opportunities and Strengths) 
	Environmental scanning of factors in the INTERNAL and EXTERNAL environments of the institution that do pose challenges as well as factors that can be capitalised upon as possibilities and opportunities

	A SWOT PROFILE of the institution in FOUR QUADRANTS as follows:

STRENGTHS

Favourable conditions in the internal environment

OPPORTUNITIES

Favourable conditions in the external environment

WEAKNESSES

Unfavourable conditions in the internal environment

THREATS

Unfavourable conditions in the external environment



	
	Filling knowledge and information gaps
	Data gathering through field work/desk work/web search on issues proposed by the planning coordinating team 
	Analytical report of the identified issues that may include:

· Student flow

· Internally generated revenue

· Student living conditions

· State of laboratories

· Government funding patterns

	
	Issues and challenges report
	Synthesis of all studies
	Compact report highlighting the issues that the plan must address

	2. Policy Planning
	Listing of Challenges
	STAKEHOLDER CONSULTATION: A recall of challenges highlighted in the analytical report for in-depth discussion 
	An improved appreciation  of challenges by stakeholders

	
	Prioritising challenges
	Application of a variety of methodologies
· Problem-tree analysis
· Must-do analysis
· What-if analysis
	A list of priorities that focus on the ROOT CAUSES of problems (going beyond their mere surface manifestations).

These are usually couched   in negative forms, e.g.:
· Inappropriate curricula
· Poor management of facilities
· Heavy student workload

	
	New Policy Directions
	Consideration of possible options for addressing the root causes of the challenges and the greatest opportunities for advancement facing the institution
	List of options for addressing the challenges, presented as POLICY GOALS (for turning things around), e.g.
· Improve relevance of curricula
· Improve facility management
· Lighten student work load

	3. Action Planning
	Strategic Interventions
	Broad-based discussions on what we must do to really make a difference (considering each of the policy objectives)

Determination of WHO SHOULD DO WHAT within an appropriate TIME FRAME (usually long-term – 5 to 10 years)
	A set of CONCRETE ACTIONS, e.g.

Improve relevance of curricula
· Institutionalise systematic assess student learning needs
· Establish mechanism for involving ‘the world out there’ in curriculum development

	
	Operational Plan 
	Working on the details of the first 2-3 years of the Plan
	An OPERATIONAL PLAN, a subset of the overall, long-term STRATEGIC PLAN. Operational plans flow from the larger strategic plan, focussing on day-to-day management of the institution and addressing the allocation of resources and functional strategies

	
	 Costing
	Involvement of financial experts to determine the financial, personnel and material costs required by the plan
	The strategic plan (provisionally costed) and the operational plan (costed in greater details) + strategic decisions on sourcing the resources for supporting the plan


LET’S NOTE

Going through these phases takes some time and most of the sub-phases will have built-in stakeholder consultation. Thus, more and more stakeholders should be embracing the plan as it develops. The time frame for strategic plans varies, but typically covers at least 3 years and as many as 10 years.  Universities have values rooted in the long-term education of people, rather than a priority focus on profits and losses.  Therefore, strategic planning should operate within a time frame consistent with the speed of decision-making and pace of change within a university.


4.1
Never a One-Person Show
As already said, DEVELOPING a plan involves broad stakeholder involvement so that stakeholders progressively embrace the plan as it progressively develops. However, the work involved has to be coordinated by a core technical team, a secretariat for the entire exercise. The core technical team  must be assisted by a larger team of ‘specialists’ (technocrats, scientists, social scientists, educationists, ICT personnel, institutional managers, finance experts, etc.,) selected by various arms of the University to work on a more or less permanent basis on the planning process. This is the expanded technical team. The planning teams are usually complemented by the real owners of the strategic plan – a broader spectrum of stakeholders. 
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4.2
Structure of the Plan Document

i. There will be, at the end of the 3-phase intensive activity earlier illustrated, a plan document to be used for various purposes:

· A guide to implementation

· An advocacy material with potential friends of the institution

· A negotiating instrument in partnership arrangement

· Publicity material for the institution

ii. For this reason, a strategic plan document is usually structured in an easy to read manner, as follows:
SECTION ONE: Introducing the Institution: brief history, main features, mission and vision, etc. – brief and in flowing language.

SECTION TWO: Highlight of Issues and Challenges – readable summary of the situation analysis report.

SECTION THREE: Policy Objectives – priorities to be addressed – actions to be taken to turn things around in the institutions, in response to the highlights and challenges.

SECTION FOUR: Implementing the Strategic Choices – a tabulation of the specific actions to be undertaken, by whom, along a specified time frame.
SECTION FIVE: Management of the Process – an outline of the coordination of the implementation of the Strategic Plan.

AS APPENDICES:
· The operational plan (which can also be a separate document)

· Budget
· Vital statistics

i. A Broad Spectrum Indeed    
External partners that can contribute to the development of universities can be classified into groups as follows:

a) Government agencies- ministries and parastatals (including non-education sector agencies)
b) Pan-African regional and continental institutions
c) International (inter-governmental) agencies
d) Corporations, including transnational/multinational business concerns
e) Small scale and micro businesses
f) Civil society groups

It would be worthwhile for a university to reach out beyond big enterprises and to devise creative ways of partnering with smaller ones. While big businesses are numerically poor but financially strong, smaller businesses are currently numerically strong but financially weak. Reaching out to the latter too would be a forward-looking strategy - and a potentially rewarding one – as the number of such businesses is rising fast and they are increasingly engaging the skills and manpower of university graduates. While these small-scale businesses would benefit from the scientific-technical knowledge of universities, the universities also tend to gain from grassroots knowledge of their setups for further development of scientific and technological incubators.

ii. What form should Partnership Take?    
Partnership with the ‘world out there’ should mean each partner helping the other to realise its goals by giving (ideas, services, products, personnel, technical/financial/political support) in areas in which it has a comparative advantage. In addition, the fruits of partnership must be of some benefit to both partners. 

iii. Where does Partnership Begin and End?     

Genuine partnership could cover any or all types of activities of a University, for example:

a) In formulating the goals and mission of a University

b) In curriculum development

c) In the practical training of students

d) In the continuing education of lecturers

e) In developing and executing research and development agendas

f) In supplementing funding requirements

g) In all stakeholder consultations in support of the institutional strategic planning

LET’S NOTE:

In all these examples, the intention should not be that the world out there will be doing it for the University; the emphasis should be on doing it with the University.

iv. Do we need ONE or several institutional plans?
Strategic thinking and strategic behaviour (including strategic management) has to permeate the life of university. Therefore, the central (overall) strategic focus developed by the institution should guide the work of its component units.
Starting with the university strategic plan, individual faculties can develop strategic plans that take cue from the overall plan. In like manner, individual departments can go on to develop strategic plans that take a cue from the faculty plan. The major advantage here is that every unit of the university will be working in consonant with the overall institutional plan.

1. From SWOT Analysis to SWOT Profile

We live in a world that thrives on ‘competitive advantage’, one in which every institution (for profit or not-for-profit) has to do everything to remain competitive (meaning remaining afloat and in business).  It is in a world of ‘re-everything’— reorganise, reposition, redirect, refurbish, realign, renew, redesign, etc. All these are terms that imply re-doing things to ensure that one’s business, whatever its nature, remains on the path of competitiveness. SWOT analysis happens to be the necessary first step in ‘re-doing anything’.

The acronym stands for STRENGHTS, WEAKNESSSES, OPPORTUNITIES and THREATS. The process consists of looking critically at strong and weak points (links, features, factors) in the internal environment of our institution. Some of these would constitute areas of strength that we can capitalise upon, while some could be factors weighing us down. Factors that we can build upon are our strengths and those that weigh us down are our weaknesses.

From the external angle (society at large, government policy, political factors, the state of the economy, etc.) there could be favourable factors we can lean on. These are the ‘opportunities’. Other factors from this same external angle could constitute impediments (or threats) to our institutional dream. 

To summarise, the strength and weakness factors are internal to our institution, while the opportunities and threat functions are external. SWOT analysis usually involves summarising these internal (strengths/weaknesses) in the top/bottom left hand side of a quadrangle, and the external (opportunities/threats) in the top/bottom right sides of the quadrangle, as illustrated below:
INTERNAL ENVIRONMENT                    EXTERNAL ENVIRONMENT

	STRENGTHS  
(to be built upon)
	OPPORTUNITIES 
(To be taken advantage of)


	WEAKNESSES 
(to be turned into points of strengths)
	THREATS  
(To be converted into opportunities)  



The process (SWOT ANALYSIS) is usually a participatory affair, similar to brain-storming, in which:

· Every opinion counts

· Opinions are evidence-backed, as much as possible

· Group consensus prevails

· Group consensus is entered in the appropriate quadrangle IN TELEGRAPHIC FORM
The result (SWOT PROFILE of the institution) is the summary of participatory deliberations presented as shown below, where ‘external partnerships’ is the subject of the SWOT ANALYSIS that produced the SWOT PROFILE.

	STRENGHTS (Internal factors)
	OPPORTUNITIES (External factors)

	· Institutional policy in favour of external partnerships

· Pockets of individual, small scale attempts at promoting external partnerships


	· Expressed willingness (as seen in various high level pronouncements) to partner with universities

· Upsurge in small scale enterprises looking forward to gain from knowledge generated by higher education

	WEAKNESSES (Internal factors)
	THREATS (External factors)

	· Partnership policy not backed by budgetary provisions

· Partnership policy not fully bought into by academic and other staff


	· Pre-dominance of quick-profit businesses, uninterested in the products of research

· Desire for partnership with higher education not backed with appropriate resources and any clear (well-articulated ) policy by the business sector


LET’S NOTE: 

SWOT ANALYSIS (the process)/SWOT PROFILE (the results of the process):  SWOT ANALYSIS is a necessary first step in re-doing everything, - for example, to guide thinking so as to move a process forward, or to create and change the status quo. 

2. The ‘Must-Do’ Process
Strategic Planning does not say ‘everything is important, let’s address every issue at one and at the same time’. Instead it says ‘let’s deal first with the most strategic issues, those that can exert a positive impact on all the others’.

MUST-DO exercises, as strategic planning tools, seek to establish a priority order among a fairly long list of possible interventions. The priority order is based on the perceived level of the impact of an intervention on an entire process, as follows:

a) Absolutely necessary to bring about required change (MUST DO)
b) Necessary input to support required change (SHOULD DO)
c) Perhaps necessary; nothing would be lost by leaving this out (COULD DO)
d) Having no clear bearing with desired change (NEED NOT DO)

	INTERVENTIONS
	MUST DO
	SHOULD DO
	COULD DO
	NEED NOT DO

	· Create institutional mechanism for stakeholder relations
	
	
	
	

	· Develop a comprehensive institutional policy
	
	
	
	

	· Bring in all business sectors
	
	
	
	

	· Use societal resources in teaching and research
	
	
	
	

	· Ensure tangible benefits from external partners
	
	
	
	

	· Work with partners to re-organise their structures
	
	
	
	


MUST-DO exercises are usually the product of highly participatory sessions, in which conclusions are backed by evidence. A summary of such an exercise is presented as in the above example, in the form of charts that guide strategic choices for strategic plans.

3. Problem Tree Analysis

1. This planning tool has been extensively used by DFID whose description of the concept is reproduced below. For the purposes of this GUIDE it is sufficient to note that:

a. Strategic planning goes beyond the surface manifestations of a problem to its root causes

b. Strategic intervention deals with the root causes (attacking them to reverse the ill effects they could have)
2. Illustrating with our central theme of Enhancing External Partnerships one can proceed as follows:

a. What are the effects of poor partnerships with the ‘world out there’?

i. Irrelevant curricula

ii. Irrelevant research

iii. Widened gap between the two worlds (academic and business)

b. What are the immediate causes?

i. Ignorance (of possibilities) on both sides

ii. Resistance to change (on both sides)

c. What are the root causes?

i. Lack of competitiveness in prevailing business philosophy

ii. Universities not being sufficiently enterprising to reap on the potentials of growth beyond the campus
3. The link between the root causes and the objectives of a strategic plan lies in:

a. Seeking to reverse the negative trends in c.i and 1 above

b. Doing away with the ill effects in 2a above 
4. In summary, problem tree analysis helps us to dig down to the roots of a tree to enable us determine the problems at the roots that are manifested in (and negatively affecting) the trunk and the leaves of the tree. By tackling these root-level problems we are better able to save the tree from dying.

 4. EXTRACT FROM DFID
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	Problem tree analysis is central to many forms of project planning and is well developed among development agencies. Problem tree analysis (also called Situational analysis or just Problem analysis) helps to find solutions by mapping out the anatomy of cause and effect around an issue in a similar way to a Mind map, but with more structure. This brings several advantages: 

· The problem can be broken down into manageable and definable chunks. This enables a clearer prioritisation of factors and helps focus objectives;

· There is more understanding of the problem and its often interconnected and even contradictory causes. This is often the first step in finding win-win solutions;

· It identifies the constituent issues and arguments, and can help establish who and what the political actors and processes are at each stage;

· It can help establish whether further information, evidence or resources are needed to make a strong case, or build a convincing solution;

· Present issues - rather than apparent, future or past issues - are dealt with and identified;

· The process of analysis often helps build a shared sense of understanding, purpose and action.

Problem tree analysis is best carried out in a small focus group of about six to eight people using flip chart paper or an overhead transparency. It is important that factors can be added as the conversation progresses. The first step is to discuss and agree the problem or issue to be analysed. Do not worry if it seems like a broad topic because the problem tree will help break it down. The problem or issue is written in the centre of the flip chart and becomes the 'trunk' of the tree. This becomes the 'focal problem'. The wording does not need to be exact as the roots and branches will further define it, but it should describe an actual issue that everyone feels passionately about. 

Next, the group identifies the causes of the focal problem - these become the roots - and then identifies the consequences, which become the branches. These causes and consequences can be created on post-it notes or cards, perhaps individually or in pairs, so that they can be arranged in a cause-and-effect logic. 

The heart of the exercise is the discussion, debate and dialogue that is generated as factors are arranged and re-arranged, often forming sub-dividing roots and branches (like a Mind map). Take time to allow people to explain their feelings and reasoning, and record related ideas and points that come up on separate flip chart paper under titles such as solutions, concerns and decisions.

The Problem tree is closely linked to the Objectives tree, another key tool in the project planner's repertoire, and well used by development agencies. The Problem tree can be converted into an objectives tree by rephrasing each of the problems into positive desirable outcomes - as if the problem had already been treated. In this way, root causes and consequences are turned into root solutions, and key project or influencing entry points are quickly established. These objectives may well be worded as objectives for change. 

A Good Example

As part of designing an HIV/AIDS activity in Kenya, a DFID design team needed to have a deeper understanding of various issues and constraints related to the epidemic. Before moving to a large log frame workshop, the team decided to conduct focus group interviews with potential target groups and service providers. Through the focus groups the team gained a much deeper understanding of HIV/AIDS-related problems, constraints and opportunities. At the same time, participants in the groups learned much about common problems they themselves were facing and their possible solutions. Counselling and testing groups discovered they all faced a critical issue about how to protect the confidentiality of HIV-positive clients. Through the discussion they were able to exchange ideas of how to achieve this. Some had a policy focus and helped understand where changes in government practise and legislation could help. These issues were brought into the log frame workshop, where they were integrated in the design through an activity output dealing with improved counselling and testing services.

Further Information

There are many references to Problem analysis in toolkits, particularly from development agencies. These include a detailed description in DFID's Social Development toolkit (from which the diagram and example are taken) and CERTI's (Complex Emergency Response and Transition Initiative) crisis and transition toolkit:

· DFID's Social Development toolkit: www.dfid.gov.uk/FOI/tools/chapter_03.htm  

· CERTI's Rapid Assessment Procedures: www.certi.org/publications/Manuals/rap-16-section3.htm  
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2.0 JUSTIFYING STRATEGIC PLANNING IN EDUCATION
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Seven Benefits of Strategic Planning of Education


STRATEGIC PLANNING IS MOST LIKELY TO FACILITATE THE TASK OF:


Ensuring the timely and effective development of higher education 


Seeing higher education in an overall sector context by taking a long term and holistic view (i.e. beginning from the challenges of primary and secondary education as these may give rise to institutional challenges at the higher education level, in terms of student skills and staff cultivation, etc)


Aligning higher educational development more intimately with other sectors of development


Focusing on strategic challenge areas of educational development


Prioritizing potential high impact areas


Engaging stakeholders in policy dialogues and ensuring their collective ownership of education development endeavours


Channelling resources to areas of need
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3.0 THE STRATEGIC PLANNING PROCESS




















5.0 EXTERNAL STAKEHOLDER PARTNERSHIPS





4.0 BASIC PLAN ARCHITECTURE





Students


Teachers


Administrators


Principal officers


Civil society


Business and industry


Parliament/Political parties


Government agencies


Parents/families


University alumni


International development partners


Technical support staff of the university


Labour/professional associations
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