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STRATEGIC PLANNING- A NEW TOOL FOR 
CREATIVE MANAGEMENT OF INSTITUTES 

* B. M. NAIK 

SYNOPSIS 

With the adoption of privatization policy in engineering eduction, in India and 
abroad, a new class of people. "Educational Entrepreneurs" has emerged. They have 
initiated vigourously critical examination of old values, institutions, missions, work 
methods., needs of education etc. demanding change in the perceptions of people. 
They wish to outwi t in local and global competition and to make most of the 
opportunities. 

They have generated a much needed competitive environment for themselves 
as well as for Govt. and aided institutes. Institutions now have developed a strong 
will to win. But mere will and enthusiasm is not enough. They ought to have the 
skills of strategic planning, without which, they will not be able to stand in com­
peti tion. 

The article, therefore prescribes, the adoption of strategic planning, withcut any 
loss of time, for all institutions including those which are managed and maintained 
by Government. This is not now an option but a compulsion without which they will 
become dis functional. 

The paper presents, in brief, what is meant by strategic planning, what is a 
mission statement, how to arrive at it, who are stakeholders, how to assess their 
expectations, how to prepare strategic plan and how to implement it. Forces which 
Hi- lACK the planning process are identified. Strategies which have worked well in 
India and abroad, are also presented. 

1. INTRODUCTION 

Indian economy so far has been 
distinctly a technology follower. Al­
though it has huge natural resources 
like land, water, minerals; human 
resources (16% of world population) 
third largest in S &T manpower, yet it 
is one of the poor most, ranking 136th 

in 173 in Human Development Index; 
with 40% people below the poverty line. 
India's share in world trade is hardly 
1 %, per ca pita income is one of the 
lowest only 330 U, S. Dollars. Capaci ty 
utilization of installed projects is only 
60%. Incremental capital output ratio is 
one of the highest 6.11, growth rate is 
hqrdly 4%. 
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To improve upon the sitution, the 
Government have adopted the policy of 
Globilization, liberalization, privatiza­
tion and competition. It has abandoned 
the policy of protectionism. It has been 
now making Quantum Strategic 
changes in every sector of economy. The 
economy is shaken and the people have 
to compete globally. The restructuring 
which is going on all round, cannot be 
wi thout strategic changes in Technical 
Eduction. The Missions of the institutes 
have to be changed and redefined, 
keeping in view the GLOBAL winds of 
changes. 

2.0 WHY STRATEGIC PLANNING : 

Our inst itutions are lagging far too 
behind the world standards. Most of 
them have become teaching shops, like 
coaching cla sses. They have very little 
research base. They have almost no 
ability to teach the state of the art. Very 
few faculty members have M. E. and 
Ph.D. qualifications while elsewhere in 
the world most of them are Ph.D. The 
interaction between institutions and 
industry is weak. What is wanted by 
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industry is not taught and what is 
taught and researched is not wanted. 
There is a mismatch betwwen the two, 
leading to low productivity in both the 
industry and institutes. The syllabi, 
laboratory, library and other infrastruc­
ture of Indian Institutes is far too weak 
by world standards. The output from 
our institutes, in terms of quality and 
quantity, is far too low. 

There is a whole revolution taking 
place in the institu tes round the world, 
and they have, in the recent past, added 
activites like incubator, research park, 
technology park, continuing education, 
entrepreneurship, industrial liaison 
programmes, technology licencing, 
intellectual property rights, patenting 
etc . But our institutions are still kilome­
ters away from these developments. 
New life and blood needs to be pumped 
in them which demands strategic plan­
ning. 

If the institutes are not performing 
as they should, if they are not coping 
with the change, if they cannot satisfy 
the educational needs of youths, it is 
largly because they are lacking in usage 
of strategic planning. It is observed at 
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Fig. 1 Shows the need of Strategic Planning to move from present view 

situation to better view situation 
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most of the places that the limiting 
factor for better performance is not the 
availability of resourses but the vision 
of people who work for institutes and 
the same could be created by this new 
tool of strategic planning. Many insti­
tu tions want to bring abou t organiza­
tional change and take them to greater 
heights but they simply cannot do so, 
because they lack in capability to use 
the technique of strategic planning. 
Refer figure 1 on page no. 2. 

In the absence of strategic plans, 
different people think and act differ­
ently in inconsistent directions not 
knowing that they are operating at 
cross, nullifying each others efforts. 
Often people remain unprepared for 
changes, unprepared for competition 
and hence they fail. New strategies and 
new directions are badly needed with­
out which Indian institutes, the indus­
try and economy as a whole, can have 
jus t no good future. Adoption of stra­
tegic planning is found from experience 
to develop a competitive spirit amongst 
the employees, makes them oriented to 
goals, targets and global opportunities. 
Today in the absence of strategic plans, 
most of the institutes do not have well 
defined missions, and hence their 
performance is low, inspi te of high 
potential. 

3.0 WHAT IS A STRATEGIC PLAN? 

Strategic plan is a written document 
of declared intentions. It is a pattern of 
cosistent actions of today and tomor­
row; detailed on 5 year and yearly basis. 
It projects the image of the college vis­
a-vis the total environment, competi­
tors- society- region etc. It is always 
accompanicd by a contingency plan to 

take care of deviations, if any. 

4.0 STRATEGIC PLANNING 
PROCESS 

The steps involved in the strategic 
planning are shown below in figure 2. 
(See Page No 4) 

The institution has first to define its 
mission; and mandates. It has then to 
make an assessment of the expectations 
of the stakeholders. The stakeholders 
for an engineering college, by and large, 
are the managements, students, indus­
try, Government, Assembly, Parliament 
and the people at large. Appropriate 
proforma will have to be designed, got 
filled up, from the concerned and then 
analysed. 

Next and the most important thing 
is, to assess the Global environment, in 
particular, who are the competitors, 
what strategies they are adopting, and 
then identify the strategic issues, then 
make Strengths, Weaknesses, Opportu­
nities and Threats analysis. (SWOT) 

SWOT analysis is required to be 
done throughout the organiztion, start­
ing from a small laboratory to a big 
department and ultimately agregating 
for the college as a whole. It has to be 
participative, top down and bottom up. 
Every individual and department has 
strengths . We have to be aware of our 
strengths and apply them to harvest 
the opportunities. 

While doing so we have to guard 
on our internal weaknesses and the 
external threats. Are our internal sys­
tcms and procedures matching with 
objectives? Are they uptodate ? Are 
internal people co-opperative ? Is the 
external competition manageable ? 
What are the forces which may Hi-Jack 
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the people and organiza tional 
strengths? These are some of the 
questions which need to be answered. 

Various options will come out from 
the exercise above, so as to meet the 
stakeholders' expectations. These op­
tions will have to be carefully studied 
by all and the best ones selected. What 
comes out from this exercise is a strat­
egy or strategies which can turn out our 
vision into reality. People in the organi­
zation at various levels develop a vision 
and also an ability to crystalise the 
visions. There is a saying "Seeing a 
problem is half solving it." Minds of 
people are energised right from plan­
ning stage and they all know, where 
they are heading. Vision formation in 
people of the organization, is very 
important step, without which the 
organizations tend to perish. 

Many times big visions, promises 
are kept in view but they are not 
adequately supported by physical and 
financial resources. For example, many 
colleges have a mission of research and 
development but have no staff, funds, 
systems and procedures. The value 
system required for R&D is just absent 
and hence no financial resources, ear­
marked to permit the academic staff to 
attend international conferences. How 
can they become world class without 
attending international meets? 

Therefore, "Strategic Audit" of the 
plans needs to be carried out before 
they are firmed up and declared .. It mu~t 
be ascertained through strategIc audIt 
whether there is a will at the top to 
carry it out or not, whether there are 
adequate finances available or ~ot. 
Otherwise, it results into frustratIOn. 
Especially in Govt. Institutions strate­
gic audit, is a must. We often want to 

build Tajmahal with resources not 
enough even for small house. 

5.0 MISSION STATEMENT 

Some sample mission statements 
for institutes are given below. The list 
is not exhaustive. Institutions have to 
develop their own mission statements 
which have to be unique. They are to 
be evolved by consensus amongst all 
the stakeholders. The suggested mis­
sions are 
1. To provide high standard of edu­

cation to B.E., M.E., Ph.D. students 
reaching up to employment, self­
employment. 

2. To provide employees security of 
working, with job satisfaction, 
acknowledging the right to be in­
formed and consulted in all matters 
which affect them. 

3. To conduct education with due care 
for the environment. 

4. To remain on forefront in technol­
ogy, and transfer the same to indus­
try to maintain them competitive by 
global standards. 

5. To provide testing, consultancy to 
industry. 

6. To provide continuing engineering 
education to in-service engineers 
and maintain them competitive. 

7. To bring about regional develop­
ment, community development. 

8. To provide equal opportunity in 
education to all. 

9. To provide new technology to 
industry to improve its productiv­
ity. 

10. To generate employment and in­
come to the people. 
Mission ·statement has a effect in 

involving people, gaining employee 

5 



The Journal of Engineering Education - October 1994 

committment to achieve goals and tar­
gets. It however, necessitates a process 
of educa tion, to continuously upgrade 
the quality of people. 

The mission statement is an out­
come of a long drawn process of debate 
and discussion amongst the stakehold­
ers, over a period of at least six months. 

6.0 SOME CURRENT STRATEGIC 
ISSUES OF ENGINEERING 
EDUCATION INSTITUTES. 

The first and foremost issue is how 
to increase the competncy of people 
working for colleges and bring them on 
par with their counterparts in devel­
oped cou ntries. There are teaching staff 
m embers, administrative cadre and 
laboratory instructors whose capability 
needs to be upgraded by undertaking 
suitable schemes. If schemes are drawn 
out and colleges make investment in 
their employees this is likely to increase 
their committment and loyalty. Today, 
big institutions are in the hands of small 
men. 

Secondly, our institutes and people 
are too inward looking; so also the 
students. They lack in international 
perspectives. The issue is threfore how 
to orient them to Global standards. 

It is not enough, if only a few 
employees and management people 
think strategically. All employees have 
to acquire the mental skills to think 
strategically. Ways and means will 
have to be devised to promote strategic 
thinking in the whole organiza tion. 

Developing a style of management 
suitable to local culture and bent of 
mind of the people, is important issue. 
The style of management would have 
to be different at different places, 
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flexible and participative to achieve the 
goals. It will have to provide relevant 
information to all, at appropriate times. 
Systems would have to be designed, fit 
for the purpose. 

One of the important issues is how 
to increase relevance of education to 
regional needs, how to make curricula 
oriented to national need? For this, the 
participation of industry is needed 
which is quite difficult and is a chal­
langing issue to be resolved. 

Today, the institutes are highly de­
ficient in technology transfer, research, 
continuing engineering education, etc. 
How to develop a innovative character 
for the institute is the big issue to be 
addressed by key persons. 

One of the prime issues yet is, how 
to meet growing needs of technical 
education of the vast masses of people, 
interms of quality and quantiy . The 
priority given by Government in budget 
to education is too low, only 3% of NP 
is allocated as against 10% by many 
countries. It is said that lack of budget 
to education has failed the nation. 

7.0 STARTEGIES SUGGESTED 

One of the successful strategies in 
institution development is to tap the 
innovtive and creative talent of employ­
ees especillay the teacher. It is pre­
dicted that knowledge based organiza­
tions will lead in future and hence our 
strategy should be towards usage of 
new knowledge. Intellectual capital is 
a valuable asset which an organization 
should try to possess. Networking of 
knowledge workers leads to synergitic 
conditions, and now the organizations 
should take special efforts to create 
networking. 
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Next, the institute should adopt a 
strategy of listening to students, indus­
try personel and people. Listening 
means obtaining a feed back, positive 
or negative, which is very useful to 
maintain equilibrium. Proforma may be 
designed and got filled at regular 
intervals, anyalysed and corrective 
action taken, wherever necessary. 

Thirdly, the learning ability of the 
individuals and the organization as a 
whole is very crucial to make the 
organization flexible enough to adopt 
to change. If there is no learning, the 
people become stiff and often resist 
change. If they are continuou sly learn­
ing they are more susceptible to change 
and remain in tune with time. Life long 
learning is a very important aspect to 
be attended to, to reduce inertia of 
people. This s trategy should be 
adopted espec ia ll y fo r non - teaching 
employees, who tend to be negl ected, 
and they crea te bureau cra tic hurdsle. 

Fourthl y, gra nt of au tonomy to 
people, keeping a cent ral control is a 
good strategy to mo ti vate know ledge 
workers. Less of heirarchy, less of 
departmentalism, more interdiscipli-

Emergent 
Strategies 

nary working, helps to succeed and 
hence these strategies are suggested. 

Making the work measurable of 
each and eveliY employee in the organi­
zation nas to be tried. What is not 
measurable remains lln€ontrollable 
leading to waste and less efficiency. It 
is not easy to achieve this, but still it 
has to be aimed at, and given a fair trial. 

8.0 WHY STRATEGIC PLANNING 
FAILS? 

All strategic plans are not imple­
mented as they are. They are partly 
implemented and partly not. This is 
due to a variety of reasons, such as 
political disturbance, natural calamities, 
non-availbility of funds, organizational 
bureucracy and departmentalism. The 
plans prepared are often Hi-JACKED. 
The managers, however, should not 
feel frustrated; 

Hidden agenda, inivisible strate­
gies, in the minds of people is yet 
another potential danger. Key persons 
make startegic plans out of formal 
process, with the help of the sixth sense. 
(Refer figure 3) 

Fig. 3 - Shows Intervention by emergency strategies in intended strategies 
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It also f.aiJ.s when top management 
and strategic planning group gets en­
grossed in current problems and spend 
insufficient time on long range plan­
ning, and the process becomes discred­
ited amongst other staff. It is also on 
account of the failure of the manage­
me n t to create a climate which is 
congenial and not resistent to planning. 

9.0 CONCLUSIONS: 

The article has presentaed, how 
urgently Indian Institutes need to pre­
pare the strategic plans. It has outlined 
few missions, issues and suggested 
possible new approaches which the 
institute may follow. The institutes 
have to take a stock of their capabilies, 
short-comings, policies and vision. 
They have to sha re the same with the 
people, who work for them. This is the 
way prescribed in strategic planning to 
improve perfomance and productivity 
of institutes. It is hoped that the article 
will provide some guidelines for the 
prepara tion of the stra tegic plans. 
Thanks to the new class of educational 
entrepreneures who have put institutes 
in high gear of competition and thereby 
made it complusory to use the tech­
nique of stra tegic planning. 

Strategic planning has helped 
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industry to perform better. Now it is 
the turn of academic institu tes, and 
hence this article. 
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