INSTITUTIONAL PLANNING PROCESS AND PHASES FOR 2008
1. OVERVIEW

Strategic and Institutional planning is a major component of the University’s processes. This was kick started during year 2007 that were earmarked by planning initiatives from the Executive Management. Planning is an iterative process where communication, implementation, monitoring and review are necessary to instill a planning culture in TUT that will ensure sustainability. The year 2008 will therefore focus on the development of Divisional Plans. 
TUT is instilling a planning culture that will enhance the DoE steering mechanisms on institutional level namely planning, funding and quality.  Therefore, the various challenges that have been identified in 2007 are still evident in 2008. This will need effective management procedures as TUT needs to link planning, funding and quality:

· Linking planning activities to the necessary resource allocation within agreed upon quality measurements and standards. This should be done from a macro level by determining the resource allocations for the implementation of the Goals and Objective towards budgetary allocations within functional units. 
· Crafting TUT’s path as a UoT within the differentiated system of SA’s Higher Education landscape.

· Identify TUT’s niche which will distinguish it from other UoT’s.

· Planning within a sphere of declining subsidy, declining student numbers and additional financial constraints emanated from a merger perspective and relocation process.

· Cascading planning priorities to all levels during the implementation phase whilst the match and place exercise is in process.

The following framework was proposed for planning within TUT and partially implemented.
2. STRATEGIC PLANNING FRAMEWORK AND PROCESS

TUT did develop a long-term direction during 2007 with supportive strategies to reach this direction. The planning process was also earmarked by activities that reacted to short-term fluctuations in operations and reactions to change processes. This is embedded in the new Strategic Plan 
This Strategic Plan entails a five-year rolling plan (2008-2012) that will be submitted to the DoE.  Institutional strategies will set the priorities on a yearly basis and establish an overall viewpoint.

The planning interventions will be based on assumptions and conclusions drawn from internal and external environmental scans.  These assumptions will then be verified and tested by statistical and qualitative data.  This analysis should yield the identification of strengths, weaknesses, threats and opportunities for the University.  The strategic planning process focuses on continuous quality improvement to meet future needs and priorities of the University and therefore Improvement plans will be developed in response to the outcomes of the first Institutional Audit. 
Strategic planning on an institutional level requires the compilation of information regarding external factors that will influence the progress to success of the University. 
To this extend TUT conducted an environmental scan where the information related to:

· Global, national, regional and institutional issues

· Geographic, social and economic development issues

· Technology enhancements

· Government/Political trends

· Markets and labour trends

· Student characteristics and required graduate profile for a UoT, accepting that a new kind of cohort will enroll in 2009 with a National Senior Certificate.

· National, social and economical needs

· State of financial support and assistance of student-aid programs.

· Physical environment of the institution.

All facets of the institution need to be considered namely T&L, R&I, CE, as well as divisional support such as student services, academic support, administrative service, financial support to students, public relations and marketing, research, auxiliary activities, employment equity, merger aspects, technology related needs and financial sustainability and growth. This will ensure that Institutional plans are comprehensive, and all operational and strategic aspects are integrated into a balanced, overall framework.

Needed resources have to be identified to implement the plans. This includes personnel support funds, staffing requests, equipment, space utilization, capital expenditure, seed funding for new programmes, subsidy generation etc.

Strategic planning during 2007 at TUT entailed:

· Revisiting of the Vision and Mission of the institution for the year 2008 and beyond.

· Review identified long-range goals and objectives. Strategies for achievement still need to be developed.

· Revisit the concept and context of a “University of Technology” and the implications thereof for TUT.

· Revisit TUT’s enrolment profile based upon the feedback of the DoE with regard to the different scenarios

· Review the Research and Innovation strategy as well as Community Engagement.

· Develop an implementation plan for the TL&T strategy.

· Prepare the institution on all levels for relocation.

Strategic planning initiatives during 2008 will entail the following: 

· Establishing the foundation for institutional and operational planning

· Considering all aspects of the institution, integrated as operational and/or tactical plans into a balanced, comprehensive institutional plan. This means that tactical plans in the format of a financial growth plan, Person Power Plan, Facility master plan, Academic development and support plan etc needs to be developed.
· Establish institutional priorities for 2009 
· Identified resources required to implement the plan and link it to the Goals and Objectives.

· Identify new Programmes and Qualifications for TUT as well as programmes phasing out.

· Align the PQM of TUT to the HEQF through a thorough labour market analysis

· Conduct a programme viability for all current programmes

· Interpret and incorporate the outcomes of the Institutional trail audit report as improvement plans 
· Continue to refine and implement the relocation process

· Finalize the match and place of permanent staff members

· Establish the EE targets on the new Institutional HR profile.

· Implement the Performance Management System by linking the Goals and Objectives to Key Performance Areas and Performance Indicators.

Therefore TUT functions according to a planning framework designed to produce a systematic process for planning and measuring the effectiveness of University activities such as:

· Institutional goals within nominated Key Performance Areas (KPA)

· Number of institutional objectives with specific Key Performance Indicators (KPI).

· 5-year business plans for all academic and administrative units, which will be updated annually through a review and progress reporting process and system.

· One-year implementation plans developed by individual departments/units that will indicate the institutional priority for the applicable year.

It is proposed that discussions be conducted through the means of roof-tile exercises.  Roof-tile implies the involvement of all role players and the cross fertilization of ideas during the planning processes. This relates to the involvement of all relevant managers for e.g. Executive Deans and Directors.  This will lead to the development of strategic and business plans for academic and administrative units, which have to go through different divisional planning phases.

3. INSTITUTIONAL PLANNING PROCESS

In addition to external data, strategic planning on a Faculty/Departmental/Directorate level requires a compilation of information about internal aspects of the institution:

· Student enrolment profile and targets as well as long-term projections for each academic programme, offering type etc.
· Alumni follow-up (job placement, etc)
· HR profile and requirements, EE targets and long-term projections for each Institutional unit.
· Present and long-term resource commitments to academic programme maintenance
· Qualitative as well as quantitative evidence that establish the need for a particular programme
· Evidence of synergy among a particular programme and the goals of the academic department and the administrative department
· Cost-benefit analysis and contribution information
· Projected financial model and planning.
The agreed format of the Business Plan will be used.  

4. STRATEGIC PLANNING PHASES

The strategic planning phases have to be designed to guide academic and administrative units of the University through structured on-going monitoring, evaluation and outcomes assessment of implementation.  This process should be utilized in decision-making relative to programme, human resource, fiscal projections and service delivered.  The process includes a regular, systematic review and analysis and when appropriate, revision of the mission, purpose and vision statements, values, and goals.

Therefore four distinct phases in the development and establishment of planning process are proposed. These phases and subsequent activities are:

Phase I (Review)

· Conduct an environmental scan, including assessment of external and internal environments and review existing plans.

· Test, learn and adjust to the changing environment.

· Interpret the national, regional and institutional dimensions.

· Assess the status of performance as indicated by the Key Performance Indicators.

Phase II (Development and Communication)

· Develop and/or revise the Institution/Faculty/department/ unit vision and mission statement, as well as formulated goals and objectives.
· Formulate new goals and objectives that are in line with the strategic framework.
· Describe and list the scope of programmes and services provided.
· Develop a communication strategy that will ensure ownership.
· Identify and prioritize major resource requirements and funding sources by linking strategic initiatives to the budget planning and resource allocation process.
· Formulate a strategic planning framework.
· Use the strategic planning framework in the development of all other unit/tactical plans.

Phase III (Implementation and Monitoring)

· Develop a 5-year plan for year (n+5) with a direct implementation plan for the subsequent year (n+1), linked to financial and other resources needed (the yearly budget). 

· Establish Performance indicators for each strategic objective.

· Monitor implementation through a bi-annual reporting process e.g. Faculty Reports, Academic Report to Council.

Phase IV (Assessment/Evaluation)

· Assess Institutional performance from a Qualitative perspective by applying the HEQC self-evaluation audit criteria.

· Assess the Performance of the institution from a quantitative perspective.

· Assess the implementation and performance of Units annually through a Performance Management process for individual managers.
· Update operational and strategic plans annually through the evaluation of activities implemented.
· Update institutional plan annually to reflect any major changes in the external or internal environment.
5. TIMEFRAMES AND ACTIVITIES FOR PHASES

The following timeframes for 2008 are proposed:

Phase 1 – (Review)
This phase will not take place as the quantitative assessment of the Institutional goals (2005 – 2009) has taken place during January – February 2007 and informed the development of the new Vision and Mission

Phase II – (Development and Communication)

This phase will entail the:

1. Finalization of the Goals and Objectives, Values and the drafting of the Key Performance Indicators linked to the Strategic Plan of the Institution

Timeframe:  31 January 2008 & 1 February 2008

2. Development of all support and tactical plans namely (see diagram A):

· Human Resource Management Plan:  indicating the PP (Person Power) needs, EE targets, Skills Development Needs, succession planning.

· Financial Plan indicating activities for growth, sustainability, advancement, and business development initiatives.

· Integrated Technology and Equipment Plan relating to current and future computer needs, equipment for T&L, Teaching and learning WITH technology  (Smart class room), Research, operations, information and communication.

· Facility Master Plan relating to maintenance and upgrading of all physical facilities, landscaping, security supported by the necessary logistics as indicated in the IOP (2005-2009).

· Communication and Marketing Plan indicating branding initiatives addressing the “image” of TUT, marketing interventions and recruitment drives.

· Student Affairs and Residences, referring to leadership and development initiatives for students, student life, activities such as sport, recreation, culture and residences.

· Quality Plan for TUT interpreting the outcomes of the Institutional Trial Audit Report indicating quality related objectives for TUT, measurements and monitoring mechanisms as well as the contribution from Quality Promotion Directorate.

· Academic plan that will inform the faculties of priorities
· Relocation Implementation Plan revisiting the Enrolment Management Relocation Plan priorities for 2009, timeframes, logistical support, physical facility needs (linked to the Facility Master Plan), Academic Administrative Support, Information and Communication Technology related implications, Communication strategy and Marketing interventions (linked to Communication and Marketing Plan), Human Resources (staff and student) related aspects, and a Risk management analysis.

Timeframe:  February – June 2008

3. Development of individual Faculty and Directorates Business plans, incorporating the new Vision, Mission, goals and objectives, PQM, SEP, HR needs, financial needs, proposed budget.  (See diagram A.)

Timeframe:  June - November 2008

Phase III – (Implementation and Monitoring)

This phase entails:

· A regular reporting system that is already implemented within the Institution.

· Reporting will be for the strategic plan of 2005-2009.  However, the reporting cycle for 2008 will reflect the newly developed goals and objectives and KPI for 2009-2012.

Timeframes:

· March – Faculty Reports to Senate.

· March – Support environments reports to AC.

· June – Academic Report to Council

· June - Student Services Report to SSC and Council

Phase IV – Assessment and Evaluation

This phase will be on Management level as well as Institutional level.  It entails:

· Performance assessment of individual managers according to agreed KPA.

· Institutional assessment according to the 19 Criteria as prescribed by HEQC.  Pending the outcome of the trial audit and application for self-assessment, this process be repeated for 2008/9.

· Qualitative assessment regarding the progress towards projected targets.

Timeframe:  November 2008
Therefore phases can be managed according to an annual management planning cycle.

6.
MANAGEMENT PLANNING CYCLE

In order to institutionalize all planning activities and planning phases, TUT adopted a management planning cycle (See Diagram B).
The purpose of the Management Planning Cycle is to:

· Ensure the implementation of all planning activities and processes.

· Organize planning activities into a logical order, and synergy between environments.

· Indicate monitoring tools, which will confirm implementation.

· Be used as a management tool for all managers.

The following basic principles of planning were used to propose this management cycle. (See Diagram C)

· Aligning the institutions planning around the strategic framework by creating a planning synergy between the academic units and the support service units.

· Creating a strategic awareness through the development of implementation plans and individual operational plans.

· Making planning a continuous process by linking the budget to the strategies and required activities.

· Translating the strategic framework to operational terms in the format of Business Plans with identified needs as annual implementation plans.

Therefore the Management Planning Cycle proposes the regularizing of the mentioned 4 planning phases during the months of January-November (See Diagram B).
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DIAGRAM B:  MANAGEMENT PLANNING CYCLE FOR 2008
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