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SOME APPROACHES OF STRATEGIC PLANNING
IN GEORGIAN UNIVERSITIES ACCORDING
TO THE NEW AUTHORIZATION STANDARDS

A modern university is a very complicated and dynamically developing body
and its functions are not limited to providing education only. Other issues also of no
less importance are on the agenda, which increase the importance of universities in
the process of developing a society as well as building a state. Currently, Universities
are regarded as companies, because of their conditions and ongoing processes they
are involved. More and more often, HEIs utilizes the same methods and approaches
which are approved in business organizations. This situation is provided by New
Georgian standards of university authorization, which stipulates certain
requirements, which are imposed on universities to conduct the relevant processes
based on appropriate principles of strategic management.

The essence of strategy and its perception, in educational area, is
characterized by certain specifications. Strategy could be considered as a general
plan of the university in various spheres of its’ activities. For the universities with a
big range of programmes and diversified services (like ATSU), strategic planning
helps to choose the main directions of its’ activities and to focus on the proper
segment of educational market. So, they need to look at the organization as a
portfolio of separate activities and assess their vrelative superiority and
attractiveness.

The process of strategy making means that we make decisions simultaneausly
taking into account plus one generation perspective. In this case, it’s apparent, that
we foresee strategic perspectives and if this principle becomes the foundation of
management it should take domineering part in the present range programs and
policies. There are two main approaches of it: classical and modern.

For the Georgian universities’, because of preparation process for the
authorization and the rising level of the competition, it’s better somehow to combine
classical and modern approaches of strategy making. First of all, they need to start
with classical one, because HEI'’s need to make many different kind of analyses to
find a proper starting point, their place in a market, to set the reachable goals, to
define their resources, potential, main stakeholders, custom demand and etc. Step by
Step, universities can shift to the integration of modern approaches in strategy
making to become more successful competitors at the international level.

Keywords: authorization standards, strategic planning;, management by
objectives.
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I'eopriit I'aBTan3e, A3za Ipmipanse
Heporcasnuu ynisepcumemy im. Axaxisa Llepemeni, I py3is
JAEAKI IIAXOIU CTPATEI'TYHOI'O IIVIAHYBAHHS B I'PY3UHCBKUX
YHIBEPCUTETAX IIIOJIO HOBUX CTAHJAPTIB ABTOPU3AIIII

Cyuacnuul  yHigepcumem O0OCUMb CKIAOHULU OpP2aHiZM, WO OUHAMIYHO
po3eusacmocs, 1 1020 QYHKYIL 8xce He 0OMedceHi minbKu nponosuyicio ocgimu. Y
NOPAOKY OEHHOMY 82ce CMOsimb I [HWlI, He MeHUl BAXCIUBL NUMAHHS, AKI NIOGUWYIOMb
3HauuUMicmv YHigepcumemy, 6 CHpAGl SIK 2pOMAOCbKO20, MAK 1 0epiHcagHO20
PO3BUMKY.

Ha nuniwnvomy emani, yHigepcumemu 4acmo po321i0aromo 5K KOMNAHIL,
BUXO0AUU 3 PUHKOBUX YMOB, 8 SAKUX BOHU ONUHUNUCS, | NPOYecie 8 AKi 60HU 3ANY4eH]
abo npoxodsams 6cepeduni Hux. Tomy, He SUKIUKAE 30UBV8AHHA MOU (Paxm, wo 8
Hoeux I py3uHcbKux cmanoapmax aemopusayii yHigepcumemis 3's18UnUcs 8UMOU, 5K
30008’53y10mMb  YHiGepcumemu nposooumu 8iONOGIOHI nNpoyecu, CNUpanyuch Ha
cneyu@iuHi nNPUHYUNU CmpameiuHo20 YNPAasiiHHs.

Cymuicms cmpameeii ma il cnpuiiHamms 8 YHI@epCUmemcwvKili cgepi
xapakmepu3zyemocs nesHumu cneyugixayiaimu. Cmpamezilo MO*CHA YABUMU SIK
2eHepanbHUll NIaH YHIgepcumemy 6 aKaoemiuHiti ma 6 IHwux cgepax OislbHOCH.
Jna ynieepcumemy 3 GeAUKUM YUCIOM OCBIMHIX NPOSPAM I PO3GUHEHOIO CUCMEMOIO
cepgicie (ax I'VAL]), cmpameziune niamysanus CHpusi€ GUSBIEHHIO NPIOPUMEMHUX
HanpsIMKI6 1020 OIANbHOCMI | KOHYeHmpayii Ha HanexcHuti ceemeHm puHky. Tax,
BOHU NOBUHHI OUBUMUCS HA OP2AHI3AYII0 K HA NOopmenb Gi00KPEeMICHUX HANPAMIB
OisIbHOCMI | OYIHI08AMU IX BIOHOCHO 5K nNepesazu, max i npusadIUEoCmi.

Ilpoyec opmysanua cmpamesii mae Ha y8asi, wo mMu pilleHHs NPUUMAEMO 8
nepcnekmugi, AK MIHIMYM, HA OOHe NOKONIHHA eneped. Y yvomy 6unaoky, mu
NPOCHO3YEMO CMPpAmMe2iuHi Nepcnekmusu i AKWo yeu NPUHYun cmaHe OCHOB0I0
YNPAasninHs, ye npuzsede 00 OOMIHY8AHH MAUOYMHIX NEePCHneKmu8 Hao NOmoYHUMU
npoekmamu. B ocnosnomy, pozensoaromvcs 06a nioxoou 00 CMpaAmeiyHo2o
VAPABAIHHA: KIACUYHUU T CYYaACHULL.

s epy3uncokux yHigepcumemis, uepes npoyec ni020mosKu 00 MatbymHsoi
asmopuzayii i nioBUWeHHsI pIBHS KOHKYPEeHYll, NepesaNdcHO sKOCb HOEOHY8aAmMU
06uosa nioxoou. B neputy uepey, 60HU NOGUHHI NOYAMU 3 KIACUYHO2O0 NIOX0OY, MOMY
WO BOHU NOBUHHI NpOBecmU PIZHOOIUHI aHanizu Ol Mo20 wob 3HAUMU HATEHCHY
«8IONPABHY MOUKY», Micye HA OCBIMHLOM)Y PUHKY, HOCMABUMU OOCANCHI Yii,
BUHAYUMU pecypCU, 61ACHUU nomenyian, axuu icnye nonum mouwjo. Ilocmynoso,
VHigepcumemu MoXCyms nepetimu 00 iHmez2payii cy4yacHux nioxooie y (opmyeanHi
cmpameeii 01 mo2o, wob cmamu Oilbul YCHIWHUMU KOHKYDEHmMamMu Ha
MIHCHAPOOHOMY DI6HL.

Knrwouoei cnoea: cmandapmu asmopuszayii;, cmpameeiune NIAHYBAHHA,
VAPAGAIHHA 3A YLIAMU.
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I'mopruii I'aBTanse, Aza Upmmupanse
T'ocyoapcmeennsiii ynugepcumema um. Akaxus ILlepemenu, I'py3usn
HEKOTOPBIE IOJAXOAbl CTPATEI'MYECKOI'O IVIAHUPOBAHMSI B
I'PY3UHCKUX YHUBEPCUTETAX B OTHOILIEHHUN HOBBIX
CTAHJIAPTOB ABTOPU3ALINHA

Cospemennvlitl  yHugepcumem  00B0JbHO  CIAONCHbIL U OUHAMUYUHO
PA3BUBAIOWUTICSL  OP2AHU3M U €20 (DYVHKYyuu Yyoice He O02PAHUYEeHbl MOJbKO
npeonoxcenuem obpazoeanus. Ha nopsoke ous ysce cmoam u opyeue, He MeHee
8AJICHbIE BONPOCHI, KOMOPblE NOBLIUAIOM 3HAYUMOCHb VHUBepcumema 6 oeie KAk
00WecmeenH020, MakK U 20Cy0apCcmeeHHO20 Pa38Uumusl.

Ha Hvimewnem smane, yHnusepcumemsl 4acmo paccMampugaomcs Kax
KOMNAHUU, UCXOO05L U3 PbIHOYHBIX YCIA08UL, 8 KOMOPbLIX OHU OKA3AIUCH U NPOYECCos, 8
Komopbvle OHU 606/e4eHbl UlU npoxoosam eHympu Hux. lloomomy He e6wi3vlgaem
yougneHue mom Gaxm, 4mo 8 HO8bIX I py3uHCKUX cmanoapmax asmopuzayuu
VHUBEPCUMEMO8 NOABUIUCL MPeDOo8anusl, Komopvle 0053b186AI0M YHUBEPCUNIEMbl
npPoBOOUMb COOMBEMCMEYIOWUE NPOYECChl, ONUPASCL HA CheyuguiecKue npuHYunax
cmpame2uiecko20 ynpasieHus.

Cymv cmpamecuu u e€é eocnpusimue 6 YHUBEPCUMEMCKOU cgepe
xXapakmepuszyemcsi  onpedenéHHuiMu  cneyugukayusimy. Cmpamecuro  MONCHO
npeocmasums KaK 2eHepantbHblil NIaH YHUBEpCUmMema 6 aKademuuyeckou u 6 opyeux
chepax Oesmenvrocmu. [[ns ynugepcumema ¢ OOIbUIUM YUCTOM 0OPA308AMENbHBIX
npoepamMm U pazeumou cucmemoti cepgucos (kax ['VAL]), cmpamecuueckoe
NIAHUPOBAHUE CHOCOOCMBYem  BbIAGNIEHUI) NPUOPUMEMHBIX HANPABNeHUU €20
oesimenbHOCmU U KOHYeHmpayuu Ha Haonexdcawuii ceemenm pulHka. Tax, oHu
OO0JIHCHBI CMOMPEmb HA 0P2AHU3AYUI0 KAK HA nopmagenb 060Cco01eHHbIX HaNnpasieHUl
0esimeNbHOCMU U  OYeHU8Amv UX OMHOCUMENbHO KAK Npesocxoocmed, maxk Uu
NnpuBIeKameibHOCmu.

Ilpoyecc ¢hopmuposanus cmpameeuu noopasymesaem, 4mo Mbl peUleHUs
NpuHUMAaemM 6 nepcnekmuge, KaKk MUHUMYM, H4 OOHO HNOKOJleHue enepéd. B amom
cydae, Mbl NPOSHO3UPYEM CMpaAme2udeckue Nepcnekmugsbl U ecliu 3mom HPUHYUN
cmaHem OCHOB0U YNPAGIEHUs, 3IMO Npugedém K OOMUHUPOBAHUIO 0YOVIUX
nepcneKkmué Hao meKywumu npoekmamu. B ocHoenom, paccmampusaromcs 08a
no0xo00a K cmpame2uiecKomy YnpasieHuio. KiacCuueckKull U CO8peMeHHblII.

s epysuHckux — yHugepcumemos,  u3-3a  npoyecca - No020MOBKU K
npeocmosiuyeti asmopuzayuu u NOBLIUEHUIO  YPOBHS KOHKYPeHYUlU,
npeonouymumesnibHo Kaxk-mo coemeuwjams ob6a nooxoda. B nepeyio ouepeodwv, onu
O0JIHCHBI HAYAMb C KIACCUYECKO20 N00X00d, NOMOMY YMO OHU O0JIHCHbL NPOBecmu
PA3HOCMOPOHHUE AHANU3bL OJisl MO20 YMOoObl HAUMU HAOIEHCAUYI0 «OMNPABHYIO
MOUKY», Mecmo Ha 00pa306amenbHOM pbIHKe, NOCMABUmMb O00CMUNCUMbBLE Yeil,
onpeodenums pecypcwvl, COOCMBEHHbI NOMEHYUAl, CYWeCmeyruwjuti Cnpoc u m.o.
Ilocmenenno, yHueepcumemvl Mo2cym nepeumu K UHMeESPAYUU COBPEMEHHLIX
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n00X0008 8 hopmuposanuu cmpamezuu OJisk Mo20, Ymoodvl cmamv Oonee YCneuHbIMu
KOHKYDEHMAaMU HA MeAHCOYHAPOOHOM YPOBHE.

Kniouesvie  cnosa:  cmandapmul  asmopusayuu;,  cmpamecuiecxKoe
NIaHUpOBaHUe, ynpasieHue no yesim.

Modern age is characterized with an abundance and diversity of changes
everywhere, including Georgia. This is especially true for education, which
undergoes almost permanent changes even in Europe, which serves as a model for the
world education system. In accordance with the fact that Georgia joined the Bologna
process already in 2005 it could be said that we are participants and co-authors of the
formation of future common European education system outline, its development
principles, common values, tendencies, etc. and we are completely involved in this
very hard, responsible and challenging process.

The intensity of reforms, main priorities or the ways of implementation are
such large scale and diverse that it is impossible to cover all of them in one article.
That’s why we have focused on and paid attention to the issues, which, on the one
hand, were not characteristic for the post-Soviet space’ and their activation causes
drastic changes in our thinking, attitude and conduct, and on the other hand, has
drawn significant attention in new Georgian standards of authorization. Among them,
we consider it to be of primary importance to introduce the elements of strategic
management and long-term planning in the management of university or its main
educational and different structural units and rethinking the relevant process in a new>
way.

A modern university is a very complicated and dynamically developing body
and its functions are not limited to providing education only. Other issues also of no
less importance are on the agenda, which increase the importance of universities in
the process of developing a society as well as building a state.

The above mentioned situation conditions significant integration of strategic
management in Educational institutions as well as organizations, and general
management in most cases prevails operative management in accordance with the
importance of concerned tasks.

Currently, Universities are regarded as companies, because of the conditions
they are in and ongoing processes they are involved. HEI already got used to
frequently applied concepts such as: profit, efficiency, strategic planning, revenue
diversification, insurance, etc. Consequently, in case of formation of development
strategies, planning and carrying out scheduling changes, HEIs utilizes the same
methods and approaches which are approved in business organizations. So, 1
wouldn’t be a subject of surprise, that the new Georgian standards of university

' We’ve been part of it for a long time and unfortunately we are not entirely freed from it yet.

* Obviously “new” does not mean that it is a novelty for everybody. We are well aware that education experts and
policy makers were involved long ago but it is important that as many people as possible in this system should have
modern attitudes and approaches.
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authorization stipulates certain requirements, which are imposed on universities to
conduct the relevant processes based on appropriate principles. It is noteworthy that,
the first standard was devoted to strategic development, and it proves how significant
it is.

Standard requirements are as follows [5, 1]:

= Existence of the mission of higher education institution, which defines its
particular place in the sphere of higher education.

» The Higher education institution plays an important role in the development
of society.

» University has along-term (7 years) strategic and medium term(4 years)
action plans.

» HEI evaluates the strategic development plans and adequately response to
feedback of assessment and analyses.

The first one mostly deals with marketing, as for the forth — it’s under
preliminary, current and subsequent control. Thus, because of the main aims of this
article, we consider necessary to pay more attention to the second and third.

The essence of strategy and its perception, in educational area, is characterized
by certain specifications. Strategy could be considered as a general plan of the
university in various spheres of its’ activities, which may infer:

= Priorities and shapes of main activity direction.

= Scope and nature of the formation of resources for uninterruption of basic
activities.

= Sequence of realization of long-term investmentsgoals (both in infrastructure
and in human capital).

* Development of the institution in accordance with predetermined goals.

* Analysis of outcomes and provide a basis for further strategy planning and
SO on.

Unification ofsystem of objectives and the waysof their achievementwithin the
strategy, stipulates the boundaries of the planning of activities and relevant decisions
in perspective.For universities, strategy can be defined as a system of formalized
criteria, by means of which it assesses and realize its capabilities, maintains modeling
and achieving its perspective position (both on national and international levels).

There are two main approaches related to the strategy making, used in business
practice and which could be used for educational sphere too [7, p. 33].

Corporate strategy, based on classical approach, helps a large business to
decide where it should focus its efforts and whether it is in the right markets, which
can be done with the help of portfolio analysis. We aren’t going to go in details of
business analysis, but we’ll try to transfer it in the “land” of the universities.

For the universities with a big range of programmes and diversified services,
strategic planning helps to choose the main directions of its’ activities, to focus on the
proper segment of educational market and so on. For ATSU, as a university with
many faculties and structural units with more than 150 different kinds of educational
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programmes and certificate courses, we need to look at our organization as a portfolio
of separate activities and assess their relative attractiveness.

Keeping in mind the rising competition in educational sphere on national and
international levels, universities need to start thinking about profitability of faculties,
programmes and provided services. Thus, it becomes necessary to make analyzes of
predicted and real incomes of each faculty with comparison of market growth and
market sharing relative to competition (may be with BCG matrix) or on the basis of
market attractiveness and competitive position of the University in general (for
example with GE grid).The same could be done for each programme, as a “products”
of the faculties. These analyses will help the organization to build up a proper
strategy of development, which might be the policy of “build”, “hold”, “harvest” or
“divest”. So, the classical approach of strategy making is based on the analyses and
uses the result of it in strategic decision making, setting goals, solving the problems
and so on.

Strategic planning is something new in educational sphere of Georgia and we
need to get accustomed to it. Just for now, all the universities in Georgia (and not
only) as usual follows the more or less the same strategies. But, we think that once
everyone follows the same strategy, the strategies cancel each other out. That’s why,
we need to try to have different or various tools for strategy to be successful.

Unlike the classical approach, modern strategy more oriented on creativity and
discovery rather than analyses to find the answer, which is perfectly corresponds with
the era of innovations and creativeness. An author of the book “How to lead”,
J. Owen, gives us a five ways to how we can be creative and come up with the great
idea and we tried to transfer them into educational sphere: 1) copy someone else;
2) solve the customer problem; 3) spend a day in the life of your customer; 4) keep
trying; 5) analyze your way to insight [7, p. 38].

With the help of modern approach of strategy planning, organization can make
many kind of simplified analyses, which might show where:

= we have opportunity to change the rules of the game;

= to concentrate our investment potential;

= think more about what our customers want and what our competitors offer;

= avoid spending on not valued things (from the point of view customers);

* find out where the opportunity lies and so on.

The most interesting thing of modern approach is that large companies (in
education: old and big universities) with big traditions, huge resources are no defense
against small enterprise (in education: relatively new, small, regional universities)
with great idea and a strong team. We mean that, if you have so called “IPA”, you
can succeed and not care about power and privilege of “Giants”. We can find many
examples of success of new companies (with the modern approach of strategy)
changed the rules of the game, find a proper segment of the market (so called a “Blue

> IPA — abbreviator of Idea, People, Action.

267



ISSN 2413-0117 VIl MIDKHAPO/IHA HAYKOBO-TIPAKTHYHA KOH®EPEHI[IA
BICHUK KHYT/ cneuBumyck Egexmusnicme  opzanizauiiino-eKOHOMIUHOZ0 — MeEXAHIZMY
Cepin «EKoHOMIUHI HAYKI» IHHO6AUITIHO20 PO36UMKY 6UU{OT OCGimuU

ocean”) where they can grow fast. In classical approach, based on rational analyses,
they will never decide to start and to take a “Giants” into the fight.

Nethertheless, which strategy approachwill be preferable, for the university
strategy represents systematic concept, which unifies and conducts its activities in
a long term perspective. It’s noteworthy that in case of any organization(also
university), while for ming the long-term perspective visions and facing difficulties in
current period, of ten leaves behind a close connection between modern solutions and
those strategic challenges, which are to require much time and endeavor to
accomplish. It’s undeniable that neglecting these kinds of tights may guarantee
success at the current stage, but undoubtedly it is going to cause serious problems in
future and the amount of acute problems will drastically grow.

The prevale of future upon the currentmeans that we make decisions
simultaneausly taking into account plus one generation perspective. In this case, it’s
apparent, that we foresee strategic perspectives and if this principle becomes the
foundation of management it should take domineering part in the present range
programs and policies. As a result, what we get, it will be the mixture of past, presnt
an future and strategic objectives will finally be integrated in short-term and long-
term management activities.

In business language, the approach described above, is involved in the system
so called Management By Objectives (MBO)®, which implies setting goals for every
level of management, based on the general vision of the organization. Usually, in
accordance with existing traditions, university managerial staff is guided by the
charter, the provisions of offices, departments and etc., which entails their main
duties and responsibilities and this seems to be acceptable. But, in case of MBO, the
coming results are more accentuated and in certain circumstances may cause changes
even to the existing legal environment of the organization. As this system is more
oriented on the results, because of this quality, it is often regarded as MBO/R (Result)
concept.

MBO program can be reckoned as
worthless if lacks of regular reports of further
development. It’s not sufficient to set business
objectives, since it’s indispensable to reinforce
it by means of regular redefinition of
improvement. MBO stipulates to evaluate job
performance of the staff. While assessing the
activity, the MBO system focuses not on
subjective factors (e.g. leadership skills), but on
objective. This system can be imagined as a
circle consisting of four parts, as shown on the
shape.

Setting
objectives

Developme Achieving
nt Reports objectives

Evaluation of
results

* first outlined by Peter Drucker and then developed by George Odiorne, his student, was popular in the 1960s and
1970s.
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Integrating MBO in University management, in Georgia, may be linked with a
certain amount of problems such as:

1. The tradition of this kind of management is unfamiliar in Georgia.

2. There aren’t high level specialists who will handle the problems and take
responsibilities.

3. Because of high requirements of new standards of authorization as well as
limited time, there is a great threat that universities might underestimate their
capabilities, set Objective incompatible with reality and without appropriate
preparation start to apply the MBO.

4. By virtue of the dynamically changing environment, as well as systematic
changes in higher education system, it’s difficult to forecast and make a appropriate
long-term decisions;

Finely, we can say that two styles of strategy making, mentioned above, are
two different thinking style with their own value and their usage depends on current
problems, future perspectives and challenges of the organization. We think, that for
the Georgian universities’, because of preparation process for the authorization and
the rising level of the competition, it’s better somehow to combine both approaches.
First of all, they need to start with classical one, because HEI’s need to make many
different kind of analyses to find a proper starting point, their place in a market, to set
the reachable goals, to define their resources, potential, main stakeholders, custom
demand and etc. Step by step, universities can shift to the integration of modern
approaches in strategy making to become more successful competitors at the
international level.
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