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Strategic by Design: 
Ensuring Every Plan Leads to 
Results
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Session Highlights

1. What makes planning truly strategic?

2. Preparing for strategic planning

3. A comprehensive strategic planning framework

4. The action item methodology

5. Methodology and tools to support strategic planning

6. Intentional prioritization

7. Implementing for continuity and evolution
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66%
“Two thirds of 
strategic enrollment 
plans in higher 
education are never 
implemented”

-Bain & Co. & The Chronicle of 
Higher Education, 2016

Planning for Success

• Plans are aligned with budget allocation and decisions

• Plans identify accountability and clear ownership of actions

• Plans are institutionalized

• Goals are vague without clear metrics

• Plans are not aligned with institutional mission & vision

• Limited stakeholder engagement 

• Foster culture change

• Plans are not grounded in data

Critical steps for sustained action



4

A systematic collection and evaluation of past 
and present data, aimed at identification of 
internal and external forces that may influence 
the institutional performance and choice of 
strategies. In addition, it will allow a 
comprehensive assessment of the 
organization’s current and future strengths, 
weaknesses, opportunities, and threats.

Strategic Planning is:
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“Strategic Planning” Vs. Planning

Ensuring “Strategy” in Planning

planning: refers to the process of organizing tasks, resources, and time to achieve a goal

strategic planning: A long-term, high-level process that defines an organization’s direction, sets 
priorities, and aligns resources to achieve mission-driven goals.

Purpose: To ensure long-term success and sustainability by proactively navigating internal and 
external factors.

Characteristics

• Mission & Vision Focused

• Leadership Engaged with breadth and depth of campus stakeholders

• Data-informed

• Outcome-driven

• Emerges from environmental scan (SWOT) and situation analysis

• Determines accountability, timelines, evaluation, revenue, expenses, and ROI
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Organizational Readiness 
and preparing for the 

planning project
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Reflection Questions

Readiness Assessment 

• Is the leadership engaged and supportive?

• Do cabinet members understand and value the need for the plan?

• Is there a willingness / ability to make transformational decisions

• Is the mission clear, shared, and understood?

• Does the vision provide a tangible outcome for the future?

• Is data available, understood, used, and trusted?

• What is the institutional history with strategic planning?

• Is there capacity and willingness to financial support the plan?

• Is the need for the strategic plan driven by urgency or opportunity?

• Will the campus culture accommodate the strategic planning project? *
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Tangible and Intangible Indicators

A campus culture that fosters Strategic Planning

• Tangible: communication channels & governance structures

• Intangible: trust, openness, and risk tolerance

Category Ready Emerging Not Yet

Leadership buy-in

Trust & transparency

Collaboration culture

Data-informed practices

Stakeholder engagement
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Strategy Prioritize ImplementDiscovery

The four-phase recursive process

Strategic Planning Framework

P R

•  Build structure
•  KPI identification
•  Data collection
•  Situation analysis

DISCOVERY ACTION PLANNING
• Strategydevelopment

• Tactic identification
• Strategy prioritization

• ROI considerations

PRIORITIZING
• Forecast revenue 

and expenses
•  Written plan finalization

IMPLEMENTATION
• Monitor,evaluate,and

updatethe plan
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• Feasibility Studies
• Operational Efficiency 

Assessment
• Academic Master 

Planning
• Strategic Enrollment 

Planning
• Institutional Strategic 

Planning
• Financial Modeling
• Technology Planning

Framework: Holistic & Comprehensive
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Institutional reflection and prioritizing planning cadence

What Comes First: the ISP, the SEP, the AMP or …

• Is the current institutional mission accurately capturing the organization?

• Is the institution financially solvent?

•What are the primary tools to stabilize the College or University’s 
fiscal position?

•What are the current key performance indicators?

•Avoid planning paralysis and brand your planning efforts to 
support institutional advocacy.

•Dig into the overlap of the organizational areas.

•Understand your need for annual planning vs. strategic planning.

Old fashion gut check:  What keeps you up at night?
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Involve the right people

• Lead person (or co-lead) who works well 
with others, has a passion for SEP, and can 
be the bridge between council and cabinet

•College/University-first thinkers

•Doers

• Early adopters

•Balance of experience and fresh 
perspectives

•Representation across the structure as a 
whole to gather buy-in 
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The project heartbeat and EKG

KPIs: Critical to Strategic Planning

•Provides direction for the strategic planning project

• Enables data-informed decision making

• Translates strategy into measurable outcomes

•Monitor progress and performance

•Supports accountability across the institution

• Fosters a culture of continuous improvement

•Helps to communicate success and build trust
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Collect, Organize, and Analyze 
the DATA

•Determine the right data 

•Agree to official sources

•Adopt nomenclature and definitions

• Ensure accessibility and integration

• Identify trends, disaggregate, and benchmark

•Connect to decision-making

•Build data capacity and data-informed culture
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SWOT and 
Situation Analysis
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Data to Wisdom Continuum

Developing the Situation Analysis
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The Situation Analysis, the foundation for 
strategy ideation

• Provides assessments of the current and projected strengths, weaknesses, 
opportunities, and threats that need to be addressed in the development of 
enrollment strategies

• Tells the story of  the Key Performance Indicators

• Provides both historical and comparator contexts

• Is a data-informed narrative based on the best quantitative data that is 
available, and leverages qualitative data and the views of experienced 
environmental observers
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Where do they come from?

Strategies

• The research review and situation analysis

• Existing proposals/ideas 

•Creative ideation from SEP team members, and from the broader community

•Known limitations in current marketing, recruitment, and student success 
practices

Honor all input, but sort and prioritize as you go: strategies for further 
development; tactical just-do-its; ideas too big for SEP; political non-

starters (have a parking lot), studies.
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From Strategy Concept 
to Action Plan
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Plan #:

Action Plan Title: 

KPI(s):

Overarching Strategy: 

Further Description/Explanation:

Implementation Schedule/Timetable

Steps Responsibility Cost Start Date Completion Date

Rationale for Estimated Enrollment Impact:  

Coordinator:   

Evaluation/Assessment:  
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Prioritizing



23

Selecting Strategy Priorities
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Aligning resources and 
confirming institutional 

priority

Strategy One Two Three Four

Impact

Effort

Cost

Mission

Resistance

ROI
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Implementation
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The Implementation Cycle
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Planning to Execution

Evaluation, Modification, and Continuation

• Fund the plan

• Finalize the goals (based on priorities, budget, and capacity realities)

• Write the plan

• Communicate the plan to campus

• Transition Steering Committee to Implementation Teams

• Build structures – meeting cadence, report distribution, strategy timing

• Build dash boards of AI insights – KPI progress to goals

• Monitor

• Document semester, quarter, and / or annual summaries

• Adjust, refresh, add, discontinue

• Institutionalize the process, the tools and methods for refreshing



28All material in this presentation, including text and images, is the prop erty of RNL. Per mission is required  to  r eproduce inf ormation .

Thank you!
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