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Resumen 

Los Planes Estratégicos en educación son herramientas que permiten evaluar los objetivos y 
directrices institucionales que orientan el desarrollo y crecimiento de las organizaciones. Actualmente, 
la ausencia de una metodología específica de planificación estratégica en la educación superior 
evidencia una brecha significativa, lo que genera procesos fragmentados que dificultan una gestión 
institucional efectiva. Este artículo busca llenar este vacío presentando una propuesta metodológica 
para implementar una planificación estratégica orientada a la gestión de la calidad educativa en una 
institución pública de educación superior ubicada en el sur de Chile. La metodología propuesta 
implica un proceso paso a paso para la creación de un plan estratégico centrado en el desarrollo 
institucional, el posicionamiento actual y futuro de la institución a nivel económico, financiero y 
estratégico, y la viabilidad técnica, económica y financiera del proyecto institucional. Se divide en una 
etapa de diseño y una etapa de formalización, que constan de seis y dos fases, respectivamente. Esta 
metodología no solo es replicable, sino que también puede adaptarse a la realidad de cualquier 
institución pública de educación superior. El objetivo es mejorar continuamente los procesos 
educativos, beneficiando al máximo número de estudiantes mediante el desarrollo de sus habilidades 
y competencias, a la vez que se promueven prácticas sostenibles. Estas prácticas integran principios 
de sostenibilidad, garantizando un desarrollo ético y a largo plazo, proporcionando así un marco 
integral para otras instituciones que buscan alcanzar objetivos similares. El alcance de este estudio y 
la metodología propuesta se extiende a las instituciones de educación superior estatales de América 
Latina, proporcionando herramientas concretas, compartiendo buenas prácticas y contribuyendo al 
establecimiento de mecanismos de autorregulación para la mejora continua de la educación. 

Palabras clave: planificación estratégica, instituciones de educación superior públicas (IES), gestión 
de la calidad en educación, metodología de planificación estratégica. 

 

Abstract 

The Strategic Plans in education are tools that allow for the evaluation of institutional objectives and 
guidelines that orient the development and growth of organizations. Currently, the absence of a 
specific strategic planning methodology in higher education underscores a significant gap, leading to 
fragmented processes that hinder effective institutional navigation. This article aims to fill this void 
by presenting a methodological proposal to implement strategic planning oriented to the management 
of the quality of education, implemented in a public institution of higher education located in the 
south of Chile. The proposed methodology involves a step-by-step process for creating a strategic 
plan focused on institutional development, current and future positioning of the institution on 
economic, financial, and strategic levels, and the technical, economic, and financial feasibility of the 
institutional project. It is divided into a design stage and a formalization stage, consisting of six and 
two phases, respectively. This methodology is not only replicable but can also be adapted to the reality 
of any public higher education institution. The goal is to continuously improve educational processes, 
benefiting the maximum number of students by developing their skills and competencies while 
promoting sustainable practices. These practices integrate sustainability principles, ensuring long-
term and ethical development, thus providing a comprehensive framework for other institutions 
aiming to achieve similar objectives. The scope of this study and the proposed methodology extends 
to state higher education institutions in Latin America, providing concrete tools, sharing best 
practices, and assisting in establishing self-regulation mechanisms for continuous improvement in 
education. 

Keywords: strategic planning, public higher education institutions (HEIs), quality management in 
education, strategic planning methodology. 
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1. INTRODUCCIÓN 

When new challenges arise in an organization, the need to adapt to them also emerges, and 

decisions must be made that allow it to implement changes that improve the way processes 

are being carried out (Pineda and Cortés, 2018). Higher education institutions are 

continuously facing challenges, which may arise from various sources, such as changes in the 

evaluation processes, they undergo or modifications in educational models, legislative 

changes, and student needs, among others (Jeliazkova and Westerheijden, 2002). In this 

scenario, institutions must have the capacity to adapt quickly, which implies not only 

recognizing these challenges but also making strategic decisions to improve organizational 

processes significantly (Duchek, 2020). On the other hand, incorporating education for 

sustainability leads to a deeper understanding of global issues, making members of the 

university community and the institution itself agents of change in their local environments 

(Lozano et al., 2017). Sustainability should be seen not only as a tool to face current 

challenges but also as an ethical and social requirement in the training of professionals, as 

well as in the actions of institutional entities (Gibson et al., 2013). 

In this context, strategic planning emerges as a crucial process that enables an organization 

to leverage opportunities and confront threats posed by change. This process allows 

decision-makers to gather, analyze, and process relevant internal and external information 

about the institution, to evaluate its current status and level of competitiveness. This, in turn, 

helps anticipate environmental challenges and determine the appropriate course of action 

(Álvarez, 2014). In addition, to address contemporary challenges within the pedagogical, 

administrative, and broader university community, and given the necessity for efficient 

adaptation, integrating a sustainability approach into strategic planning becomes essential 

(Gibson et al., 2013). This approach provides a framework for achieving proposed goals and 

enhancing organizational management by clearly considering the institution's strengths, 

weaknesses, opportunities, and threats. Successful institutions often possess, even in simple 

forms, precise plans for managing their affairs. Conversely, organizations that fail to manage 

their issues adequately risk failure and obscurity (Clarke, 2010). 

 Quality education hinges directly on the administrative management quality of an institution 

(Murillo and Román, 2019). Prioritizing the implementation, certification, and monitoring of 

quality management systems is therefore essential for optimizing human and economic 

resources, fostering efficient operations, and achieving institutional goals (Murillo and 

Román, 2019). As knowledge and technology expand rapidly, institutions face disparities in 

pedagogical, administrative, and community processes, necessitating comprehensive strategic 

planning for institutional development (Murillo and Román, 2019; Pérez et al., 2021). 

Effective integration of Information and Communication Technologies (ICT) must consider 

diverse dimensions, and stakeholder needs while ensuring strategic plans incorporate broader 

educator participation and decentralized decision-making (Carvalho et al., 2021; Fuster, 

2008). 

Currently, there is no widely accepted methodology for the development of strategic plans 

in higher education institutions, revealing a significant gap in this area. This lack of a 

standardized approach often leads to fragmented and inconsistent planning processes, which 
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can hinder the ability of institutions to effectively navigate the complex landscape of higher 

education. The absence of a shared methodology for strategic planning in higher education 

presents a substantial challenge. 

This article aims to address this critical gap by contributing to the field of strategic planning 

in higher education, proposing a comprehensive methodology for the development of an 

institutional strategic plan, which is designed to be fully replicable and adaptable to the 

various and diverse contexts of higher education institutions, providing a pathway that can 

be easily followed. This will provide concrete tools for strategic planning, share best 

practices, and assist in establishing self-regulation mechanisms for continuous improvement 

in education. Furthermore, this proposal is designed to be dynamic, allowing for continuous 

feedback and adjustment. This adaptability ensures that institutions can tailor the 

methodology to their unique needs and circumstances, promoting a more responsive and 

resilient strategic planning process. By bridging the gap between theory and practice, this 

article provides a valuable resource that can significantly improve the strategic capabilities of 

higher education institutions, ultimately contributing to their long-term success and 

sustainability. Ultimately, this methodology seeks to enhance the management of educational 

quality in public higher education institutions by addressing the ongoing challenges that 

directly influence the execution and development of strategic plans, contributing to practical 

knowledge within quality management in higher education. 

In the ever-evolving landscape of higher education, institutions must navigate a complex 

array of challenges to sustain their development and provide quality education. This requires 

a comprehensive approach that integrates strategic planning and a steadfast commitment to 

educational quality, without forgetting the increasingly relevant role of information and 

communication technologies (ICT). These elements are crucial for aligning institutional goals 

with societal needs, enhancing administrative and academic processes, and ensuring that the 

highest standards of education are maintained. This section explores the essential role of 

strategic planning in aligning institutional goals with societal needs, the transformative impact 

of ICT on educational and administrative processes, and the importance of maintaining high 

standards of educational quality. 

Strategic planning 

To address the challenges presented by the current international landscape and government 

policies aimed at economic and social development, it is imperative to adopt a strategic 

management approach (Peñate et al., 2024). 

Barahona et al. (2023) assert that strategic planning significantly enhances an organization's 

competitiveness by enabling informed decision-making, continuous monitoring of 

implemented strategies, and effective execution of actions to achieve set objectives and goals. 

This approach ensures the delivery of quality services with optimal efficiency in operations, 

thereby highlighting robust organizational management. 

Strategic planning in education is indispensable for ensuring quality education that meets the 

needs of both students and contemporary society. It entails establishing precise goals and 
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objectives, identifying essential resources, devising strategies and actions to accomplish these 

goals, and continuously evaluating and adapting this process (Bryson, 2018; Lovik, 2014). 

There are countless strategies that an institution can implement based on its objectives and 

resources. However, it is crucial to select a strategy that effectively addresses or mitigates the 

specific needs of the organization within the context of its activities (Bryson, 2018). It is also 

important to note that no single measure can adequately demonstrate an organization's 

performance on its own; therefore, a combination of performance indicators is essential to 

ensure a comprehensive and accurate assessment (Johnsen, 2015). 

Educational services hinge significantly on the individuals providing them, making their 

specialized knowledge and service-oriented attitudes pivotal in maintaining quality (Özkan et 

al., 2021). Emphasizing these aspects, alongside leveraging technology, becomes imperative 

(Ertmer and Ottenbreit-Leftwich, 2013). Strategic planning aims to empower organizational 

members to influence goal-setting and engage in continuous improvement processes—

encompassing planning, acting, observing, and reflecting (Bryson, 2018). Effective 

educational planning integrates both inductive and deductive approaches, fostering 

innovation through diverse planning methods that eschew standardization, promote dynamic 

discourse, and allow flexibility. These principles are crucial for enhancing educational quality, 

requiring educators to adopt a holistic and systematic approach to integrating them into 

planning processes. Moreover, planners well-versed in urban dynamics, planning theory, and 

practice contribute significantly to fostering diversity in both individual and social values 

(Özkan et al., 2021). 

The significant challenge in management lies in determining how, when, and why to take 

action. Effectively responding to each situation demands reflection, reasoned argumentation, 

collaboration, empathy, and an expansive exploration of potential courses of action (Robbins 

et al., 2017). Management entails not only fulfilling planned objectives but also overseeing 

human resources, being accountable to stakeholders, and providing leadership that fosters 

transformative change within the organizational context (Daft and Marcic, 2013). This 

includes aligning actions with the organization's identity, purpose, and mission, fostering 

knowledge and innovation, and transparently communicating achievements and impacts to 

stakeholders (Fontalvo et al., 2021). 

Pedraza et al. (2020) highlight the importance of focusing on achieving customer and user 

loyalty, where quality is demonstrated in practical actions, by providing quality services to its 

users, increasing the performance and competitiveness of the organization, and through 

cooperation between entities in the education sector, enhancing the quality of education as a 

whole. The organization’s strategy reflects the purpose and direction, which is fundamental 

to the outline of any change project and the design of the organization’s processes (Carrasco, 

2019).  

Guiding strategic planning, programming, and institutional evaluation means that 

educational management fosters the generation of an open, complex, adaptable environment, 

which allows for deep and critical reflection from a systemic viewpoint on institutional 

improvement, giving impetus to innovation. The planning that is adapted to the educational 

scenario is the participatory strategy based on action research. This strategy is integral in that 
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it seeks to solve problems holistically (Delgado-Denham, 2020). In addition, it must provide 

continuous, organized, and planned training for its members.  

Meza et al. (2021) highlight the importance of optimizing educational management in terms 

of teamwork, process quality, and executive leadership. In pursuit of educational quality, they 

generate in educators the desire to perform adequately. They indicate that there is a positive 

and direct correlation between teaching performance factors and improvement in 

educational management. Thus, Jiménez (2019) also proposes that there is a relationship 

between educators, managers, students, and the community involved in the quality of 

education.  

Aligning the educational model and institutional management, evaluating the indicators to 

obtain adequate parameters that allow for the assessment of institutional performance 

according to the expected results, evidencing the achievements and impacts. The ISO 21001 

standard is an instrument that can provide a management structure that allows the effective 

integration of legal requirements and high-quality factors for a program and the continuous 

pursuit of improvement (Fontalvo et al., 2021). Systematizing proposals and concepts that 

are proper for the business environment and adapting them to the educational context. The 

process management (PM) model can be defined as a first-level quality management model. 

It allows the integration of other standards in the function of an organizational system, 

identifying a context of intervention, establishing a strategy, and defining an operational 

structure of processes. Also, incremental improvement and an impact on stakeholders 

(Fontalvo et al., 2021). 

Integration of ICT in education 

For the authors Moreno and Paredes (2015), improving the quality of education is the most 

essential objective of integrating ICT and education. Managing ICT involves the integration 

of technological, human, and organizational aspects, and it is for the latter that educational 

institutions must ensure that their members take ownership of ICT by applying it in 

processes and procedures to ensure success and demonstrate the impact it will have on the 

organization. To support management and leadership in educational organizations, ICT is 

incorporated in four areas as outlined by Hepp et al. (2017): administrative management, 

academic management, curriculum management, and pedagogical management. Both 

educators and members of the management team state that ICT has a positive effect on the 

development of educational management, favoring the coordination and organization of 

management processes. In addition, they say that its use will always be a challenge and that 

they will constantly capacitated in order to keep up to date with the latest developments 

(Vásquez and Reyes, 2022). Betancourt (2015) (cited by Rivera and Suconota, 2018) states 

that managers play a crucial role in fostering the adoption and application of technological 

strategies among educators, managers, and students to increase the performance of each to 

optimize the creative functioning of the work. It is recommended that school leaders 

understand that the use of these tools is a valuable resource that favours decision-making 

and the institution of new practices (Hepp et al., 2017). 

However, despite the fact that ICT has been increasingly incorporated into the educational 

sphere, as it contributes to pedagogical processes, it has yet to be internalized as much in the 
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administration area of educational centers. Authors like Vásquez and Reyes (2022) declare 

that the implementation of Information and Communication Technology as a 

methodological tool to build learning processes is an essential challenge for the education 

sector as a whole. However, the management team may not be taking advantage of this 

opportunity, either due to a lack of familiarity with the technology or a lack of resources, 

which compromises the effective development of quality educational management. 

Bermeo et al. (2020) understand the relevance of e-learning and the use of technological 

tools, virtual environments, information, and communication technologies as vital 

instruments for adequate access to knowledge, interaction, and collaborative work among 

participants. 

Educational quality 

Educational quality in higher education today encompasses a multifaceted approach that goes 

beyond traditional metrics to include student learning outcomes, experiences, and the 

broader impact on societal needs. Strategic planning should prioritize defining clear learning 

outcomes that align with institutional goals and student needs. This involves setting 

measurable objectives for student learning and development, encompassing both cognitive 

and non-cognitive skills essential for success in today's society (Kezar and Holcombe, 2018). 

 It enables institutions to proactively design and implement initiatives that enhance teaching 

effectiveness, curriculum relevance, and student engagement. Moreover, effective strategic 

planning involves establishing iterative cycles of feedback and improvement. Institutions 

should implement robust mechanisms for collecting, analyzing, and acting upon data related 

to educational outcomes and stakeholder feedback. This continuous improvement process 

allows for timely adjustments to policies, programs, and resources to enhance educational 

quality (Bloch et al., 2021). 

In addition, investing in faculty and staff development is essential for maintaining and 

improving educational quality. Strategic planning should allocate resources and provide 

opportunities for professional growth aligned with institutional priorities and educational 

goals. This includes training in innovative teaching practices, technology integration, and 

cultural competence to effectively meet the diverse needs of students (Bloch et al., 2021). 

Emphasizing continuous improvement, strategic planning integrates feedback loops and 

data-driven decision-making processes that involve stakeholders at every level—from faculty 

and students to administrators and community partners. This inclusive approach not only 

ensures the responsiveness of educational programs but also fosters a culture of 

collaboration and innovation. Strategic planning should incorporate mechanisms for 

gathering and incorporating diverse perspectives into decision-making processes. This 

ensures that educational programs and services reflect the needs and aspirations of all 

stakeholders, thereby fostering a sense of ownership and commitment to shared goals (Canul 

and López, 2024).  

At the same time, establishing rigorous monitoring and evaluation frameworks is critical for 

assessing progress toward educational quality objectives. Strategic planning should 

incorporate metrics and assessment tools to track student learning outcomes, program 
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effectiveness, and institutional performance. Regular evaluation allows institutions to identify 

strengths and areas for improvement, ensuring accountability and transparency to 

stakeholders (Canul and López, 2024). 

Furthermore, strategic planning supports initiatives aimed at promoting equity, diversity, and 

inclusion (EDI) within educational settings, addressing systemic barriers and creating 

pathways for underrepresented groups to thrive. By embracing EDI principles, institutions 

not only enhance educational access and success but also cultivate a supportive environment 

where all students can achieve their full potential. Ultimately, strategic planning serves as a 

cornerstone for educational quality, facilitating institutions' adaptability to meet current and 

future challenges while advancing the broader mission of preparing students to contribute 

meaningfully to society (OECD, 2023). 

Strategic planning provides a framework for institutions to effectively manage their 

resources, set and achieve goals, and adapt to changing environments. The integration of 

ICT plays a pivotal role in this strategic planning methodology. By leveraging ICT, 

institutions can improve communication, streamline administrative processes, and adopt 

innovative teaching and learning practices. This not only enhances operational efficiency but 

also supports the development of a more responsive and adaptive educational environment. 

A strong commitment to educational quality is at the heart of this strategic planning 

methodology. Quality management ensures that all institutional efforts are focused on 

improving student outcomes and experiences. The proposed methodology for strategic 

planning in higher education institutions developed in the following section integrates the 

key elements of strategic planning, ICT, and educational quality. By doing so, it provides a 

comprehensive framework that supports sustainable growth, enhances institutional 

effectiveness, and ensures the delivery of high-quality education. This methodology is 

designed to be adaptable to the unique context of each institution, making it a valuable tool 

for higher education leaders committed to driving excellence and fostering a culture of 

continuous improvement. This approach ensures that institutions not only meet but exceed 

the expectations of their stakeholders, including students, faculty, and the wider community. 

2. METODOLOGÍA 

For the elaboration of this methodology, three main focuses were taken in general terms, 

which are related to the way of understanding administrative sciences within the educational 

context: administration and management, elaboration of methodology and the elaboration 

of a Strategic Plan.  

In the first instance, to understand how the institution works and to develop the diagnosis, 

a study of the literature and best practices was carried out, and the theory and definitions put 

forward by Sánchez (2020) were used, who, when talking about administrative sciences, 

points out that administration and management do not mean the same thing; they are 

activities and at the same time actions of a complementary nature, which are specific to the 

latter. The author defines them as:  

I. Administration: the proper and correct arrangement of a company's resources to 

achieve the optimization of the corresponding development to achieve profits or earnings.  
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II. Management: allows the development of productive activities in a company, with the 

purpose of generating profitability of the factors that interest the development of the 

company.  

On the other hand, in the case of the elaboration of the methodology, the basis used was 

what was said by Jiménez (2019), who states that management allows the development and 

intervention of those involved to facilitate transformation and build new scenarios that are 

aligned with the institutional purposes. This implies that the organization reflects on the 

educational results, where there is shared leadership, which favours collaborative work, the 

social participation of all the guarantors and the generation of innovative practices in line 

with the context. In addition, English and Hill (1995) were used as an additional reference, 

who point out that beyond restructuring an educational center, since this implies leaving 

some things as they are and moving on, a total transformation is required, that is, touching 

and changing all its processes. As a quantitative approach, Bloch, et al. (2020), who state that 

there is a need for more inclusive methodologies and longitudinal studies, more rigorous 

quantitative analyses of the effects of working with a quality management approach to 

complement other methods, were taken as a quantitative approach.  

To integrate each of the parts that make up this research, the ISO 21001:2018 and 9001:2015 

standards were taken, to be incorporated into the institution as indicated by the authors 

Arribas (2015) and Espinoza and Prieto (2020), who conclude that there is a relationship 

between implementing and adapting the ISO quality management system (QMS) in 

educational centers for the improvement of their school organization and results. However, 

it is important to note that these standards are focused more on the business environment, 

and therefore, to bring them to educational management, it is established to review 

management through processes, and to develop and implement it in this institution, part of 

the methodology proposed by Bravo (2019) was used. 

Finally, leadership implies a change in the institution and a transformational approach was 

adopted, as defined by Manes (2004). For the implementation of an educational quality 

management system, ICTs were incorporated as a means to improve educational quality, 

using what was said by the authors Rivera and Suconota (2018, p. 484), who describe them 

as "a toolbox that favours innovation, production, curricular transformation and the 

contribution to educational quality, based on the profile of the teacher as the educational 

manager". The following methodology is designed based on the basic methodology for the 

construction of a strategic plan presented by the authors Kaplan and Norton (2012) and the 

implementation of process management. 

 

3. RESULTADOS 

This chapter presents the results obtained from the systemic analysis of the educational 

organization and the methodological proposal derived. The methodology is based on three 

fundamental pillars: process governance, communication strategy and organizational 

learning. These pillars address coordination and decision-making, communication actions to 

achieve strategic objectives and collective learning processes that facilitate the cultural 
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transformation of the institution. Through a participatory approach, it seeks to strengthen 

strategic management and promote continuous improvement of educational quality. This 

chapter details each phase of the methodological process, from the evaluation of the existing 

strategy to the formulation and formalization of the institutional strategic plan. 

Methodological proposal 

In order to design the methodology, the organization was analyzed in a systemic way, where 

different elements that make up the management of education in the organization were 

identified. Among these are the scope and limitations of the current Institutional Strategic 

Planning, current legal regulations, quality criteria and standards for institutional 

accreditation of the Chilean University Subsystem, university governance, and internal 

institutional regulations, among others. 

As a result of the analysis, a methodology is proposed that is sustained by three fundamental 

pillars identified during the process of first approaching the institution. 

These pillars are as follows: 

I. Pillar I. Governance of the process. Coordination and decision-making mechanisms 

are needed to advance the process appropriately. Stakeholders are identified, namely the 

student body, academic body, stakeholders, graduates and employers, representatives of 

higher authorities, and collaborating personnel members. 

II. Pillar II. Communication strategy. A set of communication actions that are carried 

out to achieve the objectives set out in the strategic planning process. 

a. Launch strategies: defining actions that are conducted to give the first impression of 

the elaboration process of strategic planning. 

b. Visibility strategies: defining actions for the visibility of the process to the entire 

university and external community. 

c. Confidence-building strategies are actions that seek to ensure that the student and 

academic collaboration bodies have a positive perception of the institution's process 

development. 

d. Positioning strategies: actions that seek to make the different levels of the 

organization aware of the characteristics and work values of the planning office, in other 

words, a quality collaborative unit that contributes to the development of its planning 

functions in search of both continuous institutional improvement and the positioning of the 

collegiate bodies in the process of formulating strategic planning. 

III. Pillar III. Organizational learning. Within the framework of collective knowledge 

production and co-construction, change gradually takes place, transforming its culture 

through the involvement and participation of the university community. Díaz and Villafuente 

(2022) point out that the main benefits of being in the educational community are: 

a. Strategic management is fundamental to improving the quality of education. 
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b. Strategic planning promotes positive change by moving education institutions from 

a realistic state to a desired and achievable state. 

c. Strategic management is a fundamental tool for organizational development. 

d. One of the most essential purposes of strategic planning is to strengthen collective 

learning. 

Design of the methodological proposal for the elaboration of a strategic plan 

As a result of the analysis of best practices in literature, Figure 1 shows the elaboration 

process, which involves two stages: design and formalization. The first stage is subdivided 

into six phases: methodological, evaluation of the existing strategy, analysis of the external 

context, analysis of the internal context, strategic guidelines, and strategy planning. The 

second stage is subdivided into two phases: formulation and formalization of the strategic 

plan. Each institution must be able to incorporate characteristics specific to its context in the 

development of each phase. 

 

Figure 1: Scheme of stages and phases of the Institutional Strategic Planning Elaboration 

Process. 

Design Stage 

I. Phase 1: Methodological 

In the methodology phase, the actions to implement the Institutional Strategy are designed, 

the objectives for the development of this strategy are defined, and the deadlines for each 

one are established. 

● In this case, the objectives are as follows: 

● Develop and validate the methodology. 

● Identify lines of development and institutional commitments. 

● Review national and international higher education regulations. 

● Elaborate and validate the timeline of the communication process and strategy. 

II. Phase 2: Evaluation of the existing strategy 

The current strategy has a clear understanding; two processes will be conducted in which 

information will be collected, and the results will be presented to give a clear picture of the 

institution's situation before the new strategic plan is drawn up. These are: 

● Evaluation of the degree of perception of the mission, vision, and values 
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Data collection is a process in which data are collected using the survey instrument developed 

by the authors Aranda et al. (2007). Its target population is academics, collaborating 

personnel, students, graduates, and employers. 

Through this evaluation, it will be possible to know the perception of the university 

community regarding dimensions such as the integral training of professionals, its 

contribution to national development, an integral and inclusive vision, knowledge generation, 

relevance to the environment, and the promotion of values. This way, it is possible to 

understand the point of view of the university community in relation to its mission, vision, 

and values and to establish an action plan based on these results. 

● Presentation of results and learning seminar 

After having obtained the necessary information, a seminar is organized to present the results 

and lessons learned in order to elaborate the new institutional strategy plan and to address 

the following aspects: 

● Gaps from previous strategic planning. 

● Gaps in the institutional strengthening plan. 

● Opinion of the institutional self-assessment process. 

● Other instruments associated with the university strategy. 

III. Phase 3: Analysis of the external context 

Phase 3 of this methodology involves gathering information to understand the environment 

in which the educational institution operates. This means getting to know the type of alliances 

and agreements it has, as well as identifying its needs, strategies, and challenges. In this way, 

it is possible to develop planning that involves all areas of the educational institution and 

propose strategies to be promoted in the short, medium, and long term. 

In this process, instruments must be developed to collect and analyze primary information 

about the different sectors of society with which this educational institution is linked. Thus, 

to obtain an external view of the environment in which it is inserted from the regional, 

national, and international levels. 

Based on this phase of the process, the following objectives are defined: 

a) To ascertain the opinion on the role that should be attributed to the educational 

institution from the point of view of relevant interest groups in the Region. 

b) Identify global, national, and regional trends for 2030. 

c) Diagnose and identify institutional challenges and potential strategic allies in the local, 

regional, national, and international territory. 

d) Analyse the competition in the educational subsystem, positioning, and educational 

offer.  
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This process should culminate in the reflective presentation of the results to validate the 

information obtained and elaborate and verify the conclusions. This stage of phase 3 should 

consider the use of tactics to extract meaning from the data, such as comparison or contrast, 

pointing out patterns and themes, triangulation, and the search for negative cases. 

IV. Phase 4: Analysis of the internal context 

This internal analysis allows the institution to examine the in-house overview to assess its 

resources, assets, characteristics, competencies, capabilities, and competitive advantages. In 

short, it allows the identification of strengths and weaknesses, which is helpful in the 

decision-making, strategy formulation, and implementation processes. 

To achieve this process and be aware of the institution's different areas of development, 

members, users, and administrative personnel must be included. Discussion groups must be 

created, and strategies jointly elaborated to enable the integral development of all those 

involved. Above all, the quality of the service being provided must be improved. 

In this case, the internal analysis phase is implemented in three sub-steps that will create a 

complete picture of the institution. These are: 

● Review of official documentation 

Official documents are analyzed and understood as all kinds of official public documents, 

records, and materials available as sources of information (Latorre et al., 2021). 

● Focus groups/group interviews 

Group interviews are held to collect information on various topics and understand the 

opinions of the different sectors of the educational community. The target audience for these 

focus groups or group interviews is administrative staff, academics, students, the 

management team, graduates, and employers. 

The topics covered in these interviews mainly focused on the institution's advantages over 

other higher education organizations, the community's vision of the institution, the factors 

that may be essential to achieving the proposed goals, the contributions that each member 

can make to the institution, and the overall vision for the institution in the next 5 to 10 years. 

● Collaborative workshops 

The collaborative workshops aim to carry out an institutional SW analysis (Strengths and 

Weaknesses) with respect to the five dimensions of the new criteria for institutional 

accreditation of the University Subsystem of the National Accreditation Commission (CNA). 

These workshops should be developed with the administrative staff, the academic staff, the 

student body, and the management team. The main topics to be addressed in these 

workshops are: 

a) Strategic management and institutional resources. 

b) Internal quality assurance. 

c) Links with the environment. 
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d) Research, creation, and innovation. 

For each dimension, a workshop is held to collaboratively generate the institution's strengths 

and weaknesses in comparison with the CNA's 14 criteria.  

For each of the sub-stages included in this phase, a presentation and validation of the results 

are carried out, and the information is socialized. The foundations for the elaboration of the 

strategic guidelines that will later be implemented in the educational institution are laid out. 

Finally, the results of phases 3 and 4 are socialized with the university community, ending 

the diagnosis phase and starting the phase of elaborating the strategic guidelines. 

V. Phase 5: Strategic guideline 

In order to create the strategic guidelines on which this new strategic planning will be based, 

two methods are used to gather information and their joint elaboration. Firstly, an in-depth 

interview is conducted with the university authorities to understand and get their opinion on 

the basis of the five dimensions identified in phase 4 and thus collectively develop the 

objectives and goals of the institutional strategic planning. Within the methodology 

presented, this step is fundamental, as it allows decisions to be made in vital areas of the 

project's development. Without this step, it would be much more complex to carry out the 

improvement of quality management in an institution. 

The second method is the realization of workshops addressed to the different actors that 

directly influence the university community. Each workshop focuses on one of the following 

themes: 

● Quantitative SWOT Analysis Matrix Preparation (Ponce, 2007). 

● Preliminary drafting of mission, vision, and values. 

● Elaboration of the value proposition. 

After these workshops, the results are shared, and based on this information, progress is 

made in the elaboration of strategic planning. 

VI. Phase 6: Strategy planning 

As seen in Figure 1, Phase 6 is the last phase of the design stage. In this stage, strategy 

planning is elaborated through the implementation of two workshops involving different 

bodies of the educational community. 

In the first workshop, the focus should be on the elaboration of the strategy map, which is 

composed of three main dimensions: organizational strategy, competitive strategy, and 

operational strategy. These three dimensions should be complemented with the dimensions 

previously defined in the diagnosis stage. In this way, the strategy map can be elaborated in 

a participatory manner, allowing for the integration of the perspectives of each of the actors 

involved. 
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Considering this, the value proposition and the mission must be elaborated on, considering 

the goals elaborated collectively for each of the dimensions and the perspectives with which 

the map is created. These perspectives are as follows: 

● Sustainability and financial sustainability. 

● University community. 

● Processes. 

● Learning and growth. 

The second workshop focuses on developing the integral scorecard, which establishes the 

objective, indicator, goal, frequency, and strategic initiative for each strategic dimension from 

each of the perspectives mentioned above. 

Once both workshops have been conducted, the products obtained will be presented to 

validate them through review and recommendations to be made by each of the bodies 

involved in the strategy development process. 

Formalization Stage 

As already shown in Figure 2, the proposal has two stages: the design stage and the 

formalization stage. This second stage is composed of two phases, in which the elaboration 

of the institutional strategic plan is concluded. 

VII. Phase 7: Formulation 

Following the chronology of the phases mentioned above, phase 7 establishes the process in 

which the planning is developed as a draft and provided to the team that must validate the 

proposal. This team should be composed of university authorities and experts, who should 

be present throughout the process as the team that validates the results of each of the phases 

mentioned and described throughout this document. In this way, it is possible to ensure the 

verification, validation, and participation of the bodies involved in the process, which is 

fundamental for this methodology to work in a participatory manner. 

Therefore, for this phase, an occasion for the validation of the proposal should be considered 

as a workshop in which the university authorities review the proposal and generate iterations 

of improvement with all perspectives. It is vital to keep in mind the strategies outlined in 

Figure 2: 
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Figure 2: Strategies and dimensions for the review and validation of the strategic planning 

proposal. 

VIII. Phase 8: Formalization 

Finally, the last step is the formalization of the proposal, which is carried out once the 

university board's validation has been completed. This safeguards and improves the proposal. 

After the final review, the plan is formalized through a decree, which must be socialized with 

the university community. 

4. DISCUSIÓN 

This study attempts to provide an overview of the use of a methodology that is inclusive, 

participatory, and relevant to the needs of the educational institution, taking into 

consideration the vision and perspective of each of the members of the institution 

throughout the process. Generates a sense of belonging and reduces reluctance to change, 

making the transition more accessible and more bearable, especially for the institutional 

leadership, which is essential to ensure an effective and sustainable transition to an improved 

strategic model (Leicht et al., 2018). In addition, the sustainable perspective of this 

methodology is evidenced by considering the long-term impacts on the educational 

community and the environment, and the active participation of stakeholders in the process 

allows for the incorporation of sustainable practices in strategic decisions (Murga-Menoyo, 

2017). 

This methodological proposal establishes simple, transparent, and pertinent processes, 

concretely constituting the stages with their workflow, determining the importance of 

enacting from the initial stage the study of the institution, recognizing the significance of 

understanding the current situation and assessing the impact of existing operations (Lozano 

et al., 2017), before elaborating the design and subsequent execution of this. Likewise, the 

adaptability of the methodology highlights the potential for sustainable change in other 

similar educational institutions.  

The methodology was used and presented to the higher authorities of an accredited Chilean 

public higher education institution, which has eight undergraduate programs with an 

enrolment of more than 600 students. It was analyzed, and it was decided to implement it 

for 14 months. Currently, phase 4 is being implemented, and for reasons of confidentiality 

and sensitivity of the information, it is not possible to publish the results of the 

implementation of the previous phases. 

Finally, the culminating stage should be socializing the results and launching the strategy to 

the entire community. While it is essential to track opinions and perspectives constantly, it is 

also essential to publish them at all levels, which will ensure a higher level of accomplishment 

and the achievement of the milestone. 

5. CONCLUSIÓN 

This study’s contribution to the field of strategic planning in higher education consists of a 

comprehensive methodology for developing an institutional strategic plan. This 

methodology aims to enhance the management of educational quality in public higher 



Sapiens in Higher Education 

 

 

 

Vol.2 No.6 (2025): Journal Scientific      ISSN: 3073-1429 

17 

education institutions by addressing ongoing challenges that influence the execution and 

development of strategic plans, thereby contributing to practical knowledge within quality 

management in higher education. Additionally, the methodology is designed to be fully 

replicable and adaptable to the various contexts of higher education institutions.  

As observed in the design stage of the proposal, particularly concerning the diagnosis, it is 

essential to consider both external and internal factors. This comprehensive assessment not 

only identifies the existing guidelines of the institution but also lays the foundation for new 

guidelines to improve the quality of education from a sustainable perspective. By considering 

the opinions, participation, and viewpoints of community members throughout the process, 

changes are generated across all areas and collaborative spaces, leading to constant 

improvement in all aspects of the institution. Examining each dimension of the institution 

from a sustainable perspective establishes a framework to guide actions, ensuring the 

institution not only responds to current challenges but also prepares for a sustainable future. 

This involves the responsible management of resources and the promotion of an educational 

culture that fosters environmental and social awareness, thereby contributing to building a 

more sustainable and resilient institution. 

Moreover, the integration of processes must be holistic and systematic, understanding the 

internal dynamics within the relationships among the various actors in the educational 

community. It is also crucial to consider the different internal and external factors that 

directly or indirectly influence the implementation of new changes and may create obstacles 

in the execution of processes. This methodology aims to overcome these difficulties by 

providing a step-by-step explanation of how these processes should be carried out, 

emphasizing high participation levels from members and not restricting it to a strategic group 

or the management team. Inclusivity is key to ensuring the effectiveness and long-term 

sustainability of implemented changes. By considering environmental and social aspects at 

every stage, a more comprehensive and responsible integration is promoted, thus 

strengthening the institution’s capacity to adapt and thrive within the context of sustainable 

development. 

Similarly, the proposed methodology asserts that the participation of university authorities is 

indispensable, as they provide fundamental support for achieving objectives and goals. They 

have the power and means to decide and influence crucial areas that facilitate project 

development. Identifying the type of leadership within university authorities is vital, as it 

helps define the best strategy to execute the institutional plan, given their direct support for 

the changes or potential generation of conflicts and resistance (Meneses & Tomás, 2017). 

Ultimately, the various stages described in this article converge in the collaborative 

development of a plan established through shared goals and actions to improve the 

institution’s management processes, considering all factors, opportunities, strengths, and 

weaknesses. This methodology proposes using multiple tools and combined techniques. 

However, what is presented here should not remain merely descriptive; decision-making 

must weigh each dimension. Examining each dimension from a sustainable perspective 

provides a framework to guide actions, ensuring the institution responds to today's 

challenges and prepares for a sustainable future. This approach gives a clear sense of the 
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deficiencies to be strengthened and the strengths to be maintained at the operational level, 

offering a framework for the necessary actions. 

This article served its purpose to provide concrete tools for strategic planning, share best 

practices, and assist in establishing self-regulation mechanisms for continuous improvement 

in education. Furthermore, it aims to develop and enhance the collaborative culture between 

institutions of similar characteristics. Through these efforts, we intend to foster continuous 

improvement in educational processes, ultimately benefiting future professionals and 

contributing to the comprehensive development of their skills and competencies. 
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