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I am looking forward to working with you!

Paul N. Friga, Ph.D.

• AGB Practice Area Lead – Strategic 
Transformation of Public Higher Education; 
AGB Senior Consultant

• Clinical Associate Professor of Strategy –
UNC Chapel Hill

• Former Chief Strategy Officer, HelioCampus

• Leading higher education thought leader 
with over 16 articles in the Chronicle of 
Higher Ed and InsideHigherEd and 
numerous webinars over the past 12 
months; significant consulting projects

• Former consultant – McKinsey & PwC

• Former Trustee – Saint Francis University, 
Loretto, PA

• Former Board Chair – Saints Francis & Clare 
Church, Greenwood, Indiana

• Founded ABC Insights, a leading higher ed
benchmarking consortium

• Created NACUBO Master Class in Financial 
Transformation for CFOs

• Author of The McKinsey Mind and The 
McKinsey Engagement

Paul N. Friga, Ph.D.
Practice Area Leader:  Strategic Transformation of Public Higher Education
About
Paul is one of the foremost higher education thought leaders and strategists.  With 20 years of 
experience as a professor, researcher and consultant at UNC CH and Indiana University, Paul 
understands how public education really works and how it should change.  His former experience as a 
consultant with PwC (earned CPA and CMA designations as ) and McKinsey (including projects in public 
higher education) round out additional relevant experience.  He has also served as a Trustee at Saint 
Francis University and the Board Chair at Saints Francis and Clare Church in Greenwood, Indiana.  He 
has an MBA and Ph.D. from UNC Chapel Hill.  

For the past 6 years, Paul has been researching best practices in strategic resource allocation in higher 
education, presenting at international conferences,  and co-founded ABC Insights, a premier higher 
education benchmarking consortium that was acquired by HelioCampus.  Over the past twelve 
months, Paul has authored 16 articles in the Chronicle of Higher Education and InsideHigherEd on 
strategies for change in higher education for surviving the COVID crisis and positioning universities for 
the long-term.  He has also conducted many strategic planning projects for universities, not-for-profit 
entities, and corporations.  He has written two best-selling books on team problem-solving (The 
McKinsey Mind and The McKinsey Engagement) and is an award-winning teacher of strategy and 
consulting for undergrads, MBAs, and Executives.

https://paulfriga.com/
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What is strategy?

Noun.

An elaborate 
and systematic plan 

of action.

Strategy
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The Content:  Paul’s Four P’s of Strategy

• What is critical for 
success?

• What activities must we 
do (BHAGs)?

• What should we not do?  

• How much do we have 
to spend?

• How should we allocate 
resources?

• What budget process 
should we use?  

• How do we measure 
success?

• What controls should we 
implement?

• How is our return vs. 
competitors’?

• Who are we?
• What do we offer that is 

unique?
• Where are we headed, 

exactly?

Priorities
Key Actions

Performance
Success Metrics

Payments
Budget

Position
Mission, Values & 

Vision
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It is helpful to create core strategy statements

The T-Shirt Theory
(Strategy on one page)

Mission Statement

Statement which specifies a firm’s purpose or “reason for being” and the primary 
objective toward which the firm’s programs & plans should be aimed.  Statement 
specifying the firm’s key constituents and how the firm will serve them.  It must be clear 
and understood.  
It “makes you proud.”

Vision Statement

Statement describing what the firm strives to be at some future time.  It should be 
specific and motivating.
It “makes you excited.”

Values

It is what we believe in, our guiding principles, and how we interact.
It “makes you belong.”

Priorities
Objectives
Initiatives

Actions

Mission
Vision
Values
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Key questions for evaluating strategy

1. Is it concise, clear and communicated?

2. Is it aligned with higher level strategies?

3. Does it address the 4 Ps?
• Positioning (mission, values, and vision)

• Priorities (no more than 3 for an overall unit)

• Payments (resource allocations)

• Performance (clear metrics)

Does it guide daily 
decision making?
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Strategy Refresh 

1.

The Strategy Process2.

Strategy Examples3.

The Strategy Content
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How do firms create strategies?

External Analysis Internal Analysis

• Positioning
• Priorities
• Payments
• Performance 

Crafting a Strategy
A 3 Step Process

Craft Strategy
(the Black Box)
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An overview of my suggested planning methodology 

UNC CH College of Arts & Sciences Example
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And the suggested planning process flow – typically 3-8 months
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A Strategy Refresh is shorter and more focused

Dimension Traditional Strategic Plan Strategy “Refresh”

Purpose Guide decision-making and 
Build Morale

Guide Decision-making and Build 
Morale

Situational 
Assessment

SWOT SWOT

Scope Broad Narrow

Participants Many Few (with some survey/open house opportunities)

Time 6 months-1 year 3 months max

Strategy 
Statements

Full Leverage but shorten (use 
slogans/mottos) with emphasis 
on new priorities and initiatives
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The modern topics to consider in your strategy refresh

• What degrees?
• What non-degrees?
• Which customers and 

delivery options?  

• Joint research?
• Private-private-

partnerships?
• Co-curriculum 

development?  

• Sources of revenue 
growth?

• Administrative spend 
control?

• Academic program 
review and faculty 
productivity?

• Who are we?
• What do we offer that 

is unique?
• Where are we 

headed, exactly?

Products

Key Offerings For a 
Modern World 

Profitability

Long-Term Fiscal 
Responsibility

Partnerships

With Companies, 
Government, & 

Industry

Purpose

Mission, Values & 
Vision
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There are different tools in the strategy process

X

Strategic Planning
Strategic Vision:

sustainable competitive 
advantage

Strategic Thinking
Strategic Tactics
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A SWOT analysis is a great starting point 
(tip:  no more than 3 per box!)

In
te

rn
al

 
A

n
al

ys
is

Ex
te

rn
al

 
A

n
al

ys
is

Traits within our organization that we could 
leverage in the future or mitigate through 
strategic actions

Elements outside of our organization over 
which we have no direct control but that could 
(and should) affect our strategy

Strengths Weaknesses

Opportunities Threats
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SWOT example – Carolina Athletics

Strengths

• Student-athletes

• Coaching staff

• Focus on facilities

Weaknesses

• Organization

• Bias toward status quo

• Compensation

Opportunities

• Foster a service mentality

• Leverage brand

• Increase revenue

Threats

• Conference affiliation

• Financial challenges

• NCAA shifts

Strategy
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Strategic Planning – How to Do It Right

1.

The Strategy Process2.

Strategy Examples3.

The Strategy Content
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Our starting point is the mission statement

Mission Statement

Statement which specifies a firm’s purpose or “reason for being” and the primary objective
toward which the firm’s programs & plans should be aimed.  It must be clear and understood.

We have fun. We cure cancer.
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Other mission statement examples

• 3M: To solve unsolved problems innovatively

• Cargill: To improve the standard of living around the 

world

• Fannie Mae: To strengthen the social fabric by 

continually democratizing home ownership

• Hewlett-Packard: To make technical contributions for 

the advancement and welfare of humanity

• Lost Arrow Corporation: To be a role model and a 

tool for social change

• Pacific Theatres: To provide a place for people to 

flourish and to enhance the community

• Mary Kay Cosmetics: To give unlimited opportunity to 

women

• McKinsey & Company: To help leading corporations and 
governments be more successful

• Merck: To preserve and improve human life

• Nike: To experience the emotion of competition, winning, 
and crushing competitors

• Sony: To experience the joy of advancing and applying 
technology for the benefit of the public

• Telecare Corporation: To help people with mental 
impairments realize their full potential

• Wal-Mart: To give ordinary folk the chance to buy the 
same things as rich people

• Walt Disney: To make people happy
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I CARE

Integrity, Compassion, 

Accountability, Respect, 

Excellence

Values

It is what we believe in, our guiding principles, and how we interact.

21

Next we establish core values



Proprietary and ConfidentialDr. Paul N. Friga 22

Other values statements examples

Merck
• Corporate social responsibility
• Unequivocal excellence in all aspects of the 

company
• Science-based innovation
• Honesty and integrity
• Profit, but profit from work that benefits 

Humanity

Sony
• Elevation of the Japanese culture and national 

status
• Being a pioneer - not following others; doing 

the impossible
• Encouraging individual ability and creativity

Nordstrom
• Service to the customer above all else
• Hard work and individual productivity
• Never being satisfied
• Excellence in reputation; being part of 

something special

Walt Disney
• No cynicism
• Nurturing and promulgation of "wholesome 

American values"
• Creativity, dreams, and imagination
• Fanatical attention to consistency and detail
• Preservation and control of the Disney magic
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To be #1 or #2 in market share 

in each sector we serve.

Before this decade is out, this nation 

should land a man on the moon and return 

him safely to Earth.

Vision Statement

Statement describing what the firm strives to be at some future time. 

It should be specific and motivating.

23

Then we draft a vision to drive us forward
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Other vision statement examples

 Target BHAGs can be quantitative or qualitative
 Become a $125 billion company by the year 2000 [Wal-Mart, 1990)
 Democratize the automobile (Ford Motor Company, early 1900s)
 Become the company most known for changing the worldwide poor-

quality image of Japanese products (Sony, early 1950s)
 Become the most powerful, the most serviceable, the most far-reaching 

world financial institution that has ever seen (City Bank, predecessor to 
Citicorp, 1915)

 Become the dominant player in commercial aircraft and bring the world 
into the jet age (Boeing, 1950)

 Common-enemy BHAGs involve David-versus-Goliath thinking

 Knock off RJR as the number one tobacco company in the world 
(Philip Morris, 1950s)

 Crush Adidas (Nike, 1960s)

 Yamaha wo tsubusu! We will destroy Yamaha! (Honda, 1970s)

 Role-model BHAGs suit up-and-coming organizations

 Become the Nike of the cycling industry [Giro Sport Design, 1986)

 Become as respected in 20 years as Hewlett-Packard is today 
(Watkins-Johnson, 1996)

 Become the Harvard of the West (Stanford University, 1940s)

 Internal-transformation BHAGs suit large, established 
organizations

 Become number one or number two in every market we serve and 
revolutionize this company to have the strengths of a big company 
combined with the leanness and agility of a small company (General 
Electric Company, 1980s)

 Transform this company from a defense contractor into the best 
diversified high-technology company in the world (Rockwell, 1995)

 Transform this division from a poorly respected internal products 
supplier to one of the most respected, exciting, and sought-after 
divisions in the company (Components Support Division of a 
computer products company, 1989)
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Example 1 – Carolina Athletics
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Example 2: McKinsey

MISSION

• Help clients make distinctive, lasting, substantial improvements in performance
• Build a great firm that attracts, develops, excites, and retains exceptional people

VALUES

SERVING CLIENTS:

Adhere to professional standards, Follow the top management approach, Assist the client in implementation and capability building, and Perform 
consulting in a cost effective manner; 

BUILDING THE FIRM:

Operate as One Firm, Maintain a meritocracy, Show a genuine concern for our people, Foster an open and nonhierarchical working atmosphere, and 
Manage the Firm’s resources responsibly; 

BEING A MEMBER OF THE PROFESSIONAL STAFF:

Demonstrate commitment to client service, Strive continuously for superior quality, Advance the state of the art of management, Contribute a spirit of 
partnership through teamwork and collaboration, Profit from the freedom and assume the responsibility associated with self-governance, and Uphold 
the obligation to dissent
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Example 3: Four Seasons

MISSION
• Only offer experiences of exceptional quality in hospitality industry and satisfy discriminating customers.
• Our objective is to be recognized as the company that manages the finest hotels, resorts and residence clubs wherever we locate.

VALUES

What We Believe:

Our greatest asset, and the key to our success, is our people. 

We believe that each of us needs a sense of dignity, pride and satisfaction in what we do. Because satisfying our guests depends on the united efforts of many, we 
are most effective when we work together cooperatively, respecting each other’s contribution and importance. 

How We Behave:

We demonstrate our beliefs most meaningfully in the way we treat each other and by the example we set for one another. In all our interactions with our guests, 
customers, business associates and colleagues, we seek to deal with others as we would have them deal with us. 

How We Succeed:

We succeed when every decision is based on a clear understanding of and belief in what we do and when we couple this conviction with sound financial planning. 
We expect to achieve a fair and reasonable profit to ensure the prosperity of the company, and to offer long-term benefits to our hotel owners, our shareholders, 
our customers and our employees.
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Example 4:  Arizona State – “The New American University” 

“Measured not by whom it excludes, but whom it includes and how they succeed”
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Scenario Planning at a high level

1. Understand the base line strategy and related assumptions

2. Review the external environment

3. Develop a list of key factors that may affect strategy

4. Prioritize the 2 most important factors 

5. Develop 4 scenarios (with names) and display in a 2x2

6. Identify key strategic initiatives in each scenario
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The Process:  How do firms create strategies?

External Analysis Internal Analysis

• Positioning
• Priorities
• Payments
• Performance 

Crafting a Strategy
A 3 Step Process

Craft Strategy
(the Black Box)
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You must be aware of the environment
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Analysis Tools – External Environment

1. STEEP (or 6 Factor Model) – what is going on outside of our organization?

2. Customer Analysis – whom do we serve?

3. Competitor Assessment – what are others doing?
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STEEP – Macro Environmental Analysis

Political/legal/government factors

Social/demographic factors

Technological factors

Economic factors

Environmental/geographic factors

Source: Strategic and Competitive Analysis – Fleisher and Bensoussan
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The STEEP framework measures importance and impact of external 
environment

Economic Political/Legal/ Governmental

Market/Competitive Technological

Environmental/ Geographic

▪Domestic & int’l growth cycle (e.g., recession)
▪Inflation rates
▪Unemployment rates
▪Interest rates
▪Currency fluctuations
▪Domestic & Int’l wage rates
▪Trade deficits

▪Int’l legislation (e.g., import/export laws)
▪Domestic legislation (e.g., labor laws)
▪Federal agencies (e.g., OSHA, EEOC, Trade 
agencies)
▪Government involvement 

▪Advances  in consumer electronics 
technology
▪Advances in computer technology
▪Advances in automotive technology 
▪R&D and new product introductions

▪Domestic & int’l population shifts
▪Speed of technology adoption among 
consumers
▪Workforce demographics (e.g., diversity)
▪Income distribution

▪International competitor locations
▪Transportation costs
▪Ecological issues – pollution, recycling, 
energy use, air/water quality, natural 
resources, & power sources

Social/ Demographic

Identify the top 5 
Issues - Implications

Importance:
Overall, how important is each factor? 

( H  M  L )

Impact:
Overall, does each factor have a positive, negative or 

neutral impact? 

( +   - 0 )
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Customer Value Analysis – apply the 80/20 rule

Meaningful Segments 
(e.g.):

• Demographic

• Preferences

• Purchase History

Profitability:
Annual profit per customer 

Segment 2

Low High

Segment 1

Customer Data:
Who are they?
Current needs?
Future needs?

Willingness to pay?
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Competitor Assessment

3 I’s Competitor Radar Screen

Immediate
Competitors

Impending
Competitors

Invisible
Competitors

Immediate 
Competitors

Already a major player in your particular industrial segment 
(s); Publicly admits competitive position and market share; 
High knowledge base

Impending 
Competitors

Small players making a move for growth and market share 
capture; Major players from other industrial segments 
(related) announcing entry into your market; Medium 
knowledge base

Invisible 
Competitors

Large players considering an unanticipated move from other 
industrial segments (unrelated) into your market – in secret; 
Low knowledge base
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The Macro Trends in Higher Education – Paul’s Predictions 

Dimension Current Future

Tuition Medium - High Free - Low

Differentiation of Providers Low High

Accessibility Low High

Online Education Low High

Partnerships with Employers Medium High

Virtual Campus Services Low High

Inter-University Collaboration Low Medium

Relevance Low High

Faculty Single-University Multi-University / Free Agent

Students 18 - 24-Year Old 18 - 80-Year Old

National Universities Few Many

Credentials 2 & 4-Year Degrees Degrees + Badges + Certificates
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Scenario Planning Example – Automobiles in the 80s

Long live Detroit:
• Muscle cars
• Brand

Foreign competition:
• Sportier cars
• Light trucks and vans

Green highways:
• Smaller cars

Engineer’s challenge:
• Efficiency
• Protectionism

High-priced

Low-priced

Non-traditional 
customer values

Inner-directed 
values
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Scenario Planning is focused on modeling the magnitude of students 
returning to campus and the impact on revenues

3. New Normal
• Cut expenses or draw endowment/debt 2-5% of 

operating expenses

• Stabilize campus and pursue major growth

• Moderate changes to academic programs – focus 
on administrative efficiencies 

4. Constrained
• Cut expenses or draw endowment/debt 10-25% of 

operating expenses

• Stabilize campus and selective growth

• Major changes to administrative and academic 
programs and processes

1.  Unchartered
• Cut expenses or draw endowment/debt 25-50% of 

operating expenses

• Expand online offerings through partnerships

• Consider major changes to programs and/or 
closure

2. Transition
• Cut expenses or draw endowment/debt  5-10% of 

operating expenses 

• Invest in online offerings

• Look for revenue generation opportunities

Location Virtual

Location On-campus

Net Negative Revenue 
Impact
Minor

Net Negative Revenue 
Impact
Major

33%

10%

28%

25%

5%

52%

5%

43%

Source: ABC Insights AAC&U Survey of Presidents, July 12, 2020 n=119; 
ABC Insights Survey of CFOs n=21

AAC&U Presidents

ABC Insights CFOs

40
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Presidents and CFOs believe the impact will be significant on their 
respective campuses

Presidents Say

"I worry about cuts in state and county funding. … I worry that I won't have the workforce 
resources to help lead the economic recovery."

"Beyond the well-being of our students and staff, which comes first, I am worried about the 
lack of sufficient relief for higher education from state and federal governments."

"Sharply declining revenue due to loss of paying students and a new ‘free college’ program 
in our state."

"All income streams are under stress — tuition, development, endowment."

CFOs Say

“State subsidy will be reduced, auxiliary funds will be reduced due to lack of events, 
athletics impacted negatively."

“We are expecting 25% cuts in State support as well as enrollment impacts.”

“Lost revenue is the main issue and the need to maintain physical infrastructure without 
revenue”

“Out of state revenues account for [a majority] of our revenue.”

10%

33%

29%

19%

5% 5%

25%

28%

38%

5%
4%

1%

0-4.9% 5-9.9% 10-14.9% 15-19.9% 20-24.9% 25%+

Expected Potential Decreases to 
Revenue in FY21

AAC&U Presidents

ABC Insights CFOs

41Source: ABC Insights AAC&U Survey of Presidents, July 12, 2020 n=119; 
ABC Insights Survey of CFOs n=21



Proprietary and ConfidentialDr. Paul N. Friga

Presidents and CFOs are preparing to make personnel and budget cuts 
to deal with decreasing revenues

62%

82%

68%

27%
32%

63%

88%

64%

39%

14%

Hunker Down Layoff Staff Across the Board Cuts Cut R&D Cut IT

AAC&U Presidents

ABC Insights CFOs

Future Considerations in Dealing With COVID-19

42Source: ABC Insights AAC&U Survey of Presidents, July 12, 2020 n=119; 
ABC Insights Survey of CFOs n=21
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Presidents and CFOs are generally aligned about potential actions to 
mitigate financial impact, with a few exceptions

100%

Reengineering 
Operational Process

Providing Room & Board 
Refunds

Freezing Hiring Implementing Furloughs Laying Off Staff

Increasing 
Part-time Faculty

Increasing Non-tenure 
Faculty

Cutting Benefits Providing Tuition Refunds

How Many Participants Anticipate Taking the Following Actions

ABC 
Insights AAC&U

100%

ABC 
Insights AAC&U

95%

ABC 
Insights AAC&U

90%

ABC 
Insights AAC&U

85%

ABC 
Insights AAC&U

20%

ABC 
Insights AAC&U

20%

ABC 
Insights AAC&U

45%

ABC 
Insights AAC&U

9%

ABC 
Insights AAC&U

Yes No

Cut Pay to Senior Staff 
(July Only)

59%

93% 58% 82% 60% 59%

17% 14% 42% 4%

Source: ABC Insights AAC&U Survey of Presidents, July 12, 2020 n=119; 
ABC Insights Survey of CFOs n=21
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Campus leaders plan cuts to administration and academics, with an 
emphasis on the former

0%

59%

41%

5%

76%

19%

None Some Significantly

How Significantly Participants 
Anticipate Cutting Academic

Programs in FY21

14%

86%

0%

55%

43%

2%

None Some Significantly

How Significantly Participants 
Anticipate Cutting Administrative
Costs in FY21

AAC&U Presidents

ABC Insights CFOs

Source: ABC Insights AAC&U Survey of Presidents, July 12, 2020 n=119; 
ABC Insights Survey of CFOs n=21
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Finance Budget

Department 
Support

Fundraising

Custodial

ELR

Academic 
Advising

Development 
Other

HR Class …

Facilities 
Capital 

Planning

Research …

0

2

4

6

8

10

12

1.01.11.21.31.41.51.61.71.81.92.0

Campuses are seeking efficiency savings opportunities

ABC normalizes FTE by relevant analysis 
factor for each sub-activity

ABC quantifies the potential savings in dollars using 
university’s average salary per FTE for the sub-activity

ABC calculates the total FTE that would be reduced if 
the benchmark’s average FTE per analysis factor was 

reached

ABC calculates the percent difference if FTE per 
analysis factor is higher than benchmark average

Methodology

Low High

H
ig

h
Lo

w

P
o

te
n

ti
al

 Im
p

ac
t 

$
 M

% Over Benchmark

ABC Insights ROI Framework 
Potential Opportunity– University of XYZ $1B 

Total Opportunity across 
32 institutions

$29M
Average opportunity per 

institution

45
Source: ABC Insights – www.abc-insights.com

http://www.abc-insights.com/
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All universities are exploring ways to be more efficient and effective

Efficiency Effectiveness

Grow Resources
Increase enrollments and revenue

Increase Academic Program Returns
Rationalize academic offerings based upon demand

Optimize Administrative Spend
Assess level of investment vs strategy

Improve Faculty Productivity
Teaching and research

Increase Employee Performance
Recruit, train, evaluate, develop, and reward

Drive Student Success
Increase retention, graduation, and earnings

ABC Insights ROI = More efficient and effective universities will result in higher returns for 
investment

Source: ABC Insights – www.abc-insights.com

http://www.abc-insights.com/
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A reminder of the content of strategy – Paul’s 4 P’s

• What is critical for 
success?

• What activities must we 
do (BHAGs)?

• What should we not do?  

• How much do we have 
to spend?

• How should we allocate 
resources?

• What budget process 
should we use?  

• How do we measure 
success?

• What controls should we 
implement?

• How is our return vs. 
competitors’?

• Who are we?
• What do we offer that is 

unique?
• Where are we headed, 

exactly?

Priorities
Key Actions

Performance
Success Metrics

Payments
Budget

Position
Mission, Values & 

Vision

Source:  From Theory to Action:  The Story of One Strategy, Friga
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Example – UNC College of Arts & Science Strategy 

Mission

Think. Communicate. 
Collaborate. Create.

…For meaningful lives.

Vision

Proposed Priorities

1. Develop a modern, innovative, 
inclusive, and global curriculum

2. Expand high-impact and 
interdisciplinary research

3. Tell the story of the College of Arts & 
Sciences

Reimagining the arts & 
sciences 

for the public good

Values

Student Focus
Scholarly Excellence

Strategically Bold
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Definitions for Implementation Plan terminology  

•Priority – thing we do to live our mission and achieve our vision; first of 
mind; more important than other things; could be noun or verb statement

• Objective – A thing aimed for; goal/target that if accomplished would 
indicate significant progress on the priority

‒ Initiative – summary statement of actions; usually lead with a verb
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Priority 1: Develop a modern, innovative, inclusive, and global curriculum
Objectives and Examples of Initiatives
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Priority 2: Expand high-impact and interdisciplinary research
Objectives and Examples of Initiatives



Proprietary and ConfidentialDr. Paul N. Friga 53

Priority 3: Tell the story of the College of Arts & Sciences
Objectives and Examples of Initiatives
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Metrics need to be tracked and reported out regularly – Example:  UNC 
College of Arts & Sciences 
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The Balanced Scorecard is a tool to link strategy to initiatives 

To succeed 
financially, 
how should 
we appear 
to our 
share-
holders?

Financial

To satisfy 
our share-
holders & 
cust., what 
business 
processes 
must we 
excel at?

Internal Business Process

To achieve 
our vision, 
how will we 
sustain our 
ability to 
change and 
improve?

Learning & Growth

Objectives    Measures    Targets    Initiatives

Objectives    Measures    Targets    Initiatives

VISION & 
STRATEGY

To achieve 
our vision, 
how should 
we appear 
to our 
customers?

Customer

Source:  R.S. Kaplan & d.P. Norton:  “the balanced scorecard --

measures  that drive performance” (jan-feb 1992), “putting the balanced 

scorecard to work” (sep-oct 1993), & “using the balanced scorecard as a 

strategic management system” (jan-feb 1996) harvard business review.
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The Balanced Scorecard Process

Source:  R.S. Kaplan & d.P. Norton:  “the balanced scorecard --

measures  that drive performance” (jan-feb 1992), “putting the balanced 

scorecard to work” (sep-oct 1993), & “using the balanced scorecard as a 

strategic management system” (jan-feb 1996) harvard business review.

TRANSLATING 
THE VISION

•Clarifying the vision
•Gaining consensus

COMMUNICATING & LINKING

•Communicating & educating
•Setting goals
•Linking rewards to performance 
measurements

FEEDBACK & LEARNING

•Articulating the shared vision
•Supplying strategic feedback
•Facilitating strategy review and 
learning

BUSINESS PLANNING

•Setting targets
•Aligning strategic initiatives
•Allocating resources 
•Establishing milestones

BALANCED 
SCORECARD
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The Balanced Scorecard - Customer 

Balanced 

Scorecard

Customer 

Perspective

Examples

▪New products
➢ % sales from new products
➢ % sales from proprietary 
products
▪ Responsive service
➢ On-time delivery defined by 
the customer
▪ Preferred supplier
➢ Share of accounts’ purchases
➢ Ranking by key accounts
▪ Customer relationships
➢ Number of cooperative 
relationships

How do customers see 
us?

Translation of general 
mission statement on 
customer service to 
specific measures that 
reflect the factors that 
really matter to 
customers.

Source:  R.S. Kaplan & d.P. Norton:  “the balanced scorecard -- measures  that drive performance” (jan-feb 1992), “putting the balanced 

scorecard to work” (sep-oct 1993), & “using the balanced scorecard as a strategic management system” (jan-feb 1996) harvard business review.
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The Balanced Scorecard - Internal 

Balanced 

Scorecard

Customer 

Perspective

Internal 

Perspective

Examples

▪Technological Capability
➢ Mfg. capability vs. 
competition
▪ Manufacturing Excellence
➢ Cycle time, unit cost, yield
▪ New product introductions
➢ Actual product introduction 
schedule vs. plan

At what must we 
excel?

Translation of 
measures of what the 
company must do 
internally to meet 
customers’ 
expectations.

Source:  R.S. Kaplan & d.P. Norton:  “the balanced scorecard -- measures  that drive performance” (jan-feb 1992), “putting the balanced 

scorecard to work” (sep-oct 1993), & “using the balanced scorecard as a strategic management system” (jan-feb 1996) harvard business review.



Proprietary and ConfidentialDr. Paul N. Friga 59

The Balanced Scorecard - Financial

Balanced 

Scorecard

Customer 

Perspective

Internal 

Perspective

Financial 

Business  

Perspective

Examples

▪Survive
➢ Cash flow
▪ Succeed
➢ Sales growth
➢Operating income by division
▪ Prosper
➢ Increased market share
➢ROE

How do we look to 
shareholders?

Are the company’s 
strategy, 
implementation, and 
execution contributing 
to bottom-line 
improvements?

Source:  R.S. Kaplan & d.P. Norton:  “the balanced scorecard -- measures  that drive performance” (jan-feb 1992), “putting the balanced 

scorecard to work” (sep-oct 1993), & “using the balanced scorecard as a strategic management system” (jan-feb 1996) harvard business review.
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The Balanced Scorecard – Innovation

Balanced 

Scorecard

Customer 

Perspective

Internal 

Perspective

Financial 

Business  

Perspective

Innovation & 

Learning 

Perspective

Examples

▪ Technical leadership
➢ Time to develop next 
generation
▪ Manufacturing Learning
➢ Process time to maturity
▪ Product focus
➢ % of products that = 80% of 
sales
▪ Time to market
➢ Time from new product 
introduction to completion

How do we continue 
to improve and add 
value?

Measuring the 
company’s ability to 
innovate, improve and 
learn

Source:  R.S. Kaplan & d.P. Norton:  “the balanced scorecard -- measures  that drive performance” (jan-feb 1992), “putting the balanced 

scorecard to work” (sep-oct 1993), & “using the balanced scorecard as a strategic management system” (jan-feb 1996) harvard business review.



Proprietary and ConfidentialDr. Paul N. Friga 61

The different types of budgets – in general and in higher ed

Source:  NACUBO

Source https://corporatefinanceinstitute.com/resources/knowledge/accounting/types-of-budgets-budgeting-

methods/#:~:text=There%20are%20four%20common%20types,%3A%20CFI's%20Budgeting%20%26%20Forecasting%20Course

https://corporatefinanceinstitute.com/resources/knowledge/accounting/types-of-budgets-budgeting-methods/#:~:text=There%20are%20four%20common%20types,%3A%20CFI's%20Budgeting%20%26%20Forecasting%20Course.


Dr. Paul N. Friga

3. Aligning Enterprise and Unit 
Strategy

WACUBO BMI

August, 2022 
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Strategy occurs on multiple levels in an organization

X

Business Unit 
Strategy

How do we operate within the selected businesses?  What products or services should our firm offer? How should our firm 
create those products or services? How should our firm take its products or services to the marketplace?

Functional Strategy How should our firm operate within specific functional areas (e.g., marketing, R&D, production, finance, HR)?

Enterprise Strategy

In what businesses or areas should 
our firm compete? What should our 
firm’s overall portfolio of 
businesses look like?
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Aligning the strategies in an organization is straight-forward but also 
complex

Alignment Process Objective Barriers Enabling Tools

1. Align Business Units

How do we align business units to create 
corporate synergies?

Cascade and embed corporate strategy 
into business unit strategies. 

Business unit strategies typically are 
developed and approved independently, 
without the guidance of a corporate 
perspective; lack of integration across 
business units. 

• Cascading of strategy maps to 
business units

• Vertical and horizontal alignment 

2. Align Support Units

How do we align support units to business 
units and corporate strategies? 

Ensure that each support unit has a 
strategy that enhances the performance 
of corporate and business unit strategies. 

Support units treated as “discretionary
expense centers,” with goals to minimize 
costs rather than to support enterprise 
and business unit strategies. 

• Service-level agreements 
• Support unit strategy maps and 

scorecards

3. Align Employees

How do we motivate employees to help us 
execute the strategy? 

All employees understand the strategy 
and are motivated to help successfully 
execute the strategy. 

Most employees are not aware of or do 
not understand the strategy. Their 
objectives and incentives focus on local, 
tactical performance, not strategic 
objectives. 

• Formal communication strategy 
• Employee objectives with clear line 

of sign to strategic objectives 
• Incentive and reward programs
• Competency development 
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Example: Theme-based Strategy Map at Canadian Blood Services (CBS)

Safety

Our Enabling 
Resources

The Strategic Actions

Customer Service 
Excellence

Fulfill our Mission Plan for TomorrowOperational Excellence

C1: “CBS provides us with safe 
products and services”

C2: “CBS manages an effective, 
efficient, and trusted blood system for 

Canadians” 
C3: “CBS helps us meet future needs” 

Developing strategic assets Developing strategic assets Developing strategic assets

Develop our 
skills, talent, 

and 
knowledge

Develop the 
quality 

system and 
culture

Support the 
business through 

information 
technology

Develop our 
skills, talent, 

and 
knowledge

Develop the 
quality 

system and 
culture

Support the 
business through 

information 
technology

Develop our 
skills, talent, 

and 
knowledge

Develop the 
quality 

system and 
culture

Support the 
business through 

information 
technology

S1: Monitor known and 
emerging hazards 

S2: Protect against risks

S5: Deliver the right 
product, at the right 

place, at the right 
time

S6: Deliver 
efficiency and 

productivity gains

S4: Optimize donor 
recruitment and 

retention

S3: Promote the 
optimal utilization 

of product

S8: Advance blood 
banking practices 
through leading-

edge research 

S9: Develop or adopt new products and 
services

S7: Anticipate long-
term changes in 
future needs for 

products and 
services 

Enable us to 
execute

Which drive

To ensure we

R1: Ensure a healthy financial structure                      R2: Build and sustain facilities that support our business requirements 

CBS Values
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Your goal is to capture your unit level strategy

The T-Shirt Theory
(Strategy on one page)

Mission Statement

Statement which specifies a firm’s purpose or “reason for being” and the primary 
objective toward which the firm’s programs & plans should be aimed.  Statement 
specifying the firm’s key constituents and how the firm will serve them.  It must be clear 
and understood.  
It “makes you proud.”

Vision Statement

Statement describing what the firm strives to be at some future time.  It should be 
specific and motivating.
It “makes you excited.”

Values

It is what we believe in, our guiding principles, and how we interact.
It “makes you belong.”

Priorities
Objectives
Initiatives

Actions

Mission
Vision
Values



Proprietary and ConfidentialDr. Paul N. Friga 67

The goal of alignment is connect the strategies both vertically and 
horizontally
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Start at the top with the enterprise level mission and priorities

Case Example:  UNC Higher Education System

UNC’s Mission:  It encompasses the 17 diverse constituent institutions and other educational, research, and 

public service organizations. Each shares in the overall mission of the University. That mission is to discover, 

create, transmit, and apply knowledge to address the needs of individuals and society.
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Then key objectives are set for all 17 campuses 
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And then each campus sets its own specific goals and initiatives 
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This also allows for differentiation at the unit level 
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Strong communication makes “cents” and is key for alignment

• Companies that communicate effectively have a 
19.4 percent higher market premium than companies that do not.

• Shareholder returns for organizations with the most effective communication were over 
57 percent higher over the last five years (2000-2004) than were returns for firms with 
less effective communication.

• Firms that communicate effectively are 4.5 times more likely to report high levels of 
employee engagement versus firms that communicate less effectively.

• Companies that are highly effective communicators are 20 percent more likely to report 
lower turnover rates than their peers.

Effective communication is a leading indicator of 
an organization’s financial performance.
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Critical success factors for strategic communication

• All key 

constituents

• Document 

assumptions

Identify
• A clean message

• High level and 

supporting levels

Craft

• Determine 

multiple media 

tools

• Do as much as 

possible in 

person

Speak • Track 

effectiveness

• Use only a few 

key metrics

Measure
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Strategic Communication Example – Mission

Coca-Cola successfully integrates its communication with internal and external 
stakeholders, via its mission.

To refresh the world

in body, mind, and spirit 

To inspire moments of optimism through our brand and our actions

To create value and make a difference everywhere we engage

http://www.thecoca-colacompany.com/index.html
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Strategic Communication Example – Employee Handbook

Sometimes simple communication is the most effective.

Welcome to Nordstrom

Our number one goal is to provide outstanding customer service.

Nordstrom Rules:

Rule #1 Use your good judgment in all situations.

There will be no additional rules.

http://shop.nordstrom.com/?origin=tab-logo
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STAR Program and Consulting Strategies at Kenan-Flagler

STAR Projects

2009

MBA Consulting

BSBA Consulting

Goals 

•Launch consulting 
concentration
• Offer new courses
• Institute open consulting 
club

• Create “Consulting Corps”
• Market externally
• Visit firms

•Support STAR programs
• Hold Consulting Day
•Host alumni

Mission: Provide students with 
real-world opportunities to help 
N.C. companies with major 
business issues

Mission: Teach MBA students 
about the consulting industry, 
train skills, and connect with 
top consulting firms

Mission: Teach BSBA students 
about the consulting industry, 
train skills, and connect with 
top consulting firms

Create Establish Connect

•Streamline concentration
• Revamp courses
• Host consultants

• Raise funds
•Market externally
• Visit firms 

•Add consulting faculty
•Conduct research
• Assist admissions

Redesign Engage Recruit

•Organize team 
• Develop methodologies
• Engage faculty

• Raise funds
• Market externally
• Consolidate other project 
based work

•Increase # projects
• More programs
• Include more faculty

Formalize Enhance Grow

2010 2011

• 40 students in 
concentration

• 30 placements/yr

• 40 students in 
consulting 
concentration

• 30 placements/yr

• 75% of students 
participate

• 4/5 satisfaction 
ratings
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McKinsey 7S Model is a great tool for alignment in your organization –
Assess each category systematically 

Shared Values
Structure

Skills

Staff

Style

Systems

Strategy

Source:  “Structure is NOT Organization,” R.H. Waterman, T.J. Peters, & J.R. Phillips, Business 
Horizons, June 1980.
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7S – Strategy

The ways in which competitive advantage 
will be achieved.

• What are the company’s sources of sustainable competitive 
advantage? (e.g., cost, quality, service, technical leadership)

• What are the company’s key strategic priorities? (e.g., 
penetrating new markets, new product development, speed-
to-market, improving customer service)

Definition Sample Questions

Source:  “Organizational Alignment:  The 7-S Model” Harvard Business School, by J. 
Bradach, Nov. 19, 1996., Idie Kesner, 2004
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7S – Structure

The way in which tasks and people are 
specialized and divided, and authority is 

distributed.  The basic grouping of 
activities and reporting relationships into 

organizational sub-units.  The mechanisms 
by which the activities of the members of 

the organization are coordinated.

• What is the basic structural form?

• How centralized versus decentralized is the organization?

• What is the relative status and power of the organizational 
sub-units?

Definition Sample Questions

Source:  “Organizational Alignment:  The 7-S Model” Harvard Business School, by J. 
Bradach, Nov. 19, 1996., Idie Kesner, 2004
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7S – Systems

The formal processes and procedures used 
to manage the organization, including the 

management control systems, performance 
measurement and reward systems, 
planning, budgeting, and resource 

allocation systems, information systems, 
and distribution systems.

• Does the organization have the systems it needs to run its 
business? (e.g., does it have a system for monitoring customer 
satisfaction)

• What are the management systems that top management 
uses to run the company?  Which ones do they pay the closest 
attention to?

Definition Sample Questions

Source:  “Organizational Alignment:  The 7-S Model” Harvard Business School, by J. 
Bradach, Nov. 19, 1996., Idie Kesner, 2004
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7S – Staffing

The people, their backgrounds, and 
competencies.  The organization’s 

approaches to recruitment, selection, and 
socialization.  How people are developed; 
how recruits are trained, socialized, and 

integrated; and how their careers are 
managed.

• How does the organization recruit and develop its people? 
(e.g., formal training, mentoring programs, stretch 
assignments)

• What are the demographic characteristics of the management 
team? (e.g., background, education, age, gender, nationality, 
professional identity, experience outside the company)

• Where are the strongest leaders found in the organization 
(e.g., in which functions)? The weakest?

Definition Sample Questions

Source:  “Organizational Alignment:  The 7-S Model” Harvard Business School, by J. 
Bradach, Nov. 19, 1996., Idie Kesner, 2004
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7S – Skills

The distinctive competencies that reside in 
the organization.  Typically the distinctive 

competencies of people, but can also 
include  management practices, systems, 

and/or technology.

• What business activities is the company distinctively good at 
performing?

• What new capabilities does the organization need to develop, 
and which ones does it need to “unlearn,” to compete in the 
future?

Definition Sample Questions

Source:  “Organizational Alignment:  The 7-S Model” Harvard Business School, by J. 
Bradach, Nov. 19, 1996., Idie Kesner, 2004



Proprietary and ConfidentialDr. Paul N. Friga 83

7S – Style

The leadership style of top management 
and the overall operating style of the 

organization.  Style impacts the norms 
people follow and how they work and 

interact with each other and with 
customers.

• How does top management make decisions? (e.g., 
participatory versus top-down, analytic versus “arm-chair”)

• How do managers spend their time? (e.g., in formal meetings, 
informal conversations, in the field, with customers in the lab)

Definition Sample Questions

Source:  “Organizational Alignment:  The 7-S Model” Harvard Business School, by J. 
Bradach, Nov. 19, 1996., Idie Kesner, 2004
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7S – Shared Values

The core or fundamental set of values that 
are widely shared in the organization and 

serve as guiding principles of what is 
important.  Usually these values are 

communicated in simple ways, and may 
even seem trivial from the outside.  But to 

the organization’s members, they have 
great meaning because they help focus 

attention and provide a broader sense of 
purpose.

• Do people have a shared understanding    of why the company 
exists?

• Do people have a shared understanding of the vision of the 
company?

• What types of issues receive the most and least top-
management attention? (e.g., short run versus long run, 
internal versus external)

• How do people describe the ways in which the company is 
distinctive (e.g., focus on quality, emphasis on people)

Definition Sample Questions

Source:  “Organizational Alignment:  The 7-S Model” Harvard Business School, by J. 
Bradach, Nov. 19, 1996., Idie Kesner, 2004
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Sample Full Unit Strategic Planning Deliverable –
UNC Department of Biomedical Engineering
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And of course, you must identify your operating budget
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And calculate estimated financial impacts over time



Dr. Paul N. Friga

4. The Future of Higher Education

August, 2022 
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Systemic Issues Requiring Transformational 
Solutions – prior to and even after COVID

112

• Changing consumer behaviors

• Migration from degrees to credentials and 
certificates

• Corporate workforce development 
influence on higher education

• Technology requirements, substantially 
increasing

• New entrants impacting student demand

• An economic model that does not support 
continuous investments into functional 
areas critical to long-term success

• 43 million consumers with $1.7 Trillion of 
student debt

• An industry with poor quality of earnings

• Nine consecutive years of enrollment 
decline on a national basis – leading to 
lower net tuition pricing

• More supply of brick-and-mortar colleges 
than student demand

• More than 1,200 colleges that are either 
at or approaching – “not financially viable” 
status according to DOE Financial 
Composite Scores

And the COVID Pandemic has changed everything!
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Paul’s predictions of the future of higher education –
Macro trends that should be reflected in your strategy

113

Dimension Current Future

Tuition Medium - High Free - Low

Differentiation of Providers Low High

Accessibility Low High

Online Education Low High

Partnerships with Employers Medium High

Virtual Campus Services Low High

Inter-University Collaboration Low Medium

Relevance Low High

Faculty Single-University Multi-University / Free Agent

Students 18 - 24-Year Old 18 - 80-Year Old

National Universities Few Many

Credentials 2 & 4-Year Degrees Degrees + Badges + Certificates

Source: Dr. Paul N. Friga
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We are aware of the challenges facing higher education – and public 
institutions are most concerned with financials and relevance 
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Demand is on the decline for traditional higher ed

115
Source:  AGB Consulting and Rick Beyer 

 Only 34% of institutions met their 2019 fall enrollment targets –
declining market for degrees

— Fall of 2020 private college enrollment was down ~4%

— Arizona State University enrollment grew by 23% in the fall 
of 2020

 There is more capacity than student demand for traditional 
brick and mortar institutions

 Students are choosing alternative knowledge pathways versus 
degrees, including credentials, certificates, work-force related 
skill-sets

Source:

The higher education market has experienced nine consecutive years of 
enrollment decline on a national basis; contracting from approximately 21M to 

18M students
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Future economic models will be quite different

Creating a comprehensive portfolio of major 
revenue segments:

Example of a diversified portfolio

25.00%

10.00%

15.00%

25.00%

15.00%

Residential Undergraduate

Online and New Locations –
Certificates – Workforce 
Development

Residential Certificates –
Workforce development

Online
undergraduate

10.00%
Residential Graduate

Online Graduate

Creating strategic growth 
building blocks (SGBBs)

There are tremendous 
opportunities to serve new 
markets with new program 

offerings as a pathway 
towards revenue growth and 

diversification 
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