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BASIC ASSUMPTION

To envision and design a comprehensive Internationalization 

Strategy and the connected Action Plan is not an easy task.

There is a set of constraints that has to be taken into account.
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Project monitoring provides information by which management can identify and solve implementation problems, and assess progress. 
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Top down approach: main driving rules

1.Compliance with the international principles and 

guidelines in the field of Internationalization of Higher 

Education Institutions (HEIs)

2.Observance of national rules and address as far as 

Internationalization of domestic HEIs is concerned

3.Design and adoption of an institutional strategy 

(without an institutional strategy and a clear 

commitment at governance level it is rather difficult to 

invest in human resources aimed at internationalizing the 

institution, to set up dedicated structures and procedures, 

and to establish a coherent fund raising policy)

4.Final Action Plan
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How to draft a

Strategic Plan and the consequent

Action Plan
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KEY POINTS OF A STRATEGY

A. Raise awareness in the institution and develop consensus on 

internationalization policies

B. Definition of the objectives that are most appropriate to the 

institution starting developing its strategy from its own history, 

resources, distinctiveness

C. Clear mission, vision, values respectively purpose, desirable state 

to be achieved, the institutional philosophy

D. Identification of stakeholders, since all its activities will lead to the 

satisfaction of their needs

E. SWOT analysis measuring strengths and weaknesses characterizing 

the inside setting of each HEI as well as opportunities and threats 

deriving from the external environment - special attention to the 

national policies concerning higher education, its funding 

strategies, its limits and benefits
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FROM STRATEGY TO ACTION
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Important reminder

In between the setting of the Strategy and the definition of an Action 

Plan there is an important decision to be made:

a. Adoption of a centralized model aimed at centrally concentrate all 

responsibilities related to the process

b. Adoption of a more or less decentralized model envisaging an 

active collaboration between the central International Relations 

Office and Faculties/Departments.
The commonly shared opinion is that the centralized model is more adequate to an initial stage of 

implementation of the Internationalization process, while a de-centralized model is more suitable for more 

matured and advanced HEIs.

The set of objectives deriving from this process do not need to be 

numerous, but sustainable

The next step is to associate to each objective detailed strategic and 

operational activities
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How to draft an Action Plan

Resources

and 

Existing activities

Human resources

Quantity

1< >5

15< >25

>30

Qualification

(lack of competencies: projects, 
languages, …)

Funding National

(Public and Private)

International

(Multilateral or Bilateral)

Commitment/Awareness

(mainly of the governance)
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Human Resources
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It is undeniable that the dimension, in terms of human resources

employed in the International Offices, i.e. the quantity of staff units

actively in charge of administrative duties related to

Internationalization, is one of the prior key points.

There are mainly three kind of IROs sizes: the “small size” offices made

out of less than 10 employees; the “medium size” offices made out of

more than 10 and less than 20 employees; the “large” IROs, which

count on more than 30 employees.

It is also undeniable that it is not only a matter of quantity when it

comes to the successful implementation of specific tasks and activities:

quality, and know how, and competencies in the field of

Internationalization are utmost relevant. So, when shaping an Action

Plan and planning the development of specific activities, it is very

important to keep an eye on the preparation and quality of the employed

staff.
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Funding Sources
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National funding, both private and public, is, indeed, another 

relevant key element together with the international funding 

sources and opportunities (Tempus, FP7, DAAD, Erasmus 

Mundus, Erasmus+, …).

September 2018



Therefore …

Sapienza University of Rome Page 11

Given that 

didactic, students and research

are the main areas of intervention, it is possible to outline

the main objectives of the Action Plan:

- Increase the institutional academic quality of teaching - DIDACTICS

- Improve the quality and quantity of research activities - RESEARCH

- Enhance students’ competencies and opportunities - STUDENTS

Studen
ts

Didacti
cs

Resear
ch

September 2018



Sapienza University of Rome Page 12

How to implement an Action Plan
Logical Framework

Objectives

Activities

Indicators

Targets 
(short, 

medium, 
long term)

Achievements

Assessment
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Importance of timeframe
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The timeframe is one of the most important elements of an 

Action Plan as it gives the institutions a personal frame within 

achieving each single target.

It is necessary to measure the progress in each activity 

implementation. HEIs can do that

in the short (1-5 years)

medium (6-10 years) and

long term (11-15)

so to let the HEIs plan their own Internationalization process 

according to their specific goals and starting situation.
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Some comments
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This timeframe is essential because it allows each HEI to, first of all,

define precisely the direction they are heading to; secondly, because it

makes it possible to make adjustments while going; thirdly, because, it

implies a governance commitment in a long term. Indeed, as far as this

third aspect is concerned, Internationalization is a long-lasting path: it

cannot be deemed or dealt with as a temporary effort or attempt.

As final comment on indicators, all of them need to comply with the

well-known SMART principle, since they have to be simultaneously:

 Specific (well defined and clear to anyone)

 Measurable (has to be quantified and comparable to other data),

 Achievable (attainable under given conditions)

 Realistic (achievable within availability of resources and knowledge)

 Time-based (doable within the realistic time frame).
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Sapienza’s strategy: MAIN PLANS AND DOCUMENTS

• STRATEGIC PLAN (5-year plan)

Defines the mission, vision and values and stakeholders of Sapienza University, 

includes a SWOT analysis and sets the main objectives and goals for the following 5 

years

First plan: 2007 Current plan: 2016-2021

Available in English: https://goo.gl/oDb6Fc

• INTERGRATED PLAN (3-year plan)

Sets specific and measurable objectives for the different structures/actors of the 

University (Deans, Directors, Rector, etc.)

Current plan: 2017-2019 (updated yearly, last update March 2018)

Only available in Italian: https://goo.gl/WD3UhE

• Ministry Plans vs University Plans and Strategy

As a public university, Sapienza’s strategy and funding come from the Italian Ministry 

for Education and Research. This does not mean, however, that Sapienza’s strategy 

only takes into account ministerial plans, as it considers other stakeholders and sources 

of funding (e.g. the European Commission, the private sector, etc.)
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Sapienza’s strategy: MAIN PLANS AND DOCUMENTS

• Internationalization is of course among the guiding 

principles and main objectives of Sapienza’s plans and 

strategy.

• Strategy, objectives and funding are also becoming more 

and more interrelated, and performance on 

internationalization issues is one of the criteria used to 

allocate merit-based government funding to universities. 
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Thank you for your attention!
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Contact person: Graziella Gaglione

(T): +39 0649690423

Email: graziella.gaglione@uniroma1.it
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