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IMPORTANT NOTE:   Strategic planning at CBU is a dynamic process and this document attempts to explain the 
planning process and document, the Comprehensive University Plan (CUP); both the process 
and CUP are designed to facilitate regular and opportunity-based planning, NOT constrain 
flexibility or restrict decision-making. 

 
 

• Commit your works to the Lord, and your plans will be established.  Proverbs 16:2; NASB 
• Without consultation, plans are frustrated, but with many counselors they succeed.  Proverbs 15:22 
• The mind of man plans his way, but the LORD directs his steps.  Proverbs 16:9 
• The plans of the diligent lead surely to advantage, but everyone who is hasty comes surely to poverty.  Proverbs 21:5 
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SECTION ONE: INTRODUCTION 
 
Since 1996, the Comprehensive University Plan, or CUP, is used as the primary document to communicate CBU 
strategic planning.  To maintain and enhance this dynamic process, the time has come to make revisions aimed at 
making strategic planning more systematic and the CUP a more manageable, useful document.  Thus, this User’s 
Manual and Guidelines presents the revised planning process and CUP, effective September 2012.   
 
1.1.  PURPOSE 
 

The revised strategic planning process and CUP provide a…. 
A.  Set of practical “in-house” tools to facilitate strategic planning at multiple organizational levels 
B.  Systematic process to identify and rank strategic goals at the University, Division, and Unit (including 

program) levels 
C.  Means to archive accomplished strategic goals 

D.  Smaller, more useful planning document published online. 
 
1.2.  STRATEGIC PLANNING: AN INTEGRATED SYSTEM 
 

Strategic Planning (as defined in Section 1.3.6.) at CBU is not an isolated process.  Rather, it functions as an 
integral element in a set of coherent procedures designed to increase CBU’s overall effectiveness.  The graph 
below depicts the five major macro-processes.  Each element is a separate process, but is informed by and 
depends on the other elements.  Each element in the graph is defined briefly in the next section, Key Term, 
Ideas, Explanations, but strategic planning is the primary focus in this present document.  The other elements 
are explained in documents available on CBU’s Office of Institutional Research, Planning, and Assessment 
(OIRPA) website. 
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Envisioned from a process flow perspective, the diagram below illustrates the ideal generic process cycle 
intended to facilitate overall institutional and educational effectiveness: 
 

 
AN INSTITUTIONAL EFFECTIVENESS MODEL 

The Overall Basic and Ideal Process 
 

 
 
 
 
Lastly, the diagram presented below depicts the CBU Strategic Planning “Highway,” a process that includes 
three general strategic planning directions or elements: 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

THREE LANES IN THE CBU STRATEGIC PLANNING HIGHWAY 

 All lanes are necessary 
 All lanes head in the same direction 
 All lanes require focused attention and resources 
 Occasionally, emphasis on one lane is needed and does 

not negate the intentional flow in the other lanes 

MISSION 

VISION 

GREAT COMMISSION 
UNIVERSITY 

DIRECTIONAL PLANNING - Charting the desired future: programs and services  

OPPORTUNITY PLANNING - Seizing the unanticipated: programs, services, people, 
and systems 

STRUCTURAL PLANNING - Establishing the infrastructure: people and systems 

OPPORTUNITY PLANNING - Seizing the unanticipated: programs, services, people, 
and systems 
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1.3.  GLOSSARY: KEY TERMS, IDEAS, and EXPLANATIONS (to facilitate collaborative discussions 

and actions related to strategic planning; presented in logical, not alphabetical, order): 
 

1.3.1.   CUP - Comprehensive University Plan; an online document containing CBU’s strategic goals and 
related information; available on the OIRPA/strategic planning website. The CUP is public information 
and available for viewing by all CBU employees and the general public. 

 
1.3.2. Division - One of CBU’s eight major organizational elements led by a VP; i.e.,  Academic Affairs, 

University Counsel, On-Line & Professional Studies, Student Services, Institutional Advancement, 
Finance & Administration, Marketing & Communications, and Global Initiatives. 

 
1.3.3.   Unit - Major sub-elements within each Division; e.g., the schools and colleges within Academic Affairs; 

or within Student Services the Dean of Students, Athletic Director, Dean of Spiritual Life, Dean of 
Graduate Enrollment, Associate Dean for Enrollment Services, etc.  

 
1.3.4. Sub-unit - A Unit’s organizational functions, programs, or services; e.g., an academic program and/or 

department within a school or college (Note: not all Divisional Units are divided into programs or Sub-
units and may elect to not include this level in their formal strategic planning). 

 
1.3.5. Strategic Goals - Strategic goals are broad statements which identify desired end conditions, results, 

or outcomes (see 2.5.) aimed at achieving the appropriate mission and/or vision.  Practically speaking, 
strategic goals identify future programs, services, people, and systems the University wishes to 
implement or achieve.  The emphasis is on “what” rather than “how,” which is a function for 
operational planning (see Section 1.3.9.) and not included in the strategic planning process.  For 
example, an appropriate goal might be to create a CBU Twitter account aimed at keeping alumni 
informed about campus events.   Strategic goals represent a “strategy” to pursue a particular priority.  
Objectives (see Section 1.3.7), in turn, identify the “tactics” used to achieve a strategic goal. 

 
1.3.6. Strategic Planning - Focusing on CBU’s future, strategic planning is an intentional process to identify 

what the University (Division, Unit) aspires to become or desires to accomplish in the future, up to 5 
years.  This visionary process requires informed but speculative decisions in order to develop and 
pursue realistic strategic goals.  Strategic planning is applicable at all levels--University, Division, Unit, 
or specific program or service.  However, effective strategic planning on multiple levels demands 
clearly identified and coordinated processes that yield integrated results.  Case in point, strategic 
planning within a Division or Unit cannot yield goals that conflict with University-level goals. 

 
 Within CBU Strategic Planning there are three emphases:  First is opportunity strategic planning, 

seizing unanticipated opportunities that may arise related to programs, services, people, and systems.  
This type of planning is dynamic and may occur at any time, spontaneously.  Second is directional 
strategic planning, charting the desired future for CBU’s programs and services.  Third is structural 
strategic planning, envisioning sufficient people and system infrastructures to achieve strategic goals.   
Both directional and structural strategic planning are routinely occurring processes, but both are 
eligible at any time for modification by opportunity-based strategic planning. 

 
1.3.7. Objectives - Objectives are specific, measurable statements which identify conditions, tasks, or results 

needed to achieve a particular strategic goal; each identified strategic goal may have one or more 
related objectives.  Objectives are key tools in operational planning (see Section 1.3.9.) at the Division, 
Unit, and Sub-unit levels.  Returning to the previous example (see Section 1.3.5.), creating a Twitter 
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account can entail multiple objectives.   Each objective represents one piece of the total activities 
needed to complete the strategic goal.  Objectives are “working tools” and are not tracked in the 
Strategic Planning Portfolio nor do they not appear in the CUP. 

 
1.3.8. Outcomes - A synonym for “objectives” and often “goals;” a generic term used to denote written, 

intentional statements designed to delineate desired educational and administrative end results.  
 

1.3.9. Operational Planning - Operational planning focuses on the methods and steps (“tactics,” see Section 
1.3.5.) necessary to achieve the objectives associated with each strategic goal and is tracked and 
completed at the Unit and program levels, sometimes at the Division level.  The intent is to identify, 
implement, and ultimately accomplish each objective associated with a specific strategic goal.  

 
 Operational planning translates each strategic goal into multiple functional objectives that when 

achieved provide evidence the goal is accomplished or is being accomplished.  Planning at this level 
may also address other routine day-to-day needs in addition to strategic goals and operational 
objectives. Operational planning is functional in nature and deals with the present and immediate 
future, the specific objectives actively pursued during the next one or two years.   

  
1.3.10. Assessment - Generally speaking, assessment is an intentional process that informs and supports 

strategic planning, but is not included in the CUP.  Academic and Student Services Units maintain 
separate LiveText assessment portfolios.   

 
 An annual, required process, assessment focuses on determining if identified outcomes (student 

learning outcomes, strategic goals, objectives, etc.) have been or are being accomplished; is CBU 
actually doing what it says it is doing?  This systematic process is evaluative in nature and provides 
feedback for decision making related to resource allocation and/or developing new outcomes.  
Additional information on this vital process is available on the OIRPA website or within InsideCBU.  

 
1.3.11. Program Review (traditionally called “program evaluation”) - An intentional process supporting 

strategic planning, program review focuses on providing a periodic, comprehensive look at 
administrative, academic, and student services programs and functions.  This process is cumulative 
in nature and includes cumulated assessment results plus other pertinent indicators collected since 
the last review.  The various elements combine to provide a “picture” of how the program/service is 
doing overall.  Similar to assessment, program review is evaluative in purpose and occurs 
periodically, normally every five years or so.  Program review is used extensively in the Academic 
Affairs Division, but, it is appropriate for all Divisions, Units, or programs or services to engage in 
program review.  Each CBU Division must formulate a program review process that fits its needs, 
but allows for aggregating data to represent the University as a whole. 

 
1.3.12. Budget Planning - A systematic financial process focusing on efficient resource allocation, budget 

planning is a critical component in the overall planning process.  Planning at any or all levels is 
nearly pointless without realistic budgeting.   Effective budget planning demands a logical system 
for selecting and funding strategic goals and related objectives. 

   
 Budget planning is included in the CUP, but on a limited basis.  An “Estimated Cost to Complete” is 

identified for each strategic goal.  This tentative information assists in the ranking/prioritizing 
process.  The budgeting planning process is overseen by the Finance & Administration Division. 
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1.3.13 Priorities - Optional pre-goal statements used to express desired but never-ending practices, 
expectations, and/or values that shape strategic planning with the University, a Division, or Unit.  As 
described in Section 2.4, priorities are operating ideals, not specific outcomes; thus they are called 
“priorities” rather than “goals.” 

 
1.3.14. Ranking Strategic Goals - It is impossible to pursue all the strategic goals identified at all levels 

across campus.  Consequently, it is necessary to rank the goals using a priority system.  Three times 
per year the President leads the Executive Council in identifying the top strategic goals for the 
entire University.  These ranked goals are selected from the strategic goals identified and ranked by 
the various Divisions and/or goals established directly by the Trustees, President, Executive Council, 
and/or opportunity planning.  The OIRPA facilitates the University-level ranking process.  

 
 
1.4.   STRATEGIC PLANNING COMPONENTS AND PROCESS 
 

1.4.1. The following graph shows the logical flow in developing strategic goals (see Section 1.3.5.).  
Objectives are used in operational planning (see Section 1.3.9) to pursue strategic goals.  The 
conceptual flow or linkage depicted below is generic and applicable at any level-- University, Division, 
Unit, or even individual programs. 

 
 
 
 
 
 
 
 
 

1.4.2.  CBU strategic planning incorporates three interrelated components: 
 

1. The User’s Manual and Guidelines (this document); available on the OIRPA website. 

2. The Strategic Planning Portfolios; Completed by Divisions and Units (perhaps Sub-units) online 
using LiveText.  Information explaining the portfolios and using LiveText are available later in this 
document; see Section 2. 

3. The CUP; an online document available on the OIRPA website or in InsideCBU.  Information in the 
CUP is drawn for the University and Division Strategic Planning Portfolios, complied by the OIRPA, 
and published online.  Included in the CUP are (1) an Introduction, (2) Foundational Plan, (3) a 
CBU “situation analysis,” (4) University-level performance indicators, (5) ranked University 
Strategic Goals, (E) the Strategic Goals Archive (University goals completed or suspended since 
September 2012), and Division Strategic Goals. 
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1.4.3. Strategic Planning at CBU follows a defined, systematic process depicted below: 
 
  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
1.4.4. Required Participation – Strategic planning is required at the Division and Unit levels, but only a 

Division’s Strategic Goals (which at least in part include Unit Strategic Goals; see Section 1.4.11.) are 
considered for inclusion at the University level.  CBU highly encourages, but does not mandate, Sub-
units engage in strategic planning as a step in determining the Unit’s strategic goals.  However, a 
Division may elect to require its Units’ Sub-units to participate.  The specific processes used to include 
Sub-units in strategic planning are determined by the Division/Unit/Sub-unit leadership. 

 
1.4.5. Flexible methodology – To accomplish the strategic planning process, Division VPs may select and use 

any collaborative methodology deemed suitable for their Divisions/Units to identify and manage 
strategic goals.  However, all Divisions and Units are required to establish and maintain a LiveText 
Strategic Planning Portfolio (see Section 1.4.8).  Additional assistance with using LiveText is available by 
contacting the OIRPA, Ext. 4346. 

 
1.4.6.  Abbreviations for University and Divisions: 

• U - University  
• AA - Academic Affairs  
• FA - Finance and Administration 
• IA -  Institutional Advancement 
• UC - University Counsel (but does not maintain separate strategic goals) 
• MC - Marketing and Communications  
• OP - Online and Professional Studies 
• SS - Student Services 
• GI – Global Initiatives  
• EC – Executive Council, including the President and Opportunity Planning  

CBU (U) operates with eight (8) Divisions, plus Executive Council, each identified by a two-letter 
abbreviation (see above).  A Unit is a primary functional entity subordinate to a Division and is also 
identified by two-letter abbreviations assigned by the Division.  Divisions may also divide their Units 
into functional Sub-units referred to as departments, programs, services, etc.  Divisions may or may 
not elect to assign two-letter identity abbreviations to their Sub-units in order to facilitate strategic 

Divisions and their Units (and perhaps 
Sub-units) establish working Strategic 

Planning Portfolios in LiveText and enter 
their initial strategic goals, including the 

required information 

Divisions and their Units monitor and 
determine when to add, delete, or adjust 

their identified and ranked strategic 
goals  

Given their stated Strategic Goals, each 
Unit determines which strategic goals to 
submit to their appropriate Division for 
inclusion in the Division’s strategic goals.   
 

The Executive Council meets three (3) times per year, 
facilitated by the OIRPA, to review, adjust, and rank 
the University Strategic Goals derived from Division 

Strategic Goals, opportunity planning, or goals 
identified by the Executive Council itself 

    
 

Divisions receive Unit Strategic Goals and 
then select and rank Division Strategic Goals 
for submission to the University (via OIRPA) 

for possible inclusion in the University 
Strategic Goals 

Following approval on an annual basis by the Board of 
Trustees, the CUP (see 1.3.2.3) remains available on the OIRPA 

webpage; completed strategic goals are archived; current 
University strategic Goals are adjusted when and as needed; 
administrators, faculty, and staff may view goals at any time 
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planning within the Division and its Units.  Doing so is recommended, but assigned abbreviations must 
not conflict with abbreviations used at the Division and Unit levels and must be approved by the OIRPA.  
Here are three examples: 

 
California Baptist University (U) 

Division: AA (Academic Affairs); Unit: AS (College of Arts and Sciences); Sub-unit: ML (Department 
of Modern Languages and Literature) 

Division: MC (Marketing and Communication); Unit: MK (Marketing) 
Division: FA (Finance and Administration); Unit:  FS (Financial Services); Sub-unit: FO (Food Service)  

 
1.4.7.  Strategic Goal Numbering – University, Division, and Unit strategic goals are prioritized and ranked 

using a numbering system based on the appropriate two-letter abbreviation (see Section 1.4.6.) 
followed by a three-digit number indicating the assigned rank.  For example, shown below are three 
steps one College of Arts and Science strategic goal takes in becoming University Strategic Goal 28: 

 
Step 1:   AS002-XXXXX – Unit: AS Strategic Goal 2 (XXXXX is the Sub-unit identity, if used) 
Step 2:  AA013-AS002 – Division: AA Strategic Goal 13, which is AS Strategic Goal 2 
Step 3: U028-AA013 – University: U Strategic Goal 28, which is AA Strategic Goal 13 (which is AS 

Strategic Goal 2)  
 

Unit and Sub-unit (if used) rankings are not included at the University level.  Nevertheless, these 
rankings are used by Divisions and Units in their LiveText Strategic Planning Portfolios to track and 
facilitate strategic initiatives undertaken at the Division and/or Unit levels. 

 
1.4.8. Strategic planning portfolios, created and maintained using LiveText software, are used to facilitate the 

strategic planning process at the University, Division, and Unit levels.  Portfolios are optional at the 
Sub-unit level.  The Division CUP Manager maintains the Division’s Strategic Planning Portfolio (see 
Section 1.5.7.) and coordinates with the persons appointed by Unit leaders to maintain Unit portfolios. 
If used, Sub-unit LiveText accounts are created by the OIRPA upon request by a Division CUP manager.  
ALL Divisions and Units must grant the OIRPA “share” status (see Section 2.1., Step 6b) in their 
portfolios (a one-time process). 

 
1.4.9. Acting on the VPs’ behalf, Division CUP Managers facilitate Division and Unit levels processes (see 

Section 1.4.5) to rank strategic goals using the required ranking numbering system (see Section 1.4.7.).  
 
1.4.10. Units (e.g., the College of Engineering within the Academic Affairs Division) identify and rank strategic 

goals and then submit them to their Division CUP Manager by making certain to “share” (see Section 
2.1., Step 6b) their LiveText Strategic Planning Portfolio with their CUP Manager, as well as the OIRPA.   

 
1.4.11. Divisions consider their Units’ strategic goals, and potential goals derived from other sources, in 

identifying and ranking their strategic goals.  Once Division rankings are completed the goals are 
eligible for inclusion in the University strategic goal rankings by Division CUP Managers making certain 
to “share” their LiveText Strategic Planning Portfolios with the OIRPA (see Section 2.1., Step 5b). 

 
1.4.12. Three times per year (see below) the OIRPA assists the Executive Council in deliberating and 

potentially adding, dropping, re-ranking, and/or in some other way altering the University Strategic 
Goals.  Only Division Strategic Goals currently appearing in the various Division Strategic Planning 
Portfolios are eligible for inclusion at the University level. 

 
Dates the Executive Council Reviews and Adjusts University Strategic Goals 

1st EC Meeting in August November EC Meeting after Thanksgiving 1st EC Meeting in March 
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1.5.   STRATEGIC PLANNING RESPONSIBILITIES (who is responsible for what) 
 

1.5.1. The President is the primary architect shaping CBU Strategic Planning. 
1.5.2. The President, in collaboration with the Executive Council, identifies and ranks the top (no exact 

number is required) University-level strategic goals; which are derived from opportunity planning, 
selected from among Division-level strategic goals, or set forth by the President, Executive Council, or 
opportunity planning.  While this goal-identification process may occur at any time, three specific 
Executive Council meetings are dedicated to ranking strategic goals (see Section 1.4.12.). 

1.5.3. Acting on behalf of the President and Executive Council, the Office of Institutional Research, Planning, 
and Assessment (OIRPA) oversees the day-to-day activities related to University strategic planning.  
The OIRPA functions as a part of the Provost’s Office, but it also reports jointly to the President and 
Provost in matters related to strategic planning.  The Associate Provost for Institutional Research, 
Planning, and Assessment serves as CBU’s Strategic Planning Coordinator. 

1.5.4. The OIRPA and University’s Strategic Planning Coordinator (see Section 1.5.3.) are responsible for 
maintaining the University’s LiveText Strategic Planning Portfolio, maintaining the online CUP, and in 
general, monitoring the entire strategic planning process.   

1.5.5. The Vice President leading each major Division (Academic Affairs, On-Line & Professional Studies, 
Student Services, Institutional Advancement, Finance & Administration, and Marketing & 
Communications) is responsible for determining and accomplishing all strategic planning within 
his/her Division.  Functional responsibility may be delegated, but the VP retains the final 
accountability.  In addition, VPs are charged with representing their Divisions’ strategic goals at 
Executive Council meetings dedicated to selecting and ranking University Strategic Goals. 

1.5.6. Division leaders (VPs) may delegate strategic planning responsibilities to Unit leaders--Deans, Chairs, 
Directors, etc.  For example, within the Academic Affairs Division the Provost delegates to the Deans 
the responsibility for strategic planning within their respective schools or colleges.  In turn, the Dean 
of the College of Arts and Sciences, for instance, may delegate to Department Chairs the responsibility 
for departmental/programmatic strategic planning. 

1.5.7. Each Division VP appoints one individual to serve as the Division’s CUP Manager.  Managers are 
responsible for (A) working with her/his Division VP to facilitate strategic planning within the Division, 
(B) maintaining their respective Division’s LiveText Strategic Planning Portfolio, (C) coordinating 
strategic planning within the Division’s Units, (D) ensuring Unit-level LiveText Strategic Planning 
Portfolios are maintained properly, and (E) representing their Division’s interests at CUP manager 
meetings called by CBU’s Strategic Planning Officer.  CUP Manager meetings are held as needed, but 
at least once per year. 

1.5.8. The Marketing & Communications Division is responsible for maintaining the Situation Analysis 
section in the CUP, with input from the other seven Divisions. 
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1.6.   STRATEGIC PLANNING TIMELINE – Planning & Budgeting Cycle 
 

Strategic Planning Activity Due Date  Frequency 
Units review and update strategic goals Open* Ongoing 
Divisions review and update strategic goals Open* Ongoing 
University’s strategic goals updated Rolling Tri-annually 
Move completed strategic goals to Strategic Goals Archives  As needed Tri-annually 
Review and update organizational charts Sep 15 Yearly 
Review and update situation analysis Sep 15 Yearly 
Review and update performance Indicators and Projections Sep 15 Yearly 
Maintain the CUP (online document) As needed Yearly 

 
*CBU Strategic Planning is an “active” process.  Individual Divisions and Units may add or 
delete their strategic goals whenever they choose to do so.  However, the University’s 
strategic goals are adjusted on a tri-annual basis, given the available strategic goals set forth 
by Divisions or opportunity planning. 

  
The diagram presented below depicts the functional, overall CBU Planning and Budgeting Cycle. While 
strategic planning is not cited in the diagram, it is an inherent process underlying this functional cycle. 
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SECTION TWO: GUIDELINES 

 
2.1.   HOW TO CREATE A DIVISION / UNIT STRATEGIC PLANNING PORTFOLIO 
 
To get started, you must first create your Strategic Planning Portfolio (this process is only done once and the 
created portfolio is used from that point forward).  Use your web browser and login to LiveText 
(www.livetext.com) using your correct username and password (contact the OIRPA if you need assistance).   
 
Step 1:  At the LiveText opening page, click on (1) Documents, then (2) InBox; now locate and double click on 

the (3) “School of  XYZ  Strategic Planning” document to open it. 
 

 
 
 

Step 2a:  With the “School of  XYZ  Strategic Planning” document open, click on the (4) Copy button; the screen 
will darken except for the box shown in the next screen shot below Step 2b. 

 

 
 
 
 
 
 
 
 

   
1 

   2 

   3 

4 
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Step 2b:  Replace the (5) “Copy of…” title with a new title for your working document (e.g., Division of 
Institutional Advancement Strategic Planning Portfolio”) then click on (6) OK. 
 

 
 
Your working portfolio is now located under Documents, then MyWork tab.  You can now logout or continue on.  
If you logout using “Logout” button in top right corner of the screen, when you return come to back to Step 3a by 
clicking on the Documents then My Work, as shown previously in Step 1, and then double click on the title of your 
working document and you are ready to proceed to Step 3a. 
 
 
 
Step 3a:   MISSION STATEMENT.  See page 19, for information on wiriting a mission statement.  Now, on the (7) 

“Mission Statement” page, click on the (8) Edit button in the right margin; doing so leads to Step 3b. 
 

 
 
 

   5 

   6 

   8 

     7
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Step 3b:   Once the screen refreshes it looks similar to the screen shot below.  Highlight (9) “School of…” in the 
Section Title box and replace it with your Unit’s title followed by the word “Mission” (e.g. Student 
Services Division Mission),  Next, enter your mission statement in the large text box by highlighting 
then typing over thesample appearing in the box (10). 

 

 
 

Once you complete modifying the Section Title and entering your Mission Statement, be sure to click 
on the (11) Save and Finish button, which saves your work and returns you to the LiveText “view” 
mode, similar to the screen shot appearing below. 
 

Step 4a:   STRATEGIC GOALS.  You are now back in “view” mode and are ready to enter your Division or Unit’s 
strategic goals; see page 21, for information on writing strategic goals.  Click on the (12) Edit button to 
open the Strategic Goals section (13).  Continue on to Step 4b (next page). 

 

 

   9 

   10 

   11 

   12 

   13 
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Step 4b:  The table is a typical MS Word table and can be edited accordingly.  First, enter your Division or Unit 

name in the (14) top row along with the date (15) you are entering/editing the information.  Be sure to 
change this date each time you come back and edit this information. Next, enter into the table your (16) 
Strategic goals and the required information.  Be sure to click on the (17) Save and Finish button when 
you are finished.    

 

 
 
 

Step 5a:  Once the Mission and Strategic Goals sections are complete, you must now “share” the portfolio with 
the OIRPA.  Click on the (18) Share button, located near the top of the document. 

 

 
 

   14    15 

   18 

   17 

   16 
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Step 5b:   A new pop-up user box opens.  Now enter into (19) Search Editor box the username, “cbuadmin” 
(without the quotation marks); this is the user name for the OIRPA. 

 

 
 

With cbuadmin entered—don’t click anything—wait for the Search Editor to automatically display (20) 
“CBU Admin <cbuadmin>”.  CLICK on this (20). 

 

 
 
 
 
 
 
 

   19 

   20 
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 Now click on the (21) Add to Share button. 
 

 
 
 

A confirmation appears in the gray box (22).  To close the box and complete this step, click on the (23) 
small blue X in the top right corner of the gray box. 

 

 

   21 

   22 

   23 



 

CBU Strategic Planning and the Comprehensive University Plan (CUP) –September 1, 2012  P a g e  | 18 

 
Logout by clicking on the (24) Logout button near the top right corner of your LiveText screen. 
 
LIVETEXT HELPS – Many LiveText “helps” are available in the LiveText Help Center.  You can access the Help 
Center by clicking on the (25) Help button located in the top right of your LiveText Screen and the initial 
Help Center screen appears as shown below. 

 

 
 

Click on either (26) “For Faculty” or the “Faculty FAQ” buttons to access numerous helps including step-by-
step listings and videos.  However, this is general information related to using LiveText and none of these 
help files specifically address the CBU strategic planning process. 
 

 
 

   24    25 

   26 
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FUTURE ACTIONS – Once the Division or Unit’s Strategic Planning Portfolio is complete it is time to use it on a 
regular basis.  Specific information on the portfolio’s utilization is found in the next section, Section 2.2., below. 
 
ASSISTANCE – Please feel free to contact Phil Martinez for additional assistance with LiveText by calling 951-343-
4346, if off campus, or just extension 4346, if on campus; or e-mail him at: pmartine@calbaptist.edu.  For 
assistance with writing mission statements, strategic goals, or any other matter related to strategic planning 
contact Dr. Neal McBride, Associate Provost, at nmcbride@calbaptist.edu; extension 4925. 
 
2.2.   MAINTAINING A STRATEGIC PLANNING LIVETEXT PORTFOLIO 

 
2.2.1. After creating a Strategic Planning Portfolio in LiveText (see 2.1.) and entering the initial information, 

Units and Divisions must engage in an on-going strategic planning process and continue to update their 
portfolios on a regular basis.  Current, accurate portfolios are expected. 

 
2.2.2. There are no set deadlines for entering, deleting, or editing goals, or adjusting goal rankings listed in 

the strategic planning portfolios.  Doing so is at the Division or Unit’s discretion.  However, only goals 
existing at the time Executive Council meets (see schedule on Page 9) are eligible for consideration. 

 
2.2.3. Strategic planning is designed to influence University actions, which includes influencing the budgeting 

process.  Consequently, Divisions and Units must embrace the CBU strategic planning process as the 
key method to advance their strategic goals for University ranking and possible funding.  Divisions and 
Units may pursue their strategic goals apart from the University strategic goals when feasible, but not 
in a manner that conflicts with University goals. 

 
2.2.4. CBU does not dictate a specific, required process to accomplish operational planning (see 1.3.9.) to 

achieve a Division or Unit’s strategic goals.  Such methodology is at the discretion of Division VPs and 
Unit leadership. 

 
2.2.5. Ideas, suggestions, and recommendations on how to improve Livetext Strategic Planning Portfolios, the 

entire CBU strategic planning process, and/or the CUP are welcomed and should be addressed to the 
University Strategic Planning Coordinator (Associate Provost) located in the OIRPA.  

 
 

2.3.  GUIDELINES: WRITING MISSION STATEMENTS 
 
2.3.1. Each CBU Division and Unit is expected to formulate a mission statement and place it in their Strategic 

Planning Portfolio.  A mission is a foundational, functional statement that provides a precise 
description of why the organization exists by stating what it currently does or intends to do.  A well-
developed mission statement provides the foundation for developing appropriate strategic goals.  A 
vision statement, on the other hand, expresses what the organization wants to become, the ideal, and 
must resonate with all its members and help them feel proud, excited, about being a part of something 
bigger than themselves.  A vision stretches the Division’s or Unit’s capabilities and self-image.  It shapes 
and directs the organization’s future.  Often vision statements express desires above and beyond what 
actually can be accomplished and assessed successfully.  CBU does not require its Divisions or Units to 
have vision statements; it is optional and very useful for brochures, advertising, public relations, etc.   

 
2.3.2. Here are some basic guidelines for writing a Division/Unit mission statement:  

 A useful mission statement clearly defines for the Division/Unit: 1) who it is, 2) what it does (why it 
exists), 3) how it does it, and 4) who it serves.  The order in which these elements are included is 

mailto:pmartine@calbaptist.edu
mailto:nmcbride@calbaptist.edu
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flexible, as long all four elements are included.  Useful mission statements identify “measurable” 
activities or programmatic elements offered by Division/Unit.  (Note: some so-called mission 
statements are very ethereal and do not lend themselves to functionality or assessment). 

 Collaborative efforts produce the best mission statements; seek to include all staff and faculty in the 
process.  

 A Division/Unit mission statement must reflect and support the CBU Mission. 

 A single mission statement for the entire Division/Unit and all its programs/majors is sufficient if it 
includes everything the Division/Unit does.  However, it is appropriate to develop separate mission 
statements for each program/major offered.  Either strategy is acceptable. 

 The best mission statements are brief; perhaps only 2-3 sentences long.  

 In wording a mission statement, avoid using abstract terms and phrases which are inspiring, but 
almost impossible to assess (such wording is more appropriate for a vision statement, if used). 

 When writing a mission statement, keep in mind an underlying question: “Can we assess (determine if 
the division or unit, in fact, are doing) what is written?”  

 Make sure division or unit actually does what is stated in the mission statement; if not, it is an 
exaggeration and does not accurately portray reality.  

 A single statement that attempts to serve as both a vision statement and a mission statement usually 
accomplishes neither purpose well.  Devote adequate time and effort to crafting suitable statements. 

 The Stranger Test:  A mission statement is a concise, understandable paragraph.  Show the mission to 
someone unfamiliar with the Division/Unit; if the person does not understand it, start over. 

2.3.3. In most cases, Division/Unit personnel already understand the mission; writing the mission statement 
is documenting the facts.  To review, it should include:  

 
Who it is    What it does    How it does it    And who it serves  

 
2.3.4. The challenge is producing a short concise "statement."  Here is a hypothetical Unit example: 
 

 Start off with “Who we are” (but feel free to write the elements in any order you wish)  : 

 The College of Behavioral Sciences at California Baptist University 

 Next, include "What we do":  

offers academic majors and minors in behavioral science, Christian behavioral science, psychology, 

and sociology, as well as graduate programs leading to the Master of Arts in Counseling Ministry, 

Master of Science in Counseling Psychology, and Master of Arts in Forensic Psychology  

Next, include "How we do it":  

by providing on-ground and on-line courses, as well as practicums, internships, and other resources,  

And lastly, "Who we do it for":  

for traditional, non-traditional undergraduate and graduate students. 
 

2.3.5. Once the mission statement is written, it is inserted in the space/box provided in the appropriate 
location within the Division’s or Unit’s LiveText Strategic Planning Portfolio.   
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2.4.  GUIDELINES: WRITING STRATEGIC GOALS 
 

2.4.1.   “Strategic Goals” are defined in 1.3.5.  The best way to identify a workable strategic goal is to ask the 
question, “Do we ever want to completely accomplish what is identified in the statement?”  
Answering “yes” is the first clue it is an acceptable strategic goal. 

2.4.2. Strategic goals are an essential and required element in strategic planning.  A Division or Unit must 
carefully state and monitor its strategic goals. 

2.4.3.  There are many ways to develop strategic goals. One useful, but optional strategy is to first identify 
priorities, as defined in Section 1.3.13.  Priorities are operating ideals, not specific outcomes; thus they 
are called “priorities” rather than “goals.”  Priorities identify desirable dynamics/processes related to 
the organizational entity’s mission and/or vision.  For example, within Marketing & Communications 
the priority statement, “Cultivate CBU’s relationships with prospective students, alumni and donors,” 
represents an on-going operational ideal or dynamic that fits its mission and can be pursued via 
numerous potential strategic goals, but it is not in itself a fully achievable outcome. 

Think of “priorities” as legitimate, ongoing, but conceptual desires a Division or Unit wants to follow 
or observe in pursuing their mission.  The best way to identify a priority, as opposed to a goal, is to ask 
the question, “Do we ever want to completely accomplish what is identified in the statement?”  If the 
answer is “no,” most likely it is a priority, not a strategic goal. 

For example, the following are general priorities (not strategic goals) which may lead to identifying 
and pursuing specific strategic goals relevant to maintaining the priority: 

• Strengthen University organization, functions, and resources. 

• Develop additional revenue opportunities. 

• Assist faculty by providing an enhanced learning environment 

• Apply technology to achieve business efficiencies and process improvement. 

2.4.4. There are no absolute criteria for writing strategic goals.  Even so, sufficient strategic goals possess 
four characteristics:  

1)   Identifies a specific outcome or result that, ideally, supports at least one previously identified 
priority.  

2)   Uses language that identifies a “measurable” outcome; able to determine when it is achieved. 

3)   Is relevant; worth the resources it consumes to pursue and accomplish the desired outcome. 

4)   Achievable within a realistic time frame.   

The following examples fit the criteria:  

• Priority:  Strengthen University organization, functions, and resources. 
Strategic Goal:  Raise 42 million dollars for an Allied Health and Nursing building. 
 

• Priority:  Research additional revenue opportunities. 
Strategic Goal:  Develop and implement a major-donor database. 
 

• Priority:  Assist faculty by providing an enhanced learning environment. 
Strategic Goal: Hire an educational technologist to assist faculty in using classroom 
management and learning assessment software. 
 

• Priority:  Apply technology to achieve business efficiencies and process improvement. 
Strategic Goal: Replace the NEC 2400 phone system. 
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2.4.5. A strategic goal may or may not be ranked or even appear on multiple levels.  For example, a Unit’s 
strategic goal may not necessarily be selected and ranked by its Division or the University.  However, 
in all cases a subordinate organization may not adopt goals that conflict with goals pursued by its 
“higher” organizational entity. 

2.4.6. Details concerning each goal (i.e., ranking, date added to list, target completion date, and estimated 
cost to complete) are established by the originating organizational entity and included in their 
Strategic Planning Portfolio, but may be adjusted as needed if the goal is selected and ranked by 
“higher” organizational entities. 

2.4.7. As goals are achieved at a satisfactory level, as determined by the originating organizational entity 
and/or the highest ranking organizational entity, they are (A) removed from the ranking list(s) and 
moved to Strategic Goals Archives and, perhaps, (B) replaced with a new goal(s). 

 

2.5.  ONLINE FORMS (with instructions) 

Appearing on the follow pages are the specific forms to list and track strategic goals completed online in the 
Division or Unit’s LiveText Strategic Planning Portfolio.  Three forms are included and explained: 
 
 

1)  University Strategic Goals - Page 23 
2)  Division Strategic Goals - Page 24 

3)  Unit Strategic Goals - Page 25 
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University Strategic Goals 
The form/chart shown below is completed and maintained by the OIRPA as directed by the President and 
Executive Council.  This information is available under the OIRPA tab within InSideCBU and may be viewed by any 
CBU employee.   
 

 
 
 

UNIVERSITY STRATEGIC GOALS       Last Date: 

Strategic Goal University 
Ranking 

Date Added 
to List 

Target 
Completion 

Date 

Estimated Cost to 
Complete 

Total student enrollment in all categories 
equal to or greater than 8080 students 

U001-EC001 2003 2020 Combined Operational 
Costs (annual budgets) 

     

     

     

     

     

     

     

     

     

Date of last 
change/edit 

Spaces for the University’s top  
strategic goals; more are possible, but 
a maximum of 20 or so are tracked at 
any one time.  Goals are added or 
subtracted tri-annually. 

Executive Council ranks 
the University‘s top 
goals using a systematic 
numbering system (see 
1.4.7.)  

Self-explanatory; 
month/year 

The best-guess total cost 
(all factors) to implement 
the goal; rounded to the 
nearest $1000 

Projected ideal date to 
achieve the goal; month 
or semester/year NOTES: 

1.  See Key Terms…, Section 1.3., for definitions. 
2.  Add additional rows (Insert rows) as needed 
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Division Strategic Goals  
 
The form/chart shown below is completed and maintained in LiveText by each Division CUP manager as directed 
by the Division VP.  The OIRPA utilizes this information, plus other input, in assisting the President and Executive 
Council in selecting and ranking University Strategic Goals.  See section 2.4.  GUIDELINES: WRITING STRATEGIC 
GOALS, on Page 21. 
 
 
 
 

DIVISION STRATEGIC GOALS – XXXXXXXXXXXXXXXXXXXXXXXXXXXX  Last Date:  

Strategic Goal Division 
Ranking 

University 
Ranking 

Date Added 
to List 

Target 
Completion 

Date 

Estimated 
Cost to 

Complete 

      

      

      

      

      

      

      

      

      

      

 
  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Spaces for the Division’s top 10-15 
strategic goals; more are possible, 
but a maximum of 15 are tracked at 
any one time.  Goals are added or 
subtracted whenever the Division 
deems it appropriate 

Self-explanatory; month or 
semester and year 

Projected ideal date to 
achieve the goal; month 
or semester and year 

The best-guess total cost (all factors) 
to implement the goal; rounded to 
the nearest $1000 

Each Division ranks its top 10-
15 goals from among all the 
Unit goals in the Division using 
a systematic numbering 
system (see 1.4.7.); additional 
rankings beyond 15 are 
possible, but not included in 
the CUP  

If the goal is among CBU’s top 10-20 
strategic goals the ranking appears 
here, otherwise this box is blank 

   
 

NOTES: 
1.  See Key Terms…, Section 1.3., for definitions. 
2.  Add additional rows (Insert rows) as needed. 

Division name Date of last 
change/edit 
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Unit Strategic Goals 
 
The form/chart shown below is completed and maintained in LiveText by each Unit as determined by Unit 
leadership.  The Division utilizes this information, plus other input, in selecting and ranking Division Strategic 
Goals.  See Section 2.4.  GUIDELINES: WRITING STRATEGIC GOALS, on Page 21. 
 
 
  
 
UNIT STRATEGIC GOALS - xxxxxxxxxxxxxxxxx    Last Date: 

Strategic Goal Unit 
Ranking 

Division 
Ranking 

University 
Ranking 

Date 
Added to 

List 

Target 
Completion 

Date 

Key 
Person 

Estimated 
Cost to 

Complete 
        

        

        

        

        

        

        

        

        

        

 
 
  Spaces for the Unit’s top 10-15 
strategic goals; more are 
possible, but a maximum of 35 
are tracked at any one time;  
Goals are added or subtracted 
whenever the Unit deems it 
appropriate  

Self-explanatory; 
month and year 

Projected ideal date to 
achieve the goal; month 
or semester and year 

    
    
     

  

Unit ranks its top 10-15 
goals; Division ranks its 
top 10-15 goals from 
among all Unit goals in 
the Division; if unranked 
this box is blank; more 
than 35 Unit and/or 
Division rankings are 
possible, but are not 
reported in the CUP 

If the goal is among the 
top 10-20 University 
strategic goals the 
ranking appears here, 
otherwise this box is 
blank 

   
 

Unit name  

NOTES: 
1.  See Key Terms …, Section 1.3., for definitions. 
2.  This is a Word table; add additional rows 

(Insert rows) as needed. 
 

  
   

  
    

   
  

The best-guess 
total cost (all 
factors) to 
implement the 
goal; rounded to 
the nearest $1000  

Person responsible for or most 
knowledgeable about the goal; 
can answer questions; first 
initial, last name 

Date of last 
change/edit 
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SECTION THREE: CUP COMPONENTS 

 
Strategic planning is a continuous process and the Comprehensive University Plan (CUP) documents this dynamic 
activity.  The CUP is available on the ORIPA/Strategic Planning website and contains the information explained 
briefly in this section.  
 
3.1.  CBU COMPREHENSIVE UNIVERSITY PLAN: INTRODUCTION  
 
3.2.  FOUNDATIONAL PLAN 
  
 The CBU Foundational Plan sets forth the core information influencing all strategic planning.  Included in this 

initial section are: 
 

3.2.1. CBU Mission 
3.2.2. CBU Role 
3.2.3. CBU Vision 
3.2.4. CBU Priorities (including the “Core Four”) 
3.2.5. Environmental Assumptions 
3.2.6. Organizational Charts: 

• Office of the President 
• Academic Affairs 
• University Counsel 
• Finance and Administration 
• Institutional Advancement 
• Student Services 
• Marketing and Communications 
• Online and Professional Studies 
• Global Initiatives 

 
3.3.   SITUATION ANALYSIS   
 

In order to make informed decisions about strategic goals appropriate to CBU, the Marketing and 
Communication Division provides in the CUP a SWOT analysis—Strengths, Weaknesses, Opportunities, 
Threats—as it impacts on CBU.  
 
Strengths – Internal CBU characteristics or practices that give it a real advantage over other universities, 

especially similar Christian universities 
 
Weaknesses – Internal CBU characteristics or practices that might place it at a disadvantage relative to 

other universities, especially similar Christian universities 
 
 Opportunities – External chances in the religious, social, economic, or academic environments for CBU to 

expand its programs, increase student enrollment, and/or serve the Christian community 
 
Threats – External elements in the religious, social, economic, or academic environments that could 

potentially cause CBU problems/challenges 
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3.4.   UNIVERSITY-LEVEL PERFORMANCE INDICATORS  
 

PERFORMANCE INDICATORS - CBU identifies and tracks the University-level performance indicators 
shown below (specific categories are subject to change).  Figures listed in the CUP are metrics for the past 
five years—year just completed and the previous four years. 

 
Performance Indicator (Actuals) 20XX 20XX 20XX 20XX 20XX 

Academic Affairs 
1.  Total enrollment (FTE)      
2.  Total undergraduate TRAD enrollment (FTE)      
3.  Total undergraduate OPS enrollment (FTE)      
4.  Total GRAD enrollment (FTE)      
5.  Total OPS GRAD enrollment (FTE)      
6.  Total number TRAD courses offered      
7.  Total number of GRAD courses offered      
8.  Total number of OPS course offered      
9.  Average TRAD/GRAD class size      

10.  Average OPS class size      
11.  Average class size (all categories)      

Financial 
1.  Percentage increase in tuition      
2.  Line of Credit balance      
3.  Student accounts balances      
4.  Student accounts balances/FTE      
5.  Increase (decrease) in Accounts Payable (AP)      
6.  Instructional costs/total costs      
7.  Instructional support costs/total costs      

  8.  Total auxiliary net profit      
  9.  Bookstore net profit      
10.  Food Service net profit      

Institutional Advancement 
1.  Unrestricted gifts/FTE student ratio      
2.  Unrestricted gifts as % of budget      
3.  Endowment funds/FTE student ratio      

Admissions 
1.  Total number applications      
2.  Percentage applicants admitted      
3.  Number applicants matriculated -conversion rate      
4.  Number on-campus residents      

Human Resources 
1.  Total number of Employees (all categories)      
2.  Total number of TRAD/GRAD full-time faculty      
3.  Total number of TRAD/GRAD part-time faculty      
4.  Total number of OPS full-time faculty      
5.  Total number of OPS part-time faculty      
6.  Total number of Staff (all categories)      
7.  Faculty turnover percentage      
8.  Staff turnover percentage      
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3.5.  UNIVERSITY STRATEGIC GOALS 
  
Listed in this CUP section are CBU’s top 25-30 strategic goals selected by the Executive Council.  The goals listed in 
the CUP reflect what is listed in each Division’s LiveText Strategic Planning Portfolio as of the last time this 
information was updated; the strategic planning process is dynamic and strategic goals are always susceptible to 
change due to academic, economic, and/or situational needs. 
 

 Last Updated: 
 

Strategic Goal University 
Ranking 

Date Added 
to List 

Target 
Completion 

Date 

Estimated 
Cost to 

Complete 
1      
2      
3      
4      
4      
7      

 
 
3.6. ARCHIVES: UNIVERSITY STRATEGIC GOALS ACCOMPLISHED IN THE PAST YEAR 
 
After a University Strategic Goal is accomplished it is removed from the rankings and listed in the table appearing 
below.  The Archives provides a longitudinal history of CBU’s accomplishments and is based on University 
Strategic Goals completed since September 2012.   
 

 Last Updated: 
 

Completed Strategic Goals 
Past 

University 
Ranking 

Date 
Archived 

Status: 
Completed or 

Suspended 

Estimated 
Cost to 

Complete 
1      
2      
3      
4      
5      
6      
7      
 
 
3.7.   Links to Divisions’ Strategic Goals 
 
The divisional strategic goals are presented following the archived University Strategic Goals.  However, the table 
format is adjusted somewhat to make it suitable for listing a Division’s Strategic Goals. 
 
 


