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[bookmark: _Toc18890]The Process of Developing the Strategic Plan of the University 
Akaki Tsereteli State University has developed a strategic planning and monitoring methodology (Resolution N56(19/20), 25-05-2020), which describes the requirements, approaches and structure of the strategic and action plan.
In order to effectively organize the strategic planning process, a working group was created in the university with the Greeks of the rector, which provided the strategic development and action plans of the university with the developed methodology.
The working group:
· Updated the university's mission statement and vision;
· Assessed strengths and weaknesses, determineed development opportunities and associated risks;
· Set strategic goals for a seven-year period, defined expected results and target indicators, formulated the strategic plan of the university.
· Based on strategic goals, developed tasks related to them, identified the persons responsible for the implementation of the task and the involved parties;
· Implemented the formation of a three-year action plan corresponding to the strategic development, which includes implementation deadlines, performance criteria and required resources.


[bookmark: _Toc11196]Mission Statement, Vision, and Values
[bookmark: _Toc11297]Mission Statement
Akaki Tsereteli State University, based on the traditions of Pazisi and Gelati Academies, realizes its own responsibility in the development of the city, region and country, shares the principles of the "Great Charter of Universities", the main goals of national and European higher education, considers the following as the mission of its activities:
· Akaki Tsereteli State University is a multidisciplinary higher educational institution that implements the academic and professional programs of all three levels in demand in the labor market;
· Through international cooperation, active involvement in internationalization processes and creation of an inclusive environment, it conducts high-quality educational, research and creative activities, promotes personal development of students, their formation as professionals and leaders.
· To ensure the provision of lifelong education programs and services for interested persons, the creation and dissemination of new knowledge and the support of public policy formation within the framework of social responsibility.

[bookmark: _Toc29681]Vision
The vision of Akaki Tsereteli State University is to be one of the leading universities in the country and to have a growing international reputation, able to attract and retain motivated and result-oriented local and foreign students. For which the university:
· Implements continuous and dynamic development of educational programs and relevant human resources adapted to real needs;
· Offers a variety of student services and a supportive environment for full-fledged student life and personal development;
· Strengthens research and creative activities;
· Is involved in the processes of internationalization of the field of higher education;
· Provides support for the socio-economic development processes of the region and the country and the availability of open academic space for public engagement.

[bookmark: _Toc20086]Values
The university is guided by the following values in its activities:
1. Responsibility to the society and the state - at all levels of management, an effective leadership system and quality culture in the activities of each member of ATSU and in all processes at the university.
2. Focusing on the university community, society - the strategy of ATSU is based on attracting motivated students and involving outstanding researchers in all fields of activity. ATSU cares for the professional development and well-being of its employees, supports the distribution of responsibility and accountability in order to increase the quality of employee involvement in the achievement and implementation of university goals.
3. Focus on quality - ensuring high quality both in the field of learning/teaching, fundamental and applied research, and administrative activities of the university.
4. Academic freedom - the academic staff, researchers and students of ASU are free to form and develop a scientific-academic profile, to create new knowledge and to openly discuss/disseminate it in society. Academic freedom ensures the rise from "modern university to free thinking".
5. Openness, respect for diversity and inclusion - creating equal conditions for self-realization for every member of the university community (regardless of nationality, faith, gender, physical abilities, etc.) and establishing an appropriate support system focused on their needs.
6. Strive for international cooperation - the university considers cooperation with foreign partners and internationalization processes as an effective tool to enable the sharing of knowledge and experience in educational and research activities;
7. Academic culture - the collegial environment in the university is based on the principles of academic ethics and integrity, mutual respect, mutual interest, support and fair relations.
8. Teamwork - open communication between employees, collegiality, teamwork, harmonious and dynamic relations.
9. Striving for perfection - by respecting traditions and striving for perfection, the university contributes to the dynamic development of society. 


[bookmark: _Toc16954]A Brief History of the University
The history of Akaki Tsereteli State University began nine decades ago and, currently, it is an exceptional higher education institution with excellent traditions in Georgia, which has earned a worthy place in the cultural-intellectual and moral education of the Georgian nation.
Akaki Tsereteli State University is one of the largest and multidisciplinary regional universities of Georgia, which was finally established at the end of 2010 as a union of three independent universities in a modern form. First, in 2006, Kutaisi State University named after Akaki Tsereteli and Kutaisi Technical University named after Niko Muskhelishvili were merged, and in 2010, as a result of reorganization, Sukhumi State University of Subtropical Agriculture joined it as well.
The management system at Akaki Tsereteli State University is based on the policies of learning/teaching and scientific research quality management, training process management, human resources management and scientific research policies and their corresponding procedures, rules and instructions. The management system of ATSU ensures academic freedom and is focused on results.
The concern of the university is to provide quality education and employment promotion to local and foreign students. For this purpose, in the process of developing educational programs, the Institute actively cooperates with interested parties, in particular, with employers. The university provides quality education to students by offering modified educational programs taking into account the requirements of the labor market and promoting employment through the development of relevant competencies.
The main educational structural units of the university are nine faculties: 1. Business, Law and Social Sciences; 2. Humanities; 3. Exact and Natural Sciences; 4. Pedagogical; 5. Medicine; 6. Engineering-Technical; 7. Engineering-Technological; 8. Agrarian; 9. Marine-Transport.
By 2024, ATSU will implement educational programs of all three levels of higher education (bachelor's, master's, doctoral), one-level medicine, teacher training (one-year), and training in the Georgian language (101 educational programs - 44 bachelor's, 43 master's, 8 doctoral, 3 one-level, 1 integrated bachelor-master, 2 one-year (60 credit) programs) and in such profile directions as humanitarian, social, exact and natural sciences, agricultural sciences, as well as education, business, law, engineering, medicine and, from 2019, performing arts.
Akaki Tsereteli State University is one of the largest providers of vocational education in the region. Over the years, the university has accumulated positive experiences and high competence in the development and implementation of vocational education programs, therefore, within the framework of the strategic vision of the development of vocational and non-formal education, the structural unit "Professional Education Center" has been established and has been functioning since 2020. The center implements 18 programs.
It is important for the university to integrate with industry within the framework of MoUs/Agreements. In particular, they ensure the implementation of professional/industrial practices provided by the educational programs and which significantly contribute to the training of qualified staff required by the labor market.
The accumulated knowledge at the level of the main educational units - faculties of ATSU is used for the education of new generations and highly qualified specialists, as well as for the implementation of scientific research.
Each faculty has developed a scientific profile, in which the main scientific-research directions/sub-directions of the faculty are defined, taking into account the human and material resources available at the faculty.
The integration of research and teaching in the university is provided by highly qualified academic staff engaged in research and with significant research potential, by involving doctoral students in teaching and research processes; using research bases for the performance of experimental, field, laboratory works provided by the programs; With the availability of rich resources of internationally indexed electronic databases and internationally refereed periodicals in the university library.  
The university constantly supports the academic staff in terms of participation in international and local grants. The research support and development center is involved in this process, as well as the scientific grant office, which was established with the support of the Georgian National Office of Horizon Europe and will be operational from 2022. The University also encourages the authors of articles published in highly rated journals, which helps to increase the University's visibility internationally.
The university considers cooperation with foreign partners and internationalization processes as an effective tool to enable sharing of knowledge and experience in educational and research activities.
ATSU cooperates with more than 100 universities of the world in different formats. Since 2011, the number of agreements signed with foreign universities has increased 5 times. In 2023, the university re-established partnership relations with the universities of Missouri and South Wales, examples of successful institutional collaborations include life studies universities in Tallinn, Masaryk, Lakuila, Prague, Czech Republic, and others.
ATSU has participated in more than 25 international institutional development projects. In 2016, the university became the first regional and the fourth higher educational institution in Georgia, which won the project coordinatorship within the framework of the ERASMUS+ project. Based on the project, the position of ombudsman was created in the university and the university became a member of ENOHE (European Network of Ombuds in Higher Education). The university is also a member of a number of international organizations, such as WHO, AMEE, AMSE, Univercitaire de la Francophonie and others.
  In 2019, ATSU became the coordinator of the new Erasmus+ project "The Role of Regional Universities in the Development of the Region" (RURD). All regional universities of Georgia, Ministry of Education and Science of Georgia, National Center for Education Quality Enhancement were involved in the project. Within the framework of the project, a conference of rectors of regional universities was created, which is successfully functioning to this day.
The university, within the framework of international mobility, implements fully funded exchange programs for students of all levels, academic, and administrative staff. In 2023, such exchange programs were implemented in 21 higher educational institutions in Europe and Asia.
It should be especially noted that in 2022, the university signed a double degree recognition agreement for the first time with Italy's Laquilla University, on the basis of which masters of Akaki Tsereteli State University defended their master's theses in the 2022-2023 academic year and received a double master's degree. In 2023, a similar agreement was signed with the University of Silesia in the field of engineering.
In 2019, the university implemented various activities to attract foreign students. For example: ATSU participated in the educational exhibition held in Helsinki (new Deli (UNi Agent UNICA), in the NAFSA conference held in the USA, with the funding of partners, the university's representation was in Hyderabad, India. An important event was the university's participation in international fairs. In particular, India, South Africa and Holland, where new agreements were signed with international agents to attract foreign students. The increase in the number of foreign students led to the creation of an international student service sector in the Foreign Relations and Development Service. And in 2020, the one-level Georgian- and English-language MD programs of the Faculty of Medicine successfully passed international accreditation.
ATSU ensures the protection of students' rights and legal interests. For this, it uses the rules of obtaining, suspending, terminating, restoring, mobility, qualification and recognition of the received education, in case of changing/cancelling the educational program, the mechanisms of providing the students of the relevant program with further education. In addition, the ethics commission and the office of the ombudsman are involved in the process.
Various services tailored to students' needs are available to students at the university, and the following are responsible for providing and developing them: Student Support and Development Service; Foreign Relations and Development Service; structural units of the university; faculties; student self-government. In addition, students are offered extracurricular activities in the form of various cultural, creative, sports events. 
The university realizes the importance of social responsibility issues and aims to contribute to the sustainable development of the city, region and the country as a whole. It is for this purpose that the university, together with other Georgian higher education institutions, participates in the Erasmus+ project, the third mission of universities (SQUARE 3M), in which the role and importance of social responsibility of the university in the development of the region and the country was further highlighted. In addition, it provides continuous education programs and services, generates and disseminates new knowledge, participates with various stakeholders in the socio-economic and cultural development processes of society. 

[bookmark: _Toc20838]SWOT Analysis
Based on the SWOT analysis, strengths and weaknesses, opportunities and associated risks were identified.
	Strengths 
	Weaknesses 

	· High reputation and rich history of the university;
· Strategic location of the university;
· Developed organizational management system;
· Qualified and experienced personnel;
· Compliance of educational programs with the mission of the university, legislative and standards requirements;
· Diverse accredited programs, including effective management experience in English-language medical programs;
· Systematic approach to student-oriented teaching;
· Various services aimed at student support and development promotion;
· High degree of internationalization and diverse institutional development projects;
· Systematic approach to support and development of research and scientific activities;
· Varied and successful international cooperation in teaching and scientific activities;
· Systematic approach to professional growth and development of academic staff;
· Strong commitment to social responsibility;
· Adapted educational and recreational infrastructure and equipment;
· Integration of digital technologies in educational processes;
· High involvement of the university in the development processes of society.
	· Scarcity of financial resources needed for the implementation of academic programs, including the attraction of foreign academic staff;
· Infrastructural problems;
· Fragility of the research results commercialization system;
· A small number of foreign language educational programs, including joint or exchange programs;
· High number of aged academic personnel in a number of directions;
· Insufficient number of young academic staff in a number of areas;
· Insufficient level of knowledge of foreign languages;

	Opportunities 
	Risks 

	· Further development and optimization of the educational program;
· Developing foreign language programs (including joint or exchange programs) and attracting/training the necessary human resources;
· Development of distance learning opportunities;
· Infrastructural investments;
· Systematic approaches to attract and retain young academic staff
· Systematic approaches to the professional development of academic staff;
· Further development of systematic approaches to support research activities;
· Further offer of training programs in foreign languages;
· Supporting activities aimed at the creation and translation of Georgian-language scientific literature;
· Cooperation with foreign educational and research institutions;
· Diversification of financial sources and development of innovative activities;
· Attracting grants from national and foreign organizations;
· Facilitating initiatives for the development of joint research projects and programs with educational and research organizations;
· Further development of the reporting system of structural units using digital technologies;
· Implementation and development of commercialization system;
· Development of mutual cooperation with local business representatives;
	· Changes in the state policy of higher education development;
· Changes in national and international standards of higher education;
· Outflow of highly qualified academic, administrative and support contingent;
· Processes caused by high competition among Georgian universities;
· Decreasing the demand for professional staff in separate fields;
· Dramatic change of the demographic and economic situation in the country and region;
· Change in legislation related to intellectual property;
· Increasing risks in the field of cyber security of digital platforms of the university;
· Changes in state policy regarding remote education.
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Taking into account the university's mission and vision, as well as SWOT analysis, six strategic directions were identified. Each of them is an important component of the overall strategic plan of the university and provides:
· Improving the quality and availability of education;
· Involvement in internationalization processes;
· Research and innovative activities;
· Financial stability;
· Cooperation with foreign partners and local businesses.
Goals, outcomes and risks are defined for each strategic direction.
Strategic directions and their goals:
1. Improving the quality of education and stimulating innovations
Goal: raising the quality of education and promoting innovations, both in teaching and learning, as well as in scientific-research and creative activities.
2. Strengthening international involvement
Goal: increasing the awareness of the university in the international educational space and further promotion of international cooperation.
3. Financial sustainability and diversification of resources
Goal: ensuring the long-term financial stability of the university and diversifying its funding sources.
4. Academic, administrative and support staff development
Objective: To attract and promote highly qualified academic, administrative and support staff to maintain a successful academic environment.
5. Community involvement and social responsibility
Goal: strengthening the university's ties with the local community and promoting social responsibility.
6. Development of university infrastructure
Goal: integration of the latest digital technologies in teaching-learning, scientific and management processes at the university and development of the corresponding infrastructure.
[bookmark: _Toc5119][bookmark: _Hlk145979473]Improving the Quality of Education and Stimulating Innovation
[bookmark: _Hlk146033847]The goal of the university is to achieve a high quality of education through the rethinking of educational programs and pedagogical methods. This includes developing/developing student-centered teaching approaches, updating teaching materials, and making extensive use of digital technologies to facilitate an interactive learning process. Academic staff will also be encouraged and supported in the process of introducing innovative teaching methods. Professional development programs will be available for them to stay informed about the latest trends in the field of education. The University considers investments in digital technologies important to maintain competitiveness.
In conducting scientific-research and creative activities, the university considers the implementation of interdisciplinary research projects as a priority. An environment will be created where professors and students will be actively involved in research activities, which will lead to an increase in the number of publications, patents and research projects. The university will also actively cooperate with other universities and donor organizations, for which it will attract external funding.
Expected Results:
· Increased indicators of student satisfaction and dropout;
· Productivity of scientific-research and creative activities and academic awareness increased as a result of the introduction of innovative research initiatives.
· Modern teaching methods and technologies have been developed.
· New joint and English-language educational programs based on market demands have been developed.
· Digital technologies have been introduced in the processes of teaching, scientific research and creative activities.
· Performance indicators:
· Indicators of student satisfaction surveys;
· Student outflow indicators;
· Number of publications published in high-ranking scientific journals and conferences.
· Indicators of training and attendance on innovative teaching methods;
· The number of developed joint and English-language educational programs and the rates of student enrollment in them;
· Number of digital platforms.
[bookmark: _Toc6989]Strengthening international engagement
[bookmark: _Hlk146033857]The goal of the university is to become more recognizable in the international educational and scientific space. To achieve this goal, it offers students more exchange programs, actively attracts foreign students and academic staff, strengthens partnerships with foreign universities and research organizations.
Academic staff and students will have access to international research networks and joint projects, which will promote intercultural dialogue and increase professional development prospects. The university will actively participate in global research initiatives, as a result of which it will acquire an important role in international academic circles.
Expected Results:
· The number of enrolled foreign students increased;
· Increased international partnership;
· Scientific-research and creative and educational opportunities were strengthened;
· A multicultural university community was formed.
· The international awareness of the university has increased.
Performance indicators:
· Enrollment rate of foreign students.
· Number of new international partnerships established annually.
· Student satisfaction survey results.
[bookmark: _Toc4965]Financial Sustainability and Diversification of Resources
The university realizes that in order to achieve financial sustainability, along with state funding, alternative sources of income need to be found, for which, using reliable methods of financial management and effective distribution of resources, it will implement income-generating initiatives, including offering online courses and professional training programs to all interested parties.
In order to attract additional financial resources, it will cooperate with local businesses through the implementation of consulting and research projects and will attract grants from Georgian and international donor organizations. The main goal is to achieve a balanced budget while financing strategic areas aimed at growth.
Expected Results:
· Balanced and growing budget;
· Existing practice of effective distribution of resources and efficient management of costs;
· Development of various income generating initiatives.
Performance indicators:
· University budget;
· Income from various sources.
[bookmark: _Toc15046][bookmark: _Hlk145802255]Academic, Administrative, and Support Staff Development
The University recognizes that highly professional academic, administrative and support staff are key to its success. In order to attract and retain talented, including young, staff, the university provides various programs aimed at increasing motivation and professional development, including access to internal grants for scientific-research and creative activities, participation in exchange programs, mentoring programs to support career growth, and others. Overall, the University aims to ensure that the University has a dedicated and motivated team, committed to carrying out high quality teaching and research and creative activities.
Expected Results:
· Highly qualified academic staff;
· Young academic, administrative and support personnel are involved in the activities of the university;
· Professional development opportunities are offered to staff;
· Academic staff satisfaction and research productivity improved;
Performance indicators:
· Number of new highly qualified academic staff;
· Number of young highly qualified academic staff;
· Participation rate in personnel training and development programs;
· Indicator of research results and awareness of academic staff
· Academic, administrative and support staff satisfaction rates;
[bookmark: _Toc10393]Community Involvement and Social Responsibility
The aim of the university is to contribute to the welfare of the local community. It will establish partnerships with local businesses and non-governmental organizations, participate in projects aimed at the development of Kutaisi and the region, and host events that are beneficial to society. Students will be encouraged to actively engage in community activities. Emphasis will also be placed on the involvement and expert support of academic staff and students in environmental projects. This strategic direction seeks to create a positive image of the university as a socially responsible institution that cares for society and the environment.
Expected Results:
· The number of partnerships and initiatives with society will increase;
· The awareness of the university in the society will be improved.
· Involvement of students and academic staff in projects aimed at solving ecological issues useful for society will increase.
· Academic staff provides expert support for projects aimed at the development of Kutaisi and the region.
Performance indicators:
· Number of initiatives and projects aimed at the development of Kutaisi and the region.
· Number of nature conservation initiatives
[bookmark: _Toc14952][bookmark: _Hlk145802296]Development of University Infrastructure
In order to maintain competitiveness and to ensure the optimal conduct of educational and scientific-research and creative processes, the university considers investments in infrastructure as a priority for the planned development of buildings and recreational spaces. Renovation of teaching and laboratory spaces and equipping them with appropriate inventory will help to introduce innovative teaching methods, scientific research and creative initiatives and increase productivity. It will also take strict cyber security measures to protect digital assets and important data.
Expected Results:
· Buildings and educational, laboratory and recreational spaces are updated
· Cyber security measures are strengthened to protect digital assets.
· Properly equipped work environment created
· Performance indicators:
· Amount of budget directed to digital technology and infrastructure;
· Number of new and renovated buildings and educational, laboratory and recreational spaces
· Results of the university community satisfaction survey
· Cyber security audits and number of breach incidents


[bookmark: _Toc7573]Key Indicators of the Strategic Plan
The university has developed key indicators for evaluating the strategic plan. These indicators reflect the level of effectiveness of teaching, scientific-research and creative activities, which allows the institute to evaluate its progress and make informed decisions to achieve strategic goals.
The benchmarks are evaluated twice, before and after the revision of the strategic plan: an interim evaluation in 2026 and a final evaluation in 2031. As a result of the evaluation, the planned and actual results are compared. All key indicators reflect the data available at the time of the reporting period.
	N
	Key Marks
	Initial indicator
2025
	Final indicator
2031

	1. 
	Number of students
	
	

	2. 
	Number of foreign students
	
	

	3. 
	The ratio of the vacant places announced on the unified national exams and the students enrolled in them
	
	

	4. 
	GPA average of students' academic performance
	
	

	5. 
	Number of students with suspended status
	
	

	6. 
	Graduate employment rate
	
	

	7. 
	Average age of academic, scientific, and invited staff
	
	

	8. 
	The ratio of the number of academic, scientific, invited staff to the number of students
	
	

	9. 
	The ratio of the number of affiliated academic staff to the total number of academic, and invited staff
	
	

	10. 
	The number of academic staff with a doctorate degree
	
	

	11. 
	The overall rate of students' satisfaction with the educational program
	
	

	12. 
	Overall student satisfaction rate
	
	

	13. 
	Overall graduate satisfaction rate
	
	

	14. 
	Overall satisfaction rate of academic staff
	
	

	15. 
	Overall satisfaction rate of administrative and support staff
	
	

	16. 
	Overall employer satisfaction rate
	
	

	17. 
	The ratio of the number of published articles to the number of affiliated academic staff
	
	

	18. 
	The ratio of the total budget allocated to scientific research and creative activities to the university budget
	
	

	19. 
	The ratio of the budget received from external sources for scientific research and creative activities to the budget of the university
	
	




[bookmark: _Toc27381]Monitoring of the Strategic Plan
The strategic plan is reviewed every 3 years. An unscheduled review/evaluation may be initiated by the Chancellor of the University at other times under appropriate circumstances/justifications. The strategic plan review and evaluation process is initiated by the Rector.
The review process is carried out by a specially formed review team, which is chaired by the Rector and coordinated by the Marketing, Project and Event Management Department of ATSU. The group is empowered to hold consultative discussions with various internal or interested parties and prepare a review/evaluation report. Once formed, the group will develop a plan for consultative meetings/discussions. The Rector submits the evaluation report to the Academic Council and together with it makes a decision on the changes to be implemented.
