Individual exercise 4 instructions: Preliminary action plan for HEMIS strengthening. 
Step 1. From the results of Exercise 2 and 3, select 3 to 5 priority sub-dimensions for HEMIS strengthening and rank them in order of priority. To select and rank sub-dimensions, consider a combination of the following criteria:
· the sub-dimension received a low maturity score in comparison with others
· the sub-dimension is especially important for responding to the data needs identified in Exercise 1, including IQA and/or EQA needs
· the sub-dimension, or the interventions linked to it, plays a foundational role for strengthening other parts of the institutional HEMIS. For this criterion, you can refer to the “dependencies and prerequisites” identified in Exercise 3
Rank 1 should be given to the sub-dimension that appears most important to strengthen first, considering both the diagnostic results and its strategic importance in your institutional context. Add a brief justification for your ranking.
Step 2. For each priority sub-dimension, record the associated priority intervention(s) identified in exercise 3. You can revise or adjust interventions if necessary. If several interventions were identified for the same sub-dimension, select the one that appears most important. If two interventions are closely linked or sequential, you may combine them or include both on separate lines.
Step 3. For each intervention, identify (1) the lead actor responsible for coordinating or overseeing its implementation, and (2) the key partners to engage for a successful implementation
Step 4. For each intervention, estimate: (1) The expected impact (high, moderate, low) - How much the intervention would strengthen the institutional HEMIS and improve its ability to meet data needs? (2) the expected timeframe for implementation (< 6 months, 6-12 months, > 1 year) - How long implementation is likely to take? (3) The main enabling conditions or implementation challenges that should be considered.
Step 5. Classify each intervention into one of four categories:
· Immediate priority / quick win: can be started quickly and is expected to have visible benefits.
· Foundational priority: may require more effort or time, but is necessary to enable other improvements.
· Strategic medium-term priority: important for HEMIS strengthening, but requiring preparation, coordination or resources.
· Later priority: useful, but less urgent or less central at this stage.
You can provide a brief justification of your classification using the “Comment/justification” column.
Step 6. Use the classification from Step 5 as a starting point for the final ranking:
· Interventions classified as Immediate priority / quick win or Foundational priority will usually appear higher in the final action plan;
· Strategic medium-term priorities may also rank highly if they are essential for strengthening HEMIS or responding to important IQA/EQA data needs;
· Later priorities will usually appear lower, unless there is a strong contextual reason to prioritize them earlier.
For the final ranking, you can also consider the priority of the related sub-dimension, the expected impact and the enabling conditions or challenges identified. The final ranking should reflect both the structured classification and your professional judgement about what should be addressed first in your institutional context.

You have now developed a preliminary action plan for institutional HEMIS strengthening. This action plan can serve as a basis for internal discussion, policy dialogue, and further planning with relevant institutional stakeholders.
The next phase, beyond the scope of this course, would involve refining the proposed interventions, estimating costs, identifying funding sources, and mobilizing the necessary resources. The final list of priorities may be further adjusted during that phase.
The approach followed across Exercises 1 to 4 is aligned with the logic of the UNESCO EMIS-PATT methodology for higher education institutions. A full EMIS-PATT diagnostic can be conducted with an institutional task team to produce a more detailed assessment of the HEMIS, identify strategic improvement areas, and develop a budgeted action plan for strengthening the institutional data system. 

Individual exercise 4 template (1/2) – Drawing a preliminary action plan for HEMIS strengthening

	Step 1
	Step 2
	Step 3
	Step 4

	Priority ranking
	Sub-dimension
	Brief justification
	Associated intervention(s)
	Lead actor(s)
	Key partners to engage
	Impact
(high / moderate / low)
	Timeframe
(< 6m. / 6-12 m. / > 1 year)
	Enabling conditions or implementation challenges

	1.
	
	
	- 1


- (1b)


	
	
	
	
	

	2.
	
	
	- 2


- (2b)


	
	
	
	
	

	3.
	
	
	- 3


- (3b)


	
	
	
	
	

	4.
	
	
	- 4


- (4b)


	
	
	
	
	

	5.
	
	
	- 5


- (5b)


	
	
	
	
	





Individual exercise 4 template (2/2) – Drawing a preliminary action plan for HEMIS strengthening

	Step 5 – Classification of interventions

	Identified interventions
(items in parenthesis are optional)
	Priority category 
(select/circle the category that applies)
	Comment/justification

	1.
	Immediate priority / Foundational priority / Strategic medium-term priority / Later priority
	

	(1b.)
	Immediate priority / Foundational priority / Strategic medium-term priority / Later priority
	

	2.
	Immediate priority / Foundational priority / Strategic medium-term priority / Later priority
	

	(2b.)
	Immediate priority / Foundational priority / Strategic medium-term priority / Later priority
	

	3.
	Immediate priority / Foundational priority / Strategic medium-term priority / Later priority
	

	(3b.)
	Immediate priority / Foundational priority / Strategic medium-term priority / Later priority
	

	4.
	Immediate priority / Foundational priority / Strategic medium-term priority / Later priority
	

	(4b.)
	Immediate priority / Foundational priority / Strategic medium-term priority / Later priority
	

	5.
	Immediate priority / Foundational priority / Strategic medium-term priority / Later priority
	

	(5b.)
	Immediate priority / Foundational priority / Strategic medium-term priority / Later priority
	



	Step 6 – Preliminary action plan (ordered list of interventions for strengthening the institutional HEMIS)

	Final Priority rank 
(items in parenthesis are optional)
	Intervention
	Notes/comments (if needed)

	Priority 1.
	
	

	Priority 2.
	
	

	Priority 3.
	
	

	Priority 4.
	
	

	Priority 5.
	
	

	(Additional Priorities)
	
	




