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Introduction
With the launch of Strategy 2024 in September 
2019, the mission of Erasmus University 
Rotterdam 'creating positive societal impact' 

was formally endorsed and the transition to 
an impact-oriented organization was initiated. 
Halfway through the current strategic period, 

the Executive Board commissioned the midterm 
review with the aim to learn jointly from the first 
phase of strategy implementation (2019-2021), 
as well as to generate concrete improvement 
proposals for the second phase (2022-2024).

Midterm Review Process
In line with our implementation philosophy, 
the midterm review was conducted in 
co-creation with our community and 
stakeholders. Data and KPIs were used, 
supplemented with narratives from 
self-reflection and learning sessions, as well 
as risk analyses. This input was provided to 
an independent expert review panel. The 
midterm review panel comprised of five external 
stakeholders nominated by the Executive Board. 
In addition to review of the content (goals 
and results) of the strategy, the midterm panel 
was also asked to review the way in which 
the strategy is being implemented, namely in 
co-creation with our community and through 
means of a learning and development-oriented 
approach (the Erasmian Way). In this way, the 
outcomes of the midterm review will enable 
us to build further on strengths and to make 
adjustments where necessary, both in terms of 
content and process.

On 21 September 2022 the initial findings of the 
midterm review of Strategy 2024 were presented 
to the Executive Board and Deans of Erasmus 
University Rotterdam (EUR). This document 
contains an overview of the midterm findings 
and recommendations as presented by the 
independent panel in the midterm review report, 
as well as an overview of initial reflections by the 
Executive Board and Deans.

Findings
Overall, the midterm panel commended the EUR 
with its solid strategy and the achievements to 
date. The bottom-up approach of Strategy 2024 
is experienced as very positive at all levels and the 
strategic mission is widely supported: creating 
positive societal impact, the Erasmian Way. 
Strategy 2024 is contemporary and responds to 
current challenges. Internally, the strategy has led 
to perceived rapprochement between schools 
and between schools and services, although 
more synergy is needed. Externally, the strategy 
has generated closer collaboration with the city 
of Rotterdam and a concerted focus on regional 
impact, which is strengthened by initiatives 
such as the Convergence Alliance, and also the 
Leiden-Delft-Erasmus collaboration. The midterm 
panel also noted the appreciation for the 
Executive Board and Deans in their advocacy 
of Strategy 2024, despite not having been part of 
its design.

In terms of areas for further development, the 
midterm panel also noted that Strategy 2024 is 
complex and comprises of many initiatives, pillars, 
portfolios, roadmaps, and programs, stemming 
from a fusion of old and new ambitions. More 
focus is needed and can be provided by using 
the current central themes of societal impact 
and sustainability. There is strong inside-out 
thinking, but less outside-in thinking, and as a 
result themes such as 'internationalization' have 
received limited attention. Whereas the bottom- 
up approach has led to widespread support of 
the strategy, the organization now also requires 
more central steering and decision making. The 
interplay between the Executive Board and the 
Deans is essential here. Interdisciplinarity and 
impact should be embedded in the structures 
and governance of the organization and linked 
closely to education and research. Overall, the 
central ambition to create positive impact is 
widely embraced and progress has been made, 
however, more time is needed to realize the 
strategic ambitions, with a refined focus.

Recommendations
The panel provided a number of recommendations
in order to refine and adjust the strategic course, 
whilst maintaining the spirit of Strategy 2024 and 
its main strategic ambitions:

1. Continue the priorities of Strategy 2024: 
prioritize core elements of the strategy 
beyond 2024, and allow more time to adjust 
the course gradually. Make new strategic 
choices and allow strategic initiatives to 
grow or be phased out.

2. Refine the strategy: simplify the core of 
the strategy from 7 to 3 priorities based 
on criteria: strategic ambitions (impact b 
sustainability), core activities (education, 
research b interdisciplinarity), and 
preconditions (professional services and 
Being an Erasmian).

3. Make Impact the central theme: Embed 
impact more in the organization and 
governance structure (review Impact 
Board mandate) and integrate this with 
research and education.

4. Strengthen the governance: the 
organization b environment currently 
require more leadership, central direction, 
and clear choices - in particular: what do 
we not do (anymore). Interaction between 
the Executive Board and Deans is essential 
for the implementation of these choices.

5. Make use of the EUR's interdisciplinarity: 
Consider cross-school units with visible 
leadership, research, teaching, and impact 
responsibilities.

Initial Reflections by 
the Executive Board 
and Deans
The Executive Board and Deans appreciate 
the positive outlook of the midterm review, 
but also recognize the need for focus and,

where possible, simplification of the strategy.
The finding that more time and space is needed 
for the realization of current strategic priorities 
is recognized. The advice to focus on impact 
as a central theme and to reflect on the current 
form and mandate of the Impact Board (and 
its relationship with education b research) is 
also acknowledged, as is the need to stimulate 
and build on the EUR's interdisciplinarity.
This requires a new form of organization that 
ensures (joint) ownership, and that should, as 
much as possible, build on existing structures.
In working towards a refined strategy and 
new strategic period, it is key to ensure actual 
developments within the organization, including 
those arising after the launch of the current 
strategy, are incorporated into the strategic 
mission going forward. This particularly includes 
the Convergence, as well as initiatives such as 
CultuurbCampus.

Proposed Management 
Response

A management response and proposed way 
forward is included below for each of the 
recommendations of the midterm panel. These 
proposals also speak to previous findings from 
within the organization. This includes observations 
from Executive Management Meetings, the 
Executive Board and Deans, as well as the 
Operations Board, where issues such as work 
pressure, lack of focus, and the change capacity 
of our organization were flagged. This proposal 
is to be discussed with EUR management during 
the Executive Management Meeting in October 
2022. Following this, the midterm review report 
and management response will be shared with 
the wider EUR community through means of an 
engagement strategy. This includes a Strategy 
Day during which we will reflect on the midterm 
review outcomes with our strategy community.
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Proposed response to 
Midterm Findings

1. Continue the priorities of 
Strategy 2024

The finding that more time and space is needed 
for the realization of current strategic priorities 
is acknowledged. It is proposed to use the 

remaining two years of this strategic period 
to adjust, reorder, simplify, and where needed 
phase out activities, thereby shaping the new 
strategic period as of 2025.

Faculties currently have differing strategic 
periods. The ambition is to work towards a 
reality with the same strategic rhythm, whereby 
the EUR strategy and Schools' strategies are 
aligned through means of a leaner P&C cycle.
If strategic periods of EUR and Schools are 
aligned, multi-annual budgets can be defined for 
the duration of the strategic period that are only 
adjusted annually. This leads to a less invasive 
annual P&C cycle. Schools and services are then 
only asked to provide a full-fledged budget once 
every strategic period.

Timeline - Alignment central strategy with faculty strategy

Educational vision o Launch of 'new' strategy. o Re-evaluation of focus points
v Formed, start V Faculties start process of V Within strategy in 2026

a Implementing follow-up a forming faculty strategies in a adapting to changing
a Midterm. a alignment with EUR strategy. a circumstances. Complete re-
a 2023 a Educational vision of faculties a evaluation of strategy in 2030
a a Will be aligned with EUR a 2026/2030
a a Educational vision. a

a

a

a

a 2025 a

a

Ò o Ò o Ó

Ô
Continue follow-up 
Midterm Implementation. 
Start Refinement process 
of 'new' EUR strategy.
2024 Ô

Faculties will have their Faculty 
strategies and Educational 
visions aligned with the overall 
EUR strategy.
2026

2. Refine the strategy

The need for focus and, where possible, 
simplification of the strategy is recognized. 
It is proposed to limit, combine or simplify 

strategic initiatives along three focus areas: 
i) core activities of the faculties, ii) strategic 
innovation between faculties & services, 
and iii) strategic programs/initiatives.

For Professional Services, this advice is already 
being followed-up through development of a 
strategic implementation agenda. For the new 
strategic phase, it is crucial to integrate initiatives 
that currently operate beyond the sphere 
and governance of the strategy, such as the 
Convergence and initiatives stemming from the 
Higher Education Quality Agreements.

3. Make Impact the central theme

The need to create more strategic focus is 
recognized. The proposal is to focus on impact 
as the main strategic priority. This strengthened 
focus of impact requires differentiation in types 
of strategic initiatives along 3 organizational 
lines, tailored to the reality of EUR and its 

faculties and services.

Impact forms the central theme of the 
strategy, whereby other strategic goals and 
objectives are seen as means to achieve this.
In addition to reemphasizing this substantive 
focus, a differentiation in types of activities is 
needed. Currently the strategy has two lines 
of implementation: i) through faculties and 
services and ii) through centrally organized 
(temporary) strategic initiatives. However, 
some ambitions, such as Recognition & 
Rewards, require a combined ownership, effort, 
financing, governance, and/or enrichment of 
ideas that is difficult to achieve within existing

structures. Therefore, an intermediate mode of 
implementation is needed whereby strategic 
innovations in education and research are 
spearheaded by faculties and services, but 
receive central support, governance, financing, 
and capacity as needed. This includes 
collaborations between faculties, and faculties 
and services. For this purpose, existing structures 
should be used as much possible. This includes 
existing governance structures such as the 
meetings of the Vice Deans, the Operations 
Board, and Impact Board. Repurposing these 
structures as part of the strategy, and bringing 
them closer together, will emphasize that impact 
is achieved through research, education, and 
engagement, and is therefore not an additional 
activity to be pursued, but a result of core 
activities. The ambition therefore is not to 
create unnecessary structures, but to clarify 
the (joint) ownership of activities. This is not 
always clearly stated for existing structures.
The below figure illustrates three organizational 
categories of implementation, as well as possible 
corresponding governance mechanisms.

Proposed organizational structure and governance 
model for strategy implementation

Temporary strategic initiatives 
can become embedded in 
faculties and/or services 
(e.g. Erasmus Alumni 
Relations Team)

Core activities of 
faculties and services1
Strategy implementation through core activities 
of faculties and services. Strategic initiatives/ 
innovations are embedded in own strategic 
(budget) plans.

Governance ö steering through 
regular P&C cycle

At the end of new strategic 
period, strategic innovations 
with (temporary) central 
support eventually become 
embedded I core (faculties 
& services).

W*
Strategic programs/ 
initiatives1
(Temporary) strategic initiatives 
located in central structures (under 
guidance of program managers) 
with central support.

ďoĹ
Strategic innovation 

rpilln and between 
įfŝà Faculties b services2

Initiatives are spearheaded by faculties & 
services but receive (temporary) central 
support. Clarity in (joint) ownership and 
financing needs to be ensured.

Central steering through 
ABD ö program leads Ownership of strategic initiatives 

moves from central structures to 
faculties & services, with (temporary) 
central support as needed (e.g. 
Recognition & Rewards)

Governance & steering through agreement 
ö covenants (translation of own strategy 
based on EUR strategy).

1 Existing
2 To be developed
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The advice to focus on Impact and Sustainability 
as the central themes and to reflect on the 
current form and mandate of the Impact Board 
is also acknowledged. Sustainability will become 
an integral theme for the Impact/Engagement 
Board, which should also be reflected in the 
structure and participants. In (re)defining the role 
and mandate of the Impact/Engagement Board, 
the relationship with education & research (and 
the governing structures) should be reinforced.

The Impact/Engagement Board should be 
strengthened and serve to evaluate success 
not only in the different disciplines, but also in 
the interdependency of the activities, including 
the Convergence. In this sense the Impact/ 
Engagement Board is an important quality 
mechanism for the strategy. This also requires 
a new form of organization, where within the 
impact pillar activities will be brought together 
and managed in one place. It is also proposed to 
appoint an independent advisory body to secure 
the outward-in perspective. The EUR's operating 
environment is changing drastically, which is not 
always accounted for with the current inside-out 
perspective structurally of the strategy. Issues 
such as internationalization and student (and staff)

well-being require more attention. Establishing 
an independent advisory board would help gain 
an outside-in view on impact to ensure our 
organization remains agile and responsive to 
current trends. This approach is visualized in the 
figure below.

4. Strengthen b simplify the governance

The need for clarity in central management and 
decision-making is recognized. Collaboration 
between the Executive Board and Deans is 
essential for decision making, steering, and 

implementation.

By tailoring the strategy implementation to the 
reality of EUR, this establishes parameters that 
enable faculties and services to decide which 
strategic initiatives to pursue or phase out and 
cease. Introducing the three organizational lines 
- i) core activities of the faculties, ii) strategic 
innovation in and between faculties b services, 
and iii) strategic programs/initiatives - provides 
more clarity on how schools (can) contribute to 
the strategic ambitions of the EUR within their 
own operations and (strategic) plans.

EUR vision as guiding principle

Impact as part of core activities Independent Impact Advisory Board

Impact b 
Engagement 

Board

Vice Deans 
Education

Vice Deans 
Research

Operations
Board Strategy Office

(Vice) Deans, Directors, 
Representatives of 

Impact b Sustainability 
programs

Content focused 
Internal structure
Easier cross communication and collaboration

Monitoring, Process b communication focused 
External structure 
'Outsideb feed function

As illustrated in the 3-tiered figure on page 
5, each organizational line requires tailored 
governance mechanisms such as covenants, 
agreements, and steering mechanisms. Staff in 
Schools sometimes have difficulty linking to the 
strategy and should be involved more. The use of 
bilos (and regular P&C cycle) as well as covenants, 
whereby schools translate objectives to their own 
budget plans, is also a workable way of doing this. 
Over the next two years, the EUR strategic vision 
will be defined and translated into core activities 
centrally as well as in faculties and services. These 
activities will be embedded in lean P&C processes 
and existing steering mechanisms, including the 
role of Academic leads, which will be reviewed 
and strengthened.

5. Take advantage of the EUR's 
interdisciplinarity

The advice to utilize and stimulate EUR's 

interdisciplinarity through interfaculty 
collaborations is recognized.

It is proposed to consider interfaculty/cross
school units to facilitate interdisciplinary 
mechanisms. In doing so it is key to ensure 
ownership through visible leadership/figureheads 
with concrete research, teaching, and impact 
responsibilities. These cross-collaborations 
should also be linked to key initiatives such as the 
Convergence (e.g. Convergence schools). Current 
barriers to collaboration and interdisciplinarity, 
such as the allocation model, should be evaluated 
in the process.

Conclusion
Overall, the midterm findings and 
recommendations are positively received.
The outcomes are a confirmation of the fact 
that the EUR is on the right (strategic) course 
and that even more can be achieved with some 
adjustments and improvements. The above 
proposed actions are a first response from the 
Executive Board and Deans. These proposals 
also address issues flagged internally within 
the organization, including work pressure, lack 
of focus, and the capacity for change of our 
organization. This serves as an open invitation 
for the EUR community to share their insights 
and expertise to further develop and realize 
the proposals. Concerted effort will be made 
to engage the EUR community in this process, 
starting with the Executive Management, the 
various consultations with Vice Deans and 
directors, and the strategy community. In 
doing so, timing is key, whereby we build on 
momentum and take actions and decisions, 
without losing our community in the haste of 
necessary change.
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