EDUCATION QUALITY IMPROVEMENT PROJECT
MINISTRY OF EDUCATION AND RESEARCH

Procurement Reference No.: MD-MOED-559491-CS-CQS

TERMS OF REFERENCE
Consulting Company to support selected higher education institutions in conducting comprehensive institutional financial diagnostics, institutional asset audits, identifying revenue growth and diversification opportunities, improving financial management and governance, and developing five-year financial sustainability strategies
1. Background information on the project
The Moldova Higher Education Project (MHEP) is a World Bank-financed Project to be implemented between May 2020 and December 2029. The original Project is financed by the International Development Association (IDA) Credit of EUR 35.7 million. To continue education reforms in the higher education sector and strengthen the capacity for research and innovation in the higher education system to enable growth in priority economic sectors, the Government of Moldova requested Additional Financing for MHEP, which was approved by the Bank on May 13, 2025.
The Additional Financing (AF) is financed by the International Bank for Reconstruction and Development (IBRD) credit of EUR 30 million and concessional co-financing from the Global Concessional Financing Facility (GCFF) in the amount of US$8.475 million equivalent (EUR 7.5 million). The Loan Agreement (Additional Financing for Higher Education Project) was ratified by the Parliament of the Republic of Moldova by Law no. 148 dated June 19, 2025.
The Project Development Objective (PDO) is to improve the labor market orientation of selected higher education institutions and the quality assurance mechanisms.
The Project supports the Government of Moldova in its efforts to transform and strengthen the higher education system to: (a) meet labor market needs; (b) become a stronger member of the European and international research and innovation community; (c) support businesses with relevant technology infusion; and (d) become a more attractive destination for international students and researchers, while continuing to deepen ongoing reforms.
The Project is comprised of five components:
Component 1 - Improving the Quality Assurance Mechanisms and Strategic Policy Initiatives;
Component 2 - Improving Labor Market Orientation, Research and Innovation;
Component 3 - Project Management and Monitoring and Evaluation;
Component 4 - Internationalization of Higher Education;
Component 5 - Contingency Emergency Response.
Under Sub-component 1.4 - Strategic Policy Initiatives, the Project supports results-based strategic policy initiatives aimed at improving the administrative and financial efficiency of higher education institutions, strengthening institutional management capacities, and supporting evidence-based planning and decision-making. In this context, the MoER intends to contract a consulting company to support selected universities in conducting comprehensive financial diagnostics, institutional asset audits, identifying potential new revenue streams, improving financial management practices, and developing institution-specific five-year financial sustainability strategies aimed at strengthening institutional financial sustainability and strategic resource management across the higher education sector.
2. Objective of the assignment
The objective of the assignment is to provide technical assistance to selected higher education institutions in the Republic of Moldova to strengthen their long-term financial sustainability, institutional financial management and strategic resource allocation capacity.
The assignment shall include a comprehensive institutional financial diagnostic, covering revenue structure, expenditure patterns, cost centers, asset utilization, internal financial management procedures, staff capacity, level of process digitalization and quality of financial governance. Based on this diagnostic, the Consulting Company shall develop institution-specific five-year financial sustainability strategies, including measures for revenue growth and diversification, improved use of assets, cost optimization and expenditure reduction, strengthening of internal financial management systems, governance improvements and implementation roadmaps with measurable targets.
The assignment is expected to support universities in strengthening evidence-based financial planning and decision-making, improving resource utilization, diversifying revenue-generation mechanisms, optimizing expenditures, improving internal financial management and governance, and enhancing long-term institutional sustainability.
3. Scope of work
The scope of work consists of providing technical assistance to selected higher education institutions in the Republic of Moldova in conducting comprehensive institutional financial diagnostics, institutional asset assessments, revenue growth and diversification analyses, cost optimization analyses, and developing institution-specific five-year financial sustainability strategies.
The Consulting Company shall work in close coordination with the MoER, the Project Management Team (PMT), and beneficiary universities throughout the implementation of the assignment.
The assignment shall be implemented in the following higher education institutions:
	No.
	Institution

	1
	Moldova State University, Chisinau

	2
	Technical University of Moldova, Chisinau

	3
	Academy of Economic Studies of Moldova, Chisinau

	4
	Nicolae Testemitanu State University of Medicine and Pharmacy, Chisinau

	5
	Ion Creanga State Pedagogical University, Chisinau

	6
	Alecu Russo State University, Balti



The assignment shall include, but not be limited to, the following tasks.
Task 1. Review of institutional context and development of inception methodology
The Consulting Company shall review the existing institutional, financial, operational, strategic and regulatory documentation relevant to the assignment, including available information related to institutional finances, assets, cost structures, financial management practices, infrastructure utilization, revenue sources, strategic development documents, digital systems, internal procedures, governance arrangements and other relevant materials provided by beneficiary universities and the MoER.
Based on this review, the Consulting Company shall develop and submit for approval an Inception Report describing the proposed approach, methodology, tools, implementation schedule, stakeholder engagement approach, data collection plan, quality assurance approach and expected outputs for the assignment. The Inception Report shall include, at minimum:
detailed methodology and work plan;
data request templates and document review checklist;
financial diagnostic framework;
cost-center analysis methodology;
asset audit and utilization assessment tools;
revenue growth, diversification and feasibility assessment tools;
cost optimization and expenditure reduction analysis framework;
financial management, governance, staff capacity and digitalization maturity assessment tools;
proposed structure of the five-year institutional financial sustainability strategies;
stakeholder engagement and validation plan; and
risk management and quality assurance arrangements for implementation of the assignment.
Task 2. Conduct comprehensive institutional financial diagnostics
The Consulting Company shall conduct a comprehensive financial diagnostic for each beneficiary university. The diagnostic shall establish a clear institutional financial baseline and identify key financial sustainability risks, constraints and opportunities.
The diagnostic shall cover, at minimum:
analysis of historical revenues for the last 3-5 years, disaggregated by source, including state budget allocations, tuition fees, research grants, externally financed projects, dormitory-related revenues, rental income, continuing education, services, donations, partnerships and other own revenues;
analysis of expenditure structure and dynamics for the last 3-5 years, including staff costs, utilities, maintenance, scholarships, procurement, infrastructure-related costs, administrative costs, academic delivery costs and other major expenditure categories;
identification and mapping of main cost centers and cost drivers, including faculties, departments, academic programs, research units, dormitories, laboratories, auxiliary services, administrative structures and infrastructure assets, to the extent permitted by available data;
assessment of financial performance, financial sustainability risks, liquidity constraints, budget rigidity and dependency on major revenue sources;
assessment of the quality, completeness, comparability and usability of available financial and management data;
analysis of the relationship between strategic priorities, budget allocation and actual spending patterns;
calculation of relevant indicators, including revenue per student, cost per student, staff cost share, own revenue share, cost per square meter, utilities cost per square meter, dormitory cost recovery, asset utilization rates and other indicators agreed in the inception methodology; and
identification of key data gaps and recommendations for improving financial and managerial information systems.
Where data are incomplete, inconsistent or unavailable, the Consulting Company shall document the limitations, propose reasonable analytical proxies, and provide recommendations for improving data collection and management reporting.
Task 3. Conduct institutional asset audits and utilization assessments
The Consulting Company shall conduct detailed institutional asset audits for selected universities in order to assess the current utilization, operational efficiency, condition, utilization efficiency, operating costs and revenue-generation potential of institutional assets.
The assessment may include, but shall not be limited to:
academic buildings and educational facilities;
student dormitories and auxiliary infrastructure;
laboratories and research infrastructure;
sports, cultural and conference facilities;
land plots and other institutional property;
equipment and other relevant institutional assets;
utilities, maintenance and operating cost profiles of major assets; and
legal, operational, technical and institutional constraints affecting the use of assets.
The assessment shall identify underutilized or inefficiently utilized assets, as well as opportunities for improving their strategic, operational and financial use. For each major asset category, the Consulting Company shall assess utilization, condition, operating costs, investment needs, potential for shared use or commercialization, risks and feasibility constraints.
Where feasible, the Consulting Company shall also provide a cross-institutional overview of research infrastructure assets, identifying opportunities for shared access, joint utilization, improved coordination and increased value creation for research, innovation and collaboration with industry, while respecting institutional autonomy.
Task 4. Assess opportunities for revenue growth, diversification and commercial use of assets
The Consulting Company shall identify and assess potential opportunities for generating additional institutional revenues, including opportunities for lawful, sustainable and, where applicable, commercially viable use of university assets and services.
The analysis shall include both the improvement of existing revenue sources and the development of new revenue streams. It may include, but shall not be limited to:
continuing education, lifelong learning and professional training services;
research, innovation, testing, consultancy and technology-transfer services;
partnerships with private sector entities and public institutions;
rental, shared use or service-based use of facilities, laboratories, conference spaces, sports and cultural facilities;
innovation, incubation, entrepreneurship and start-up support activities;
internationalization-related services and services for international students, staff and researchers;
dormitory-related services and improved cost recovery, where feasible and socially appropriate;
use of digital platforms and data-driven services, where relevant and lawful; and
other feasible revenue-generating activities relevant to the institutional context of each university.
For each proposed opportunity, the Consulting Company shall assess feasibility, estimated revenue potential, required investments, legal and regulatory constraints, institutional capacity requirements, market demand, implementation risks, social and reputational risks, and sustainability.
Task 5. Assess institutional financial management practices, governance, staff capacity and digitalization
The Consulting Company shall assess existing institutional financial management practices and identify opportunities for improving financial planning, budgeting, monitoring, reporting, internal resource allocation, control mechanisms and strategic financial decision-making processes within beneficiary universities.
The assessment shall include, at minimum:
review of internal financial planning, budgeting, budget revision and medium-term planning procedures;
review of internal rules for revenue generation, tariff setting, use of own revenues and allocation of resources;
review of expenditure approval, procurement planning, contract management and payment workflows;
review of internal control mechanisms, segregation of duties, risk management, internal audit arrangements and compliance practices;
assessment of management reporting practices and the use of financial data in strategic decision-making;
assessment of the roles and responsibilities of governing bodies and management structures in financial decision-making;
assessment of staffing, skills, workload and training needs of financial, accounting, administrative and asset management personnel;
assessment of the level of digitalization of financial and resource management processes, including accounting, budgeting, procurement, asset management, payroll, contract management, reporting and management dashboards;
identification of bottlenecks, duplication, manual processes, data quality issues, weak controls and opportunities for simplification, automation and digital integration; and
practical recommendations aimed at improving efficiency, transparency, accountability, sustainability and evidence-based financial management practices.
The assessment of financial governance shall examine how financial decisions are prepared, approved, implemented, monitored and reported, and whether existing governance arrangements support transparency, accountability, efficiency and strategic resource allocation.
Task 6. Identify cost optimization and expenditure reduction measures
The Consulting Company shall identify opportunities for cost optimization and, where feasible, expenditure reduction, without undermining the quality of education, research and student services.
The analysis shall cover, at minimum:
utilities, energy efficiency, maintenance and facilities management costs;
administrative and support service costs;
underutilized spaces, equipment and infrastructure;
duplication of functions, services or processes;
procurement and contract management practices;
dormitory operating costs and cost recovery;
opportunities for shared services, outsourcing, consolidation, automation, improved asset utilization or improved procurement practices;
potential cost savings, required investments and implementation risks; and
institutional decisions, governance arrangements and capacity requirements necessary to implement cost optimization measures.
Cost optimization measures shall be prioritized based on feasibility, estimated financial impact, implementation complexity, risks and alignment with the academic and social mission of each institution.
Task 7. Develop institution-specific five-year financial sustainability strategies
Based on the findings of the financial diagnostics, asset audits, revenue diversification analysis, cost optimization analysis and consultations, the Consulting Company shall develop institution-specific five-year financial sustainability strategies for each beneficiary university.
Each strategy shall include, at minimum:
baseline financial diagnosis;
analysis of current revenue sources and expenditure structure;
mapping of cost centers and cost drivers;
asset utilization and revenue potential analysis;
priority measures for revenue growth and diversification;
priority measures for cost optimization and expenditure reduction;
measures for strengthening internal financial management procedures and controls;
measures for improving financial governance and accountability in decision-making;
measures for digitalization and improved use of financial and managerial data;
institutional capacity-building needs;
financial scenarios for five years, including assumptions and sensitivity analysis, where feasible;
estimated costs, expected benefits and financial impact of proposed measures;
implementation roadmap with responsibilities, sequencing and timeline;
risk matrix and mitigation measures; and
monitoring indicators, baseline values and annual targets.
The strategies shall be realistic, institution-specific and implementable. They shall distinguish between measures that can be implemented by the university itself and measures that require MoER, Government or regulatory decisions.
Task 8. Deliver consultations, validation and capacity-building support
The Consulting Company shall provide consultations, presentations, validation workshops and capacity-building activities for representatives of beneficiary universities and relevant stakeholders in order to support understanding, ownership and implementation of the proposed recommendations and financial sustainability strategies.
Capacity-building activities shall cover, as relevant, financial diagnostics, cost-center analysis, revenue diversification, asset management, cost optimization, internal financial management procedures, financial governance, digitalization and implementation monitoring.
All activities under the assignment shall be implemented in close coordination with the MoER and the PMT.
4. Methodological and quality requirements
The Consulting Company shall ensure that all analyses and recommendations are evidence-based, institution-specific, financially realistic and consistent with applicable national legislation, institutional mandates and World Bank requirements.
The methodology shall observe the following requirements:
use of both quantitative and qualitative evidence, including financial data, documents, interviews, site visits, focus groups and validation workshops;
triangulation of findings from multiple sources;
transparent documentation of data sources, assumptions, limitations and calculation methods;
clear distinction between facts, estimates, scenarios and recommendations;
validation of key findings with beneficiary universities and MoER/PMT before finalization;
prioritization of recommendations based on feasibility, impact, risks and implementation capacity;
alignment of strategies with institutional development priorities and the higher education reform agenda; and
protection of confidential institutional information and secure handling of all data.
5. Qualification requirements and basis for evaluation
5.1 Qualification requirements
The Consulting Company shall meet the following minimum qualification requirements.
(i) General Experience (40 points)
· At least 5 years of demonstrated experience in providing consulting services in areas such as financial management, institutional development, business planning, strategic planning, asset management, public sector reform, higher education management, organizational financial sustainability, cost optimization or institutional diagnostics.
· The average annual turnover of the consultant in the last three (3) years shall be at least 8.000.000,00 MDL.
· Demonstrated experience in conducting institutional assessments, financial diagnostics, analytical studies, financial analyses, asset utilization studies, revenue diversification analyses, cost optimization analyses or strategic planning assignments for public institutions, universities, international organizations, development partners or similar entities, or international development projects.
· Demonstrated organizational capacity to successfully implement multidisciplinary consulting assignments of comparable size and complexity, including appropriate quality assurance and project management arrangements.
(ii) Specific experience (60 points)
· Successful completion of at least two (2) similar consulting assignments during the last ten (10) years involving financial sustainability assessments, institutional diagnostics, business planning, asset management, financial management improvement, or public sector institutional reform. Previous experience in the higher education sector, including financial governance, public finance, institutional asset management, or digitalization of financial management processes, will be considered a strong advantage.
· Experience in developing business plans, financial sustainability strategies, revenue diversification plans, or institutional financial models for public sector organizations.
· Experience in assignments financed by international development partners (such as the World Bank, European Union, EBRD, EIB, UN agencies, or similar organizations) shall constitute an advantage.
· The Consultant shall demonstrate the availability of a multidisciplinary team with complementary expertise covering all areas required under the assignment. Team members may include permanent employees of the firm as well as external specialists formally engaged for the assignment. 
5.2 Staffing requirements
Key Experts will not be evaluated at the shortlisting stage.

The Consulting Company may propose a multidisciplinary team composed of both permanent staff and external experts, provided that the proposed team collectively demonstrates the qualifications and experience required for successful implementation of the assignment. Particular emphasis will be placed on the complementarity of the team's expertise in financial management, higher education governance, institutional asset management, digitalization, strategic planning and public sector reform. 
The proposed team shall include, at minimum, the functions listed below. Functions may be combined in one expert where adequately justified, provided that all required competencies are covered and the workload is realistic. The Consultant shall ensure that all proposed experts collectively provide the full range of competencies required for successful implementation of the assignment.
	Expert/function
	Minimum qualifications and experience

	Team Leader/Higher Education Governance and Institutional Development Expert
	Higher education degree in economics, public administration, business administration, finance, management, public policy, education management or related field; at least 7 years of relevant professional experience; demonstrated experience in coordinating complex consulting assignments; experience in strategic planning, institutional development, higher education governance or public sector reform.

	Financial Management/Public Finance Expert
	Higher education degree in finance, accounting, economics, public finance or related field; at least 5 years of professional experience in financial management, financial analysis, budgeting or institutional finance; experience in public sector or higher education financial management will constitute an advantage.

	Cost Accounting/Financial Analysis Expert
	Higher education degree in accounting, finance, economics, business administration or related field; at least 5 years of experience in cost analysis, cost-center mapping, management accounting, expenditure analysis, financial modelling or institutional diagnostics.

	Business Development/ Financial Sustainability Expert
	Higher education degree in economics, business administration, management, finance or related field; at least 5 years of experience in business planning, revenue diversification, financial sustainability analysis, investment planning or development of institutional sustainability strategies.

	Asset Management/ Infrastructure Expert
	Higher education degree in engineering, infrastructure management, economics, real estate management, asset management or related field; at least 5 years of relevant professional experience in asset assessment, infrastructure utilization analysis, facilities management or institutional asset management.

	Digitalization/Management Information Systems Expert
	Higher education degree in information systems, digital transformation, data management, public administration, finance, economics or related field; at least 5 years of experience in assessing or implementing digital systems, management information systems, financial information systems, dashboards, process automation or data-driven management tools.

	Internal Control/Governance Expert, where not covered by other experts
	Relevant higher education degree and at least 5 years of experience in internal control, audit, governance, risk management, public sector management, institutional governance or compliance.



The Consulting Company may propose additional experts, including legal, real estate, higher education finance, energy efficiency, procurement, data analytics or sector-specific experts, as needed for successful implementation of the assignment.
6. Duration of the assignment, estimated time input and expected outcomes
The estimated duration of the assignment is up to 8 months from the date of contract signing. The Consulting Company is expected to provide all necessary professional, technical and logistical inputs required for successful implementation of the assignment.
The assignment shall be implemented in close coordination with the MoER, the PMT and beneficiary universities.
The expected outcomes of the assignment include:
improved understanding of the financial health, revenue structure, expenditure structure and cost centers of beneficiary universities;
improved understanding of institutional assets, resource utilization, operating costs and revenue-generation potential;
identification of feasible opportunities for revenue growth, revenue diversification and sustainable commercial use of assets;
identification of feasible cost optimization and expenditure reduction measures;
strengthened institutional financial management, governance, internal control and data-driven decision-making practices;
improved understanding of staff capacity gaps and digitalization needs in financial and resource management processes;
development of institution-specific five-year financial sustainability strategies with implementation roadmaps and measurable targets; and
enhanced institutional capacity for evidence-based financial planning and strategic resource management.
This consultancy is expected to start in October 2026. All reports shall be submitted in Romanian language in electronic format to the MoER. The final report shall be submitted both in Romanian and English, in electronic and hard-copy format.
The period for review and approval of submitted deliverables shall not exceed 10 working days from the date of submission to the MoER. In case revisions or additional clarifications are required, the deliverables may be returned to the Consulting Company for further completion. The submission date shall be considered the date on which the MoER confirms receipt of the deliverables.
7. Deliverables
	No.
	Deliverable
	Submission deadline
	Format
	Approval by

	1
	Inception Report with methodology, work plan, tools, data request templates, stakeholder engagement and quality assurance arrangements
	3 weeks from signing the contract
	Electronic format (Word and PDF)
	MoER and PMT

	2
	Institutional Financial Diagnostic Reports for each beneficiary university
	10 weeks from signing the contract
	Electronic format (Word and PDF)
	MoER, PMT and beneficiary universities

	3
	Institutional Asset Audit and Utilization Assessment Reports
	16 weeks from signing the contract
	Electronic format (Word and PDF)
	MoER, PMT and beneficiary universities

	4
	Revenue Growth, Diversification and Cost Optimization Options Report
	20 weeks from signing the contract
	Electronic format (Word and PDF)
	MoER and PMT

	5
	Financial Management, Governance, Staff Capacity and Digitalization Diagnostic Report
	24 weeks from signing the contract
	Electronic format (Word and PDF)
	MoER, PMT and beneficiary universities

	6
	Draft Five-Year Institutional Financial Sustainability Strategies for each beneficiary university
	28 weeks from signing the contract
	Electronic format (Word and PDF)
	MoER, PMT and beneficiary universities

	7
	Capacity-building, presentation, consultation and validation activities
	Throughout the assignment period
	Training materials, presentations and attendance records
	MoER and PMT

	8
	Final Consolidated Report with finalized strategies, cross-institutional findings, systemic recommendations, including recommendations aimed at strengthening sector-level coordination and shared utilization of research infrastructure, where supported by the findings and monitoring framework
	32 weeks from signing the contract
	Electronic format (Word and PDF), editable files and hard-copy format where required
	MoER and PMT



8. Institutional arrangements
The Consulting Company shall work in close coordination with the MoER, the PMT and beneficiary universities throughout the implementation of the assignment.
The MoER and PMT shall:
facilitate communication and coordination with beneficiary universities;
provide relevant available documentation and institutional information necessary for implementation of the assignment;
review and approve deliverables submitted by the Consulting Company;
provide comments and recommendations on draft deliverables, where necessary;
monitor implementation progress of the assignment; and
support validation of cross-institutional and systemic findings, where relevant.
Beneficiary universities shall:
designate focal points for coordination with the Consulting Company;
facilitate access to relevant institutional information, financial data, documentation, internal regulations and stakeholders necessary for implementation of the assignment;
facilitate access to assets, infrastructure and relevant institutional sites for assessment purposes;
participate in consultations, meetings, interviews and validation activities related to the assignment;
review and provide feedback on draft institutional reports and financial sustainability strategies; and
support clarification of data gaps, assumptions and institutional constraints identified during the assignment.
The Consulting Company shall:
ensure timely and quality implementation of all activities under the assignment;
maintain regular communication with the MoER, PMT and beneficiary universities;
apply the approved methodology and data collection tools;
ensure the quality, consistency and internal coherence of all reports, calculations, recommendations and strategies;
ensure confidentiality and proper use of all institutional information obtained during implementation of the assignment;
submit all deliverables within the deadlines established under the contract; and
implement all activities and deliverables in accordance with applicable national legislation, the Project Operations Manual (POM), and World Bank applicable procurement and implementation requirements.
9. Confidentiality, data protection and intellectual property
All data, information, documents and materials provided by the MoER, the PMT and beneficiary universities for the purpose of this assignment shall be treated as confidential and shall be used solely for the implementation of the present assignment.
The Consulting Company and its experts shall not disclose, reproduce, distribute or communicate any information or materials obtained during the implementation of the assignment to any third party without the prior written consent of the MoER.
The Consulting Company shall ensure appropriate data protection, confidentiality and secure handling of all information obtained during implementation, including financial, personal, commercial, contractual, asset-related and institutional data, in accordance with applicable national legislation and World Bank requirements.
All reports, analyses, methodologies, databases, materials, calculations, templates, presentations, strategies and other outputs produced under this assignment shall become the property of the MoER. All intellectual property rights arising from the implementation of this assignment shall belong exclusively to the MoER, unless otherwise agreed in the contract.
Annex 1. Indicative documentation and data to be reviewed
The following indicative list of documents and data may be requested from beneficiary universities, subject to availability and applicable confidentiality requirements:
institutional development strategies, action plans and annual reports;
approved budgets, budget execution reports, financial statements and management reports for the last 3-5 years;
revenue data disaggregated by source, including public funding, tuition fees, research grants, projects, continuing education, dormitories, rentals, services, donations and other own revenues;
expenditure data disaggregated by economic category, organizational unit, function, program, project, asset or service, where available;
compensation and incentive policies, including aggregated staff cost structures, remuneration frameworks, staffing levels, workload distribution and organizational structure information relevant to financial and administrative functions;asset registers, cadastral/property documents, floor plans, space inventories, equipment inventories, dormitory data and utilization records;
utilities, maintenance, service contracts, procurement plans and major contracts relevant to expenditure and asset management;
data on laboratories, research infrastructure, sports/cultural/conference facilities and other revenue-relevant infrastructure;
internal regulations on budgeting, accounting, procurement, asset management, revenue generation, tariff setting, use of own revenues, internal control and reporting;
internal and external audit reports, risk registers, control reports and relevant compliance documentation;
information on digital systems used for accounting, budgeting, procurement, asset management, HR/payroll, reporting, dashboards and decision-making; and
minutes, decisions or other records of relevant governing bodies related to financial planning, resource allocation, asset use and strategic development.
Annex 2. Minimum structure of the five-year institutional financial sustainability strategy
Each institution-specific five-year financial sustainability strategy shall include, at minimum, the following sections:
1. Executive summary;
2. Institutional context and strategic priorities;
3. Baseline financial diagnosis;
4. Revenue analysis and revenue diversification potential;
5. Expenditure analysis, cost centers and cost drivers;
6. Asset utilization and revenue potential;
7. Financial management, internal controls and governance assessment;
8. Staff capacity and digitalization assessment;
9. Five-year financial scenarios and assumptions;
10. Priority measures for revenue growth and diversification;
11. Priority measures for cost optimization and expenditure reduction;
12. Priority measures for strengthening financial management, governance and digitalization;
13. Implementation roadmap, responsibilities and sequencing;
14. Estimated financial impact of proposed measures;
15. Risks and mitigation measures;
16. Monitoring framework, KPIs, baselines and annual targets; and
17. Annexes with calculations, data sources, assumptions and consultation records.
Annex 3. Indicative analytical indicators
The Consulting Company shall propose the final list of indicators in the Inception Report. The following indicators are indicative and may be adapted to data availability and institutional specificity:
	Area
	Indicative indicators

	Revenue structure
	Total revenue; revenue by source; own revenue share; tuition revenue share; public funding share; research/project revenue share; continuing education revenue; rental/service revenue; revenue per student.

	Expenditure structure
	Total expenditure; staff cost share; utilities share; maintenance share; administrative cost share; academic delivery cost; expenditure per student; expenditure by organizational unit or cost center, where available.

	Cost centers
	Cost by faculty/department/program; cost per student by unit/program; cost per square meter; dormitory operating cost; laboratory operating cost; cost recovery ratios.

	Assets and infrastructure
	Space utilization rate; cost per square meter; utilities per square meter; dormitory occupancy; revenue per asset category; underutilized space; investment needs.

	Financial management and governance
	Budget execution rate; budget revision frequency; timeliness of management reports; existence and use of internal procedures; segregation of duties; internal control and audit arrangements; use of financial data in decision-making.

	Digitalization
	Level of automation of budgeting, accounting, procurement, asset management, HR/payroll and reporting; interoperability; dashboard availability; manual data processing; data quality issues.

	Financial sustainability
	Dependency on main revenue sources; budget rigidity; multi-year forecast; financial risks; estimated impact of proposed measures; sensitivity of scenarios to key assumptions.



