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During last decades, developing mission-based university has been
becoming a hot debate among Higher education experts and the
macro-official documents. Although the central part of this debate is
related to the way of developing mission-based university. Some
experts believe in the centralization process and other experts,
emphasis on university empowerment as a scholar community. The
history of philosophy in the world have shown that the university is
an institution that has emerged from social changes and builds its
missions according to social demands. And it remains as a social
institution that is formed and opens and influences in continuous
action and reaction with society. Therefore, considering the principle
that the university is a social institution, the present study was
conducted with the aim of designing a framework for the mission-
orientation of the university and focusing on the concept of the idea
of the university. Because the missions of universities, in addition to
being rooted in social demands, find their basis in the essence of each
university is. The present study has done due to finding the
framework for developing mission-based university. This study is
based on PDIA approach, Ecological university of Ronald Barnet, and
university Idea. The findings of the study indicate that mission-based
university in Iran suffers from a serious conceptual misunderstanding
among policymakers and upstream documents. Finally, that the final
framework is stressed on local stakeholders’ activities and ecological
agency of university. This framework has recognized academic
independence, including 10 Executive steps, and been abled to use in
different universities. In addition, this framework tries to broaden a
way to identify university identities and missions. Finally, these
missions are categorized to two parts; public and specific missions.
And these are resulted from the current situation of the university,
current and potential ability of the university and the macro and
micro related official documents. In addition, the specialties and
adaptions among micro- official documents in the university are
could obtained from this framework.
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INTRODUCTION

The history of philosophy in the world suggests that the university is an institution
that has emerged from social transformations and derives its missions from social
demands and desires. It remains a social institution that continuously interacts with
society, shaping and influencing it. A mission, by definition, is a clear, concise, and
lasting statement of an organization's reason for existence. In other words,
objectives are a direct and explicit expression of the university's nature, originating
from its essence, and thus cannot be externally imposed. These missions, based on
the essence and nature of the university, permeate the organizational culture and
are reflected in the everyday life and official documents of the university
community. Understanding this concept allows us to see a mission-oriented
university as an institution that has rediscovered its essence and subsequently
derived its missions from it. In such a university, the essence and missions are
inseparable. This essence or nature of the university is referred to as the "idea of the

university."

Both older and newer university ideas reflect the definition of the university's
nature and, consequently, the rediscovery of its missions. For example, a university
established for research for its own sake differs in its missions from one aiming to
fight against new and global colonialism or one intending to develop emancipatory
education. A university aiming to provide access to free expression and equality, or
one characterized as a socio-cultural entity, differs from a university defined within
a neoliberal framework, and these differences manifest in their varied missions.
Therefore, this research emphasizes that to identify the mission of a university, one
must first understand the idea of the university. In the context of the Iranian
university, where there is a significant shortfall in the idea of the university as a
uniquely Iranian commodity, identifying its missions becomes challenging. Hence,
this research seeks to answer the fundamental question: What is the framework of
mission-orientation in the Iranian university?

METHODOLOGY

This study can be considered as qualitative research with an interpretive
philosophical approach, utilizing the method of thematic content analysis. The
participants in this research included faculty members, members of the strategic
planning committee, the council of directors, the university's trade union
representative, the student representative, members of the internationalization
committee, and members of the planning and budgeting group at the University of
Guilan. The primary idea of this research emphasized academic independence and
the active involvement of university stakeholders in the development of missions,
stressing that mission orientation is not a centralized matter but rather depends on



each university individually. With this approach, the University of Guilan was
selected as a convenient case study. Overall, more than 30 individuals from various
sectors of the University of Guilan participated in this research. The researcher
spent nearly a year at the University of Guilan, initially familiarizing themselves
with the university's context and then advancing various parts of the study through
numerous individual and group sessions. The main method implemented in this
research followed the steps of the PDIA (Problem-Driven Iterative Adaptation)
policy-making approach.

FINDINGS

The main finding of this research is the Mission Statement document for the
University of Guilan, as well as the framework for mission orientation at the
university. All findings leading to the development of this document and
framework were obtained through the seven stages of the PDIA (Problem-Driven
Iterative Adaptation) methodology.

Stage 1: Problem Recognition

This stage involves identifying and conceptualizing the problem, also known as
problem construction. It is based on the principle that breaking down issues into
smaller components can make them manageable. Working groups were formed,
and various group and individual meetings were held to dissect the mission
orientation issue at the University of Guilan into its constituent parts by answering
specific questions.

Stage 2: Problem Restructuring

After understanding the current state for a more precise problem recognition,
the various components identified were reorganized. This was done using a cause-
and-effect diagram, also known as a fishbone diagram, and by distinguishing
between different academic contexts. This process produced a comprehensive
picture of the problem, making its branches and dimensions clear.

Stage 3: Process Sequencing and Change Space Analysis

In this step, the proposed sequence among the components of the mission
orientation process was established. Analysis of the change space was used to
identify entry points (change entry points) for interventions.

Stage 4: Slow Movement in the Change Space to Identify Possible Strategies

The focus here was on ensuring that the strategies developed were based on the
characteristics of the studied context and not imposed externally.
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Stage 5: Creating and Maintaining Authorization for Transformation

At this stage, the structure for implementation and the allocation of power were
defined to ensure that the outcomes from previous stages could be effectively
realized.

Stage 6: Designing the Initial Intervention

In this phase, the initial draft of the missions and the "idea of the University of
Guilan" as the primary basis for identifying the university's missions were
formulated.

Stage 7: Learning from the Intervention

The result of this stage was the establishment of a monitoring and evaluation
system for the missions and the creation of a space for updating them as needed.

These stages collectively contributed to crafting a tailored mission-oriented
framework for the University of Guilan, considering its unique context and
characteristics.

CONCLUSION

As previously mentioned, Iranian universities face a significant challenge in the area
of mission orientation. One of the most critical issues in this domain is not merely
the lack of mission orientation but a deficiency in the conceptual understanding of
what it entails. Research indicates that this conceptual deficiency becomes apparent
when policymakers and even university stakeholders in Iran equate mission
orientation with the specialization of universities. This conceptual misinterpretation
poses a major obstacle to the mission orientation of universities. However, mission
orientation is inherently linked to the idea of the university, tied to its essence and
nature. Therefore, this study considered the interdependence between the idea of
the university and mission orientation, the specific needs of higher education in
Iran, and the philosophy of the ecological university. The outcome was the
development of the Mission Statement document for the University of Guilan. This
document focuses on defining the idea of the University of Guilan and outlines its
general and specific missions across seven ecological systems. This framework has
been provided to the university as a guide for its mission-oriented endeavors.

NOVELTY

The application of the PDIA policy-making approach in solving higher education
issues with a focus on activating all stakeholders in local contexts
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1 Deconstructing the problem

2 Sequencing, using change space analysis to find entry point
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1. Crawling the design space for possible solution
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