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ABSTRACT
This paper applies strategic management concepts and analytical tools to an offshore, International Business degree program in Singapore.  The program’s strengths, weaknesses, opportunities, and threats are assessed and these findings are used to craft action plans and strategies for future operations.  This case study serves as an exemplar for colleges and universities already abroad who have experienced managerial challenges and for those contemplating new ventures overseas.  The findings also are relevant to host institutions and governments because they present the perspective of a foreign partner.  
INTRODUCTION
In recent years, many universities from the English-speaking and European nations have established overseas degree programs and branch campuses [1].  Termed “transnational education,” this is a system “in which the students are located in a different country to the one where the institution providing the education is based” [7, p. 1].  Reasons for establishing offshore operations include giving faculty opportunities for overseas experiences that can be shared with their classes, opening a pipeline for talented international students to study at the home campus, and creating research hubs that may create new companies and jobs [5].  Surely, however, the possibility of financial rewards is a prime motive.  

Offshore degree programs are unquestionably challenging to manage [1] [2] [3] [4].  However, the literature to date has been largely anecdotal and journalistic and not focused on strategic management.  Analytical approaches need to be developed for assessing the current situation of such programs and for providing guidance for action plans.  This paper demonstrates the feasibility of using SWOT Analysis (strengths, weaknesses, opportunities, threats) to achieve these ends.  It applies SWOT methodology to a small International Business degree program in Singapore, henceforth called the “Singapore Program,” that was launched in 2006 by the College of Business Administration (CBA) and University College and Extension Services (UCES) at California State University, Long Beach (CSULB).  In addition to benefiting the subject institution, this paper provides a case study for other colleges and universities about to launch similar programs, for those already offshore, and for host institutions and governments wishing to understand the perspective of foreign partners.  
PROGRAM HISTORY AND OVERVIEW

The Singapore Program was originally conceived in early 2004 when representatives of PSB Academy in Singapore came to Long Beach to discuss an undergraduate degree program in International Business that CBA would deliver on-site in Singapore.  The Western Association of Schools and Colleges (WASC) Substantive Change review process was completed in December, 2006 [8], and the program began offering business classes in early 2007 to the first cohort of students.

Students participating in the Program complete their first 60 units by enrolling in PSB Academy courses which have been articulated with CSULB General Education (GE) classes.  In effect, PSB Academy is acting like a feeder community college.  Once the students have met all the basic requirements, they then apply to the University for matriculated status and complete the remainder of their coursework as CSULB students.  The program is designed so that students can obtain their degree in three years plus one additional intensive summer session.  GE classes are taught by local Singapore faculty.  Upper division instruction is delivered by a combination of Long Beach faculty teaching in Singapore, Singapore-based faculty teaching business courses, and distance-delivered courses
SWOT ANALYSIS
SWOT analysis is a strategic auditing and planning tool used to evaluate a company’s resource strengths and weaknesses, its market opportunities, and its external threats [6].  Although usually applied to business ventures, SWOT analysis potentially can appraise and guide non-profit organizations and projects where competition is less of an issue, but strategic thinking is still mandatory.  The SWOT approach begins by specifying the objectives of the initiative and then identifies the internal and external factors that are favorable and unfavorable to achieving that objective.  Strengths and weaknesses are internal to an organization, whereas opportunities and threats are external, environmental factors.  Strengths entail core and distinctive competencies, the former being central to an organization, whereas the latter are what the enterprise performs better than by rivals.  SWOT analysis does not end with the creation of  lists.  Perhaps its most important components are “drawing conclusions” about the overall situation of the entity in relation to its resources and “translating these conclusions into strategic actions” [6, p. 107].  These last two steps will be discussed in a later section.

Table 1 summarizes the various Singapore Program strengths and weakness, and external opportunities and threats.  They have been listed in order of descending importance.  Before proceeding, it should be noted that the objectives of the Singapore Program have never been clearly stated.  The 2006 WASC Report [8] described the proposal in detail, but never gave a clear reason for why it should be offered.  The unacknowledged elephant in the document is the possibility of financial gain for the units involved.  The University has increasingly sought non-state support from gifts and external programs, and teaching overseas is one way for faculty to augment their income.

Table 1:  Singapore Program SWOT
	Program Strengths
	Program Weaknesses

	· Excellent location
· Good facilities and competent administration at PSB Academy 
· Good faculty
· Good students
· Alignment with CBA mission statement
	· High demand on administrative time 
· Difficulty serving students who fail
· Undifferentiated degree program
· Suboptimal mode of instruction 
· Difficulty staffing courses
· Relatively low faculty salaries
· Turnover in program management

	External Opportunities
	External Threats

	· High demand for external programs in Singapore
· Global branding for CBA & CSULB
· Potential recruiting tool for faculty
	· AACSB accreditation standards 
· University opposition
· Political opposition to external programs


OVERALL SITUATION, ACTION PLAN, AND STRATEGIC OPTIONS
The SWOT analysis reveals that the overall situation confronting the Singapore Program has some upsides and no significant downsides save potential criticism from the CBA accrediting body, the AACSB, for not meeting all standards.  The University has sufficient resources to continue the endeavor and benefits from it financially.  
The action plan entails short-term adjustments to the program.  Clearly, the most important item is reducing the amount of time required to administrate it.  Part of the problem up to now may simply have been the steep learning curve any new venture necessitates.  Much time has been spent on remediating problems caused by oversights in the original curriculum.  Building the CBA and CSULB brand in Singapore could be furthered through the gift or sale of themed merchandise.  Going forward, at least three strategic options are possible:  1) continue the program at its present level, 2) discontinue the program, and 3) ramp up the program. 

CONCLUSION

Although this study has been exploratory, it indicates that the strategic management of offshore educational programs may benefit from using analytical tools developed for assessing the prospects of companies.  The SWOT items generated in this examination of the CSULB International Business degree in Singapore led to some conclusions about the program’s current situation and informed short-term plans for action as well as longer-term strategic options.  Thus, this type of  analysis should be applicable to other offshore degree programs with similar situations and resources. 
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