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ABSTRACT

Higher Educa� on Ins� tu� ons (HEIs) need strategic investment tempered with good aca-
demic, economic, social, and environmental performance from their managers. This study 
aims to provide a vision in diff erent layers about the internal and external factors present 
in the administra� on of the State University of Norte Fluminense Darcy Ribeiro (UENF), 
proposing ini� a� ves to deal strategically with exis� ng weaknesses and threats. In this sen-
se, a ques� onnaire was applied to 60 servers, with the eff ec� ve par� cipa� on of 56.7% of 
this sample, followed by the valida� on of three managers of the ins� tu� on. The set of 
tools that supported the research was the SWOT - Strengths (S), Weaknesses (W), Oppor-
tuni� es (O), and Threats (T) – SWOT Matrix, along with the priori� za� on technique GUT 
– Gravity, Urgency, and Tendency. One of the percep� ons of 97.1% of the par� cipants was 
that the fi nancial resource management policies of the State Government of Rio de Ja-
neiro were a nega� ve factor in the development of the university due to the con� ngency 
of resources that frequently occurs in public administra� on. The environmental commit-
ment of the ins� tu� on was rated as average, and the fact that there is no adequate in-
frastructure for the disposal of fl ammable chemical waste corroborates this percep� on. 
On the other hand, na� onal recogni� on and university autonomy, among other factors, 
are signifi cant posi� ve points. The SWOT analysis showed a global panorama of strengths, 
weaknesses, opportuni� es, and threats to the ins� tu� onal mission of UENF, highligh� ng 
the need to carry out periodic strategic diagnoses, including with the broader par� cipa-
� on of the university community.

Keywords: Public Sector; SWOT Analysis; Strategic Diagnosis; University Management; 
GUT Matrix.
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INTRODUCTION

Higher Educa� on Ins� tu� ons (HEIs) play a crucial role in 
society. Knowledge mul� plica� on and accumula� on have 
become the great strengths of a country, and organiza� ons 
must adapt to this new scenario and its requirements (Lahi-
kainen et al., 2019).

The contemporary knowledge revolu� on and its techno-
logical dimensions have the great challenge of depending 
primarily on the eff ort, thought, crea� vity, and discoveries 
made by humans, and there is no doubt about the role of 
these ins� tu� ons in this process as agents of change (Shu-
mali et al., 2021). Strategic ac� ons encompassing economic, 
social, and environmental requirements serve as causes of 
posi� ve eff ects refl ected in suppliers, students, and other 
stakeholders in these organiza� ons (Jiménez et al., 2019).

There are 2,608 HEIs in Brazil, among which 13.1% are 
public. In 2019, 1.25 million students completed undergra-
duate courses and, of this amount, 20.1% came from the 
public network (INEP, 2019), which is responsible for more 
than 90% of the scien� fi c research produced in the country 
in graduate courses, with a ranking that encompasses the 15 
universi� es with the highest scien� fi c produc� on, and these 
are responsible for 60% of all na� onally-authored research 
(CAPES, 2019).

There are four public HEIs in the state of Rio de Janeiro: 
the State University of Rio de Janeiro (UERJ), the West Zone 
State University Center Founda� on (UEZO), the Technical 
School Support Founda� on (FAETEC), and the State Univer-
sity of Norte Fluminense Darcy Ribeiro (UENF). The UERJ 
campuses cover the capital, metropolitan, mountain, and 
southern regions. The ac� vi� es of UEZO are concentrated in 
the western parts of Rio de Janeiro, Itagua, and Nova Iguaçu.  
FAETEC operates in the capital and in the northern, north-
western, southern, and mountainous regions of the state. 
Besides the Leonel Brizola Campus, UENF campuses include 
the Villa Maria House of Culture, the Center for Research in 
Animal Science and Plant Produc� on at the Antônio Sarlo 
State Agricultural School, the Research Support Unit at the 
PESAGRO Experimental Sta� on, all in Campos dos Goytaca-
zes, as well as the Experimental Area in Itaocara and the Car-
los Alberto Dias Campus in Macaé.

UENF was created in 1990 by State Law No. 1740, and 
in 1993, its fi rst class of undergraduate students gradua-
ted, also ini� a� ng research and post-gradua� on ac� vi� es. 
Its structure is composed of a set of bodies responsible 
for specifi c func� ons, such as the Rector’s Offi  ce, Superior 
Councils, Chambers, Teaching and Research Centers, and the 
Complementary, Supplementary, and Auxiliary Bodies, with 
the work of 303 professors and 564 technical-administra� ve 
staff , all permanent employees.

As a mission, UENF “seeks excellence in teaching, re-
search, and extension for the training of competent profes-
sionals, inserted into the Brazilian reality and, especially, 
the regional reality”. This mission is achieved through the 
produc� on and applica� on of scien� fi c, technological, cultu-
ral, and ar� s� c knowledge in the various areas of knowled-
ge and the training of human resources with the ability to 
propose innova� ve solu� ons to the challenges of today’s 
society while exercising full ci� zenship (UENF, 2016).

The strategic analysis has been proposed with sa� sfac-
tory results in case studies in the educa� onal fi eld. With the 
methodological support of the SWOT matrix – Strengths (S), 
Weaknesses (W), Opportuni� es (O), and Threats (T) – but 
without the proposi� on of a priori� za� on tool for cri� cal 
factors.

Shumali et al. (2021) evaluated the Pales� nian public uni-
versi� es, and their results showed the percep� on that the 
SWOT matrix is used to develop strategies that contribute to 
sustainable development with the par� cipa� on of stakehol-
ders. In addi� on, they also demonstrated that there are few 
fi nancial resources allocated to the management of these 
ins� tu� ons, and the poli� cal instability of the country nega-
� vely aff ects the achievement of planned objec� ves, recom-
mending solu� ons to the problems encountered.

Ab’s (2020) study focused on an Islamic state university, 
conduc� ng a self-assessment diagnosis of policies that were 
developed from 2013 to 2016 using the SWOT Matrix analy-
sis method to develop a compe� � ve strategy so that the ins-
� tu� on could compete na� onally and interna� onally.

The SWOT matrix can off er a systemic vision of the 
organiza� on’s posi� oning, collabora� ng as a useful tool for 
strategic planning and developing good management prac� -
ces (Gill, 2009; Manhães et al., 2020).

This study aims to prepare a strategic analysis of UENF th-
rough the joint applica� on of the GUT (Severity (G), Urgency 
(U), and Tendency (T)) and SWOT matrices, as a support to 
the ins� tu� on’s strategic planning.

BIBLIOGRAPHIC REVIEW

SWOT analysis and strategic planning

Strategic planning consists of an analy� cal process to de-
fi ne ac� ons necessary to face future situa� ons and achieve 
the organiza� on’s goals. The ini� a� ves can range from the 
realloca� on of resources to the development of new opera-
� ons (Mendonça et al., 2017) through strategies that neu-
tralize threats, seize opportuni� es, use strengths, and elimi-
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nate the ins� tu� on’s weaknesses to achieve the previously 
defi ned mission (Tavares, 1991).

The usefulness of strategic planning falls into fi ve catego-
ries, as enumerated by Ab (2020): (i) providing be� er func-
� onal guidelines for all levels of the organiza� on; (ii) an� ci-
pa� ng changes, new opportuni� es, and the emergence of 
threats; (iii) providing the manager with logical reasoning 
about resource alloca� on; (iv) assis� ng the decision integra-
� on of the organiza� on’s managers; and (v) fostering a more 
reac� ve than defensive management a�  tude. 

According to Mian et al. (2020), the SWOT matrix is an 
analy� cal, collabora� ve, and versa� le tool. It is widely used 
to encompass the perspec� ves of the members of a com-
pany, facilita� ng the process of dealing with challenges to 
achieve strategic goals.

The set of percep� ons is divided into strengths and weak-
nesses present in the organiza� on and opportuni� es and 
threats in the environment in which it operates. This com-
bina� on of factors allows consistent parameters to be esta-
blished regarding compe� � veness and provides a complete 
picture. The confronta� on between external developments 
and internal capabili� es enables the development of strate-
gies for specifi c government guidelines (Silva Neto and Piz-
zolato, 2001).

The environment external to the ins� tu� on must be 
analyzed to iden� fy, predict, and evaluate its environmental, 
socioeconomic, and cultural impacts, providing the correct 
percep� on of the opportuni� es and threats of the context 
analyzed. The organiza� onal strategic diagnosis evaluates 
the resources available in the ins� tu� on, making use of 
them to plan a joint and integrated applica� on, obtaining a 
compe� � ve advantage (Chiavenato and Sapiro, 2020).

The global educa� onal system was aff ected by the fi rst 
and second industrial revolu� ons, and many ins� tu� ons 
s� ll adopt passive learning models. However, the third and 
fourth industrial revolu� ons demand that ins� tu� ons adapt 
to new concep� ons of learning, teaching, working, and ma-
naging due to automated produc� on and the crea� on of in-
tangible values (Fahim et al., 2021).

The SWOT Matrix applied in the analysis of a public 
Arab higher educa� on ins� tu� on showed that ins� tu� onal 
strengths should be used to take advantage of the oppor-
tuni� es provided by Industry 4.0, thus requiring eff ec� ve 
fi nancial planning, well-trained staff , increased partnerships 
with industries, advanced infrastructure, curriculum review, 
and constant workshops.

Industry 4.0 has its own requirements based on specifi c 
workforce skills, predominantly in the areas of Informa� on 

Technology, Data Analy� cs, and Adap� ve Thinking. In this 
context, universi� es have the great challenge of adap� ng by 
modernizing their programs, facili� es, and infrastructure th-
rough effi  cient strategic planning (Mian et al., 2020).

METHODOLOGY

Definition

The research is classifi ed as applied from the standpoint 
of its qualita� ve nature due to the exploratory and descrip� -
ve ways of approaching the problem as to its objec� ves, thus 
performing an ins� tu� onal (Gil, 2002; Silva and Menezes, 
2005) and bibliographical (Gil, 2002) cutout. As classifi ed by 
Silva and Menezes (2005), the inten� onal sampling technique 
was used since 52% of the interviewees were managers direc-
tly involved in the formula� on of the ins� tu� on’s guidelines.

Data collection

Ini� ally, a review of theore� cal references related to stra-
tegic analysis in universi� es in Brazil and in other countries 
was carried out. Next, ques� onnaires were applied to UENF’s 
servers, and by analyzing the data obtained, the ins� tu� on’s 
SWOT matrix was built with the applica� on of the GUT ma-
trix to priori� ze the cri� cal points found, developing a pro-
posi� on of defensive strategic ini� a� ves for the ins� tu� on.

This analysis relied on informa� on provided through 
Ques� onnaire 1 in Appendix A by 34 UENF employees wor-
king at the Leonel Brizola campus in Campos dos Goytaca-
zes-RJ. These servers are directly or indirectly involved in the 
formula� on of organiza� onal policies and play various roles 
in the ins� tu� on, including the Rector, Vice-Rector, Direc-
tors, Professors, and Professionals at the higher, middle, and 
elementary technical levels. The ques� onnaire was develo-
ped by the authors using the Google Forms applica� on and 
was sent to 60 par� cipants via ins� tu� onal e-mail.

Questi onnaire 1 (“Strategic Diagnosis - SWOT Analysis of 
UENF”) was composed of a brief presenta� on of the tool, 
containing ques� ons such as: name, posi� on, and number 
of years working in the ins� tu� on; then, considering ac� ons 
aimed at sustainable prac� ces, the par� cipants were asked 
to choose and/or suggest which factors are most appropria-
te for each dimension of the SWOT Matrix 1, with ques� ons 
composed of mul� ple choices and space for the par� cipants 
to include more informa� on they deem relevant, according 
to each thema� c area.

For a better analysis of the scenario, data on the 
university’s budget profile were collected from the Rio de 
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Janeiro State Treasury Department database and inter-
views with employees in the planning and auditing areas 
at UENF. 

In addi� on, we sought to fi nd out the percep� on of the 
par� cipants regarding the visibility of possible ac� ons exis-
� ng at the university in terms of sustainable ini� a� ves, re-
ques� ng an evalua� on on a linear scale from 1 to 5 (where 1 
= a li� le and 5 = a lot), and about the degree of environmen-
tal commitment at UENF, reques� ng an opinion on a linear 
scale from 1 to 5 (where 1 = low and 5 = high).

Information processing

The variables were plo� ed in graphs and tables using the 
Microso�  Excel program to tabulate and analyze qualita� -
vely the data obtained by the research.

A� er grouping all the factors listed by the authors and 
suggested by the par� cipants, the Rector, the Vice-Rector, 
and the General Director of Administra� on – who have a 
broad strategic vision of the ins� tu� on due to their senior 
management roles – were asked to validate the new internal 
and external factors through Questi onnaire 2 in Appendix B, 
using the Google Forms applica� on.

From the answers in Questi onnaire 2, the relevant factors 
in terms of opportuni� es, threats, strengths, and weaknes-
ses, directly or indirectly related to environmental, econo-
mic, and social sustainability, were defi ned to develop a sui-
table strategic diagnosis of the ins� tu� on.

The selec� on criteria to compose the SWOT Matrix 2 was 
based on the items that had two or three votes from the 
managers who par� cipated in the fi nal valida� on, and the 
internal cri� cal factors were submi� ed to analysis in a GUT 
matrix for priori� za� on.

The GUT Matrix stands out as a priori� za� on tool that 
can be applied in strategic planning, project management, 
or process management, in a way due to the simplicity of its 
use, with sa� sfactory results. Three criteria are used: Seve-
rity (G), Urgency (U), and Trend (T) help managers determi-

ne which factors are more important and require immediate 
ac� on (Baldam et al., 2014).

According to Queiroz et al. (2012), each criterion presents 
a form of classifi ca� on: severity takes into account the level 
of damage that a problem or risk factor can cause; urgency is 
related to the � me in which the eff ects of a certain problem 
should appear; and tendency relates to the unfolding of a 
problem if no ac� on is taken.

Table 1 describes the scoring scale and the priori� za� on 
form used in the GUT Matrix elabora� on, which is calculated 
by mul� plying the scores defi ned for each criterion.

A� er the GUT stra� fi ca� on, the SWOT Matrix 2 was fi -
nalized, lis� ng the factors that relate to the internal envi-
ronment (strengths and weaknesses) and the external envi-
ronment (opportuni� es and threats) of the ins� tu� on. The 
crossing of this informa� on in the fi nal matrix was the basis 
for formula� ng management strategies with dis� nct purpo-
ses but with a common goal: the achievement of be� er ins-
� tu� onal performance and compe� � ve advantage.

RESULTS AND DISCUSSION

UENF’s budget profile

In public universi� es, discre� onary expenses are related 
to investments defi ned by the managers of the educa� onal 
ins� tu� on as involving the security service, cleaning, water 
and sewage treatment, and purchases of materials for daily 
use, for example. Regardless of diff erences, universi� es are 
organiza� ons that consume goods and services and should 
place a premium on effi  cient management in economic, so-
cial, and environmental aspects (Jain and Pant, 2010). 

The State University of Norte Fluminense Darcy Ribeiro 
(UENF) has been contribu� ng to foster scien� fi c research 
and skilled labor since 1993. It is a reference for the regional 
socioeconomic development with its achievements in tea-
ching, research, and extension, promo� ng the strengthening 
of ins� tu� ons of Science, Technology and Innova� on in the 

Table 1. GUT Scale

Score G U T Sum Priority
5 extremely serious act immediately It will worsen quickly From 90 to 125 Cri� cal
4 very serious act with some urgency It will worsen soon From 60 to 89 High

3 serious act as soon as possible It will worsen in the medium 
term From 30 to 59 Average

2 not very serious can wait It will get worse in the long term
Less than 30 Low

1 not serious no rush It will not worsen/may improve
Source: Queiroz et al. (2012)
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State of Rio de Janeiro. From 2011 to 2020 the average an-
nual number of enrollments was 600 students and in 2021, 
the increase in the student body was 9.4%, which requires 
greater investments.

The Annual Budget Laws (LOA) from 2011 to 2020 (SEFAZ, 
2021) show that the proposed budget for UENF, star� ng in 
2015, had a relevant increase every 12 months, peaking in 
2019, with a considerable decrease in 2020 (Table 2).

However, when compared to the data from the 
ins� tu� on’s budgetary balances for the same period, ano-
ther reality is verifi ed. From 2011 to 2014, the authorized 
expenditure was higher than the ini� al appropria� on pro-
vided for in the LOA of each year, which is posi� ve. On the 
other hand, from 2015 to 2019, the expenditure actually 
authorized by the State Government remained below the 
forecast for the same period, drawing a� en� on to the year 
2019, in which this diff erence was around 33% less. In the 
year 2020, this rela� onship remained stable, with a posi� ve 
varia� on of less than 0.2% between the LOA and the amount 
actually authorized. Figure 1 shows this evolu� on.

The Expenses Paid were lower than the Ini� al Appropria-
� ons and the Authorized Expenses throughout the historical 
series. This situa� on increases the challenge for public admi-
nistra� on to be effi  cient with the restricted budget and eff ec-
� ve in educa� onal projects and in the applica� on and execu-
� on of available resources, which reinforces the importance 
of good management strategies and strategic planning.

Participant profile and SWOT matrix 1

Questi onnaire 1 - “Strategic Diagnosis - SWOT Analysis of 
UENF” was answered by 57% of all servers contacted in the 
survey (Figures 2 and 3). 

In the study, an ins� tu� onal cutout was used in rela� on 
to the par� cipa� on of servers involved in university mana-

gement, with the contribu� on of the Rector, the Vice-Rector, 
and professors who work in advisory func� ons and laboratory 
head posi� ons, as well as professors ac� ve in teaching and 
research, corresponding to 29% of the respondents. Of the 
university’s four center directors, 75% answered the ques-
� onnaire. Among the technical-administra� ve employees, the 
highest adherence was from higher level professionals (26% 
of the 34 par� cipants), followed by middle level professionals 
and employees who hold management posi� ons (Figure 2).

It can be observed that a representa� ve sample of ex-
perienced employees who have been performing adminis-
tra� ve, managerial, and educa� onal func� ons for 16 to 20 
years at the ins� tu� on can be observed. Another considera-
ble group stands out for having 21 to 28 years of working at 
UENF. Most interviewees are PhD professors and professio-
nals with at least a college degree (Figure 3).

Both the environmental factors and the ins� tu� on’s own 
specifi c factors, posi� ve and nega� ve (Figure 4), were part 
of Questi onnaire 1, for valida� on and sugges� on of new re-
levant aspects by the par� cipants.

Participants’ perceptions of the SWOT matrix 1

Of the 10 opportuni� es listed, all were men� oned by the 
par� cipants. The scien� fi c research funding agencies and 
the monthly transfers of twel� hs have great relevance as ex-
ternal factors to contribute to the ins� tu� onal mission, with 
a percentage of 76.5% each (Table 3).

According to 67.6% of the respondents, greater effi  ciency 
in the applica� on of public resources could create great op-
portuni� es for the university’s development. The economic 
development of the North and Northwest Fluminense re-
gions, accoun� ng for 64.7%, creates new opportuni� es for 
ac� on, and there may be direct applica� on of the knowled-
ge produced, either through technical coopera� on agree-
ments with local governments, companies, or industries.

Table 2. UENF’s Budget - 2011 to 2020

Financial Year Initi al Appropriati on - LOA Authorized Expenditures Paid Expenses
2011 159,252,989.00 176,245,826.37 113,254,750.50
2012 151,073,687.00 165,092,539.58 124,573,139.05
2013 136,706,221.00 151,569,979.96 121,574,970.49
2014 142,399,094.00 155,803,582.38 126,524,566.88
2015 190,787,439.00 169,657,877.22 141,144,623.01
2016 182,704,294.00 161,596,645.29 127,950,813.24
2017 197,011,492.00 189,742,238.54 129,297,098.46
2018 205,434,358.00 191,075,652.50 168,044,027.84
2019 304,850,089.00 205,525,566.91 182,840,717.96
2020 263,965,838.00 264,456,655.24 172,966,416.08

Source: Elaborated from SEFAZ (2021)
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Figure 1. UENF budget evolu� on 2011-2020
Source: Prepared based on SEFAZ (2021) and UENF’s Annual Budget Balance

Figure 2. Servers par� cipa� ng in the survey by posi� on/func� on
Source: The authors

Figure 3. Time working at UENF
Source: The authors

The possibility of public-private partnerships was a posi� ve 
factor for 61.8% of the par� cipants. In this sense, it can imple-
ment the technological pole, promo� ng the execu� on of pro-
jects in partnership with private ini� a� ves, using the structure 
and the knowledge produced by the ins� tu� on to generate 
revenue. In the same vein, 58.8% of these employees belie-
ve that partnerships with interna� onal ins� tu� ons have as a 
consequence the projec� on of the university worldwide.

According to 52.9%, the factor of developing technologi-
cal innova� ons that cause less environmental impact favors 
UENF in the sense of seeking be� er results with environ-
mental, social, and economic responsibility.

The A3P program - Environmental Agenda in Public Ad-
ministra� on, developed by the Ministry of Environment in 
Brazil, aimed at encouraging the compa� bility of consump-
� on and investment needs of public ins� tu� ons, considering 
socio-environmental management (Vieira et al., 2020; Brazil, 
2021a), was last but no less important. This is because 35.3% 
believe that UENF can benefi t by par� cipa� ng in the agenda. 
The last placement of this factor in the list of opportuni� es 
may be linked to the lack of knowledge of the government 
ini� a� ve (Vieira et al., 2020b).
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Regarding the higher educa� on market as a whole, the 
fact that 91.2% of the par� cipants consider the free tui� on 
aspect as a major strength (Table 4) represents an important 
compe� � ve strategy. According to Porter (2021), this allows 
gaining a compe� � ve advantage in the educa� onal industry 
by off ering a diff eren� ated service. The gratuity is a relevant 
compe� � ve s� mulus to a� ract new students.

In its staff , 100% of the teachers are PhDs with exclusive 
dedica� on and wide experience in teaching and research, 
which was pointed out as an essen� al factor in 76.5% of the 
answers. According to the report of the Na� onal Ins� tute 
of Educa� onal Studies and Research Anísio Teixeira (INEP), 
in the framework of public higher educa� on teachers, there 
are two PhD professors for every three educators, confi gu-
ring a mostly specialized workforce (INEP, 2019), and UENF 
corroborates this fi gure.

Figure 4. SWOT Matrix 1 - Proposed by the authors
Source: The authors

Table 3. Par� cipants’ percep� ons of the opportuni� es proposed by the authors

OPPORTUNITIES NO. OF VO-
TES

% OF TOTAL 
PARTICIPANTS

Sources of funds from research funding ins� tu� ons. 26 76.5
Integrality of monthly transfers of twel� hs to the University. 26 76.5

Greater effi  ciency in the applica� on of public resources by the RJ State Government. 23 67.6
Development of the North and Northwest regions of Rio de Janeiro. 22 64.7

PPP - Public-private partnerships. 21 61.8
Interna� onal Partnerships. 20 58.8

Technological innova� ons with less environmental impact. 18 52.9
Development of distance learning technologies. 14 41.2

Global awareness of environmental, social, and economic responsibility. 14 41.2
A3P Program - Environmental Agenda in Public Administra� on, from the Ministry of 

Environment, which seeks to review the consump� on and produc� on standards in use by 
government ins� tu� ons, with a focus on socio-environmental sustainability.

12 35.3

Source: The authors
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Another posi� ve internal factor (70.6%) is the existence 
of a high-level technical staff , which interacts in all sectors of 
the university, in many cases, performing management func-
� ons, represen� ng a strategic diff eren� al for the eff ec� ve 
management of the ins� tu� on.

Excellence in scien� fi c research accounted for 67.6% of 
the choices. From a search in the SCOPUS database (Elsevier, 
2020) for UENF’s affi  lia� on, the scien� fi c produc� on publi-
shed in interna� onal journals since 1995 was 4,007 papers, 
of which 91% were scien� fi c ar� cles. In the Web of Scien-
ce database, following the same search criteria since 1997, 
the number of published papers was 3725. According to the 
Academic System, since the beginning of the university’s ac-
� vi� es, the number of approved disserta� ons was 3606 and 
the number of theses was 1562.

UENF has been among the 15 best universi� es in the 
country since 2008 (PDI-UENF, 2016). According to a recent 
announcement by the Ministry of Educa� on and Culture 
(MEC), the university obtained the highest score in the 2019 
General Index of Courses (IGC) (INEP, 2021), and is one of 
only two HEIs with the highest score in the state of Rio de 
Janeiro.

Na� onal Recogni� on is also a very visible strength in the 
academic and technical community since 64.7% considered 
this aspect. The UENF Collabora� ons Map (Figure 5) illustra-
tes more than 130 partnerships among individuals and with 
other renowned universi� es and ins� tu� ons at na� onal and 
interna� onal levels, through Covenants, Coopera� on Agree-
ments, and Memorandums of Understanding (MOU), which 
have had a posi� ve impact on the ins� tu� on (UENF, 2021).

Figure 5. UENF Collabora� ons Map (UENF, 2021).

Currently, the university off ers 20 undergraduate pro-
grams, 16 of which are on-site (fi ve undergraduate and 11 
graduate), three distance learning undergraduate programs, 
one bimodal program, 16 graduate programs (master’s and/
or doctorate), and one lato sensu post-graduate program, 
with a student body of approximately 7,000 students. These 
data are considered to be a signifi cant strength for 50% of 
the respondents.

Table 5 deals with the threats that can be impediments to 
UENF’s development, according to Questi onnaire 1.

The percep� on of 97.1% of the interviewees (Table 5) 
points out that the dependence on state fi scal policy is a 
very fragile connec� on, which, in periods of economic cri-
sis, can threaten the strategic planning of the organiza� on 
due to the con� ngency of transfers. The university has em-
ployees competent enough to manage with autonomy the 
funds due and parsimony when necessary.

Table 4. Par� cipants’ percep� ons of the strengths proposed by the authors

STRENGTHS NO. OF VOTES % OF TOTAL 
PARTICIPANTS

Free, public educa� on. 31 91.2
303 professors with PhDs in several areas of knowledge. 26 76.5
High level technical staff  formed by 564 public servants. 24 70.6

Excellence in Scien� fi c Research. 23 67.6
Na� onal recogni� on. 22 64.7

One lato sensu post-gradua� on and 16 Stricto sensu post-gradua� on programs. 17 50
Didac� c, scien� fi c, and administra� ve autonomy. 16 47.1

More than 7,000 students in 20 undergraduate courses. 16 47.1
Excellent physical structure. 12 35.3

Strategic geographical loca� on. 11 32.4
More than 500 undergraduate courses in several knowledge areas off ered annually. 10 29.4

Interna� onal recogni� on. 4 11.8
Communica� on among people of the same department. 4 11.8

Communica� on between departments. 3 8.8
Source: The authors
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Other relevant threats are the constant reduc� ons in public 
funds directed to educa� on, with 85.3%, according to the in-
terviewees’ opinion, refl ec� ng the destructuring of the sector.

Rio de Janeiro is a state undergoing fi scal recovery. There-
fore, the drop in tax collec� on and, consequently, the trans-
fer of fi nancial resources worries 82.4%. This fact, added to 
the reduc� on in the amount of the special par� cipa� on of 
states and municipali� es derived from oil royal� es, corrobo-
rates this scenario.

The global economic crisis, which has been caused by 
the COVID-19 pandemic, is considered a relevant threat to 
the ins� tu� on’s purposes by 76.5%. Moreover, economic-
-fi nancial issues also cause delays in payments to suppliers, 
genera� ng concern in 52.9% of the interviewees.

The internal nega� ve points have been listed in Table 6, 
with the view of the par� cipants.

It is noted that fi nancial autonomy is again evidenced as 
a point of managerial improvement to deal with the main 
weaknesses (Table 6), especially with regard to the replace-
ment of infl a� onary losses in the salaries of servers, which 
has not occurred since 2014.

Furthermore, regarding the ins� tu� on’s staff , the percep-
� on is that, in addi� on to the outdated salaries, there is also 
a need to hire more professionals in the technical-administra-
� ve area (67.6%). In its history of almost 30 years, UENF has 
had only three public compe� � ons for the entry of servers in 
this category: in 1997, 2001, and 2012. On the other hand, 
58.8% consider that there is a need for more professors to join 
the staff . These needs occur, among other factors, due to the 
expansion of the university, re� rements, and deaths.

Participants’ suggestions for including internal and 
external factors

In addition to the selection of factors proposed by the 
authors, the participants suggested the aspects listed in 

Figure 6, which were grouped according to each one’s na-
ture. 

Figure 6 shows that the participants suggested more 
internal than external factors, an important fact to be 
considered in the institutional diagnosis and, in the fu-
ture, in the elaboration of a strategic planning taking ad-
vantage of the existing strengths to solve the problems 
pointed out. Thirteen new strengths of the institution, 18 
internal weaknesses, five opportunities, and four threats 
were suggested.

One of the forces of great relevance is the fact that UENF 
can expand its lines of ac� on (teaching, research, and ex-
tension) with ins� tu� onal gains and for the region, fostering 
economic development (industrial, agricultural, cultural, en-
vironmental, and sustainable) of the Norte Fluminense re-
gion, which lacks the diff usion and applica� on of new tech-
nologies.

Participants’ view on sustainability at the university

The survey also verifi ed the par� cipants’ opinions on 
issues involving sustainability - an important theme in the 
development of an ins� tu� onal diagnosis. Elkington (2012) 
defi nes sustainability as the principle that ensures that our 
ac� ons today will not limit the range of economic, social, 
and environmental op� ons available to future genera� ons. 
For Savitz (2006), the Triple Bo� om Line (TBL) demonstra-
tes its essence by measuring the impact of an organiza� on’s 
ac� vi� es on the planet, which includes its profi tability, sha-
reholdings, and human, social, and environmental capital.

Fahim et al. (2021) point out that universi� es have a key 
role in changing people’s mentality, having as a great chal-
lenge the development of means to meet contemporary 
demands, incorpora� ng sustainable development into the 
vision, mission, and ins� tu� onal values in the strategic plans 
and organiza� onal culture.

Table 5. Par� cipants’ percep� ons of the threats proposed by the authors

THREATS NO. OF VOTES % OF TOTAL PARTICIPANTS
Con� ngency (Lack of transfer of twel� hs) defi ned in the LOA - Annual Budget 

Law due to the decline in state revenues. 33 97.1

Disinvestment in educa� on. 29 85.3
Decrease in tax collec� on by the Rio de Janeiro State Government. 28 82.4

Post-Covid global economic crisis. 26 76.5
Eventual delays in the payment of suppliers by the Government. 18 52.9

Lack of suppliers interested in nego� a� ng with the State. 17 50
Sustainable products and services with higher prices than tradi� onal ones. 8 23.5

Reduced number of companies with some type of sustainability cer� fi ca� on. 5 14.7
Source: The authors
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The existence at UENF of works adhering to various areas 
of knowledge, involving the 2030 Agenda for Sustainable 
Development objec� ves (UN, 2015), was one of the points 
men� oned by research par� cipants. Marcuz Junior et al. 
(2020) point out that Brazilian public universi� es should 
par� cipate in the eff ec� veness of this Agenda because Brazil 
is a signatory country and because of the great importance 
of Brazilian public ins� tu� ons of higher educa� on, many of 
which are part of the Network ODS Universi� es Brazil, inclu-
ding UENF (REDE ODS, 2015), and may have posi� ve eff ects 
on developing ac� ons on campus such as waste manage-
ment, including disposal of laboratory materials, and impro-
ving water and energy management.

In this sense, considering the possibility of adop� ng Sus-
tainable Public Procurement (SPP) criteria by the ins� tu� on 
(Figure 7), being SPP a procurement of goods or services 
that considers environmental aspects (OECD, 2021), 82.4% 
of the par� cipants marked the op� on “energy supply”, fol-
lowed by the category “automoti ve vehicles”, with 52.9% of 
the markings, and then “daily used consumpti on materials 
(papers, disposable cups, etc.)”, with 50% of the choices.

This item demonstrates that the proper treatment of so-
lid waste at the university, such as the screening of sewa-
ge from bathrooms and laboratories, shows the need for a 
policy that eff ec� vely follows the 2030 Agenda (UN, 2015). 
This consump� on material for prac� cal classes and the opi-
nion that all the areas listed are relevant and that the one 
with the best cost/benefi t ra� o should be priori� zed, were 
suggested by the par� cipants and became part of the SWOT 
Matrix 2.

Sixteen of the 34 par� cipants (47.10%) perceive these 
sustainable ini� a� ves in a medium way, and only one inter-
viewee considered these ini� a� ves very visible (Figure 8).

Regarding the degree of environmental commitment of 
UENF, one par� cipant (2.9%) considers this indicator very 
low. On the other hand, two servers responded that they 

believe it is very high, and 19 par� cipants (55.9%) visualize a 
medium level of this indicator (Figure 9).

Investments for moderniza� on in terms of renewable 
energy are being sought for the installa� on of a photovol-
taic power genera� on system on the roof of two buildings of 
UENF Research Centers to generate electricity by capturing 
and conver� ng energy from sunlight, and the expansion of 
the research room in alterna� ve energy with benefi ts in the 
use of this type of system and the deepening of research in 
this area. The project number 863577/2017 will be funded 
with resources from an agreement with the Na� onal Fund 
for Educa� on Development (FNDE) and is in the fi nal stage 
of documenta� on (BRASIL, 2021b).

GUT Matrix Application

The priori� za� on of internal cri� cal factors (weaknesses) 
iden� fi ed a� er the vo� ng of the servers par� cipa� ng in the 
survey, considering the severity, urgency, and tendency of 
these aspects, was iden� fi ed using the GUT Matrix (Table 7).

According to the GUT Matrix results, the cri� cal priority 
factors are the correct management of waste produced by 
the university, including: the disposal of laboratory materials; 
the defi ni� on of a proper place for the storage and handling 
of fl ammable chemicals and/or chemicals controlled by the 
Federal Police or the Army; and the salary situa� on of the 
ins� tu� on’s employees, who have not received infl a� onary 
loss replacement since 2014, requiring immediate a� en� on.

Next, with high cri� cality, are the lack of training programs 
for technical-administra� ve employees, the lack of engage-
ment of a signifi cant percentage of teachers and technicians 
in the demands of the university, and the lack of systema� c 
internal sharing of university assets. In this sense, it could 
lead to be� er use of available resources and the improve-
ment of water and energy management systems.

Table 6. Par� cipants’ percep� ons of the weaknesses proposed by the authors

WEAKNESSES NO. OF VOTES % OF TOTAL PARTICIPANTS
Servers’ salaries in need of replacement due to infl a� onary losses. 28 82.4

Need to hire more professionals in the technical-administra� ve area. 23 67.6
Need to hire more professors. 20 58.8

Insuffi  cient organiza� onal communica� on. 15 44.1
Lack of systema� za� on of sharing permanent goods and consump� on mate-

rials inside the university. 14 41.2

Excess of norms to be followed, mainly in terms of fi nancial legisla� on. 11 32.4
Li� le knowledge of sustainable public purchasing regula� ons. 6 17.6

Source: The authors
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Figure 6. Par� cipants’ sugges� ons for including factors in the SWOT Matrix

Figure 7. Priori� za� on in terms of sustainable hiring (according to the par� cipants)
Source: The authors
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Construction of SWOT Matrix 2 and Strategic Diagnosis 

Following the valida� on of Questi onnaire 2 by the 
university’s Rector, Vice-Rector, and Director General of 
Administra� on and a� er applying the GUT analysis, UENF’s 
SWOT 2 Matrix was designed and the strategies were defi -
ned (Figure 10).

The interrela� onship of the strategic factors (Opportuni-
� es, Threats, Strengths, or Weaknesses) enriches the analy-
sis and allows the iden� fi ca� on of posi� ve points that can 
be integrated in an a� empt to mi� gate the impacts of the 
nega� ve points.

The proposi� on of strategies to seize opportuni� es and 
prevent threats through strengths, as well as for opportuni-
� es to minimize weaknesses and for poten� al dangers in the 
sectors where weaknesses meet threats to be reduced is the 
basis for the ins� tu� on’s strategic planning.

The changes in the external environment, whether po-
si� ve or nega� ve, have the poten� al to interfere with the 
results of an HEI’s management; thus, the ability to percei-
ve these changes external to the ins� tu� on, adap� ng in an 
agile manner, will minimize the consequences of threats 
and take be� er advantage of opportuni� es (Cavalcan�  and 
Guerra, 2019).

FINAL CONSIDERATIONS

HEIs operate in a compe� � ve environment, necessita� ng 
management methods that support their managers’ deci-
sions, which the SWOT analysis can do eff ec� vely. The ob-
jec� ve of this work was achieved to the extent that a global 
overview of the strengths, weaknesses, opportuni� es, and 
threats to UENF’s ins� tu� onal mission was successfully de-
veloped.

The number of weaknesses and threats related to the 
fi nancial issue stands out, especially with regard to go-
vernment support in the face of the importance of the 
university’s research, development, innova� on, and exten-
sion projects, ra� fi ed by the ins� tu� on’s budget analysis 
from 2011 to 2020.

Besides improving communica� on internally, with legisla-
tors, and with society, increasing the visibility of educa� onal 
programs and their benefi ts for civil and academic society, 
and of ac� ons related to university administra� on, can con-
tribute to fostering public-private partnerships and invest-
ments in innova� on projects.

The SWOT matrix construc� on with the par� cipa� on of 
the ins� tu� onal grouping of servers was crucial to the vi-
sualiza� on of a panorama that does not favor the university 
in aspects such as the correct storage of chemical materials 
that are harmful to people and the environment but essen-
� al to scien� fi c research. The disposal of waste produced 

Figure 8. Level of percep� on of sustainable ini� a� ves at UENF
Source: The authors

Figure 9. Level of percep� on about UENF’s environmental commitment
Source: The authors
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as a result of the work developed at the university and the 
lack of salary replacement for servers related to infl a� onary 
losses indicate a lack of immediate ac� on to mi� gate the ef-
fects of these problems.

It is recommended, for future work, the broad par� cipa-
� on of the en� re university community in the construc� on 
of a new SWOT matrix, including teachers, technicians, and 
students, involving all Campi UENF, as well as the opinion of 
society in general, serving as the basis for the prepara� on 
of an annual or biennial ins� tu� onal strategic planning, an 
exercise to be carried out by each sector of the university 
with the ac� ve par� cipa� on of servers, developing metrics 
for the monitoring and control of this planning, defi ning 
objec� ves and measures derived from the strategic vision 
of the ins� tu� on from the fi nancial, customer, internal pro-
cesses, learning, and growth perspec� ves, as Kaplan and 
Norton (1997) demonstrate in the Balanced Scorecard (BSC) 
methodology, building the balanced indicators of ins� tu� o-
nal performance.
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