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! Lo PREFACE S e
. f | | | - | )
Challenges fgcing two-year colleges have never been‘
greatet.( Unpnecedented changes in societal tfepds and'values,
hsvegcre;ted bot? oppo;tunities‘and problems,.‘Demographic,
socialg'snd economic changes are altering the student pophlation. ‘

" Many co'ifieije;‘ifemco[_\"ffonted" with shifting and in_gome cases TSy

declininngnrollmeqts, inflation, and a_ taxpayers' revolt.
There is a ‘'need for ‘two-year colleges to continuously
. assess their managerial strategies and capabilities. The"
future of many colleges li;s primarily 1ﬁ their ability to
exercise“self-control and.to adapt to present and gpture
conditions. ,Meny colleges are developing and implementing\

' _comprehéns;;e yet flexible planning pfocesses designed to serve
as a vehicle for their contipuous.deVelopment ano renewal.
Comprehensiveiplanniog is emerging as ao éssentialgadministrative
process for inqreasing or'maintaipind ihstitutional.vitality in“ |

the 19808. J o o 3_ ) ‘ ~
—_ This monograph, the first of two dealing with comprehensive
institutiOnal plahning, is directed at executive officers ‘

- o~ . N

and 1nst1tutional planners. It provides essential information

for "pl‘nning to plan." Institutions interested in initiating o

or improv1ng their approach to planninq should £ind the planning
precepts and conceptual framework especially useful. A '

planping process that can be adapted to meet.individual_district .

e

,heeds is explained in detafl, It should be noted that- planning

L

- - o

. - .
-y ‘ - . -
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for the 1980s will requfre a distindtly different approach
' e .
bedause of env1ronmental unoertalnties and limited resources.

The nature of a plahninq procesq advocated for the 19805 is
O ' .
compared with apggoaches utliized in the past.

v ) t
_ This monograph should not be viewed as a do-it- yourself’

'instltutlonal plannlng kit but wB»a resource for understandxng

comprehensjive institutional planning as an essential administra-

. ».
* .tive activity. Planners interested 1in a descriptibe step-by-

L N

step approach to plannlng are referred to the,second monograph

in this series titled Comprehensive Instltutional Planning in

-Twp-Year Colleges.‘ A Planning Process and Instltutiqnal Case

‘ . 4 M *
Study. This sécond monepgraph deals with the process of preparing,

utilizing, and evaluating a comprehensive planning process.

[ - [
.

If your goal' is to maintain or improve your college's

reputation as being a responsive communityr-baged and performance—

v

/noriénted instltution prepared to meet the challenges ‘of the

/1980s, now 1is the time to act Comprehen51ve 1nst1tutional ’ LT

planning is the way. .
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‘. o éH‘APTER‘.I 2 ; |
.)_.' k - “ |  PLANNING: - AN ESSENTJAL . | o ‘
L , .- ADMINI§TRATIVETFUNCT¥ON FOR THE. 19808 ._f L ,
y - 'unprec'édentqd\chénge in '8°tieta'1 fre‘“ds .and "*1“‘".'":.‘1"'??
K I present new challenges tq the two~year college. Thebe..j“'l.
;- . challenges are in ihe Forp of both Opportunities and problems, .
;fi_“rtlnummmInfietion, declining-enrollment patterns,'a taipeyer 8 revolt,i-:i-f
'j;“ﬁﬁmﬁ' and demand _for curriculum of 1mmediate utf/ity are but: a few -
_T;%T““;“ cfmthEse challenges.\wfhbiic—presqure for- more-efficiency -:W”~JM“'

' 4 = S B
. ’ -, &4

Wlll the two—year coll ge continue to ;vieWed'as

- pmrticularlv appropriate 1nstitution to help peqple L @ﬂéh pé
, work and li%e in a changing\environment? ‘Can it continnp gg |

-

respond to bath‘present and future needs vunder anticipated ) ‘-

..|

. conditions of moreﬂyimitéd resources and shifting enrollment
patterns? The’ answers lie primarily in the two—year college 8

ability to exercise self*control and improve its capabiiity
¢ : » X
tofgaapt to present and .future needs. The question is howyy

Y

How canﬁinstiﬁutions best a t and respond'to changing
" conditions anticipated in qup |

19@68?
i ' Institutional planning should be viewed as an
essential administrative function in the two-year college,

- -~ L ) » -

- The central thesis of this paper is that a.two~year.college
needs a comprehensive, yet flexible planning process to ' .

. + e




» .,‘ ’ ) \_ -

. support policy and operatlng decisions concerning present -

v .

N\
‘and future directjion, While emphagﬁzlng the 1mportance of = " |

» .. » _\

< P planning, it is not’ ‘the intent to ge—emphasxze other . .
.}v'f-‘?' ' admtnistratlve funotlons, however, w1thout viable plannlng,
"‘:, o other functiops bécome less sensltive to the well belnq of‘
RN N p L

&

et T e the 1nst1tut10n.1 It is-oftenisald-that i¥ you don' t knbw Ep—
. S . where yIu are 901ng, any route wilr‘get you there, even though

ably won 't hnow when or if you have arrived Recall

»

you pro
the case of the airline pllot who announced to hls passengers,
"Itve got some good news’ and some bad news, . Flrst -the bad

‘news; We're lost' Now-ﬁﬂr ‘the good news~ We're making very -
. - . : _ -
good timel ™ , - ~

4

Planning for the Néxt Decadee«-

In_ order to’ plan for the next decade, the env1ronmental
milieu from which future determxnlng forces will arise must

be delineated and analyzed Instltutlonal plannlng must be

sen51t1ve to the rnstitutlonal consequences of sOC1etal

]

trends.and value shafts.

. 4

Societal Trends ; ' . o .

¢

societal trends.oonsist of forces that will impinge upon
the institution, influencrng ooth the scope and nature of its
¥ ' - - programs and services, Institutional planning must ascentain~
\ | .the nature and\I;paet of'these trends on the fhstitution}
Osman, 'in a Resource Center for Dlanhed Change publlcatlon,.w

has 1dent1f1ed the follow1ng soc1etal trends as being

3

’ - -
FAS ) * ’
- : , , -2
. . . , . .
.




. &* .
‘Larticulariy relevant to 'planning postsecondary. education.

. 4 - - v
j . The writer gummarizes Osman's ideas and presents corollaries

pertine@t to‘éhe-two—yeér college. "Osman's trends afe:

.‘. . (\~ . . . ) 'u‘ .
Y . . ~l. Population: significant structural changes ‘will occur

4n the‘popuiation. Thé‘predominanf-gioup will ‘be
. . ) N . AV ] . L . » ? ' . .
R ' composed of individuals who will be twenty to forty

. ~ years of age by 1985. There will also be-a-sign&f%gantmuunﬁ_
' ' \ ) incrgase in- the number ,of people over sixty-five who

can exbpect to live longer. These demographié shifts
> are summarized in Table 1.

.Corollary: The demands for adult and continuing

. education may be at an all-time high. The number of
high school graduates directly entering two-year
colleges is likely to decrease substantially unless
markéting strategies attract-a larger percentage of +
this potential clientele. .

LN

2. Government: Governments at all levels will be

¥ .

4xpected to provide more services. A trend of the

e -

! N . ‘ past several decades for- the national government

. - toiintervené in all actiyitieﬂiwill intensify in

the 1980s. National préblems will réquife national -

K | planhiné and control. The United States is caught
up'in a change fngh,an emphasis on natural ;eséurces

.;’//) :deveIOpm;nt ‘to the development of human resources.,

.Corollary: The pregence of government will ensure
_ . . the rights to education at higher levels. The
—_ ' ‘ : .~ centralized approach to public problems will
oy ' " gemand an awareness of whole systems, and an’
w o - understanding of the interactions among the
' social, economic, political, and ecological

1)

v

-3




v’
o systema. This will call for an interdisciplinare'm'. J
approach to problem-solying : . oL
. . . . - ' .
3, ’GlobaIuAffairs: Political and- economic. activitiea N

are shifting~from.countries of \—J\e Atlantic to the'
countries of the Pacific rim.. The Paci!ic ‘Ocean
T will be . the arena of activities in the near future. T
A second 'shift is the disappearance}of colonial .
control in Africa where conflict appears in~ |
escapabIe Another major development is the ren-
;issance of Arab nations with the reappearance of '
- Islah as a political and economic, force in world
effaire, A fourth factor is the persistence of

continuing problems of the pdor and undeveloped

4]

‘countries. There is also a disappearance of

~

democracy on a global scale and the appearance
of authoritarian  governments. Added to the
political hspects are trends toward international—

ization of industry, including the expansion f

P

: multi national corporations intorthe United State.,

{

the uncertaintiea concerning energy, and the

'scarcities of valuable natural resources required

¢

by industriee of gome nations.

- .COrollaryz PotitiCA1 and economic ractora call for = . '
a new era of international cooperation based upen the
inescapableé interdepentence of the nations of the -

world. Postgecdndary education must ascertain

specific impacts of ‘internationa cooperation, etudy

potential implications, hnd plan accordingly.

-4~
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A

8 C- 4, Envﬁrohment. Acxions to imprdve the natural

;o o ‘ environment w11L be censtrained during the coming

vy ' 'S
. ° AY

. decade by concern for economic growth Higher
_standatds for air and water quality and land use

:\‘” Lo 1egislat16n‘will advance slowly New. technologies

)

» . . .
ks T _ needed to adaptaindustry to hew resburces, or new.

materials 1nvented to replace reSOurces, wil} tend’
v - . v, tobe less destructlve of the natural environment.

' - ‘ - Moreover, erratic behavior of the weather as a .
4

congequence of climatic changes calla for an .
: A}

. n )
intensification‘of.interest'in the. future of the
. , W . . ) .

9 environment from an entirely new perspective.
- .Corollaryi The 1mpact of environméntal controls
on employment and productivity must be considered
. carefully. Institutions should examine their
- potential role and plan accordingly.
5. §nergx:‘ The United States will be highly vulnerable
and dependent upon foreign oil at least through the
mid 1980s. 6ependency on foreign energy hopefuliy
» w1ll decrease as\alternatives such as nuclear,'solar,
i | . . tidal and sonar energy sources are developed '
) Emphasxs on conservation is questlonable at best,
Production of gmclear energy will continue to. confront'
? | .opposition. . :
{ C -
. g ,Corollary Enormous 1nvestments in research and
. . ' development will be required to create alternative
o . energy sources. The technological transformation
' that will take place as the present energy base

. . | .
! § ‘ _ oy . -5 . . . . '

A
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development. - e /

W

1s\fepladed.will revolutionize the lifestyles an
the institutions of the nation. Colleged .heed ton%

examine their potentijal centribution to the. T (
energy problem and t plan for enerqy conservation. \xgo
3 )‘- AY

1

" to incrxeage.at nbout\é\percent per year over the

v ~ [ 4 .
'*next decadef‘ Empldyment w1ll grow slowly because' }w -

.

econom}c expan§ion.will continde to be technologically

1htensrve. There w111 contrnue to be a éignificant .

LN =
shift to a serv1ces*ormented economy \Unemployment’ -t
w1ll stay around 6 to 8 percent .y The unemployed w111

be prlmarlly those who cannot part1c1pate in a services-

orléQted economy due to llék of .edudation. . The 3
tendency toward state‘capltallsm will continue-as

shortages and h;gh costs of energy converge to - .

e e e e e —

* ry 3

. 0\ . : :
1nh1b1t prlvate eceﬁomy The American edbnomy - Co
} - _

will bd’wellqlnto its’ post;industrial stage of

-

Corollary‘ The Shlft to a serv1ce—or1ented . )
- economy with less tHan 20 percent Of the employed : -
engaged in the productiori of goods -implieg a commen- '

surate shift in the natuye of curriculum at two-: .

year colleges. The ,development of the information
economy will requlréhmore education at higher levels.
SophlstlcaﬁEd technology .and changing occupatlonal _ .
patterns will lead to a vastly more complek soczety

mark!d by 1ncrea81ng interdependence and a growlng o ’
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7.. Technglogy: One of many sciéntific anqxtechan '

¥ " . logical developments which will impact on the

'v19868 is the subsgtitutidn .of gﬁmmuntcations .

te ﬁnolﬁg&vfor”t?a%sportatiqn éechnoig;y, It is
(w".. h*; - gsgimated that ;nfdrmgtion‘éroductiqnfand related
‘-3 e éﬁpluymené’ﬁ}ll inéfésae from SQ.Eptﬁo pbrgfhtiof the ° \ i
i fﬂ-_ -éfess~N&tignalfP£oduct:.‘Thenknbylédée_idhugtxy_wi;; _:;“__
~ t A 1ikewise ;xpand'té support thé‘;nforﬂhfion iné@étfy.;

~

“aniaturizat*pn“ is considered to be one of the
oo o ' " most significant developmentg of the twentieth century.
. " . ‘ R . .

. -Impacts of "miniaturization” will cqhtinue to have

A S

. % * effects on society,
LI . . . . P ) . .
' o ' .Corollary: n advanced industrial society requires
e . its-peopl _acquire the knowledge to cope with - 5
L elaborate, ¥pructures and complex’ systems of thought
. in order 8 generate the new knowledge needed to' .
deal with.problems of an emerging post-indu triaﬁg' ﬂ
a §

< . . 'period, Two-year colleges can'anticipate ihcrea

o demands for community= P _
R ;nstruction aimed at skills required to cope in a o
4 '~ complex environment. = | ’ ' A

N

' ‘8, Human Settlements: The,trend,inaurbanizagion is'

to:érd an abandohment of the central city and a

) . . ,' . . , . . . .

o . . movement to the smaller cities, towns, and country-
e o AL o -

TR side beyond. Human settlements are reorganizing

regionally around nodes of specialization;, Différedbeé

-~

among city,.suburb, and countryside,are disappearing  .
.ani urbaniz tion is defined:by.lifestyle, oécupatibn;
Y3 o ' . .

-
.

and pé&chological attitbdes:.f

1 . ‘_-7 N . -
Ny .
. ’ . *
~ .
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.‘\\ : . " A new geography is emergjng with shifts of
A R power to the Southeast and Southwestﬁ The Great

N C Plains, Rocky Mountain, and Far West regions will

- —

&- Tt anjoy the encrgies of g&owth.

. \.Coroklary Colleges ‘must ‘be. sensitive to population y
- shifts in gepgraphic location. Programs and

s _ - services should follow the ‘people. —
N . o _ - |

- " 9. _Work: Work will become more specialized in @ o

N . . : . ‘
technology intensive services society. Work will

_be largely white collar, Individuals who cannot ' .
part1c1pate in'proceesing'information are more‘likelyf;
: L to be unemployed The work-ethicjyill weaken in
T/L\\ | ' et areas where there may not be enough tradi:ional work

for everyone who can work and wants to ‘work. Licensed

professionals will be required to demonstrate“

Hl

‘

continued professional competence id order to practice

R , _ .Corollary. As technological development increases,
. - o . a large variety of specializations are spawned To.:
\ o g ~ gain access thefe will Have to be a large variety of
' training and education programs Two-year collegeg -
.should conduct needs assessmehts on a regular basis
and update curriculums -accordingly,

. 10, Lifestyle: .Shifting lifestyles will result in a

‘much greater rate of indrease in households compared
A . : hd : ' . L

to the gxrowth, in population. The use'of birth control, .
0 i o ~\ “the tendency to remain single longer and to have
'fewer children.per family, the effects of the feminist‘

. \ philosophy, and the consequences of more women going
. \ : ) N . . * ‘ ' - N

.o -8-

-u‘_ 3‘ | 19 - )
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11.

-

A .
. These trends will intensify with gP‘gter mobility,

:fcurlty and tradltion to‘h'e basged .on freedom and .8

t

into the work force are affecting the lifestyles of

individuals and the traditiondl role of the fahi]y.

»
.

personal freedom, *apd equality of the, sexes'fn . - .
; .

employment. .. The change from a value system based on

opportunlty will further fractlonaté the famlly,\ g -

permlttlng a prol1feratlon in-lifestyles whlch w1ll e —

" result in a highly plurallstic-soc1ety.

.Corollary: Two-year colleges must be sensitive to

educational implications associated with changes in
lifestyles by providing relevant course and program

fferings. Flexibility in offerings and schedules 3
will become more important. g

Women: The femihist movement will Sghtinue to expand.

|

and extend to all aspects of American society.

Employment participation rates of:women will rise

"from around_ 43 percent at present to 50 percenf in

‘

1986%. Participation in' the §;ofessiohs will progress,

’
g

and the proportion of women in management positions
will grow, but .at a slower rate. - The emerging.ecbnomic
era will enable womeﬁ'as well as men to partibipate,

dince the emphasis will be on creativity and innova-
tion. Women's role will also expand in political '

affairs and will occupyrmpre and more of the elective

L

"and appointive offites of governments.

.Corollary: Two-year colleges need to pay special
attentlon to the educational and training needs of
women . .

-
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'
12. Participation: Propensity towaEF participation in
. A [

development of_pﬁiicy will increase in both the . .
public afld private sector as moré-beople Are‘betterY
.-

. o N .
educated. The- trend is {rom representative to
. -~ b . .

_ "\\pérticipayqrj dempcracy. Participation is a reaction
. ALY . .

S

N . . ' . - N .
e to bureaucracy and a revolt against authoriktarianism, ~~ .

Elitism is out; egalitariahism is in,

-Corollary:. Two-year colleges should be prepared to
_ provide training in human relations skills and may
“  want to consider practigal courses in policy ‘
~ deyelopment, parliamentary procedure politics, etc.
Added emphasis ontdevelopment of active student R
-organizations would complement classroom instruction
by providing opportunities for participation,

" Administrators in two-year colleges must also be
prepared to practice participatory decision making
with increased involvement’ coming from all aspects
of the college community. -

o 1

-Societal Values . : g

*

In many respects, planning can be viewed as an exercise

in insti#tutional values clarification. Values held by -«
. -indiYiduals influencing and making policy shape the nature of
. ' . Y

the institution. Determining shifts in yalues is more

_coﬁplex than identifying and énalyzing societal trends.
LT _.' N . ~ -

L4

Osman emphasizes that institutions of higher

education will only be able tg blaﬁ for their.fuﬁure if the

piadners are able to unrgvel the dynamic energies of societal

values, to anticipate the directions of individual or -

L4

I.” Resource Center for Planned Change, A Futures Creating
Paradigm: A Guide to Long-Range Planning from the
Future for the Future (Washington, b,.C,: American
Assoclation of State Colleges and Universities, 1978):
pb. '5-12. B ' .

*@ . . 2‘ T

L3
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‘ ‘ aqombined values, and #0 eatimate the relatiye strength of
K - \ diffefing value shifts, He indicates thdt colleges must .

4
recognlze and adjust to inevitable changes a& well as trgnslate

L . ~ . R

2

the values tak}ng shapg in the country, re?ion, and the college into

. 'relevant.progpams,zr : L ' .
- .?{ _ "': Twelve value thfta have been 1dentif1ed as being
L ':"particularly relevant to instltutlonal planntng. These
| value shifts and their definitions, as identified by Osman,

b are; ’ N o
/ ) 1. Change -- an antiéipaped_shif; in attityde from
LR N the desite to preserve the status quo and the more -
traditi_ona:l values toward an qcceptaﬁé: of the
‘J. inevitability of charige a?§>a willingness to adapt

‘ : to the ney forces that pervade, This attitude may

g — tholndsthe deLiBerate géﬁ@féfibﬁ“ﬁf‘éhe~dhangé"in‘
order to qreate economlc growth, social development,

- or bther desirable forces. . - S

2. EEEEdOm -— a shifglfpom a personal compliance with

political and cultural restraints toward conditions

Al

) L \\’ "~ of true personal fxeedon, Thié shift allows all
people to £ind withln themselves the ab;lity to,
part1c1pate in or direct the determlnation of their.

ind1v1dual ﬁnLure,
- "' . R
3. E ual!éx ~- a shift from an inequitable social

situation for many of our people to a more

¢ -

PN 3 T PP | o : | .
: - * . -11-

L ]
B '
Y
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T egalitarian society; in socioeconomic terms, a
move that emphasizes social justice and offers

~

fﬁ? . eqUality in terms of oppdrtunity as well as resultsy j

4, Leisure -- a shiftinq approach to non-working or .
/ o
leisure timc from today S concept that not worKing

' ’

e ' : means free sﬁme toward regarding 1eisure as a
purposive way Qf self- fulfillment..f S T

'S..-FOresight -- a shift in emphas1s from the immediate

and the empirical toward anticipatory planning and
research and real 1nterest in the future.
Pluralism ~- a shift in glébal, national, regional, L/"-
K A and‘institutional attitudes from the need ko appear
uniform and function-within accepted homogeneous -
e ems e rules.of _behavior. toward developing ‘diverse patterns
A ' | for individual lifestyles. ‘ | '
! < 5. Localism - a shift from dependence upon central
‘. \ government to a, reliance upon state and local
government, This 1ncludes cit1z partic1pation qy//
a local level including, amonq other areas, develop—-
'ment of public p01101es and 1n1€1at10n of legislation
- to.implement these policies. - . 4 B o
] 8, Respon91bi1ity -~ a shift from indifference and 142;/// J

‘ . -

\\\\\ofJ; sehse.of respon51b111ty in civic affairs

. towd/; a higher sense of 1ndividual and public

responsibility for others,

t

.
n . a .
AR EA a7 .
P . L. : '
2 . _ : -12-
-
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9, .Knowledge -- a value area that will shift from a "
/ #
1 ¥ . linear approach to problem solv1ng toward an inter-

"uq—v

dlsc1plinary'methodology and total- systems approach.

10. Quallty ~-- a shift from current aspects of life and
. @ -
;work that slgnal satlsfactlon of materlal and - y.

'quantltatlve wants toward greater concern for a

- -

splrltual and qualltat1Ve perspective. o -

-

11. Goals (or ends) -- a shift from today g8 concern W1th : Py

the means toward%an overall concern for the ends.

»

, This new approach will underllne the tran81t10n from"
the semi- statlonary state of today 8 society toward a
: ? —
society where change is 'accelerated and embedded in

"~ the- . fabric of life. ‘ ﬁ

.“;gt__lnterdependence -- a Shlft in n1neteenth and mldp01nt

e = e

Se b A et e aa TMlesatatax [YRveR
- TR N s o 03 R ot 430 Sl ke €T+ L

twentleth century thlnking that independence is a prime

NS S

achievement for humans or nations.toward the bellef that
(

1nterdependence is cruc1a1 and de81rable.3

Osman cautlons that the values described are to be

]
* L

used for purposes of 1n1t1at1ng dlSCUSSlonS, and that valué

_statements to be ultimately utilized: in plannlng should .
reflect careful and considered judgements on the part of

planners.

Corollaries are not'presented for the value shifts;

:

Planners should develop a process within the institution

to identify value shlfts and study the "consequences of such

shifts, - ' | c
3¢ Ibld., pp. 20-33. SRS . "
% R ' 13- o . ;
’ ’ o ‘ ’v‘i - . ' ~
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Societal trends and value shifts have converged to create

a complex operating framework for the 1980s which will
' - ' . ) %"
virtually digtate thdt-every institution have a‘responsive

<\

{

plapning system. - . . L A CL
L 4 M , ° . . ~
, . - &
\\\ _ A Case For Jnstitutiondl Planning | N

Histériéélly, pbanﬁing iﬁ most'inétitutidﬂs could be
characterized as ad hoc, informal, authoritativé, éﬁoré-range,
and expansiénary., flanning was often viewed as an added
burden to an overloaded administrator and r@suited in casual, )
often habhazard, approaches to deciding Whicﬁ new programs

to initiate and what percent various budget items should be %

increased on an "across-the-board" basis. .

.Wwwmhlnmnecentwyears,“inﬁtitMLlQhél“D}anninq has_evolved as

an essential administrative process which can be .F
characterized as comprehensive, dynamic,_systematic,-long-rahge,
and continuous. The approach has shifted to being more

: . . N . . ' . -«
information-based and less. intuitive. Ellison gugcinctly

gtates the case for institutional planning: '

There is no choice but to plan.  There may have been-, in

the early yeals of the community college movemeni -~

the decades of the 50s and 60s -- but today public
skepticisim and evermore scarce resources make strategic
planning a question of institutional survival, Particularly -
in. public community colleges that ve somewhat insulated
themselves from'market forces, failure to plan now for the - .-
uﬁgertain future can mean slow but certain decline. So

tRe question facing all,administrators in higher education

is not whether but:how, \ | R

7

»

4, N. M. Ellison, trategic Planning;" Community QOior
College Journ ‘(September, 1977).9?.‘5?—35, .

~

\ i -,



Robinson recently addressed this issue in wrjiting an
epi}ogue for a planning handbo\k prepared by the Natjonal
_Center for Higher Educatlon Management Systems. He. states

hi- case for planning: ' - ) A -

-

Whatéver we do, whetﬂer we plan or do’ not plan, there
; _ . will be ‘a future. The determination of that future pay
b , be left to external factors over which the participants
— - « - - in the dnstitution have no- eontrol; or to random- factors—
’ over which members may exercise gome influence or neglect
Alternatively, the future also may be determined by assess-
: irg probable external conditions and their relative
v consequences for the institution and then trying to do
better thar’ chance would prédict in influencing-the in-
ternal factors that affect the future, 5 .

' . Roblnson v1ews instltutional planning as an opportunity\
for the const1tuenc1es of a college to form and share a common

map of thh 1nstitut10n s present status, probable resources,

>“p1an§§ng process shap@ the future of its pargicipants'

tion is not only ves, but that even if

»

preferences? His pos

the process fails, part%gipants would'rather negparties_to

causing the ghipwreck than unqontrolling'factors in disasters.
‘ MacKenzie states that good results without planning cpme
»  from good luck, not good manageq"t ' With the challenges

fac1ng the educational manager in the decade ahead, both

good plannlng and. good luck may be necessary!6 Groff, in a_

speech to the Society for Callege and University Planning,
. v .

-
-

5, A. J. Robinson, Epllqgue for Kieft, R, .W,, Hnmigos Fey
: . Bucklew W. S, (Boulder, Coiorado: NCHEM§}A 978},

pp. /7-83, °

¢ . ¢

and alternat*ge futures. He raises the questionx Can-a .

:ﬁ 6. R. A. MacKenzie, Managlng Time, The EzecutiVe 8 Most Crltlcal
Resource. Tape 1 (New York: -Advanced Management - T

Research International, 1972),“p. 2,
' ~

i £ ‘ v ) . _‘-_,;.;_'3;,.. . ' 9 N
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» stated that the extent #olwhiéh‘a collége.meets the chailengé
of being responsfble‘tq socigfal needs:is a function, for the
most part, of its-sqphistication in planning.j

| Hendersén supi it-up;yeil. ‘He stétes:.

Planning is here to stay, We can useé it to our
o advantage, -or we can let others use or migsuse it to- ~
our disadvantage. As Qhelpublic becomes inereasingly
concerned about the educational enterprise, we have an .
opportunity now, through effective, clearly defined LT
planning, to help restore confidence in education -
in what we are doing - as we continue to increase in
‘ - size and complexity, we have an opportunity now,
through effective planning to increase our capacity to
make intelligent decisions, Through, effective planning
we can untie our hands from administratjive minutiae and 1
concentrate our efforts on the educatidéhal process.
The choice. is ours,8 .
Institutional planning should be viewed as an adaptive
process designed to enhance institutional develdpment and self- fl
® . _determination. In the past, deVelopment impiied growth. -
Planning focused on planning for morehprogramsm In the future,
4 : development is anticipatéd to be more qualitative‘and will be

measured by the responsiveness of theé institution to changing

. A
conditions. o : ¢
cah institutional planning enhance self-control? Cleland

, \ ! -

o and King answer this: question poihtedly;' They indicate that

_ y. ' to.ignore planning is ‘to make oneself ‘the victim of the _ el
o \ > . A | ' ¥ '
i ¢ ot ’ . ' .

&

¥ W. H. Groff, B Comprehensive Academic Planning Process

: for Technical Education. Paper presented at the 13th
Annual International Conference -of the Society for - ‘
College and University Planning, August 1978, ~ = . : \

8. L..G. Henderson, A Plan for Planning for a Stéte'CQmmunity
College System (TallahasS8ee, Florida: Department of )
Higher Education, Florida State University, June 1973),
‘ P 90 . ) C : ' .

.o~ . -
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© major ‘issue ing

plannlng of others.9

Governance of. the two-year colleges is emerging d4s a

Lt

ihe 1980s. State*poards are feeling increased

pressure from policy makers to account for expenditures,

)

avoid unwarranted duplication,‘and operate efficiently, Such

pressures wil\\likely resilt in more planning decisions being”

”made at the State level if institutions fail to vespond to . T

changlng conditions. Comprehensive institutional planning should

.

facilitate articulation and coordination with state agencies

-

on a proactlve basis, ‘Such an approach should enhance
1nst1tutional selfndetermination and preserve institutional

autonomy. A : ' q} - e
@ . , . B \ / . - .

Planning_Definitions .

This paper uses many key words and concepts which have

-

meanlngs specific to the realm of educatidnal planning

Following is a list of deginitions of these terms as they are

I3

used thioughout this document. .

.Comprehensive - That chqracteristic.of°a point of view

FON

which strives for a maximum of inclusiveness, so that\the

whole picture rather- than scattered or isolated. segments is

in view.
A ; ‘ -

~
N

R Comprehehsivq,Planning - A formal system for integrating

long-range acadenic,’administrative, financial, and facilities

e planning for the total college ahd its principnl components.

-

| R

5.7 D. I. lelana'ana—w R. King,i“Developing a Planning
Culture for More Effective Strategic Planning,». S
Long Range Planning (1974), p., 71. )

& N
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Evaluation - The process of assessxng the actual

performance of the institution in terms of the goals and

-objectives derived from the planning processq .ﬁﬁ

Goal - A desired future state ?m condition which if

attained, will contribute to the achievement of the

]

institutional mission. |

Management - The administrative processes and techniques

which are used to abhieve the~institutibna1-goals and
objectiwes derived from the planning process.v‘

NeedsIAssessment - "he process of delineating, obtaining,:

and providing debision makers ihformation on the ‘institution

Ll

and its environment to inform planning decisions,

Objective -b desired futiure state or, condition wuiouo lfu

‘ attalned will contribute to the achievéement of oﬁe or more

P

‘ingtitutional goals. Objectives are suybordinate to gqQals and
- >

are more_nerrow, concrlete, specific, and subject to measure-
ment. The achievement of a goal will normally require the
attainment of ‘several specific objectives«, ;}“

Qperational Planninq - The process of developing action -

plans at each organizational level Operational plans are
derived from and_are developed within the context of the
strategic plan. . _ ~

Pigg - A written document or documents setting forth

the goals and objectives of the institutxon and specifying

‘programs and courses qf action designed to ach'teve them.

Plans .may include'background}informetiOn on the institutjion:.




i
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'mfgsioh and scope;‘goals and objectives; planning assumptions;
policies and procedures fgr planning) @epqription of programs;
long-range projections of enrollments, resource requirements, ¢

capital and operating budgets, etc. o

Planning - An ongoing: process by which an institution ¢

»

asgesses its environmen;, changes or reaffirms its mission,

esﬁablishes dekivative goals and 6bjectives, and then designs  °
programs “and courses of action to implement th@m.
Strategic Planning - The process of determining institutional

direction and focus.




CHAPTER 1T

INSTITU TONAL PLANNING: QTATP OF THE ART

This chapter includes an overview of 1iterature found to
be of value fbér conceptulizating snd deVeloping a cdhprehen81ve
institutionaL planning system. This rev1ew,encompasses both

i “ ~ literature on planning theory and literature having specific

“—:- .. gpplication and reference-to planning in the two-year college. . S

~  The Theorists' Contributiéns

¢

Einsweiler° presented a comparative analysis of planning

theorists' contributions l These theories reflect different

v views on the appropriateness of rational Versus intuitive .

-approaches, holistic versug partial analysis, qualitative versus
quantitative measures, and 11near versus non—linear processes.
Figure 1 compares the.theorists' positions on planning.

. / . . A
Early theories of organization as advocated by Taylor, .Fayol,

‘and Weber would: fall on the left end of the continuum.2

[4] . v ) , . "‘[ .
1. R. C. EinsWeiler, “COmpetencies for Planning," a paper
submitted to the National Center..for Research in
Vocational Education (Columbus, Ohio: .Ohio State
University, December, 1978), pa 2.

|
i ‘. 2. F. E. Taylor, Scientifip Management (New York: Harper and

: " Law, 1911)3 H. Fayol, General and Industrial Management
-t ' : (New York: Pitman, 19395 and E Weber, ‘fhe Theory of

~ Social and Economic Organization, A. M. Henderson and . .
T. Parsons. [New York eds., Free Press, 1965). «

£
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1. Rational
Planning

2. Holistic
Analysis

Approach

< .
4. High Data
Requirements

3. Quantitative .

Perfect
rationality
or classical
rationality or
comprehensive

. Province-of many sconomists, - Province

Standard
_ training of political scientists, . of many
most pla,\nors ‘schools of policy snalysis sociologists
. and social .
m - anthrgpologists.
LY RRE & : studying -

movements”’
.

o v Training of most systems analysts
and operations researchera .

< .~

Figure 1. Comparison of Planning Theories®

* Adaptation of table 1 (. 3) from Einsweiler

L

)

S -22- 3. '

1. Intuitive
Plenning

2. Partial
Analysis

3. Qualitative
Approach

4. Low Data
Requirements

[y
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‘These theorists viewed planning as sequential.stepé.of goal

L3

setting, identjfying alternative courses of action, and selecting

L J

the best alternative based on efficiency criteria. Planning was

viewed as a linear process. Systems analysts and operations

reésearchers are the strongest ptoponqntg.of models based on ;

Ehesé the®ries. Einswéiler indiéated'that in actual pr?ctice,
applicétign~caﬁ be utilized only for simplé éituaﬁions-because
of'the ;umber df aLternaﬁiQes and data reqhiremengé. )
Simon pointed out the weaknesses of the claésical'model
when appliéd to comple#~decision‘settings.B‘ Weaknesses
identifiea were as follows: (1) inability to acqui;é all

facts, (2) limited resources, and'(3)-diffiéulty in 'distin-

guishing between facts and valoes. According to Einsweiler,

. Jescribed this more limited approach as 'bounded
rationality.' 1In simplified terms the goals/
strategi¥s work is cofbined. The focus is on
workable strategies chosen intuitively as w&ll
as analytically. ~Then the options are compaged
as to positive and negative consequences. Rather

_ than optimizing, Simon's decision maker satisfies.
Rather than searching for the sharpest needle in the
haystack, he searches for the one sharp enough' to sew
with. ’ ‘

Simon's work made an earlyaimprint on private or
corporate planning and more recéntly on the' field
- known as poliqyngnalysis. ' 4

Lindblom, te the xiéht of Simon on the continuum, focused

' on marginal concepts in-pl&nﬁing‘or decision making and combined

3.7 A, H. Simong Administrative Behavior. (New York: Free
. Press, 1965). . : ‘

4. Finsweilér, p. 4. ' ‘ - "
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ends and means in the decision making process. He sought con-
currence on policies or action plans. He.adbocateﬁ'disjointed’
incremental stepsltoward goals rather than grand schemes. Hig -~
approach ﬁgs"been.described\as muddlinq throuqh " Critics of

Lindblom's approach describe it as backing or stumbling’ into
5 Y, 5

the .f.u,t.ure‘._ e o R . - S !__h. S S _._...___._____7

.public action. As he puts ity

<

Michael advocates a non-linear model in-'which planhing

is,viewed as a social learning process for more enlightened

’

We shall have to extend the societal learning
process to learn as a society how to learn in the
situation that makes long-range social planning
necessary. But, much more so than in the past,
we /shall have to be self-cbnsciously committed

. te_the leaxning, process and to ‘the learning

experiences as such. & \
1

Michael's belief is that péople working in organizations,

and in the social and hatural environment 1inked to them,. need

_to find it rewardiny to learn how to

-
1

1. live with‘and.acknowledge>great nncertainty:

o \ S
2. embrace error, ‘ ) /

"3, seek and ‘sccept the ethical responsibility and the
conflict laden interpersonal circumstances: that’
attend goal setting; - '

v

4. evaluate the present in light of. anticipated futures;

5. live with role stress and forego the satisfactions
of stable, on-the—job, social group relationships,

4
5 ¢ T TIndbIom, The Intelligence of Democracy: Decision

Making Through Mutual Adjustment (New YorE Free
Press, 1965) . ]

¢

-6, D. N, Michael, On Learning to Plan and Plannin g td Learn

(san Franciscos Jossey Eass, ), P.

-
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6.’ Be open to changes in the commitments and direction,
as suggested by changes in the conjectured plictures.
of the future and evaluation of on-going activities.’

3

Goodlad presents a comprehefrsive model of educational cg__\an'ge.8

£

" Although Goodlad studied primary and se@gﬁdary schools; many of

PR

his ideas seéem applichble to institutional planning in two-year
colleges. His central thesis is that institutfbns,AUnder |
certain'coﬁditions, can become more vital than they curren§1§
are and that most of .the change must be effected by those w;b'
work aﬁd live in them each day. He sees as a necessary condition
for change a productive tension bet&qen the instigution wanting

a better condition for itself (én inner-orientation toward 9

change) and an outside entity whose self-interests are. served’

by aSsisting in the.process (an outer-orientation toward

change). The self-interests of the two paréies, although
different, have something to give&and to gain from each other.

Recognizing the obstacle of the human tendency'to;want

~

stability in all things, particularly in most aspects of the

educational enterprise, Goodlad successfully tested a change

strategy .in élementéry schools based on his thesis. The

process utilized waé‘feferred to as the "Dialogue, Décision,*

Action, Evaluation (DDAE) Model." The lesson learned was\thét

external change agents, instead of trying to insert something .

-into the insgitution's culture,’ first should heip that culture

4

\‘ .
‘develop an awareness of and-a responsiveness to ,itgelf.

7. Ibid., pp. 218-282.

8. J. I. Goodlad, The -Dynamics of Educational Change (New York:
McGraw Hill, 1975). ‘ -y
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10. 1Ibid., p. 205.

. _ . _
L . ‘ _ A
Then, aésuﬁing productive teqaipn exisfs, the institution is
in a position.to pursuefaiself—renéﬁing process. Goodlad's
model is reinfqrceq by\ﬁiseley whom Goodlad cites as follows:

_In terms of human evolution, there are two ways
of looking at the process, and both of them to
some degree, are represented among scientists
today. There is one view which is inclined to
say that the only way in which life alters or

! changes is when change is forced'upon it...
. LT, Lo o .
s But there is another point of view, which is®
that in life itself there is a centrifugal -
dynamism of sorts, not just in man but in all

. living creatures. It does not wait upon its
environment; instead, it intrudes farther and o
farther .into it, experimenting on its own.

Goodlad found a way to trigger thig centrifugal dynamisﬁ

in the schools throughvthe DDAE process. To help the reader

. ’ 3 .
”“hhderdtand'éhénqe”ﬁbdélé7ﬁao6alﬁd“aéV616§§ffﬁé"ﬁdinn of(gp .

ecological/modél of education functioning within an ecosystem.

He.states:

- I have in mind an ecological community in which

/ both living and non-living things constitute a .

: system and interact within it. 1In this conception,
man is part of, not master or conqueror of, the
environment. Things and sets of things, individuals
‘and groups of people and the relationships among
all these are seen as-one, a unified whole. 1In
this conception, there is nobody on the outside
trying to do something to somecohe on the inside.
All are part of the same systematic whole or

- ecosystem. - Every person and every thing has

- consequences for all other persons and things.

‘ Nothing is inconsequential. Individuality and
uniqueness exist, but function, and are under- - -
stood in relaf$on to the whole and to other parts
of the whole. _ : . \ -

- ¢
~ -

3. 1bld., p. 171.

. " -26~ ‘\. 3(;)'
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' Goodlad suggested that a great deal can be learned about

an institution by studying it as'an ecosystem”within which.

relations to other parts of the larger ecosystem can be inferred.
\
This forces the viewer -to go Beyond 1inear ways of perceiving
L

relationships and to recognize the inter—connected and dynamic -

nature of the system. Such ecological thinking embraces the

whole - the impact of students on instructors (as well as the
L \ _

[ 4

reverse), the impact of instructors on 1nstructors,.the use of

resources, and the relatienship among all of these. The ecological

‘model encompasses ‘the tragltional linear change models and the

4

responsive model (DBAE approach desgribed earlier) but‘goes

beyond.

He indicated that whereas the linear models_(input—outpuﬁ,

end-means) are oriented to thé present, Kwhat'works) and the * -

responsive model to the present and future (where we are and
»
what we might become); the ecological model seeks constantly to
>
keep past, preseht, and future in perspective. The major use °
. o-.

\\

-

" of an ecological model. of education is to develop an awareness

/

and accompanying sense of identity amongl;hose.who‘dccupy the .

L]

, ecosysten. He gtates: £ e

.\' ® B J
e - » . ]

If we are to galn some reasonable measure of ='
controt over change, we must think in eb&logibal
terms egard{ng our lives and institutmpns. .
The gévelopment of such thinking is an\appropriate
central educatiohal activity.. But this ‘is not
sufficient. Social‘p}énning and social engineering,
¥ too, must be guided'by an ecological perspective,
'with the. awarness ‘of the interrelifedness of .
things; people, and institntions. .’

o

1I° _Ibid},'p,;765.
~27-.
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Maxgaret Mead' states succinctly what is required in -

addressing the problems of the modern family (cited by Goodlad

to emphaSize the point):

In the 30's, medicine reduced a patient to an
organ. If a patient had kidney trouble, that's
what we ‘treated. Twenty years' later we remembered X
that a patient was more than a kidney . . . we >
‘remembered that he had a heart, a brain, and we R

.. began treating the whole patient. = ”'q o

=

¢

It took another ten years to get the '‘patient

back in the family, then the family back into

~ the community. Now we must put the community

v ‘back in the nation and the nation back in the
world. You can't save the family all by itself. 12.

[

Goodlad'suggests,we'can't'saye'an educational’ institution
all by itself, either. It is not a self—contaihed entity
- \ 'w1th all the 1ngred1ents for a full self—reneuino culture._'We.
must look beyond the institutron and study the ecosystem as well
as look 1ns1de the instltution to understand its sense of ‘being.

This perspective certainly suggests a broad dynamic context

with many implications for educational planninq;,

L]

Changes in Planning . .
The previous.analysis of planning and change theory provides.a
framework for con51der1ng past and current planning practices

In an extensive computer search of the literature, over 250

~ f L]

¥

v doquments,that pertained to planning at the postseoondary ievel
were idenﬂiﬁied. Much .of this literature pertaining to two- |
‘year colleges described master plans.that focused primarily:on
facility requirements. Only in the most recent literature was

comprehensive insgitutional planning mentioned.a The synthesis

- \
T2. 1Ibid., p. 214.
I", »
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- of this .literature which follows.tracés the evolution'of'

institutional planning, assessesfthe cufrent state of the art,
v L .
and identifies some important trends and problems. The findings

'should provide direction to administrators interested in improving

the planning process within their institutions. . "

. ' .

The Role of Planning

Planning is viewed, as.a necessary but not sufficient’

-

~ . ) . l) . "
condition for. institutional success. Plans must be implemented

in an.efficient and effective manner. Planning can
1. provide information and insight to help decision makers ,
. | determine institutionga direction (ends);
. - 2. provide information and insight to help the institution
* determine the most appropriate prograns and processes
.to best obtain its ends; and _ ..
3. provide a framework for organizing, directing, and
'controlling the activities of the institdtion toward
'its ends. o Q_ ; \

‘ Historical Development

?

In- the past, planning has occurred on an informal,
fragmented, and eypansionary basis. While the need for more
% formal comprehenSive planning systemsﬁseems-self-evident, onlx

recéntly have administrators given serious attention to compre—
hensive institutional planning .
Until the late 704, planning in two-year colleges-was

1

lifhited primarily to facility planning and curriculum planhing,

S
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- Freeman,13 Kieft,14 “Ma 15

and McManis and Harvey, indicateu that
these two(activlties were usually carried out secparately, not
recoénizing'the link that should'exist between academic proqrams
and the physicel environment within which they. are conducted.

" Freeman states: - .
e L { .
, Physical- plant plannlng was typically considered
, to be the province of presidents, trustees, and
m— e e - donors; while academic planning was the responsibility
of provosts, deans, and faculties. Many rampuses
bear dramatic testimony to the fact that, in
university architecture, form-was more likely to
follow the 'edifice complex' of presidents and
donors than academic function. ®Academic planning
usually followed their special interests and expertise,
. rather than the educational needs of society.

‘e

D

'Unprecedented growth and avéilability of required financial
reséurces ih the 1960s and early 70s offered little incentive -

or opportunlty for admlnlqtrators to plan comprehensively for v

R s 3 e

the future. 1In the late 1970s, however, enrollments began to

level off or dec¢line and pgrse strlngs were tighteﬂbd Leglslative

IS

‘ bodies began to expreﬁs considerable interest in how educational

approprlations were managed and insisted on greater accountability.

13.° J. E. Freeman, 'Comprehen51ve Plannlng in, ngher Education,"
New Directions for ngher Education (Autumn 1977), -
pp. 33-52. -

1&. R. N. Kieft, Academic Planning Four Institutional Case
Studies (National Center. for Higher Education Manage-
ment Systems (NCHEMS),(Coloradou 1978)

15. ' G. L. McManis and L. J. Harvey, Planning Management and
g ‘Evaluation Systems in.Higher Edutation (Littleton,
Colorado: 1Ireland-Bducational Corporation, 1978).

w \

.o 16. ¥Freeman, p. }5.
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Planning then started to become imperative: Bouléing expressed

-

the need for planning:

e The manager of a declining institution is required
to think of more things that haven't been thought
of. In a growing institution, migtakes are easily
corrgsted;lin a declining institution, they are
not. y . ’

L)

kS

smith and Anderson noted: - L \

The planning function during periods of growth : o
.in higher education is different from planning Lo,
during periods of stabiiitY“6f“aééliﬁéq;“rn"the-—"-~“~-~~—m~m——4
_former gituation, a major question is how to ; )
corner more resources r the long run. In the
latter case, the question becomge one of how to
reallocate'existing resources. !

]

A relatively new concern to pos tsecondary education is
the aspect of_change‘centqred on the reqllocation of the existing
resource base within the institution. /Kieft states:

The deceleration of income growth, federally man-
dated compliance acts, escalating energy costs,
rising tenure ratios, and collective bargaining -
pressures are among the forqg; that have decimated
managerial flexibility and left many institutions
with reallofstion as their only way of implement-
ing change. ‘ - . : '

New Approaches S | , o

<’

Institutional leaders areﬁnowfgivihg much more serious .
. * ' .
thought and attention to compgghensive institutional planning.

. (]
New administrative approaches have emerged. ]Many of these

17. K. E; Boulding, "The Mangement ‘of Decline" - A.G.B. Reports
17 (1975) pp. 4-8. _ _

18. R. D. Smith and J..J. Angerson, "Rational Crisis.Planning

: in Higher Education.y From A: C. Heinlein, Decision
Models in Academic Administration (Kent, Ohio: Kent © °
State University Preds, 1973), p. 41. ﬂ | .

L J : ¢

195.._ Kieft' p(c 31-3 ' ’ ) -



’

.

approaches are technically,oriented and have their roots

in the planning—pfogramming—budgeting system (PPBS} which
ofiginated in the Department of Defense ihlthe late i960s. Basic
concepts ‘upon which PPBS‘%aé founded included operations resgarch,
cost-benefit analysis, and economic planning theory., -

. Farmer defined PPBS as follows:

e A-gystem-for. (1) planning. =- the selection and = .
identification of -the overall long-range objectives
of the organization and the systematic analysis of
warious courses of action in terms of relative: costs
and benefits, (2) programming -- deciding on the
specific courses of action to be followed in carry-
ing out planning decisions, and (3) budgeting =--
translating planning and grogramming dg¢cisions into
specific financial plams?,.'0 j; '

()

Mapf eduqatipnal plﬁpners Qe;e attracted to PPBS. It was
viewed as a logical step-by—step procgdure for‘recogn}zing manx
of the forces impinging oﬁ instftutiqnal decisions. While some
adm}nistrators identify the post;vevoutqomes of PPBS, by and

. X
large the experience in postsecondary education has been dis-

- appointing when PPBS is viewed as "the" central administrative

tool. Weatheréb%aﬁpd Bélderston'concluded that PPBS had_Only

limited success at the  University of California because of its

complexify; cost, inadéguate measures of effectiveness, and lack

4

of acceptance by faculties and administration. . They suggested !

.

. policy analysis as a better approach to comprehensive piahhing.Zl
70. J: Farmer, Why Plénning Programming and Budgeting Sysg%pg _
*  for Higher Education? (Boulder, Colorado: Wes%sg- :
Interstate Commigsion for Higher Education, 197", p. 7.
. . i « - i <
*21. F. E. Balderston and G. B. Weathersby, "PPBS in Higher
Education Planning -and Management," Higher FEducation
3 (1972) pp. 324-345. ' o
o L . 14 .
'32' _ . ) LY
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' Planning then gstarted to becomé‘imperative. Boulding expressed

the need fdr'plapning;

. .The manager of a declining, institution is required’
' to think of more things that haven't been thought
. of. 1In a growing institution, mistakes are easily
3 corrfsted;'gn a declining institution, they are
: . not.t. , -

Smith and Anderson noted:

‘ The planning function during periods of growth
— _ in higher education is different from planning
' \ during periods of stability or decline. In the -
former situation, a major question is how to .
corner more resources for the long run. In the

. latter case, the question becomgs one of how to
' reallocate exikstimy resources. 18 o . 3
‘ A relatively new concern to postsecoqdafy education is E
the aspect of change centered 6n the reallocation of - the existing
\ . . : . .
resourcé pase within the institution. Kieft states:
The'deceleration'of‘income growth, federally man-
dated compliance acts, escalating energy costs,
\  rising tenure ratios, and collective bargaining
pressures are among the forces that have decimated
~ ‘ managerial flexibility:and left many institutions
' . with nealloigtion as theitr only way of implement-
ing ghange. ' - L
New Approaches
Institutfbnal leaders -are .now giving‘muoh more .serious
thbught and- attention to comprehensive institutional planning.
. - .

| New adﬁihistgative approaches have emerged. -Many,bf these

17 K. E. Boulding, "The. Mangement of Decline" A.G.B. Reports
i 17 (1975) pp. 4-8. . _
18. R. D. Smith and J. J. Anderson, "Rational Crisis Planning
_ ~_in Higher Education." From A. C. Heinlein, Decision”
¢ Models in Academic Administration. (Ként, Ohio: Kent
- /< State University press, 1973), p. 41. ~ ' o

.. 19. Kieftpp. 3l.: ] L

A
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approaches are technically oriented and have, their foots

A *

\ -
in the planning—pxogramming—budgeting system (PPBS) which

originated in the Pepartment of Defense in the late 1960s.' Basic

concepts upon which PPBS was founded included operations research, -

-

cost—benefiﬁ analysis, and economic planning, theory.

Farmer defined PPBS as follows:

A . system for (1) planning -- the selection and =~
identification of the overall long-range objectives
of the organization and the systematic ‘analysis of
various courses of action in terms of relative costs

and benefits, (2) programming -- deciding on the
, specific courses of action to be followed in carry-
~ ing out planning decisions, and (3) budgeting --

translating planning and grogramMing decisions into
specific financial plans. 0 .

Many'educétional plannefs:were attracted to PPBS. It was

viewed as a logical step—by-step'procedure fdr recognizing\many

of the forces'impinging on institutional decisions. While some

“administrators iéentify the postive outcomeé of PPBS, by and

layée the experience in\postsecondary education has been dis-"

appointing when PPBS is viewed as "the" central administrative

. tool. Weatﬁersby and Balderston concluded that PPQS had only

iimited success at the University of California because of its

" complexity, cost, inadequate méasures of effectiveness, and lack

of acceptance by faculties and administration. . They suggested

policy analysis as a better apprpach to comprehensive planning.2l

20. J. Farmer,IthrPlanning Programming and Budgeting Sysééms
for Higher Edycation? (Boulder, Colqrado: Western

Interstate Commission for Higher Education, 1970), p. 7§‘

k
f

21. F. E. Balderston and G. B. Weathersby, "PPBS in Higher

Education Planning and Management," Higher Edqcation
. 3 (1972) pp. 324-345. g .
! » K
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This approach attempts to conbine gome of the tools of BPBS

A\ d

with pore pragmatic and less complex planning and decision
processes. Many. other planning systems are evolving that have
their roots in concepts of PPBS. )

.he initial experimentation with PPBS_has stimulated a

variety of conceptual approaches to planning. Freeman indicated

that despite the widespread interegt in ing‘itutional planning,

| there ‘has been no systematic study/of the characteristies—and

effectiveness of comprehensive planning systems. Thus "{ifstitutions
3

just beginning &‘h develop planning processes have had little

‘}mirical experience on which to rely for guidance

Recent Planning Trends

Studies describing the extent, nature, and effectivengss of
institutional planning practices in two~year colleges was not
€ound in the literature. However, Reid stated that'

. N Among community colleges, Cuyahoga Community

- ) “College Distrigt (Ohio), Aaricopa County Communijty
College District (Arizona), and Dallas County
Community College District (Texas) have

‘established positions of leadership by virtue of

their systematic planning efforts. Each is a
large multi-campus district.  Strategic planning
among small singlg campus college districts is

. les$ spectacular.

A study conducted. in 1976 at the University of Pittsburgh

-~

~ on planning at major universities revealed trends that may offer

5

insight and understanding to the nature of planning in the two-
year collegés The results of the Pittsburgh study as, presdgnted

by Freeman are summariZed as follows

-+

h'z ; -

22. Freeman, p.'40.

23. A. E. Reid, Planning for the Second Decade, 1977-1988,Ed.
. . 149829 ; ERIC Document Reproduction Service Bergen

_ Community College: Paramus, New Jersey, 1978) p. 8.
| o33

R« e S T ‘ ’

-



| . LA

1. Interest in comprehensive planning is growing. Most
» : *

$ planning systeqs have been developed in the last five-

Y
- ) - | \/
s ) Years. .

2. Planning processes tend to be centrally controlled.

The president usually has played a leading role in’

inifiating and controlling planning. \

., ~—°~ - 3v--Planning processes tend- to be-h&ghly.gtﬁucturedv-~wm~~~mw

. b
There is a clear trend toward the development of more

formal structures. sl '

»

4. Planning is dominated by resource congiderations,

Resoburce gonsiderations focus on such management concerns

as enrollments, budgets, staffing requiraments, space

needs; and prog¥xam outputs. Planners tend t5°undertake

s
guantitative analyses of 1nst1tutlona1 resources and

the cost of academic programs, rather, than qualltatlve

-

.'evaluations of programs.
5. Planning systems rely heavily on data collection and

analysis. There has been a marked emphasis on the

development of more sophlstlcated management 1nformatlon

¢ systems and analytical models to prov1de the data

. }

necessary to support planning. The -expense of "such
efforts, however; is forcing institutions to define

- C their information needs moreé. clearly and to degign

»

lese costly ways of collecting, storing, retrieving,
) . C ‘ . ' ! '
' analyzing data. - y y

-~ 6. Trustees, faculty members, and students are demanding
f. * o

=34~
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greater participation. Faculty and student participation’
! A



]

has been.more apparent than real. Trustees, who '

traditional1§ have confined their interests to financial
matters, are beginning to express mqre interest in
academic affairs as costs increase, as demands for

accountabtlity become more vocal, and as faculties

and students begin to_demand a' greater voice in non-

~ The influence of ekternal‘agencieg is growing. Growing - .

academic and governance matters..

aemancs by federal agencies, state coordinating boards,
legislatures, and other pdblic bodieq-for-gteater
accountability have accelerated the development of
management information systems. ' Federal and - state
agengi;s, by’controlling the funding of public
institutions‘and financial aid programs, are in a

position to affect not only the amount of educational

activity but also its direction and emphasis. In some

~cases, these. external forces have generated merely

'planning processes that can significantly improve

cosmetic reactions, In other cases, external agencies

L} -
i

have contributed positively to the development of L
%

. 4§
institutional management. Occasionally, their influence

-}

has had a more negative- impact by threatening institutional
autonomy and independence. It seems probable that, as et
resources become tighter, the influence of external - _ﬁf\

24 '
agencies will continue to grow.

77.. Freeman, pp. 40-43.
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Conceptual approashes to planning vary widely. Freeman
noted that; “Institutional planning clearry ig in an evolutionarv;-
seme woq}d say experimental~§stage of development. Inter-
change among institutions has been limited .and most planning .
systems have been selffdesignsbed" 25 He‘lndicated that this has

—— Leadmsemetimesnte~£a}semstartsTmﬁrustrations,mandlfa;lures,_mﬂe_
calls for better ways to exchange information and exberiences
about institutional planning and to identify principles that
can be(applied in different institutional settings 8O that

effective approaches can be replicated and processes that prove

unproductive are not repeated. ¥ <
: : R
The planning literature on two-year- colleges

echoed .the findings of the Pittsburqh study. The o

eXceptiens might be in the degree of structure in the planning vt
process (3 above) and in sOphistication of data orientation

) | and analysis (5 above). Because universities operate on a

i

larger scale and have access to mqré specialists. and dsta

.processing capability, thejr planning systems tend to be-

s

more structured and data-based.

“ | B Planning Problems

Postsecondary institutions which have developed 'or are in the

»

sprocess of developlng comprehensxve 1nst1tut10na1 planning systems
have encountered several problemg.  Some of these are reflected in

the trends 1dent1f1ed above. The Pittsburgh study reported by

Freeman identified seven problem areas. Kleft, McManis and

’
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. i . o
. Reid identified sipilar problems. Plaphing problems as outlined
by Preeman are:

1. Inadequate conceptual framework., There appears to be

, little theoretical underpinning for comprehénsive
planning.
2. ‘Lack of coorcingtion. A frequent'problen was failure
to coordihate the planning and budgeting_PFQCGBQ?SAIn_ e
3% Financial uncertainty versus institutional rigidity. Public
institutions are especislly vulnerable to shifts in 4 |
funding patterns, manpower requirements, student
interests, and'the public policies affecting higher education.

The best laid plans can be rendered obsolete by changes

in' the external environment. Plans and planning
. ’

lanning system that can

‘\

processes must be flexib and adaptive to contingencies.
The creation of a flexib

anticipate changes in enrollment and funding patterns

.- in the long-run-can permit the institution to adjust
its programs and pattern of expenditure far enough in
~advance to take advantage of attrition and other targets

*

- ®f opportunity. Otherwise, drastic adjustments may have

to be made in the short-run that can adversely affect

the quality-of academic programs.

4., -Inadeqguate information to-support planning. Freeman

'1“\L : indicates that most institutions produce a great deal

of data, but it is often of doubtful reigsbility and * \\
rarely in a form that meets planning ané management needs.

LS
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5. . Resistance tQ planning. Some administrators'and faculty
resist planning because of fear of losing autonomy,
lack of confidence in the management approach to
institutional planning, inexperience in dealiﬁé with‘
planning lssues, and excesdive time, effo f} and money
\\\' _ ) requﬁréd. To alleviate this concern, planners should
-  clarify that planning is never to be used to substitute
administrapive for-academic 3udgmehts, but is to provide
relevan£ informétion to improve judgments. Resistanqe‘
:ﬁfi' “can_be overcome by developing mea;s for meaningful
participation, providing an explanaéion_of the necessity
of sound planning.to institutional health, and by showing
thaf resource allocations will be based on Pplanning
decisions. N
; 6. High‘qost. Planning requires - an investment 6f both time-
and MOney, Planning requires the services of ;'
competent professional with adequate staff.
7. ”Inadéquate attention to planning for retrenchment.
o o wt Most systgps appe;r to be designed primarilf for either the
"steady state" or growth, rather than for declining
| enrollments and finapcia} support. However}_demograpﬁic
information gugggsts many institutions are likely to .
‘experience such.pfobléms in the 1980s.

8. Need for evaluation. Freeman’indicates that evaluation

links in most planning systems.
< : .

N

? is one of the weakest

X

Evaluating the qualitative aspects of program performance

-38-
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has yet to be addressed by most institutions in any’

systematic way.26
o

\

26. 1bid., pp. 43-46.
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CHAPTER 1II

PREMISES FOR EFFECTIVE PLANNING N

The literature suggests that effecfive planning is .)
dependent upon certain fundaméntal.conditionsﬂ Although

planning is not an exact science,'plsnners write that its 2

»

—— e e - e e e e

éff&&ffﬁéﬁéss”Eﬁﬁéifs“fa“ﬁé“subject'to'vartbus“tawsmvr: S
princibles which imply particular elements and strategies.
‘planning premises synthesiged from the l;terature are
presented nere These premises §ré classified into (1)
essential characterlstics of the planning process, (2)
essential prerequlsite considerations, and (3) essential
requirements of the process. '
In'this chapter, important planning_system char%cteristics
are delineateé and explained.. Then, premises related to
" hoW an. institution should drganizeand readjust itself for
planning (pre-planning activity) are presented. Essgpxial
f requirements of the ‘process that should lead to an effective
i pianning gystem are ‘then explalned..
I The purpbse here is to synthesize the findings and
recommendations of pisnning experts that h;ve recently
appeared in the literature., This. synthesis provides

ingtght into the necessary conditions for and nature of

- an effective planning system..
. v .. v/ .
..:40..

s

e



%

AN
[

Planning System Characteristics

Effective planning lvstems, as described in the literature,-
seem to share some common characteristics. These characteristics

are:

Planning Must Be Compreheneive

&

The planning process must integrate academic, adminietrative,
facility, personnel, and financial plane. Every function
o .must be considered as an integral part of the inatitution ‘The
1_,_ 'activitiep of all functions should be viewed as factors con-
triputin/ to the efficiency and effectlveness ag a whole.
Planning7

Should Be Viewed as a Continuouq Process

Kiéft, Armijo and Bucklew stated this principle and
supported it by indicd&éng that planning is a future-oriented
activity. Becauee anticipation of éuture developments is
1nherent1y more likely to be inaccurate ‘than what is done to meet
current needs, planning- should be a continuing process and
should be designed accordingly | "Plannlng 8 ongoing nature

'permits adjustments to unanticipated developments and to correct

mistakes. Planning is cyclical and rione of its various stages

are final."! » | ,e//%'

s

t ) /
} ot Effective Planning Requires Flexibility

The planning system should allow for future’ uncertainties

! . suqh as enrollment shifts, changing employment requirements,.

. changing ‘student interests, and potential shifts in financial

T R, N, Kieft, F. Armijo, N. S, Bucklew, A Handbook for
R Institutional Academic and Program Planni From Idea to
; ‘Implementation. T{Boulder, Colorado: Nat?onai Genter for

/"i—ﬁer Management Systems,_1978), P. 4.

-41-
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support. .A flexible approach to planning should result in’

quite specific'short-range operational plans for perhaps one

to two years, less detailed development plans covering the .inter-
mediate period of two' to’ five year‘s ahead, and strategic plans

focusing on general factors that may affect the institution

five to ten vears hence. ThlS approach permits adjustment to a %4

i — e e I e 2o

reasonable range of contangent1es in each time period

™~
Halstead bautione? "Plans must be flexible enough to

allow ¥or change, yet rigid enouqh to encourage action. n3 A

¢

Kieft, et al, 1ndicated that planning must be continqggs and

flexible &8 a means of aceommodating adjustments to unanticipated

developments or past mistakes. )
: 7 ’
Planning Should Be Viewed as an Evolving Proocess

Representatives of :the institution will have to learn how

%&o plan. It is better to start with a basic¢ process that is ’

understood and nonth&eatening than to lay on a sophigticated i

process that likely will threaten faculty and administrators,

. possibly leading to rejection. Halstead cautionslabout the

dangers of overplanning by indicating that the consequences may
be as great or greater than hnderplanning Administrators Aare

cautioned about transplantlng a sophisticated planninq process

from another institutio 5

\

2. Freeman, p. 49.

3. K& D. Halstead, Statewide Planning in Higher Educat'io)
(U. S. Government nt Printing O ce: r P 48”/

4. Kieft, et al ., p,*6. , < / \ .
5. - Halstead, p. 29. ~ S o - /oo |
E T U
: o -42- 5 C
4 - ¢ .



s

P
Prerejuisite Conditions for Effective Planning

a ' : BN

Six conditions must accur prior to the actual design and

implementation of a planning process. They are:

1. Secure éxecutive 1eadership and commitment

A v1sib1e commitment by the institution 8 cbief executive

' officer'is important.  Kieft,; et al. indicated.that whei: thn_m_“.m_;__m

/ e

" . board of trustees exerts considerable influénce in operational

matters, the‘board's'commitment should be equallylevident.6

Freeman noted that if the president and the principal aoademic
eaders are 1ndifferent toward planning, it is a guarantee of
‘failure.7 Mundt wrote that it is essential to secure top-

he planning process;g

level suppor at the ontset and that support_be maintainsd
throughout

2. Plan to plan

Mundt emphasized the importance of developing a planning
.system that is consistent with the history,. structure, and
personality of the 1nst1tution.9 Pre-planning activity can be
viewed as planning to plan. An institution should determine its+
: planning requirements, study existing processes and'capabilities,

develop planning policy, assign responsibility, develop a

planning structurey deve10p a planning process, aéé initiate

g Kieft, et al., p. 6. - o . ‘ | -

“-7. Freemang p. 47. N .

iﬁ_B. J. C. Mundt, Long—-Range Planning,for Community College

Education, Department of of Higher Education, Florida State
University (Tallahassee, Florida: July 1973), B. 8.

R mia., po. . a o .
v’. . . « . ;43— ‘ . ‘ At .
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. provision fgr adequate time'and money to be invested in it;

. 11. Kieft, p. 143.

)
*
‘o Y
v S

¢ a$

inservice staff develdbment activities on institutional

-

planning. Shoemaker noted that a planning process requires a

v

precisely defined series of activities with a related calenda£

or time schedule so everyone knows completion dates of various lﬁb

10

.steps. ' | .

3. , Make provisions for staff time and expertise

Ultimaté"féE@OhéiBiIIty”f6r pléhhih@“§ﬁ6ﬁld*fé§f”witﬁ{ah'f”“““
executive dfficer‘witﬁ institution—wide regponsibilities.
According to Kieft, the ideal situétion.xguld-be spehdinq one
year in‘designing, explaining, and pilot testing before
implementation. He stated, "Expect continual revision and
adjustment the, first-year as theory becomes practice.

!
: { 4 C .
Consequently, an institution should expect to spend two to three

.years developing a finalized, operatﬂggél planning process.'_‘11

Hal3tead also gmphasized, "planning. should be deliberate, with

-
¢

—r

It is not a_weekend affair.“12 »

4. Develop clearly defined planning procedures
and a édﬁedule ’ ] ;

e

Freemann advocates a rigorous ‘system of'formal’pQ}icies,and' )

procedures for planning, resource allocation, and ‘the evaluation
. . . BN \

of performance consistent with the organigational structure,

10, "W. A. Shoemakér, Data and Its Uses: A Process System for
. for -Planning.’ Paper presented at Hational Technical
panel meeting on Planning Two-Year Colleges. (Columbus,
ohio: National Center for Research in Vocational
Education, December, 1978). v .
\' x : ' . ' )

12. Halstead, p. 29.
' ' -44- : 5()‘
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management philosophy, and burpoae 3! the inatitution, He
indicated that such a system should include specific steps to
lbe followed in initiating plans and getting fhem rcvieﬁed and
approved by the'c;ntral administration and governing board, as
weil as means for regular review, revision, and uédating of
plans. He calleg for.sﬁcﬁ procedurel_fo integrate planning with

—_— budgeting and with the allocation of physical space, _Time-
tables forlplanning and budgeting should be defineq‘alolg\gipp‘a

N

' 2
clear indication of who is involved in making aeciaions.13 )

Kieft suggested that as a planning pﬁocell becomes
operational it will be¢ome more mechanistic. "Specific forms

4 Shoqmaker

will be developed, Qifh detailed inatructio?’."l
- indicated that a planning process regquires a precisely' defined

series of.activities. He wrote:

A PERT chart can be used to Jraphically describe who is

to be involved what kind of data, at what point in

the process, and for what purpose. A calendar or time .

schedule must then be related to these activities so ,¢

‘everyone knows completion dates for the various steps.
Such a process can help each person  understand his or her
_respoﬁsibility, and the schedule can be.dsed toispecify exactly
when specific'products of the process will have to be completed
so the system can be kept on schedule. Kieft noted tfHat plahning
procedures and schedules should be formally communicated to the

- _ institutional community. This lends visibility to planniﬁg

% YY., Freeman, p. 47.
. 14. Kieft, p. 6. | »

15; Shoemaker, p. 8. »
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aetivities and‘ﬁndicates.the importance'accorded by tpe
institutioq.. “Formal'scheduling of planning aetivities puts
them on a footing with other established institutional |
. ( : practices."16 ' . B B

5. Make provisions for‘ broad participation "

A Mundt stated "meaningful involvement by faculty,‘trustees,

administrators, afid students is the principal sine ‘qua non-

a S,

of successful planning, .go to great pains to make certain

this occurs."17 Freeman recommended a.high-level coordinating
. . council to advise and assist the president and the planning

office. ' He emphasized that it should be made clear that, 'Qi

"while students and faculty have’ important advisory roles, the

*

ultimate responsibility for "planning and budget decisions rests

18 Shoemaker also advocated campus=.

withgthe administration."
wide involvement in the planning'process. He wrote "age of the
foundational and'most valuable resources of a cofgege is the

intelligence and creative ability of its_personnel....Planning

. . ' v ! . = ,
process can-be designed to make the best use of this resource and .
not suppress it."19 He believed that people need to feel that

“ they«are participating in the maturational development of their
institution-and that they have a say in their individual and

corporate destiny. B ¢

18, Kieft, p. 141. ‘ ]
17. Mundt,'pr 10. |

18. Freeman, p. 48.

19. Shoemaker, 'p. 1l1l. ' o
! ) |
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He stated: ‘ ‘ . .

-

b the experimsnte of the late sixties haye prpyven that it
is not necessarily beneficial for all grqups to be:- .

represented at the highest levels (adm nistration and
board). The important thing”in the design of a.planning
process, therefore, 'is that everyone knows that they have
opportunities for input at appropriate times, pl-acesé and
levels -- both directly and through. representatives, 0 ' ;o

6. Intg%;ate institutional with state system
Ievel planning ‘

¢

Planning must feed to and flow from the decd¢ision process

at the state aystem level. Planning must recognize the fealities’©

of the state decision process and be integrally related to
political strategieé\affecting the system's efforts t¢ influence

state government. -
' , R 3

L4

. Essential Requgfements-nf.an’Rffective_Planning Process .

The conceptualizatién and design of a comprehensive

ihstituttonal planning systém,should reflect certain €£undamental

L[] Kl

requirements. Following are ten requirements considered

_essential to an effective planning system: - o "

1. Planning should not Be separated from -
aecIqun makling R

McManis and Harvey view planning, mépagement, and evaluation

asiintégra@ed and cyclical functions that are inseparable.

opérai;iona;ly.21

Kieft emphasized that planning and resource .
allocation must be-liﬁked'in a d;gision process that identifies
. objectives and selecés and develops progréms té accomplish
, :'them.zz Kiefgj et al‘lndicateé that tﬁe planning process

should rationalize decision making by minimizihg its ad hoc

&

70. 1bld., p: 1I.

21. McManis™and Harvey, p. 9, “

LY

| 22, Kieft, p. 4. .
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- to have a full and lasting imgact; B . .

4

" character. The process should consider the future of the

¢ « R v to
institution as a coherent whole and specify the appropriate

\d

allocation and reallooation of resourcesw All decisions reached

[N

during the plann;nq process shouLd be governed by the dame

priorities and criteria, Admlnistnatlve alleglance to a plannlng

‘process requires the main enance,of_p{anning as the. primary force.

bl

- . . /
.in the determination of the budget and the allocation or re-

allocation of reséurces. ¥
2. Planfiing should be both short and
long-range .

Kleft indicated that plannlnq is shoftﬁrange in that\-ft

develops the budget for the next figcal year and continues

program commitments, Plannlng is long-range in seeking to

establish goals and direction for the foreseeable future. The

. [
short-range resource judgements made chroughout the plaﬁning

process can be uiewed as means to 1onb;range predetermined
ends.zqu Halstead noted there is probably an optlmum.tlme/geriod
for which p]annlng should be done. "The perlod cannot be| s0

1ong as to preclude reasonable accuracy in projectlng statlstlcs

.and .trends, ‘hor can it be SO short'as to make plannlng o

meaningless

Shoemaker suggested program de0151ons w1th budget_

1mpllcat10ns should be projected for at least five years. He
o
believes: it usuvally takes three to five years before any

‘substantial-change in the. pattern ofﬂresqurce allocation begins

‘

23, Kieft, et al,, p. 5.
24. Kieft, p. 143, ~ ‘ - - Y
. Txbtl d?.

25. Halstead, p. 29. , -43_t“, . . " . -ji 4 |
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The minimum vlénnina horizon will ultimately be . .
determined by a coordinatinq or overninq hoard and will likely be
a function of required informatiog for funding capital projects.

3. Planning riust result in a budg

P ‘shoemaker noted that statements rolating to(where an

institution should be going and what it Ought to pe doing &;e

of 1ittle value in and of thémselveq As he oxplained\ “Such
'statements result in" little mQre (han genaral r;nstretion among
the more creative ad% aggnessive pebple on QQNpQS.\ Hejfndioeted

Ixn

,that the opposite extreme is five to ten yearh 6# budéet““

“o

extrapolations created by the business manager. "thQuentiyw]
very little, "if any, thought is given to chenge inﬁpnzgmams,?"

services, and personnel and the only concern is for £ nancial

planning." He believed that an effective planning pfooess must e
focus on institutional mission, definition cf environment, design
of student\centjred programs, and be concerned with the fiscal

o projections that make the best use of limited reaources.

LN »

'"Institutional planning ‘must take place in the real world and a

major part of the real world igs fiscal responsibility."26

Mundt advocated pfogram budgeting as a means of linking” the ¥
planning and budgeting processes.27 Kieft advocated an L
an integrated planning and allocation/reallocation process that

results in a Budget.zs'

’..'

i
;G& §Hoemaker, p. 9.

27, Mundt~ p. 10.

- *; -
- 28. Kieft, p- 139..
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4. Plannin reguires a' clear definitlon and

understdnding of institutional mission,
aims and goals ' "

Freeman stated} "one cannot drav a road map withoat
. .- knowing in advance where one is going." He .indicated developers
of a qomprahensive planning system must begin :by clearly statiné a
“Fh?_BHF?9§é"99¢_§91?_°f the plaaning system, then determine the
ﬁissidn of theﬂinstitut{on, as Qell as the goals and objectiya;hm“
of its principal organizational companeﬁts.zg .

Kieft, et al.m.cautibned that planning must not be limited
quantifiable or measurable considerations. They suggested that
the process recognize as many benefits and associatad costs as

" possible. They pointed out that many worthwhile benefits may
be'depreciated by atteﬁpts at quantifibation. ﬂThey emphasized,

. &
however, that this does not mean quantification can be ignored

or that the effort to measure quality should be abandoned.30
'Mundt suggests that the goals of the instltutlon should bé
idealistiq but reachable. They should not be so pedestrlanva;
-ta-taéaira littié or no effort to obtain them. He, too, saw

general as well as measurable objectives having a place in the

iplan. 31 ) ' p
5. Planning requires co peratlon between
aifferent Tevels in the hierarchy

\ a4
Freeman advocated that the general dlrectlon of the lt

institution should be defined by the central adminlstratlon, but

29... Freeman, p- 47. ' : \ N
0. Kieft, et al., p. 4. .
31. Mundt, p. 1l1l. . - 8
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detailed academic plana should be developed by academic units

and subunits. He noted that planners shohld ensure that all the
planning is ftlly coordinated and that the suym of resources.
anticipated at lower levels does not exceed total institutional
resources. . ‘

Accqgfing to Shoemaker, planning must take place at the
department level. He believed that the people who are
responéible for activities are the best prepared to implement
efficiencies creatively as well as design new pregrgm activities.

His position is dependent upon the amount of help departmental

people receive through the planning procesi? the understanding

" of theif roles in the fulfi;&ment of institutional goals, their

'perception of the environment in which they work and from which

students come, and tﬁeir‘recognition of the fiscal limitetions
of their setting. He emphasized the importancemef enabliﬁg‘
individuals at the grassroots level to feel a sense of
community‘and'a realization of their systematic relationship to
the whole institutien._ Sheemaker added, heﬁevef;\that the- ’

administration and the board of trustees have final authority,

"The implication, of coe;;ej\IE‘that all decisions made in

v

'departments and d1v1sions, and even by broadly representative o

groups come to the administration and the board as

recommendations,"

32, Freé@an,;p. 49.

33. ShoeAﬁker, p. 12.
. \ ’ . -51- . o .-'
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6, The planning process _should emphasize
working papers, not a‘finalgprlnted'aocument

The planning process should focus on prod‘ﬂing information .
to support decisions'and de»éﬁbhasize theﬁobjective of publishiﬁg”
a plan that‘may or may.mot have an impact on important decisions,
Freeman noted that, although the aetual written plans themselves -
e ~maremsecondary,mthe_disciblinedmpreceas_régnigggmggmégyglgptet_m"“_
aqalyze, review and approve written Qlans is essential, All
major academic and'edministrétive support units should be re-
quired to deveiop written plans covering a specified“peéiod of
at least five years. Changing conditions call for planning to
be viewed as_ a continuous and on-going process, The dynamic
" nature of the/prqqess-reqders a final planning document obsolete
by the time it is printed.34 “ ' %: '
‘Planners should emphasize the develobment of working papers
that support decisioms and inform the college-cqmmunity and the

public of the progress of the instithtionQ

7. Planning must be 1nformat10n -based

Plannlng requires 1nformat10n about both the internal

¢

aspects. of the ingtitution and_its external environment.
Freeman stated, "the failure of many plennihg systems can be
traced to inadequate information about the institution, its
programs, its finances, its students, ané its staff. "  He

suggested the need for comprehen51ve management 1nformation
systems (MIS) and appropriate analytlcal models to generate

>

the informatiqp required to support planning.

'__517 Freeman, p. 50.

=@ e - 15, Ibid., p. 49. ~.-____52_ ey
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. advances in technology.36

Halstead stated thgf,plahning should be done within the

A}

context of cgrrentfand,projected social, economic, and
political characteristics surrounding the institution, He

recomménded a study of 1bn§vtefm qﬁcupational trends and

>

_Kiégtz_et,ai-lmidentified'importént_GXternal factors to \
consider such as local, state, and national economic trehds;

projected student characteristics; employment and career

opportunities; labor trends; social priorities; student aid

programs; and the physical environment of the institution.37

8. Planning requires the devélopment of
institutional -priorities o

Priorities are néceésary because of limited resources.
In the recent past, incremengal growth was viewed as the norm.

Planning reflectéd the efpectancy that any changes could be

.covered by an increased number of students, an increase in the

fee paid by the student, and increases in state and federal

appropriations.

Institutions are now:finQing that in order to make changes

‘it is necessary to change priorities and reallocate funds.

Resources are scarce and changes will require alterations in
traditional allocation patterns as trade-offs are considered in °

order to obtain optimum vitality,

36. Halstead, p. 29. | .
3'70 Kieft, et al.' p-' 6-
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9. Planning should provide a means for - . -
. pruning and deleting programs S

BN

Changing nefds and scarce .resources require that ‘some

- programs be reduced or éliminated. Accordrng_to Shoemaker, the

< L ad
.

unpopular and distasteful thought.of reducing staff"is

frequently considered onty when an institution is on 1ts last legs- “{

- »

~Then it -achieves t00m11ttle, teo lates - He belleved 1t reflects-a_

o

greater concern for human dlgnlty to help people find positions
where they derive satisfactibn from being productive instead of

allow1ng them to Pplfill traditiohal roles in "over»stuffed%

A

outdated, and parasitic programs. ?8 R e L, g ;f;
- ¥ W .;5 II}‘ mnﬁtiﬁ \‘ '
It only takes a few such programs to dramw thé xp. q '" -“ﬁ_;
' - ,s.." A}t‘ 0 . ,":‘.
an instltution énough to prevent ‘it from having the’ L

. _“‘-'t.‘:g;‘i ' | ¢ 7 _‘#,;-
to develop new programs and serwices that may be Vltai to'; ’

.

survival.
.3

>°10.- Planning requires a means for .
evaluating institutional performance . ' ;
- : .

Planning literature indicated that few institutions have
.developed effective means of determining if progréms are

. 6
accomplishing their objectives in an effective and efficient

) : “ »
manner. - Conditions of economic restraint will require' that some

marginal programs be, reduced or eliminated if new programs are

A

to be added. To make such decisions, an effective'metboq for ,

determlnlng the relatlve priorities is essentlal

The plannlng process itself should also be evaluated on

4 » .

a regular basas to ensure that it is responsive to the .needs of

. ¢ ~
V.

L.

38. Shoemaker, p. 12.
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the institution.

\

The planning process.should be revised .as

negqasary to take advantage of imﬁrovementa_in new‘;eohniques B

and pasf experiences;
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" for the coming decade will virtually require that two-year

.undertaking a comprehensive 1nstitutional-planning.effort is

» ®

CHAPTER -1V

A CONCEP:I‘U‘AL_FRAMEWORK FOR PLANNING - *

v

Planning has been desciibed as an essential administrative
4 ‘ .
function for' the 1980s. Unprecedented cnange has resulted in

§§CTUCial need for two- year colleges to develop improved
administrative gystems and techniques as a means of optimizing

the”use of their_limitéd reources. The operating fnamework AR

colleges deVelop a responsive planning function ! o

One of the major problems enco&ntered by institutions

]

lackoof an adequate conceptual framework. Freeman nhoted that

there appears to be little theoretical underpinning for

. ”
comprehensive apprqaches to planning.1 The purpose of this

I

hapter is to present a conceptual framework to facilitate

-

understanding of the role, function, and operation of a
A

comprehenslve institutional plapning system Readers interested

N

in the planning process, i.e., a step- by- step approach, are . ‘.

referred to a companion document titled Comprehensive Institutional

Planning in Two-Year.CoIleges: A Plannindg Process and

Institutional Case Study. 2

ﬁl

First, an overview of a popular administrative model is

N

explained -- the Planning, Management, ‘and Evaluation (PME) Model\s

-

~ This model shows the essential components of a planning process

and the relationship among these ‘components. .

.
.

1. Freeman, p. 43.

2. S. L. van Ausdle, Comprehensive Institutional Planning in a- 1

Two-Year Colleges: A Planning Process .and Cale Stud

. TColumbus, Ohio: Nationa
Vocational Educatijon,’ 1980)
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The Planning, Management, and Evaluation Model

: R
This section provides an overview of administrative process
4 » ’ . * -l . .
as articulated by McManis and Harvey. Their hypothesis is that

the fundamental administrative process of an institutionicogtains_

ta

> three bagic elements: planning, mgnagement, and evaluation.
These processes can and should be developed as one integrated

—— - system; i.e., a planning, management, and evaluation (PME)

»  system:
ot McManis an&‘Larvey believe that thé’challengeé facing‘ .
oL N - ' :
college administratoyxs today have never be&n greater and that

most institutions are at a crucial juncture in their evolution.
. - . : ) - .
L R Evén among those institutions_thét currently do not
{ feel the external pressures of legislative oversight,
- budgetary constraints, and. in some cases, crises, it is

A our professional opinion that the operating framework
i " of the 1980's will virtually dictate that every institution

of higher education havg'responsive planning, management,

~and evaluation systems. @ :

Their view of the Opefhting framework for the 1980s. is presented

~

.as follows:

St . . Higher education opportunities will be extended to
perhaps 60 percent of 'the college-age population and
. significant numbers of nontraditional students,
¢ .particularly adult women, handifapped, minorities, .
- - : and older people. ‘ ' ’ .

P ' ** Life-long iéarning will be a concept of grSWing
importarice. ¢ S T

e .

. Community colleées will expand, so that “ﬁhpercent of
the people will live within an hour of a $gher .
education facility. | S , P

. The trend towards cpncentration-of-enrollments in _

. : . public institutions will continue -~ peérhaps aiming

' _ e B0 percent of college students by 1990. ~ >

: P T ' cu .

;///f/i .. . The grea\ﬁ:t growth will be in vocational and technical

Vo L - programs a community colleges and in continuing

' "+ education programs for adults. ’ h :

~

3. MCﬁ;ﬁis andsﬂarvey; p. 1. ' | | : ‘

MC & - - T ‘. ..“ [y o
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. .

. Tdition costs will climb perhaps threefold at bath
private and public institutions,
. There will be a continued trend toward increased
centralization and staff control in higher education
.in the interests of efficiency and accountability. o

- . An expanded role will be played by colleges and - -
A universities in regional and national development and _
! o, --.-will cause. state appropriations. for higher education ... __
to soar. ' ' '

. -Major breakthroughs will occur in the measurement of
the outcomes of higher education.

. More effective planning, programminé, budgeting, 4
management, and evaluation technjques will be developed. " .

The PME system was adopted as a context within which to

AN
study the planning function for two reasons: (1) current {
RN ot ) i : . -
research and development efforts direbfid‘toward improvement, of  a

"administrativé process in poétsecondary education have been
pursued within this context and (2) the United States Office of
Educqfibn, as a primary funding source £6r institutional

\

déyeibpment, has. been accustomed to thinking within the PME

a

A -

‘'system context when reviewing funding proposals} This approach

" was algo.recommended by a.national consulting panel on planning

in two-year colleges.
\‘\

ovérview of the Planning, Management, and Evaluation
(PME) System o o

Kinnison presentéd the planning, management, and evaluation

'(PME) ‘'system as shown in Figure 2. He defined the e

the system as follows:

AR - Planning. .The ongoing process by-which an institution
‘, . » ."' ) . )‘-' ] ’ . . rr
.- 4, .1bid.,-p. 3. - ) ;
- ' ‘ . ) » L]
. - - - .
. " 58 .
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Figure 2. A Planning, Management, and Evaluation (PME) Sntom..
(Charies Kinnison, Planning Specialist for McManis and Associates.

" “'Planning in Two-year Colleges” This iodsi presented at the .

National Center for Research in Vocational Education, Columbus,

| Ohio. December, 1978).

-590-~
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“establishes or reaffirms its mission and determines its

v

derivative goals and objectives, (A goai'wag'defineé as a
y[ general statement of a. desired outcome; an objective was 5
defined as a specific measurable outcome with a set time

\
frame grOW1ng out of a goal )

__— ' Management. The administrative processes and techniques
which are useq\to achieve the institﬂtional goals and'objectives
derived from the planning process.

Evaluation. The process of assessing the actual pérformance

of the institution, in terms of the goals and objectives
" 5

derived from ‘the planning process.

Kinnison noted that the PME system helps. an institution
‘ - i . .
first determine where the, institution is headed and then manage

affairs in such a way ae'tB'get it. there. ?hen,-the PME
approach enables the institution to. determine when'it has
‘& . reached or,failéd to reach itszplanned destination and how.
. effective andgefficient it has been in getting there. The
- relationships of the qomponents comprising the model are'shown'
in Figure 2. The sequence of the process should he noted es
well as its cyclical and.integfated nature. Information
derived from evaluation is utilized fot'subsequent.plenning and

. management decisions., The relationship of the PME system

elements to the more tradltlonally deflned management functions

are shown in Figure 3.
C. Kinneson, Senior Associate with McManis Associates, Inc.,

"Planning in Two Year Colleges" (Comments presented at a
meeting convened by the writer at the National Center for
Researgh in Vocational Education, Columbus, Ohio, December,
) 1978). The purpose of -the meeting was o assist the

l ’ : writer Y:th his, research

© . e : .




el |

for the PME systems to operate effectively.
. s

_MOTIVATE
COMMUNICATE
DEVELOP PEOPLE
COORDINATE
INNOVATE

ATTamment OF @

FVALUAT\O“

Figure 3. Elements of a Planning, Mahagement, and Evaluation (PME)‘, System.
'Ekplamtoty note: The outer ring represents the integrated planning, management, .nd‘ovaluntion
components. The second ring represents the management systems that are used to integrate

planning, management, and evaluation. The third ring illustrates the relatignship of some of the '

‘more traditional management activities to the PME and supporting' management systems. The ele-

ments in the center of the circle are management responsibilities that ngad to be carried out in order

7d

(L. James Harvey, 1977.)
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M

The Planning Component of PME

.McManj8 and Harvey note, "the problem is not the absence

\

~

¢ R My
of plans or competent planners, but rather the absence of a

comprehensive planning process that integrates academic,

physical, sand financial plar{ning."6 They advocate a planhing

1. Assesses the needs of the tommunity of which the
institutiqn is a part and the constituents it
gseeks to serve, .,

2. Requires.the institution to routinely examine its
mission in light of those needs. and either reaffirm
the existing mi&sien or modify it.

3. -Develops derivativehgoﬁls and objectives.

4. Ensures that all supporting academic, physical,
and financial plans that are evolved are in consonance
with those goals and objectives.
5. 1Involves "the bersOns'responsibIe for the implementation
of the plan in its development.?
‘ [}

Kinnison noted that phere are nﬁmerous technicues that
1 ° g )
can be utilized to implement a PME-gystem. Many institutions

are utilizing some veréion of managg¢ment by objectives (MBO);

_planning, programming, and budgeting (PPB); zero-based budgeting;

—~ )
or combinat}ons'of each. The important point is that the

institution has some system or process for facilitating the
. ) \ ' §
roufine review of its direction, reaffirming or changing its-

. ‘ ; . 2
mission, and establishingits derivative goals and objeéctives.

~

McManis and Harvey, p. 6. *

7.. Ibid.,'p. 6. . | -

*



The planninq

5

Figure 4. The purpose here 1

function of the components of

3

Pre—planning

The prerequisite to deve

process g to determine the i

and to develo

questions ghould be answeged:

1. Why plan?

2. 'Who will plan?

3.  What will be -th

-
e nature of the

process pxeeented in thie 8

developed within the gramework of the*PME sys

gﬂgomprehenaive Planning process_for Two-Year colleges

ection was

tem and is snown in

v

g to identify and explain the

the model .

loping and implementing a planningr

nstitution's need and desire for it

nning. 1IN 80 doing,‘the folloyind

4.f'What is the time-frame for planning?

The pre-

and a process hav

plaﬁning will no

"e planning council ghould be

~etaff development program foc

methodology;and subsequently

institution and its enVironme

The gtaf

e been develope

planning process?'

t be complete until planning policy

d and approved. At the outset,

appOinted and planning responsibilities

cer. " gnitiation of a college’Wide

uging inﬂtially

on planning "

on infOrmation describing the

nt is highly~recommended.

£ must learn how to ‘plan and adapt. pckoff

believes that because of unce

. .

a-

decisi r=mak

the college invironment plann

ing processes and

rtainties create
ers need to desi

systems that en
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. Figure 4. Comprehensive institutional Planning System for Two-year Colleges.
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and adapt more effectively.. According to Ackoff, to learn is to

-

increase one's efficiency and effectiveness over time under
constant conditions. To adapt is to maintain or increase one's

efficiency and effectiveness over ¢jme under changinag conditions.

Needs Assessment

Yeeds assessment is defined as the process 6f delineating

and obtaining information about the institution and its

environment to inform plannigg decisions. Kieft, Armijo,

~and Bucklew call for three types of studies to obtain required

information:

1. Studies of current programs and resources,

.

2. Studies, of internal information.

N
L

3. Studies of external informatioh.9
They describe the natére of information té\collect and suggest
procedures for doing ;o. Examples of external needs frequently
studied include students vocational interests and employers'

labor market needs.

Recent literature described the changing'and complex
’ i\ ’ .

‘ext?rnal environMent and points to the uncertainty created for

institutions. The primary implication is a need for a better

understanding of the external environment and the likely impact

of environmental change on the institution. One of the main

problems in monitoring the external environment,.is the mass of

"

* »

8. Russell L. Ackoff, "The Systems Revolution," Long-Rénge
Planning (DecemPer 1974): 8. | '

s bty et e

9., R. N. Kieft, F. Armijo, N. S. Bucklew, A'HandbOok for
Institutional Academic and Program Planning: Fro
Tdea to Implementation (Boulder, Colorado: - Nat nal

@enter For Higher Education Management Sustems, NCHEMS,

1978)’ p.'. 25. 7’;;:, ‘ '

" [} ' .

v " ~65=

!



information to be scannhed. Open systems theory provides a
conceptual frgmework for the devélopﬁent of the needs

assessment component of the compreﬁensive planning process and

will be.explained in the next chapter. Environmental information
should be analyzed and presented to decision-makers in the form of ~

planning assumptions. Planning assumptions are statements about
o . - ‘

— - perceived future conditions:. valencia Community College's approach

*
to needs assessment is presented as Exhibit C in the companion

N

document ‘titled Comprehensive Institutional Planning in Two-Year
0

colleges: A_Planning Process and Case Studx_.l Exhibit C

explains how needs assessment at Valencia relates to other L

\

components of the plannéng'proce?s. ~

Strategic Planning o

o Strategic planning ig the process of dete;mining institutionai
v direction and focus and is based upon information obtained from the

needs assessment and presénted as planning assumptions.
Strategic planning starts with a review and update of the

mission statement, Then, college-wide goal statements should be

4

prepared. It is recommended that the goal statements be of
“ two types ~- continuing and special. The continuing goals

provide a further delineation of the mission statement and, 2
o™ ¥
as the name implies, will not change significantly from year to :

_year. The continuing goals provide direction to new as well as

> ) . A
.

ongoing activities. Special goa%g are "special" for a stated
. i
o

beriod of‘time_and tend to be specific and timely aspects of

£

‘continuing goals. They represent the most speéific statements

of direction at the institutional level. Like thé’continuing

10. " Van Ausdle, p. 91. .

o~ e

Q oy, .
ERIC | o =66~ e : 3




»
S5

nH -

goals, the special goals provide direction to both new and
ongoing activities and programs, though they seek primarily
to -intensify efforts on certain ongoing activities and to '

bring about change. # i .

g

The relationship of strategic pyanning to needs
assessment and operationél planning is jllustrated in Figufe 5.
—-..-- . 8trategic planning determines what the inStitutioh will do
after assessing the conditions in the college.and its external
environmenﬁ. The process results in strafegic pléns which )
reflect planning decisions by policy makegs. Planning decis%ons

are recorded as the continuing and special goals.S They serve as

input for operational planning.

Operational Planning
Operational planning is the proceSs of developing long-range
P
i
and annual plans at each organizational level'within_the

, .
institution., These plans are derived from or developed within

the context of institutional goals developed via the strategic
planning process and are action oriented (see Figure 5). Specific
measurable objectives are developed along with proéedu}qs foé
implémenting these objectives. Strategic plannihg is the

process for determining what the institution will do. Operational
planning focuses on determining how and whén the "what" will be
done. These pro&esses should not be viewed as being mutually
exclusive or linear in nature. Rather, these processes ére

A

iterative, dynamic{f%hd cyclical. Both interactgwith the

. environment and each othey. Figure 5 shows these relationships.
-67-
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NEEDS ASSESSMENT STRATEGIC PLANNING OPERATIONAL PLANNING

i .
CONDW"ONS (NEEDS) IN THE COLLEGE AND TS ENVIRONMENT

A Y

Planning '
Proc 9 lw—— Foodback (@~ ———— 1
, |
_\l‘ BN . 'LS.StutogicJ | o v
Plans :
STRATEGIC - YV !
¢ PLANNING. ' Planning |
(WHAT) . Decisions |
o TGoals L
‘ d

.| Plenning | Foodback
OPERATIONAL. Process . -
PLANNING J | Outcomes

(HOW & WHEN) S

Figure 5. Relationships betwaen Strategic and Operational
Phasos of Comprehensive Institutional Planning System
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qun ytilization

‘w Utilization involves directing the’accomplishment of.
goals and objectives identified and described in the

sfra&égic and operational planning phases. Utilizatloﬁ
activity consists of organizing, allocating fesources,
delegating regpqngibili;yj and dirébting.institptibnal
activityf According to McManis and Harvey, "the management
process (PME) should help assure that decisrdés reached at dll
levels within the institution result in actions, activities;

‘ . t
and/or directions which materially contribute to the -

‘ ‘ _ ! . .
realization of the institution's goals, objectives, and

supporting plané."ll

‘In order to implement such aymanagement process, they
see the need for a method of translating institutional ]

objectives into administrative, prdérammatic, and individual

objectives. McManis and Harvey state: -

Carefully tailored and appropriately scaled management
systems must be ig/glace in order to ensure that
decision makers récéive timely and relevant data and
information. An equitable process for allocating
limited financial resources' among competitive programs:
must be institutionalized--onetin which institutional
and programmatic objectives set the standard fogg ’
equity, not emotion or favoritism. Operating policies
-and procedures mugt be clearly gstated and followed.
Reporting relationships must be clear and understood

by all and responsibility and commensurate authority

must be delegated to the lawest practical level. Last,
the institution must consciously attempt to develop

its executive and supporting staff at all levels to
provide them with required knowledge, skills, and
abilities to function effectively in their current .
positions, as well as to prepare them for higher level.
positions. 12 |

11. McManls and Harvey, p. 7.

Q@
e,

12. Ibid., p. 5. L
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A

Evaluation of Planning Procesgs

1‘\‘ The planning process should be viewed,as an evolutionary

. <, . . . N
process within the 1nstf§ut10n, As college personnel learn about

plannlné from their experienceﬁﬁnd the expgriencesﬁof others, thag

-

can 1mprove plannlng The planning process should be carefully

studied w1th the flndlngs Utlll?ed to make 1mprovements.

- 4

Evaluation de51gnvahou1d be developed ang)spec1f1§d durlng the

pre-planning phase. This phmsé should not bhe confused w1th }
measuring attainment of 1n§t1tut10na1 objecttveq or oubcomes.

\Q\
Evaluation of the plannlng process should be formatlv as well

%

. as summative. The 1terat1ve and cyclical nature of the proc&ss-

is meant to imply that evaluation of both the process and

product should be an ongoing activity. ' S {\

-70‘ Vﬁ
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CHAPTER V'

4

Only in recéent tlmes have the

AN OPEN ‘SYSTEMS VIEW OF PLANNING

%ields of organization and

B | management recognlzed the.contrlbutlon of systems theory. The'

llterature df the early 19608 began to exqmlne the relatronshlp

betweéen organlzatlonal and open systems theory Earller theorlas

“‘treate

. .{'

tlimitatlons

admlnlstratlve,manamgement.~

.

) time.

set ‘of loglcal relatlonsﬂips
Y

- s 0

Y

) -

 J

<

ocCurred on a more frequent basis.

Lo outcomes were attri

l,‘
-4

_factors external to the organlzatron.

on 1t

themsei\es ‘with-

». "'1 ._ T

convent10na1 w1sdo

-

determ;nant oﬁ org

"ﬁ

+ L AN -

structure or functlon.»

AT

d organlzations as ratlonal systems whlch operated by some

and bureaucracy werenln vogue The
of these théorles have become fore obv1ous through "f' ;L

Unde31rab1e outcomes that had not been. ant1c1pated L . ) '-/i

4

Theories of écientlflc manage ent,_

D ..

~—

any of these upde91rablg '

They did not concern k-'

zaﬁi@hal behav1or.'

buted to the fact that models neglected many
bhe fnfluence of the organrgatlon aienv1ronmen

N clpsed systems w&th ofganizational purposer defined by the L

niif top admlﬁistratlon, belng the prlmary o

‘ﬂ“' - A Neéd for a. New Theoxy

Y. [

P/

Organlzations were.treated as. .

¥ . oe *

LY

. .
b Y ’ . [
i o .

oS » % - -
'

o, -

~

e

¥
v

-

has become 1ncreaslngly apﬁareht durlng the recent decade

e

';.oThé 1nadequac1es of closed system th;nkrng about organlza—'j

ata and Kahn.note "imitations - -
] - L] .

. -, : .
. 7 . R A
- ‘s )
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°

and misconceptions of closed system thinking as follows:

1., Failure to recognize fully the dependence of
’ organizations on inputs from their environnment.

7 |

' 2. Overconcentration on.principles of internal X'
L functioning.

' 3. Failure to.recoghize‘ﬂhat there are more wyays than
‘ one of producing a given outcome.

4. Failure to undegstand-and develop the feedback or
" intelligence f¥hction, the means by which the
organization acquires -information about environmental
changes.l e

An Open System View
[ ~ » -

Katz and'Kahn's theoretical modél for the undefstahdiﬁa'of '
. N .

organiiatiqns is that of an input-output system ‘in which

the retﬁrh from the output‘reactivates;the system, ?hey

indicate that social, organizations (two-yéar colleges) are

{
3

L i
open systems., Katz and Kahn define an open system by
. - A ]

B _"
delineating tgh essential characteristics. Thegse chanacte;istics

3 : (1 \
) - LS T .
are: S . ] % "{,\ - o

‘e

1. Imporf‘tion.of energy. Opeh“bystemsiimport some

kind of -energy from the .environment. An educatioﬂal
institutipﬁiwould draw pnenewed supplies of energy jfrom -

—.y * . 4

othex institutions, people, and ‘the material
. environment. Energy would taﬁe the'forﬁ of

* students, faculty, goods and segyicés, equipment,"Q

-3
te

"
-

1. D. Katz and R..KahB, "Open Sygﬁéms Theory;" Readiﬁgs in
’ Oorganizational Theory (New York:. Random House,:1971),

1

PP. 13~-29. .o »

~
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2. Thronghout. Open systehs trag'forh-the energy

PR RIS PRI Sl

available tothem, i.e. th educatlonal process in .

L -
A

educational 1nst1tutions.
3.’ Output. Open systems export a product into the
N ' ' environment"_ Outputs. consist of educated students,

and other seyvices to the communlty such as flnan01a1 ." S

\

\apd social contributions. -
v + -
t A - 3 ) . F

- 4. Systems as cycles of events., .The;pattern of activities

,
[T ,

v . of the‘energy\exchange h?s a cyclic'character:r The Y

students exported'intowthe‘environment furnish | |

.~ . the source of energy for the repetition of. the cycle of"
activities. | - ' oL | - ' -

—35. Negative entropy, Organizations can avoid entropy:(death)

. . hy importing from their environment more energy than ~

; : they expend: j ’ . ) '

< " . . C

6 Information input, negative feedback, and the coding

0
bd )

Y grocess. Informatlon input refers to slgnals received

-

abouf the env1ronment and about the system s own

| 8

X
feedback of a’ negatlve k1nd enables the system tq

functionlng in Eelatlon to the enviraonftent.’ Informatlon

correct its devratlons from course. Plannlng can be -

* - . . “ . . ’
'v1ewed as a process of facilitating’ the 1nformatlon

- - v . v
s

input, feedback,‘and coding ‘process. - . ‘

L 7. The steady state. and dynamic homeostasls.‘ A steady e

- . - DR Ut

state represents a contlnuqus 1nflow of gﬁ%rgy from R

“ o ' ' the external env1ronment and a contlnuous eXpor. of

)

1y -
.

.

Y “ the products of the system.‘ The ratlo of the energy

Q‘ o \.’ N ‘ . _ \ \
CERIC - ) Z | t.'73\' 80"._‘ - § R SR
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exchanges and the relations betwecn parts remains
‘w ' the same. In adapting to their environmeﬂt‘ systems
will attempt to cope with external forces by incorporating

them or achiring control over them yia the growth

o
+

process. - .

' 8. Diffetentiation Opén sYstems’meve;in the direction of

ipeciallzatlon and elaboratlon. In educational
3 1nst1tut*pnq, more technlcal specialists are hired to
perform specialized f&nctions such as negotiations,
) ° ) A R

[ 4
planning, angd research,

A - - Integration‘and Coordination. Differentiati n is -
countered by prgcesses that bring the system
for unified functioning. Orderly an systematlc

v-

artlculatlon is prov1ded'%hrough such dev1ces as prlorlty

settlnq, the establlshment and requlat on of rbqtlnes,

. . \
T * . and the schedullng and sequencing of, events, Comprehen51ve
* ) o ‘ |
planning may.sd.Ve a’s a,coordihative'device: .

. R . v .

" 10. 'Equifinality. According td this principle, a
o ) - ) r . t Y \
system can reach the same final™state from = . = - '
differing initial cohd}tions apd by a. variety of

paths.. There is no one best way.

[
-

Bulldlng @n thel} definltlon and characterlstlcs, Katz and
< )
Kahn go on to: emphaclze that the study of organizations should

- . ' .

N e include the study ofjorgan;zatlonal-enviroﬁmental-relations.
V . .-i ’s- . ) - . ’ v ' \‘ 3 .\ Vo X ‘. 3 o
RERN .o . . ~ = h .
’ L o A ‘ ' -
B S  Ep X o,
L ey - s e i -, _ ! .
N /\l ' . . '" ’ - -
B ) ~ -~ . “ 2.
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" They state;

We must examine the ways in which an organization is tied

to other structures, not only those that furnish economic

inputs and support but also. structures that can provide

political influence and social legitimatlon. The open-

“system emphasis -on. such relationships. implies an interest

in propertles of the environment itself. Its turbulence

e or placidity, for example, limits the kinds of relationships

that an organization can form with systens in'the env1ronment -
~and indicates also the kinds of relat'qnshlps that an :
'organlzation will requlre to assure its own survivalx:

.ﬂr

L A schematic representatlon of a system is presented in

0

o Fiyure 6. The key to the concept of a system is the 1dea of

’ relat?nnships. A system behaves in a way unlque to 1ts totallty
’ . A

" because of the relatlons among its parts and to 1ts‘environment.

A\ J

‘Because the. parts are lnterdependent, the behaviors‘ere more

N -

en Just the sum of thé behav1ors of the parts. - .

-

The area withln the dotted 11nes of Figure ¢ cdn be viewed
- ‘ L

I : as( an educatlonal 1nstitut10n. The ~environment is shown
> - -

1mpinglng upon the institution. Katz.and Kahn denote the degree

to which the syStem is- receptive to all types of~envifonmental‘

t .
) stimuli as "systems openness. ‘ The eangatlonal leadershlp

(chief admlnlstrators,“trustees) ‘are one primary determlnant

-

‘ .'of thq.degree‘of qpenness. or permeabllity Degree of openness
Ed 1

q

' N
. may alsb be 1n§1uenced through 1nst1tutlogal/parriers or

env1ronmental scannang nf/hanisms, but it .should be noted that

A o env1ronmenta1 1nbuts are hot n!?essarlly contxollable. )

The baslc quesfions bedome._ In what ways and under what

A -
A‘ B ‘cqnditiors does the env1ronment affect the 1nstitutiqn) How . o
R - e Y S a
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does the ingtitution'deal with these effects in terms of its
gbal—oriented behavior?& wWwhat environmental changes might

af fect  the institution in the future and how? ) . -

-~

Integratlon of Open Systems and Planning Theory

T : v

- The 1ntegratlon of opey systems and planning theory 1is

accomplished by analyzing the administrative system'’ s_§9lé

. N
relative to transactions hetween an institution and its external

1

fenvironment ‘ Figure 7 shows the~re1ationships between

&

-‘1nst1tut10nal env1ronments and the admlnlstrative

system. ‘The purppse of\iQE‘admlnlstrative system

e
-i8 to dlrect and control the Instltutlon. The administrative !

' system is in turn composed of three subsystems' planning, .
"{ . ’ !
management, and evaluatlon The planning subsystem has prlmdry .
. .

\ respon31b111ty for determlnlng 1nst1tut10nal dlrectlon. More .
emphasisuis belng placed 6n the significange of the environment

wlthln which the institution .operates .as an important determinant
\ ) Vo '
"of\future actlons. Thu ‘the planning subsystem is viewed
>

A

™.

as belng respon81ble fo nabling the institution to 1earn about

. and adapt to env1ronmental\condltlons.. Conﬁllct results when

the environm t demands'actions which are incon51s!ant with- the

broad purpose of the institution; ) . ¥ b .

st

We now turn to a major concern of this chapter, the
A - relationshlp between the nature of the env1ronment and th"approach

. _ o plannlng T?is relatlonshlp w1ll be examlngﬂ‘by determlnlng
o how the plannlngZprocess-can.be used to prov1de important _
. '. | ) '“ -" . | \ ; _77__ ‘\\ *.. : v~
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information from the external environment of the institution for

making planning decisions.

v )

[

- . . ‘ . .
Needs Assessment (Environmental AnalysiB)

a

An initialrstep in comprehensiveﬂinstitutional planning
is an analysis of the intefnéi and external'enviroﬁhent of the
institutibn. Emery and Trist recommend'consideration of four
gets of interdependencies for a comprehensive understanéing of

!
institutional behavior.3 Terrebérry presents their framework as
[ ] * <

follows where I indicates some degree of interdependency, the

>
[ 4

subscript 1 ryefers to the organization, and the subscript 2 refers

A}

to the environment.

& Set
11 Lya. Ly1 = Processes within the
‘ organization, internal interdependencies.
Where Ly2,L21 = Exchange between the
i organization and its environment,
B transactional interdependencies,
[N

. * \

Loy D22 L22 = Process among parts of the .

.enq}ronment, ehvironmental
- interdependencies. ‘

ety

Emery and Trist call the set of environmental inter-

aépéndgnéiés'(L22) the causal texture of the environment (see Figure:

]

+ Through these processés,.elements‘in.thé environmnent becone ¢

i . .
related and, hence, more complex.

A ' - ‘
3. F. E. Emery and E. L. Trist, "The Causal Texture of h

Organizationgl Environments,” Human Relations 18
(February 1965) . :

A ‘ ' f ‘ '
4. S. Terreberry, "The Evolution of Organizginnal Environments, "

= administrative Science Quarterly (March 1968}, pp. 590-613.
: ) .. . ~ -
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As the environment Qetomes more complex, it has ‘'greater

potential for influencing the institution. Terreberry indicates

that the environment is becoming more complex over time. In .

effect, as the interdependencies within the external enﬁirénment
increase, more”uncertéantY'i&'Created-féf the institution. ST
This uncertainty must be ceped with 1f the institutien is
to survive, much less grow and prosper.

Figure 7 shows the three 1evels of environment that must
be analyzed. These are the internal, operating, and general
environments. )

: »
/ »
The internal environment contains all elements within the

institution. Emery ,and Trist would refer to the transactions -

within this environment as the D11 component, ,Intra-

institutional studies (needs and status assessment) would focus

A ]
4

on the '11 component. ' o .

' The operating environment for an educational institution

consists of the parent organization (e.o, state coordinating

or governing'board),.other educational institutions. and the

publlc from the communities it serves. Thus,

*inputs from the operating environment that enter the 1nst1tut10n

» .
include:. information on revenues, staff, learners, supplles,

technology, etc. These exchange propesses are designated as the
L21 transactions. ‘The outpyt (L12 transactions) into the

AS »

envirenment 1ncludes know]edqe, skllls, and at itudes of the

learners and other part1c1pants.

o ~80—



The general environment consists of all social, political,
economic, and technologlcal factors which 1nd1rectly influence
the institution.‘ The processes through which these factors
become related are labeled as the L22'transaction8._

Wwith the establlshment ‘of -an open system model forL“

X

combrehensive institutional plannlng,and with the dellneatlon of .

tHe inputs, outputs, and transactions within each environment,

7,

the analysis of the env1ronment can be better understood. The

.

relevant factors which must be considered in establishing a’

comprehensive plan are likely to be more visible. "The approach

of fers direction to the plahner regarding what factors to
.

consider when studying the environments.

Emery and Trist and Terreberry believe that as

“environments evolve, their component parts become more inter-

dependent, re;;}tinq in more cqmplexity. They suggest that at

least four "ideal types" of organizational environments can be

identified which may be thought of as existing simultaneously

in the "real world" of most organizations. They are: (1) random

-placid,_(?)'placid clustered, (3) diSturbed reactive, and (4) .

the turbulent field. Not only does complexity per se increase as
one moves' from one level to' another, but more 1mpo§tant1y, the
. .

potentlal effect of the env1ronment ofi the instituti®n 1ncreasesu

Random Pla01d EnV1ronment

W1th1n the env1ronment tmere are good and bad elements.

Opportunities are good elements;  threats are bad. elements.

-

As an’ institution operates, it wants to avoid the bad elements

1 ol

"+ and move toward the good areas which are favorable to the

-8]1-

.". ' . ‘,: ) "
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institution's survival and goal achievement. The fixst and
simplest environmental texture is called the placid, randomized A

environment. ™The good and bad areas change slowly over time and
\, . .

are randomly dietributed, Because change occurs relatively
slowly, the element of uncertainty ig'reduced. Because of the
" random nature of the envitonment, howeyerh_it does nq”good fer
the institution to develop strategic plans. One cannot identify
- good areas to plan towafﬂ.‘ The institution ope@ates?at the

‘tactical planning level by adapting to immediate conditions

and making short-term decisions. The institution is likely to

move incrementally with the direction determined by &rial and

error. . \

N - R .
Placid, Clistered Environment

Ny

Emety ana Trist's second 1evel enviroﬁment is called
t _ ‘ placid, clustered environment. fhe environm%nt has goéds'andJ
3 bads not randowly*d;;trlbuted but clustered and this pattern is « I
relatlvely unchanged over. tlme It is to the. 1nst1tut10n s best "

'1nterest te avoid the bad areas and attempt to move toward the
qood.areasl It ig now more important to know the‘environment. )
the institution needs'to.have a\comprehensive plan indieatihg
how to ﬁove*thrdhgh the en&ironment.to find the good'a;eas and

avoid the bad.areas. ’ Strategic planning becomes important.

_Qisthrbed, Reactive En&ironment:‘

When other large, 31m11ar 1nst1tut10ns with 51m11ar goals begin
to domlnate an 1nst1tut10n s’ decision-making., the env1ronment

is referred to. as,ﬂ?dlsturbed reactive env1ronment The ' {
.

e emergehce of a dominate state gGVernlng or coordlnatlng board can.

» 1
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create a disturbed-reactive environment, The environment still
- L " LS

has clusters of 'goods and bads, but other ingtitutions are now

3@_ in a position to influence each other and the environment.

'Strateglc planning is Stlll approprlate becauhe the

institution wants to avoid bad areas and move into. good area8~\j
THe actions of othA{‘lnstltutlons fiust bhe taken into account,

however, during the planning process. gnvironmental uncgrtainty &
A .
. *
is increased. Not only must the aétions»of the institutions

be taken 1nto account,.but their planned action$ nust be.

v N
ant1c1pated SO counter moves can be made. Because of future
Y . ¢ ¢
uncertalntles, contlngency planning must be &n integral component

’ .
of the comprehenslve planning process.

i . N
- A ——

Turbulent Field

It has already been stated that the env1ronment for
_educational 1nst1tut10ns ts becoming more complex dt an

4 increasing rate. Soc1al, polltlcal, teohnolog;cal, and economic

.

change are all generatlng uncertalnty. There are inter—

dependen01es developimng . among many elements in’the environmentsj__

\ compoundlng thls complexlty and uncertalnty. Government &3s
. interventlon and formatlon of special 1nterest groups are now

' . o
| quite‘éommon Emery and Trist refer to thls enVLronment

)
il

- ~as the turbulent field " They argue that thé 1nter—' .

\". -dependen01es among the elements become so great that the s

nv1ronment takes on characterlstics of its own - Plannlng in
this env1ronment requlres ‘a. hlgh level of competence anﬁ h ;/;,
involvement: The contlngency planning compor\ent mus@be

B ) .. . u .
- ‘ Y
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sensitive to needs that arise; thus the process mn§¥ be both

R

continuous and dynamic. Strategic and operational planning

must be integrated and should fpcus on the near futﬁre..

Information systems should provide both internal and external -

information on a timely;basis. Planning is likely, to become
political,
VRN

\ ' - . . t
This situation (turbulence) also calls for collectiwe‘
8 . * ' :
strategies by which the institutions jointly can influence the
e . '

cnv1ronment which is ¢hang1ng arOUnd them. Social values ,that

i

have overrldlng 51gn1f1cance for all the affected{;netitutions
{ .

might be introduced into the env1ronment. In this environment,

long-range strategy formulation will have to be delayed until

X

" the turbulence is reduced;

e The 1dent1f1caf10n of the tvne of env1ronment 15 a very

\Q ﬂ ' . /!

.1mportant step in plannlnq. If the env1ronment can e ! ’:

\
\

c1a951y1ed 1n Emery and Trlst s terms, the level of env1ronmenba1

analy31s and appﬁeach to piannlnq that qs‘most appllcable can be
pe01f1ed (See Table 2) The flrst ‘column in Table .2 1dent1f1es—
~ . .
the various env1ronmenta1 types, ‘the second column'ldentlfles
'

- the relevant 1eve1 of analy31s that should be emphasized, ' J

.the thlrd column 1ndleates the prlmary env1ronmental'?%lat10n

¢4 .

*

-shlps and - the fourth column 1ndlcates the rPlevanf annroach(es)

‘to plannlng " The act-tfal "env:Lronmental type may not be pure—- & Q

. . v . ’ g .
that is, the env1ronmenta1 types may overlap. Nevertheless;

1 3 ]

this cla331f1cat10n enhanoeq the understandlng of the - v .
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b 3

ingstitution to the environment and suggests a focus for and’

’ . o

- . ~
1] * O

A Comparison of Planning in an Open and Closed System
—— ‘— ¥

approach_to'planning. .

Open systems theory ffers yaluable insights to aid

0
[

‘in_understanding the.plannihg fhhotion. /It is psrticularly.’

/. .
* helpful in: approaches to dellneating and ana1y21ng the .

env1xonment (needs assessment) Both strateglc and Operational
plannlng must recognize ervironnental- 1nst1tut10na1 1nter— e

dependen01es if the results are to be reallstlc. Outcomes of

the strateglc plannlng process attbmpt to state the re ag;cnship\ a

l )

the institution desires wiith the env1ronment " As thexenv1roh—

ment becomes mére complex, instltutlons nust cope w1th more

‘uncertainty. Admlnlstratl must be respon81ve'to thls reality;
Planning appears to be .@_vehicle institutions are calling on to
help meet this challenge. Becspse of the dynamic and complex

]

éhVironments, the planninq process must-be comprehensive,

'ocontlnuous; dynamlc, and future- respon91ve. Open systems theory

.

' [
offers a conceptudl framewprk for such a process and suggests

changes in the purpose and nature of the plannlng function.' Such~

D “ ~

- .- R

.changes are summarized in Tablg’§q , .

The primary premise for planning runder the{open systems
assumption is that institutional direction is derived from '

L4
‘

(N ' 4 A A "
information about the_institution igselﬁ and its environment.

Thformation systemS“are needed to keep administrators informed
of changing needs;aﬁd'ihterests. The primary‘purpose of. planni

[ - A
.

s to obtain and provide such infoxmation to the policy' makeérs

. .
' .
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CLOBED SYSTEMS PERSPECTIVE " DPEN SYSTEMS PERSPECTIVE
" inatitytionat-direction e fiinction | Institutionabdirection is function
PREMISE ' | of conventional mof _ | of infonhation input from internal
. | ‘contrat adminiswation and external environment .
[ \PRINARY *| AchieVe optimal omcim- Adapt to and cope. with
.| -PURPOSE | and effectivences 3 changing environment
N L Centrlized. Authoritative - Decentdplized, Participative '
LY Static. Periodic Oynamic, Continuous
| watune of | Rigd ~© ", | wFexivle, Contingency provisions
PROCESS Ad hoc . 8vstmotié}'00[ﬁprﬂnnswo;
i Science | ~ | Artand Scierice
Long range (10 years or more) -Short apd long range (1- 6 yeams)
DURABILITY | Interest wanes ' Increasing interest and support
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respongible_for seeing that the institution adapts-&o its. .

by conducting coOmmunity needs assessmen?s on a more ‘formal

.
* changing environment.
, and frequent basis.
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