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Foreword

Dunng the 1960s and 1970s, many institutions of highe education were
mvohved m long-range planning actinaties, and in many cases, LlL‘\LlUpt‘Ll
five- and tenvean mstitutional plans. Often these plans proved to be in
accate bLL.\LIsL‘ of rapidly changing cvents in the external environment.,
AS aresult wany constituencies mvolved i decision making have devel-
opdd an interedt ina mure dynamie approach to, planning called stiategic
plannmg. The strategic view differs from the long-1ange approach in that
its ~mphasis 1s on change tather than stability, and external factors fathet
than internal ones.

In this Résearch Repuit, Robert G. Cope, professor of higher education

at the University of Washington, traces the intellectual development of

strategic planaing and outlmes technigues that higher education insti-
tutions can use 1o adopt the strategic planning approach. Five aveas of
the strategie plannimg process are identified. establishing the mission, tole,
and scope of the mstitution, analyzing data on the internal operations,
analyzmg data on the external envionment-matching institutional mis-
ston and stiengths m order to capitalize on opportunities fur alternative
formulations of pulicy, and chuosing the strategies that are consistent with
the mstitution’s values, are cconumically justifiable. we politically at-
tainable, tind ave consistent with serving social needs.

As sigmficant changes tahe place 1egarding federal funding levels, en-
rollments, and manpower reguitements, straiegic planning takes on added
mportance, Be. Cope's analyvsis will greatly aid college and university
admmstrators scehing to m}plcm}-nl a strategic planning approach

. o

Jonathsn D. Flfe
Dmuun

eric’ Clt:'lrim.huilsc on Higher Education
The George Washington University
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Overview

1
) ; - ;
!

This rescatch 1eport defines anllusine vet illuminating approach to plan-
umng widely hngwiz—mosth outstde of higher education— as strategic
planmng. Tlh. up{nl contiasts strategie plaming with long-range plan-

recent apphication in colleges and universities, .lml identifies the tech
_njques necessary for its application.
- Strategic versus l.'onb-RanL.,c Planning .
” Stiategic plannipg, as one prolessional .uqu.unl.ml said, "is what I do
sl the time, but 1 dulnl hirow what to call it.” Strategic planning has
become tmportant because it more accurately reflects the réality of in-
stitutional ife m natwal environments. _Strategic planning differs sub-
: stantially from v hat olleges and iy ersities call planning, dlten long-
C range planning ouumpuhcnslvc planning. ‘
LullL’-f’ln"g plenning, fur example, so pupular in the l960s. implicitly
—  assumed a ddosed system, within which institutional five- and ten-vear
blucpruts could be constiucted. Strategi. planning assumes an open sys-
tem i which organizations are dynamic and constantly changing as they
otegtate wiormation iom twbulent environments Long-range planning
focused, upon the fmal bl prnt. Stiategic planning focuses wpon the pro-
cess, Long- I.II]L&,])'.II]HII]}__ with its application of farmulas, assumed ra-
tionality but was madequate, as 1t gave too little attention to values,
) poliies, and changed citrcumstance ., §l|alcuu planning is rational be-
. L cause it lmunpumlu the reality of the jrrational.

Long-range planming tended toward auermal analisis, tow ard, guante-
tatine muddds ol 1esounce dgplu\munl, and toward being a separate insti,
tutional function. Stiategic planmng locuses un thee \hmulul\uunnun((
. on gualditative mioiniation and intutine deaisions regarding resguree cop

mitments, and on aitegrated, partiapatory imvolvement. FLong- mﬁ"u

planning made decisions about the future based upon present data
. tegie planniig Gses cenent and futie trends to mahe cunigiet, not lut
deusions” (Feeney 19813, Long 1ange plannmg cmphasizétthescicnee of
plamning, management, and deasion making, while the strategic view
cmphasizes creativaiy mmovativeness, and mtuition  the wee of planning,
management, and dedision mahing.

With strategie planning, the institution will not print, bind, and dis
tnbute long-range plans that are soon filed and appropniatcdy forgote:n,
; insteadd, thare mav onlv be annual taviews of the institation™ ane s

departnients” dnections of movement. Loss atiention s given to computes
miode s that project mtaal staflnig requienents and mternal resoutee
. tequitenents over the nest, sav, five vears, instead, morc attention is given
1o hanges outside the, mstitution - what people value, what political
mstitutions sech, and what competing mstitntions are likely to do.
Long-tange plans locused wport mstiteiionz) goals and ebjegtees five
vears ronrnow, strategre plamnng ashs what deaision s cppropriate todas
bascd upon an understanding of whac the antical external variables will
be finve vears from new.

ning, 1eveals the mtellectuial 1outs ol strategic plaming, summarizes its’




Long-range nl.mmnt. was vewad largely as ascience with detaled and
lnh.‘tTd.ll\d sets ol data, with aggtegations of c.lup.ulnmnl.ul plons, with
— - l..\lr.lpl)'.tllun.\ of cuitent budgets. The techmigques of strategic planning
aim to inform intitive and innovative individuals and groups about how
. 0 maneuver the institution over, iime and across turbulent watets.
Strategic planning is an institutionwide process that ex  nines the
0 fuluu., resulting in statements of intention that synergistically ‘match
slh.m.lh\ with oppor lumun ) »

'

The Intellectual Roots of Strategic Planning
The ideas and techniques of the strategic view wie developing from a
comergence of several disciplines and .sulxll.sa.npllm.s. The cdearest von
nection s with schools of management from which policy, matheting, and
elfectiveness tescarchis being adapted for use in higher edication. Policy
tescarcluis aimed ot determinmg the nature of the activaty in which the
organization is o engage and what hind of organization nt jP to be. Mo
heting helps detarmine more dicectly what the organization$ cunent and
probable dients want. Effectiveness vescarch sechs to determme what
- combimation of viganizational polictes and fulfillment of nead results |
sueeess. The Iitaature about policy, marketing, and cllectiveness overlaps
and comerges in strategic planning. Nearh all of this hiegatare has de
veloped in the List 15 vears in the management schools and has been
applicd to higher-education for onlv about three vears.

Befure and dunig the development of the relationship to managenient
schools, telated coneepts and techmgues of analysis from geopolitical,
organizational sociolugy, and general svstem theoties were lurmulated.
. The geopolitical schools ol analysis locus upon relations between nations

and states, natural resoutees, and the cocise of human events over the

. surlace of the carth. The organmizational sociology Titetature forces an ex
amination of group behaviot withim otganizational scttings, An attenipt
has been made to synthesize the socwal scicnees through generai systems
theors, in which conniion telationships between disciplines are empha
steed, especially as the general sastems view helps frame assues and at
tempts tosolve them. The prinaples of genetal systems theory ace perhaps
cosest to those uf strategic plannig, as they provide links between spee-
cialized arcas (., geopolitcal and socological), resulting not ondy ne a
new coreeptual framenoth but also in tools that can be used 1w analy 2
and make decisions in real-world setings.

Because strategie planning diaws on a diverse and rich intellectual
hetitage, many who understand parts of that heritage see it as uselul.
Parttal understanding, however, is msuflicient. To claim o be o strategie
planner with justification, individuals need 1o acquaint themselves with
the techniques needed for suceesstul strategic planning.

‘

.

The Elements of Strategic Planning
Regardless of origins, it 1s cear that most of the existing coneepts of
strategic planning include the following characteristics:

2 ®Sirategic Plannmg
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). It s usually seen as a primary function of chief exceutive officers
(that view is not. however, advocated in this monograph).
2. Its perspective is of the organization cr the subutit as a whole,
im olving decisions cutting across departments and functions.
3. It places great emphasis on the conditions of the environment, sech-
ing tv match imstitutional capabilities with ensironmental conditions
to.achieve goals. . .
4. ILds an iterative, continuing, learning process.
5. It,is more-concerned wita, doing the right thing than wich dding
things right. It is more concerned with effectiveness than efficiency
6. It seeks to manimize synergistic effects, i.c., making 2 + ?=5.
7. Itsceks toanswer the question, What is our mission, role, and sgope,
and what should be o mission, role, and scope? That is, what business
are we in and what business should we be in?
8. Itis concerned with the basic character of the organization, the core
of special competence,
" 9. Its emphasis is on change, review, reexamination. It is not static.
.
Six Techniques Neces§ary to Plan Strategically
While the strategic appgoach is different, it does not requir. anv particular
“hange in current operatjons. Most tedimiques and shills are easily adapted
to what we do in college) and universigies already . The most useful tech-
niques mcdude environaetal scanning, marheting, 1eview of missions and
programs, scelected group processes and cognitive shills, understanding
measures of effectiveness, ahd adapting a planning usodel that integrates
horizontal and vertical orgagization over time,

The essence of strategic planning is effectively relating the institution
10 its environment to ensure Suceess. Suceess requires scanning the en-
vironment for changes in the scdjal, cconomic, political, and technological
realmg. To hnow the envitoamdnt also requires understanding contem-
porary marketing techniques,

Strategie planning requires hndgving how 1o reexamine the institution’s
nusston and how 1o review its programs. It requires some understanding
of how the staff of the nstitut.on organizes its work and how people make
strategic pereeptions,

Strategic planners also need to knpw what they are working toward.
What clements need to be brought together to ensure the suceess of the
institution’s mission? That requires an \inderstanding of the elements of
effectiveness. And finally, strategic planners need to be able to engage in
a planning process that recognizes the interrelationship of three dimen-
stons of planning. time, vertical integratioh (the rdlationship of different
levels within the institution), and horizontal integration (the relationship
of different functions within the institution)

All of this should convince the reader that stcategic planning is common

*sense. It 1s indeed, but 1t is not simplistic. As Picasso brought an analytic
quality to art with cubism, strategic planning Byings an analytic quality
t¢ - smmon sense. Both are, nevertheless, art foriyps.

’




Given the n.uulc ol higher education’s many constituencies, from leg
islative 10 interest gr oups and from prospective students to trustees, and
) recognizing the ex |s\m;, permeable boundaries of most institutions, a new
’ expression for collugc .'{nd univorsity planning is proposed. apen-srstem
planning. Open system planning recognizes the legitimate rights of By
constituencies, is consiste %wnh the present open boundaries of Olll in-
stitutions, and avoids the knol.mon of pObSll)l&,. (ILLL})UOI\ ot lru.l\cl\
already associated with the words “strategy ™ and “strategic.” Widespre, ad,
healthy involvement in plannmé\ls thereby furthered.
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The Cohc'eptof Strategy

) The \v0|d sllangy comes floma Greck noun and \ub The noun, stra-
. tegos, “a general,” in turn h'\s toots méaning “army” and “lead.” The
. Greek verb stratego® means 1o plan,” Historically, the term strategy and
e .its concept have been applied Iargcly in the military and political contexts
. (Bracker 1980), but the concept of slralq,lc. planning has been applied in
bighls mathematical ways in gan;c theory to explain the economic be-
; havior of organizations (Von Netimiann and Morgenstern 1947) and in the
~ simpler yet seminally important obseryations by organizational theorists
e such as.Peter Drucker. According to Drucker, strategic planning does not
. _ stress efficiency, doing things well, but rather effectiveness, doing the right
things (1974). It 1s different from long-range planning in that long-range
-planning “tries to. opﬁimizc for tomorrow the trends of today. Strategy
aims to exploit the new and dlffclc.nl opportunitics of tomortow” (Drucker
1980, p. 61).
Strategic planning

refers to the formulation of basic organizational missions, purpases, and
. objecuves, policies and program strategies (o aclueve them, and the meth-
- ds needed 1o assure that strategies are implemented 1o achieve organi-
Zuuonal ends (Steiner and Miner 1977).
s - -

The concept of strategy is difficult to define yet can be understood intu-
) “Ttively. It is deceptively simple. It is basic rather than esoteric. Beca se*
s it 15 common sense, it will not stike anyone as a profound revelation.

The apparent simplicity should not fool the user, howerer, because the

gap between understanding and application is substantial. The suceessful
strategist is one with the capacity to apply the concept. not simply to
undérstand it (Uytethoeven, Ackerman, and Rosenblum 1977).

SStrategic planming 15 difficult to apply because it involves the coneep-
tual capacity 10 sec the institution as a whole And scecing the whole iy
probably the most important skill of all for those in lop management.
Congeptual skili involves N
H I . o
crecogmang how the varwus functions of the ohganmization depend on one
another, and how changes m any one part affect all the others; and .
eatends 1o visualizing the relanonship of the individual business to lhc
mndustry, the commuuny, and the polincal, sucial, and econoniic forces
of the nanon as a whole. Recognizing these relationships and perceiving
the sigmificant elements m any situanon, the administrato, should then
be able to act in & way which advances the overall welfare of the total
organization (Katz 1974, p. 26}.

N <
*The author has enjoved a board game named “Suategy,” which was designed in
Holland and made avarlable in North Amernica by the Mihion Bradley Company,
. and recotmmends 1t for those who enjuy 1he Stategic was of thinking, as it allows
constderable snnos atrveness in formudating stiategy setis nghton worhable 1actics

.

)
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Drucker sces the farmulation of slral«.gy as a top manag,«.mcnt skill,
as the “first 1ask™:
There is first, the task of thinking through the mission of the business,
that is of asking the question “What is our business and what should it
be?” This leads to the setting of objectives, the development of strategies
and plans, and the making of today’s decisions for tomorrow’s results.
This cledrly can be done only by an organ of the business that can see the
entire business; that can make decisions that affect the entire business,

that can balance objectives and the needs of today against the needs of

tomorrori'; andthat can allocate resouirces of men to key results (1974, p.

611). - .
; | R
Strategic planning is different in kind as well, in that it requires a
special way of thinking. The top manager’s way of thinking is unique—
no one clse in the organization has the same perspective, understanding
the functioning of a total organization does not mercly extend the phe-
nomena of simpler situations. Entirely new phenomena take place (Steiner
and Miner 1977). .Y

el

Attributes of Strategic Planning
Most concepts and applications of strategy mcludc thefolowing char-

- acteristics:

1. Itis the primary function of the chiel exeeutive officers.
2. The perspective is of the organization or th» subunit as z whole.
3. Irplaees great emphasis on the conditions of the environment, seck-
ing to match cap'lblllln,s to environmental conditions to achieye mis-
sion.

* 4. Itjs an iterative, continuing process.
5 Ttismore concerned with “doing thevight thing” than “ doing things
right.”
6. It is more concerned with effectiveness than efficiency.
7. It seeks to maximize possible synergistic effects.
8. It seeks to answer the question, What i is our mission, role, and scope,
and what should be our mission, role, and scope?
9. Itisconcerned with the basic character of the orbanuauon the core
of special competence.

When the strategic view is contrasted with what has been called long-
range planning—or comprehensive planning or master plans—one sees a
substantial change in emphases (sce Table 1). Luucistanding the differ-
ences in Table I is crucial for understanding strategic planning and for
knowing how to apply the concept. The terms under “conventional long-
range planning” and “strategic planning” emphasize the ends of continua;
they should be thought of as lwerage points.

For example, the perspective of conventional long-range planning is of

6 ® Stratepic Planning
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- Table 1: A Comparison of Orientations between Conventional Long-
. Range Planning and-Strategic Planning ~ R
Conventional

Auribute Long-Runge Planning Snategic Plmming
« Perspective Internal ...l External g
: System view | Closed ........ooooiie Open ) .
o Data ._| Quantitative ......... v.... Quantitative . ‘
s Fanction _ | Separateoffice ............ Participative integration '
L Process Deductive ..vevvveeeeen.. Inductive— —— v+ ———" ]
B = ——Bisi§” © T [ Science ... e Art - s
T Result Blueprint ...7=...... .-+ Process P
- Result 1 Plan ............ i Stream of decefsions ”
i, ._ Result | Decisions o1 future ... 7277 Today's decisions from © . .
o e T o K - e

The ideas on which this 1able is built are based on Feeney (1981).

an institution’s internal attributes, suggesting that it is the critical di-
mension, the critical leverage point, in planning. On the other hand, stra-
tegie planming gains imputiant leverage by emphasizing what is external
to the institution, that is, its environment. Similarly, the conventional
approach tends to view the institution as having closed boundaries, 10 be
self-contamned, self-sufficient. Strategic planning emphasizes an institu-
tion's openness, the permeability of its boundaries, and the active inter-
play withother organizations. Comventional long-range planning cmphasizes
. quantitative or hard data, while strategic planning emphasizes qualitative
' data. In the latter case, aniicipated changes, personal preferences, biascs,
¢ven rumors are given substantial importancee in plans. -

Long-range plans are often the printed product of an office of planning
or an office of institutional research. The product of strategic planning is
the shared understanding of the institution’s purposes and a shared un-

. derstanding of how resources will be allocated to achieve those purposes.
Strategic planning gives substantial emphasis to the gestalt, to the whole
view, to the concurrent pulling together of soft and hard data, of hunches
and guesses, to arrive at major decisions that contain elements of timing,
tone, texture, emphasis, rhythm, and contrast. The elements of art._

The result or outcome of conventipnal planning tends to be a lengthy
document containing substantial detail about the institution’s mission,
degree programs, numbers of graduates and students by prograny, num-
bers of faculty, gross square feotage in buildings and grounds, and general
statements about what research, teaching, and service objectives would

“be achieved in five or ten years. The strategic view says the process is the
most important outcome and that an institution’s strategy will evolve
thiough a series of today’s decisions as they take identifiable patterns over

time.
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“builds upon the differences in Table 1

A Definition for Higher Education .
The followjng. working dcfinition is proposed for higher education as it
and upon the many elements alveady
in most other definitions and as it employs terms more appropriate to

- academe than 16 industry:

Strategic planning is an institutionwide, future-examining, partici-
pative process resulting in statements of institutional intention thay

- - synergistically match program slunglhs with th_opportunitics to serve

socicely.

__.,——"
L e =
U -
_ P

”Kgn::;usc strategie planning addresses the total institution and attempts
to address the total environmoat, 1t draws upon a substantial literature.
The iftent of this monograph, rather than to review it general that lit-
crature, is to identify the major components of strategic t' 'nking as il-
lustrated in Figuie 1, to explain as briefly as possible what  incepts are
important in those components and to point out a few of the .aajor pub-
lications that explain a component in detail.

Figure 1 shows the overall role of strategic planning as it draws upon
intellectual roots in the basic theories of geopolitical science, field theory,
and general systems and the appaed theories of policy study, marketing,
and effectiveness developed largely in schools of business manageinent.

- .

Figure 1: Overall Role of Strategic Planning
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The Intellectual Roots of Strategic Planning

PR o
Ry . —

The.coneent of strategy appears to have-grown from a number of intel-
lectual bases that, like-the distinctions in Table 1, are cridcal for under- _._. .
standing the concept yet are not usually ackhnowledged. Among the most

~ substantial inodern roots, in,chronological order of development, are.

e

—nl—geopolitical-theory =
3. field thUl y
3. general systems theory S
4." since World War 11, the transdisciplinary, management school pol-
icy studics
5. the coneepts and techniques of marketing, and
6. the concepts of urganizational effectiveness.

Table 2 illustrates the primary ficlds of SLhUL\lthp, ldLnllf\ ing the dis-
ciplmary homes of the major theorists, key strategic coneepts, and some
of the as yet limited evidence as to the application of those distiplines
and concepts in higher education.

Geopolitical Theory .

While taday ‘s definmtions of stiategy come largely from current coneepts
of business management, business schools scldom achnowledge an intel-
lectual debt to guupulltual analysis. It is clear, nevertheless, that the same
principles are operating. The seminal works in geopolitical theory ash
questions about the suceess 6f nations and states (Mahan 1890, Mackinder
1904) in the same way stiategic planners for business today ash what
clements of planning will make a firm profitable.

While they were not identified then as strategic thinking, Alfred,
Mahan's analisis of the six elements of British sea power and Halford
Machindur’s analysis of pn6tal land positions have served the glubal strat-
egist well as they revealed the essentials, the roots, the principles of na-
tional strategie sunvival, Mahan's and Machihder s propositions illustrate
the nature of strategic thought processes and the elements of strategic
planning.

Mahan's most celebrated work, The Influence of Sea Ponwer on History,
1660-1783, taces the growth of maritime powers during the 17th and
18th centuries, reviewng in detail six elements (three natural, three hu-
man) neeessary for nations of that time to achieve power. His basic ques-
tion was, Why was Britam suceessful? National prosperity, he cencluded,
depended on three “natural conditions™:

1. Geographteal postiton is of prime importance. Mahan viewed Great
Biitain as being i a particularly favored position as an island It need
not defend ttself by land or extend itself vver land, thereby wasting re-
soutees in defense. Fucther, because of its position un favored sea lanes,
1t could vasily engage in trade. In comparison, because they bordered on
tho g,lcal scas, Frange and the United States both needed o split their
navies, depriving them of concentrated foree. Although it was well posi-
tioned on sea fanes, Holland had too much land boundariy to protect.

Ay
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" Table2: Intellectuay/Disciplinary Roots of Stratégic Planning ‘. -
Political Biology/
. Science/ Psychulogy/ -
Field wography ° ‘Sociology Malhcrﬁr_{glic}sﬂ Business Mabhugemem —_
oL g i " General Sysiems - :
Theory Geopolitical Ficld and Contingency | Policy Marketing Effectiveness :
. General Mahan (1890) Lewin (1951) _Berialanffy (1955) Andrews etal.  Kotles (19773 Drucher (1974)
Theorists Mackinder (1919) Ackoff (1960)° (1965) . . Steers (1977)
Kaiz and Kahn Ansoff (1965)
(1966)* Mintzberg (1977) .
: Sweiner (1979) ‘

.........

Key Cor/wepts Positioning Vecetors/Forees Open Sysiem Definitions Images H Oulcomes -
) Resources . Environment Processes Competitive | -
I Interaction - -Advantage
Adapiation
Examples of Cope (1981¢) Berg and Orton and Dorr Cope (1978) Lewster (1975) Cameron (1978,
Application in  Ostergren (1975) Hollowood (1979) Scighano J1981)
Higher ) (1977) Cleveland (1981) | Shirlev (1980/81) (1981a, 1981b HEMI (1981) t
Education * Coltier (1981) Cope (1981¢) Davies (1989) 1981¢)
S Mortorana and -
Kuhns (1975) | .

. v
*Chapiers 2and 3. The conuingency approach o sttategie planning is scen here as @ subsct of bum.:l systeans theyys. The “contingency
theury,” su labcled by 1ts fyunders (Lawrence and Lorsch 1969), aucimpis 1o detcrnine the best” hl i an wolutionary sunse, between
the institution and its ex wnommnl accordmg 10 task requirements. '
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2. The physical form of the coast was an important factor; it was fa-

aorable if itotfered aceess and thus promoted involvement with the sorld.

bevond.

w ]
..« the easier the access offered by the froniier 1o the region beyord, and
m this case the sea, the greater will be the tendency of a people toward
mlerwur.se with the rest of the world by it. . . . Numerous and déep harbors
are a source of strength and wealth, and x.uubl\' so if they are the outlets
of navigable streains, which facilitate the coneentration in them of a
commury's trade . . . (Mahan 1890, p. 35).

3. The third natural factor was the extent of territory in eoastline (de-
fined as navigable waterways) and the proportion of pLuplc living along
the coastline. Using the South during the Civil War for example, he pointed
to the comparative lack of people living along the uthu\\ isc excellent
stretehiessof coast with fine harbor facilitics. - -

In addition to these natural conditions, Mahan asserted lhal three
cundllluns of people and government also had to be present:

. Number of people and thewr pruclivity to go to sea was a first condition
fur suceess. The French, for example, were not inclined to sea because the
country is agricultural. The English, on the other hand, had more of a
matitime and commercial orientation.

5. Mahan noted that an aptizude for conmmercial pursuits was a dlsun-
guishing feature of nations that have become "great upon the sea.” He
saw both the English and the Dutch as nations of shopkespers, while the
Spanish and the Portuguese were seen simply as gold seckers. They created
nothing of permancence for exchange.

6. A favorable auitde of government toward the growth of sca com-
merce and the manufacturing u," Zouds for trade was necessary.

The government by its policy can favor the natural growth of a people’s

industries and us tendéncies to seek adventure and gain by way of the

sea, or it can iry 1o develop such industries and such seagoing bent, when
they do not exist, or on the pther hand, the goverpment may by mistaken
action check and fetter the progress which llkq people left 1o ‘themselves.

n'ould make (Mahan 1890, p. 82).

\

Mahan saw the slrugglv.s’ of the national powers during the 17th and
18th centuries as a contest for control of the sea. The reason for considering
Mahan again today 1s to suggest that his six clements, broadly conceived,
sery e contemporary, strategic management thinking well. Modern organ-
tzations— like Great Britain —hav e geographical position, boundaries, zones
of commitment. numbers of employees, with varying “company” char-
acteristies, and are managed by organizations with inore or less favorable
attitudes toward the use of the other elements. His six clements may be
said to be linked closely to the root explanation of any entity s success or
failure in its environment. As such, his strategic principles likely have
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, enduring value, even when they are no‘{ applied tonation-states. His theory
and Mackinder's views serve to integrate geopolitical thinking with modern
organizational theories of cffcclivcm;,iss (Cope 1981v).

Mackinder's paper is still regarddd as the foundation for the modern
scicace of geopolitics. Only 24 pagcs; long, it is considered a remaikable
analysis of the link between geography and politics. He observed that after
approximately 400 years of cxp_loral‘on and expansion, the outline of the
map of the world had essentially been completed. He saw the passing of
the fronticr, and the beginning of al"closcd" political system _that would’
be worldwide in scope. Already at, the turn of the ccmu}:_\' he saw that
every “explosion” could be felt wo}'ldwidc. The question of his time Be-
came, Where is the natural center of the new epoch—the pivoi area?

The pivotal point of land, accgrding to Mackinder, was the “World
Island™ of Central Eurasia, comprising two-thirds of the land mass and.
scvcn-cighnﬁ of the world populz\‘lion. Within the World Island, the hey

point, the geographical pivot, wa¢ the land area occupied by the Soviet

-Union.

The actual balance of political power at any given time is, of course, the
product on vne hand of geographucal condinons, both economic and stre
tegic, and, on the other hand, }'ul' the relative number, vinluy, equipment
and organization of competing peoples. . .. The geographical quanutices
in the calculation are mor¢ n}xcusurablc and more nearly constant than
the human (Mackinder 1904, p. 24).

Mackinder’s vision, when compared with Mahan’s, indicates not only
the effect of new developments (railroads, in his case) but also the passing
of an cpoch. In our time, especially since World War 11, higher education
has seen a golden cra of expansjon, when resource requirement-prediction
planning was important, to the present era of cconomic plateaus and
environmental instability, awhere it is suggested that pusition (rather than
growth) is paramount. ’

The literature of higher education seems to contain only a minimum
of explicit application of geopolitical thinking, although some obvious ex-
amples are practiced—academic reviews focusing on the u:nlrali}p of pro-
grams in universities and the creation of new programs in community
colleges, for example. The first instance is parallel to the availability of
deep, well positioned harbors, while the latter is comparable to the cre-
ation of new products for trade. An aptitude for commercial pursuits

translates into an orientation to develop new forms of scholarship, to offer
new courses, to seek funds for advanced, ground-breaking research, and
so on. The most relevant application for higher educatign today is that
emphasis on new forms of scholarship is essential foran institution’s vitality .

Field Theory in the Social Sciences
Because of the importance of forees in the environment, especially
cause organizations to change or restrict change, strategic planning ben-

as forees
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cfited neat from Kurt Lewin's field theories. Lewin (1951) saw the futility
of determining causal relationships by isolating clements within sodial
sttuations. He firs saw the impottance of looking at the organizational
entity 10 its setting i relationship with other entities. Field theory ap-
proaches a problem or charactenizes a sitvation as a whole, later perform-
ing more speatfic analyses. The subject grotp could be embedded in an
organization (a department) or the organization its¢lf, thus, field theory
is at the same time inter- and intraorganizational.

The basic tool for the analysis of group life is the represeitation of the
group and us setng asa “social field.” This means that the social hap-
perng 1s viewed as occurring in, and being the result of, a totality of
coeassting social entitics, such as groups, subgroups, members, barriers,
channels of comnuntication, ete. One of the frundamental characteristics
of this field 15 the relative position of entities, which are parts of the field.
Thus relatve position represents the siucture of the group and its ecolog-
wal settmg. It expresses also the basic pussibilities and locomonon within
the freld. What happens within such a fidd depends upon the distribiion
of forces throughowt the field (Lewin 1951, pp. 200-201).

Ficld theory saw entitics oceupying pusitions and changing positions
ma soa.c occupted by other self-actualizing entities, cach creating forcees.
The contemporary language of stiategic planning refers to marhet posi-
tioning, cumpetition fur resources, and foree ficld analy Jis. Despite these
links with strategie planning, hittle evidence exists that today’s strategic
planners directly achnowledge their debt to Lewin, however (see Bennis
1966, 1980, Emery 1969, Pleffer 1973; and Eltun 1979). Pleffer (1973), fur
example, acknowledged the importance of understanding ensbedded or-
ganizational levels (techmeal and managerial) because of their roles in
production and coordinauon (Lewin's concern). Pleller was among the
catly sodial scientists to see the emerging importance of analssis of in-
stitutions bcn..m.s'; the varous parts of the mstitution were all involved in
the orgamization’s legitimacy, credibility, and sticeess in coping with its
turbulent enviionment. Even though he assunied a placid envivonment
Lewtn’s influence 1s still seen i the cffectiveness approach to business
management (see also Mortorana and Kuhns 1975, Berg and Ostergren

"1977; and Cameron 1978). . .

General Systemns and Contingency Theory

Because gencral systems theory, as a discipline, 1s concerned with the
genetal properiies and causal effects of systems, it is perhaps ddosest to
the essence of strategie planning. Strategic planning s largely an appli-
catton of general systems coneepts to a particular property. an vigani-
zation m anntetactinve, legal, cconomic, and social envirtonment. Although
1t may be premature to call strategie planning a discipline (Wagner 1980),
it appeats that most of the theory of strategic planning, including contin-
genes theoty and the approaches of general business management, is work
ing toward that discovery of a new disciphne.
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General systems theory concerns itse’f with the omnipresent [ atures,
of the biological, behavioral, and sociolugi 3 fields in mulln «iable in-
teraction (cf. Bertalanfy 1967) in contrast wiir ing sociat o 2 achavioral
sciences, which tend toward highly specialized s «.s.teblde spocialization
may be useful im addressing issues unique 10 paricalar v s, the ap-
roach does tend to obseure refationships between Wiseipa s,
Ceitingency theory is a restatement of general systoras theens applied
specifically 10 management. Representative of attempts 16 1, irate, ¢l
ments of contingency theory) are those of Lawrence and § orsen (1969)
Kast and Rosenzweig (1974), and Luthans angl Slc\\'al'l \'977).
The contingency view u/ugﬂuuumm and then Mg 101 SUEROSTS
that an orgenization is a systent copposed of subsvstéms  nd detmeated
by identifiable b:;?d:mec from its envivonmental suprassstem. The con-

. tingency view sechfto wnderstand the intevrelationshups withan and among

stbsystents as \ydl as between the orgamization and its e ironment and
- o define puuchb of relutionshups or configuranions of vanables. It em-

phasizes the nudtivayiate natire of orgarizations and «ttempts 1o under--

stand how organizations operate under vayimg condittons and m specifu
circumstances. Contingeney views are wltimately dnected toward sig-
gesting vorganizational designs and managerial actions mos! appropi tese
for specific situations'(Kast and Rosenzweig 1974, p. 1x).

The conceptualizations in contingency theory bave been toward the
identification and desaription of the major contingency vaztables upon
which managerial behavior depends. Studies by Orton and Donr (1975),
Miller and Friesen (1978), and Cley ::ldll&l (198D iepresent ellorts todey clop

alimited number of strategy nuahing models baseton telationships among

selected major envitonmental, organizativnal, and mdiidual varables.
The contingene, approach posits that there are no universal principles
because evers thing depends upon how envisonment:. are pereened. Con
suqucnll\, as the ways managers pereeive are different and as cach msti-
tutiof exists in somewhat different cnvitonments, contingency  theory
saggests the importance of uniguely dosigned responses (plans). Because
systems theory and contingeney theory aie in the carly stages ol devel-
opment, the hlualuw is not extensive,

Three Transdisciplinary Management Schoo! Approaches

Modern stiategic planning systems were applied i large corporations m
the mid-1950s. Soon alterw.ad, business policy courses and business pol-
icy rescarch, based upon strategic planning, statted in leading schools of
management. Subsequently, marketing adopted the strategic u;nu:pl S0
now business policy and maiketing appear to draw on many of the same

techniques. And a third form of scholarship - again mostly feand i schools ™

‘of management - is emerging. cffectiveness rescarch, It ashs the questions,
Which organization is more cffective, arganization A or B? and What are
the criteria by which organizational effectiveness can be measured?
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Business policy approach. It is widely conceded that the general business
policy approach of management schools to the develupment, elaboration,
and 'rcﬁncmcm of strategic planning has occutred in the last 15 or su
sears Even though it was not then called stiategic planning, Peter Drucher
(1954) was prubably the first to address the ssue of strategy with his
_questions, thl is our business? and Whai should it be? Strategy was
“first defined as “the determination of the basic long-term goals and ob-
jectives of an enterprise, and the ,.ulupuun of courses of action and the
allucation of resources necessary for carryving out those goals”™ (Chandler
1962, p. 13).
Soon afterward, Kenneth Andrews and Igor Ansuﬂ focused 5pu.lfn..\ll\
on the coneept of strategy and related plugcssn.b. Andrews et al. (1965)
linked Drucker’s and Chandler’s ideas in a new definition of strategy .
\lr:(IIL'g) is the patten: of objectives, purposes or goals and major policies
and pluns for acltieving these goals, stated e such a way as 1o define what
busuness the company is in or is to be in and the kind of company 1t is
or is 1o be (p. 36).

Ansoff. at roughl: the same time, wrote of strategy as a rule for making
decisions determined by product mathet scope, growth sector, competitive
advantage, and synergy. Since Andrews and Ansoff, many have written
about strategic planning. Major wiiters—thuse who contribute to the
strategy regularly and are widely quoted—include Steine (1969, 1979),
Steiner and Miner (1977), Mintzberg (1973a, 1973b, 1976, 1977, 1979),
Ackoff (1970, 1974), Hofer (1975, 1976), and Hofer and Schendel (1978).

Although authors use different labels, Cleveland (1¢01) distinguished
five distinet organizational and ot individual approaches to the formu-
lation of strategy policy ie the literature. (1) planning, (2) adaptive,
(3) directional, (4) entreprenceurial, and (3) intuitive. .

The planning approach is most commonly recommended. It tends to
be formal, structured, systematic, and andl\ln., and it strives for ration-
ality This form of strategic planning is designed essentially at one time,
all major decisions are integrated. As with cenventional long-range plan-
ning, this form of planning gencrally results in a set of plans containing
quantifiable goals and objectives.

The adaptive form of planning has been referred to as “the science of
muddling through” or as "disjvinted incrementalism.” As a consequence
of complex divisions of power, sume types of organizations (higher edu-
cation in particular) negotiate a wide array of goals, spelled out in general
terms Directivnal planning is an approach without goals in which the
strategy maker identifies a domain and a direction only . Thc plans are
sc!dum eaplicit. e

Fhoenterprencurtatapproact tsdomtiated by a confinuous sn..m.h fur
new opportueities. Power is often centralized. Growth is the dommant
goal.

The intuitive approach contains clements of both directional and en-
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treprenceurial planning. A subslam al poruon of the wnlux on decision
making allow for the importance of “hunch,” "guess,” and "feel” in de-
cisions. They also recognize that intuition is the result of reflectively di-
gesting masses of information and integrating it with past expericnce.
Despite the variety of approaches, the major disagreements in the lit-
erature of business policy are largely over whether strategy should be
defined broadly or narrowly. About hall the authors, following the ap-
proach of the Harvard Business School, opt for ihe broader definition that

strategy defines the nature of what the organization is cr is to become.

Other authors focus on narrower dimensiops, such as rate of grow th, mar-
kets and market segments, competitive advantage. As both sides readily
acknowledge the valae of the other appreach, the disagreement is largely
a matter of quibbling, except when the zone of disagreement is over the
domain identified as marketing. Marketing is seen as an important part
of strategic planning, vet because there is a substantial, ne- Iy separate
literature, marheting may be considered to have a nearly separable dis-
ciplinary base.

Marketing approach. The 1970s saw the development of a newer tape of
marketing research. Although it still relied upon some of the traditional
demographic variablies such as age and populalwl number and density,

-hanges m cultual values, in the mass dela. a great expansion in the
numbet of products, and more mobile, educated, and sophisticated con-
sumers have resulted in an increasingly complen mathetplace and the
increased application oflnlcldlsupllnau concepts (Ents 1973). This phe-
nomenon 1s particularly teee in economic sectors where there is heavy
vompetition, little differentiation in prodacts, and many brand names-
for example, higher education.

The newer approaé_hc:, instead ol demographics, rely more on attitude
research, human perception, and human preferences. *[Tlhe more so-
phisticated the product and purchaser and the more comples the miar-
Retplace, the less adequate the traditional epproach, and the more helpful
the attitudinal approach” (Leister 1975, p. 384). The following view is
appropriate today:

I applicanion o the adminmstrazion of lugher edieation, marketig s an .
approach or “philosophy” of management and planning based on the

com tenon that those mstitutions that sunviv2 respond o basic needs felt

by members of the popudation the orgamzation seeks to interact with, its

markets. Markets are the subgroups of the publics an institution hes. . ..

College and wnwversuy adnunisuiators who employ wmarketing concepts

recogmze that the sunaval of an instuetion depends on the identification”
and fulfllinent of the needs of their chosen clientele o a imanner consistent

with the educanonal purpose of the institution (Triven 1978, pp. 2-3).

It scems clear that business policy analysis and marheting are von-
verging. One indication is the deveiopment of a marketing instrument
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with a category direetly related to strategic planning (Kotler 1977). Onc
of the few umprrical studies of strategic planning in higher education relies
directly on Kotler's work (Scighano 1981¢), and anuther is indivectly iu-
fluenced (Leister 1975).

Effectiveness approach. Strategn plannming, management, and decision
\ making should result in plans, priogities, and tactic s, ensuring cffectiveness
(Druckes 1974). The major problem in this approach is that of establishing
effectiveness according to a specific aiterion—e.g., accomplishment of
goals (Georgopoluus and Tannenbaum 1957), acquisition of resonrees
(Yuchtman and Seashore 1967), health of the organization (Argyris 1964),
s:\li_.sfuuiun of participants (Keeley 1978). Cameran (1980) discusses the
A problems and potential of these four sets of eriteria.

The most studied approach is the geal model of effectiveness; which ‘
was exemplified in particulin during the era of MBO (managzitient by
vbjective). An example is a plan to increase enrollments by 400 students .
by 1985. A system resorgree appreach focuses upun the entity’s capacity to
acgu e valued and, beaause of cumpetition, scarce resources. An example
is to merease the general fund account annually at a rate of two percent
over nflation. Cameron (1981), jolluwing Molnar and Rugers (1976), sug-
gests resvurce acquisition approaches may be inapprapriate because in
the nonprofit sector the production of vutputs cannot be tied to resources
(input).

The organizattonal health model stresses smouthly vperating, b'ghly
efficient mternal provesses (Bennis 1966, Likert 1967). An example is pro-
viding fot the institution’s continuance of democratic gosvernance. Finally,
the parttepant safisfuc o model stiesses the satisfaction of internal and
eaternal constituencics as the vtal dimension ensurmg effectiveness, An
example is the maintenance of a high level of job satisfaction among
employ ces, Miles (1980) and Steers (1977), when employing “macro™ or
“ecolugical” perspectives, see employee or dient satisfaction as a potential
summary measure of overall effectiveness, incurpotating some of the vai-
1ables from the goal accomgplishment, resvurce acquisition, and organi
zational health approaches. N

At present, the approacies to nstitutional effectiveness are not dlearly
conceptualized, and because all of the criteria influence sume aspeet of
an organization’s effeciivaiess, no set of agreed upon vutcomes is consid
ered definitive. Except for the very recent attention given to Theory Z
(Ouchs 1981), 1t ts clear that effectiveness literature is shifting from a focus
on mterntal or ganizational behavior (Argy ris 1964, Schein and Benngs 1985,
Mott 1972) to evernialh onented beliavior (Hirsch 1975, Steers 1977), which
15 consistent with a growing attention to the demands made by environ-
ments.

o

Summary
Suatggie thimhars need to understand the disaiplinary origis of certain
key coneepts. from the geopolitical suiences, the impot tanee of positivning
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resources, from field theory in sociology ) the importance of vectoring forces,
from general systems theory of the ’l)alur:\lscicncca and mathematics, the
importance of open adaptive interagtion \\i\lh the environment, From the
teaching and research originating in S\,hoolb of business management come
other key conceepts that are less based on lhcor_\\from management policy,
definitions of-the bounds of strategic planning and of processes necessary
toimplement a strategic plannin~ system, from modern marketing, tech-
niques for determining customers’ needs and anadlyses of comparative
capacity to satisfy those needs; from studies of orga\l\i/.alfonal effective.
ness, guidelines on what makes an erganization successful. Together the
basic and applicd disciplines provide the itellectual roo\ts\and techniques
necessary for strategic plannmg. Some of this approach 1o planning is
cevident in higher education.

l :

-
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Is strategic planning consistent with the values of academe? While no
particular answer would satisfy everyone, a growing number of articles
and books suggest that these Iaxg«.h business-developed and business-
oriented decision and management technigues can be adapted for use in

‘colleges and universities.

Many of the related techniques are already in use (Cope 1981b; Collier
1980, 1981; Millett 1977, 1978). Essential characteristics of business-ori-
ented and not-for- profit organizations make the concept feasible for botli:
the need 1o interact etfectively with the environment, mcludmg the re-
quirements to secure funds to carry out the institution’s mission and to
satisfy the needs of customers, and the need to establish mission, rolc and
scope and to set goals. ' i-

Substantial differerices remain as well. Colleges have many ObjLCll\'LS
and consensus on priorities is generally lacking. The dc.lusnon making in
colleges is different in some regards as well: (1) political considerations
may dominate, (2) decision making is more likely incremental; (3) latitude
in policy may be narrower; (4) qualitative evaluative tools are blunter;
and (5) participative decision making among professionals is the likely
norm. The constituents are broader, with many interest groups trying to
influence decisions. Lines of authority are less clearly defined.

These characteristics may lead some to believe that'it is impossible to
planstrategically. Cohen and March (1974), for uamplc sce the umw.rsny

"as in a state of organized anarchy. ! -

&

In a wversity anarchy each indwidual in the university is seen as making
antonomous decisions. Teachers decide if, when, and what to teach. Stu-
dents decide 1f, when, and what to learn. Legislators and donors decide
if, when, and what to support, Neither coordination . . . nor control are
practiced. . .. The “decisions” of the system are a wnsequence produced
by the .w;lem but intended by no one and controlled by no one (pp. 33—
34).

The value of planning for colleges has been questioned more directly:

The planning cultists tell us that if we can generate enough statistics,
manufacture enough planning documents, and hold enough workshops
we can somehow eliminate the uncertainty. . .. They suggest that with
PERT charts, Programming, Planning and Budgelmg Strategies, and Stra-
tegic Planning, they can chart out the future . . . muech of the noise and
smioke about planning is simply Ymnecessary. The planvers have been

guilty of the sin that afflicts most other .5a1esmen they over-promise and

under-deliver. Frankly, most plans donflt work very well: predu'uons are
wrong, actions don't solve thg problems they are mpposed to, and the
necessary poluical consensus falls apart into .squabblmg among special
.interest groups (Baldridge 1981, p.3.

While they may be difficult in higher education, strategic planning and
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decxswrwakmg have benefits. Used wisely, slrau.gxc plannmg w:ll aid in
the formulation of crucial iss iSsues, sérve as a guide to diverse operating and
administrative functions, force a greater awareness of changes in external,
environmental forces, and should help dudop a way of lhmkmg that
broadly takes into account the institution’s mission, its particular capa-
bilities, and its opportunities in the «.nvnronmcnl And while SlldnglL
planning may appear as something new to hlger education, it isn’t. Stra-
tegic planning is policy determination. John Millett’s statement on what
he calls policy planmng captures most of ‘the concept:

I am disposed 10 think of policy plauning as the resolution of the major
issues entailing value judgments, major issues of social goals. and the
proper sneans for achieving the desired goals. Policy planning is also
concerned with how 10 obtain the economic resources with which 1o
pursue desiréd goals, and the suung of priorities among goals (1974, p.
57). - o

Strategic planning emphasizes in an ¢conomic sense the position of
resources—fiscal, human, phv:,lcal and intellectual—so as 1o maximize
opportunities in the institution’s environment: Strategic planning is the
analysis of oppollumly but not opportunisin, Stlalq:u. policy decisions,
for ¢xample, concern:

1. the choice of mission, goals, and objectives
2. the decision on organizational structure
3. the acquisiticn of major facilities
4. the decision to start new majors/degrees or drop existing ones
5. the establishment of policies or strategies relating to academic pro-
grams support services, personnel, facilities, and financing

6. the allocation of gross resources (bud;,um ) to organizational units
and programs. :

. I

Strategic planning sets an institution’s movement in a direction of
travel. Most institutions classify as planning, activities like scheduling
classes, assigning faculty members to classes, scheduling 10ums, control-
ling student registration, implementing adnussions rules, scheduling and
assigning staff members, formulating and controlling detailed budgets,
planning and controlling personnel levels, determiring curriculum changes,
hiring faculty and staff members, and measuring, appraising, and.im:
proving professional performance. Such activities would be better termed

“operations management” or "organizational development” or "opera-
tional control.” They help the institution move in a_strategically deter-
mined direction but are not, in themselves, components of a strategic plan.

°

A Recent History

The higher education community has been slow to recognize the possi-

bility of using the concepts of strategic planning. Schendel and Hatten
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(1972) appear to be the first American authors to state that strategic plan-
ning could be used in higher education, Schendel continues to contribute

_to.the literature (Hofer and Schendel 1978). Other authors who have con-

wibuted include Orton and Dorr (1975)—recommending that strategic
planning be used in higher education—Doyle and Lynch (197¢;, and
Ellison (1977)—publishing an account of how strategie planning is ac-
tually used in an American institution. In the last few yéars, a steady
outpouring of papers, articles, monographs, and at least two bouks (Cope”
1978; Hosmer 1978) have related strategie planning directly to higher
education. It appears that ¢very current author has a background in busi-
ness management or_ draws upon the business lterature.

In addition to the growing literature, at least two organizations are
making an effort to develop the concept further. The National Cenier for
Higher Education Management Systems (NCHEMS) probably has the most
visible program of rescarch, development, and workshops (Carter 1980;
Colhier 1981; Shirley 1980-81). Camieron (1978, 1981) will soon contribute
more to NCHEMS' rescarch efforts. Secendly, the staff of the Resouree
Center for Planned Change at the American Association of State Colleges
and Universities, in cooperation with participating colleges, has developed
a ten-stage, institutionwide planning process that emphasizes environ-
mental trends and links the trends to o aluated policies. While the Center
has not explicitly highlighted the language of strategic planning, it is clear
that fundamental concepts, particularly environmental scanning, are sys-
tematically employed (Alm, Buhler-Miko, and Smith 1978; Buhler-Miko
1981).% . ) ’

Other organizations that have begun to show some interest in pro-
motyhg the coneepts of strategic planning include the American Associa-
tion for Higher Education, which has sponsored issue cauctises at annual
meetings, and the American Council on Education’s Higher Education
Management Institute, which offers training materials on the topic.

Because the concepts upon which strategic planning is based transeend
disciplines, sometimes the significant literature does not include the term
per se, nesertheless, most of the concepts are present (see, for example,
Balderston 1974, Richman and Farmer 1974; Baldridge and Deal 1975;
and Baldridge et al. 1978). Both explicit and implicit links between stra-
tegic planning and higher education are present in the literature

Explicit Links Between Strategic Planning and Higher Education
Schendel and Hatten (1972) proposed the first direct application of stra-
tegic planning to lgher education, its central idea is still at the heart of
understanding the concept today. “Strategic planning is adaptive plan-
nmg and suited to coping with changes, longvange planning is inertial
and impheitly assumes a future that will duplicate the past™ (p 207)

Ihe consulting fin, of Arthue D, Little had o stgmificant development program
. underwas for at Jeast two vears, but the program’s pruncpal (James Hollowood)
left the fizm, so that actinty seems 1o have ceased.
: . h

\
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Higher education’s slowness to adopt the concept is not casy.to explain,
Perhaps it is related to 100 much emphasis on an inward view. All of the
carly (fewer than a half dozen) articles in the first six years since Schendel
and Hatten’s proposal were written essentially 1o promote a new idea. It
was not until 1978 that the first attempt at a comprehensive treatment
appeared in a Small book With, two purposes: to advocate-strategic plan~— —
;. ning for higher education and to.illustrate how to do it (Cope 1978). The.
book is essentially an adaptation of the Harvard Business School ap-

. proach. It stresses creativity, planning as an art form, and the rolg of, tie
president. - " . .

: Hosmer's Acadeimic Strategy (1978) is a detailed account of the strategic

: " patterns emerging during the development of three business schools

: (Manchester, York, and Vanderbilt). It is not a how-to book but rathes an
explordtion of the differences between initial stated plans and patterns

. emerging over time. The results of the study (a Harvard Business School
dissertation) are framed as advice for more effective strategic academic
management. Selected prescriptions include the need to (1) clearly un.
derstand the school’s history, (2) know the environiment, (3) relate school

’ structure and programs to strategic emphases, and (4) achieve a tighter

interrelationship among programs. | ] .o@

__. Since 1978 the number of publications and their sophistication have

: increased rapidly, yet'most have the biases of the Harvard Business School

: built into them, as the proponents are cither followers of that system.of

beliefs (e.g., Cope) or graduates of Harvard (Hosmer and Hollowopd). The

primary bias is one away from justifying strategic decisions on the basis .

of quantified data. Rather, strategic decisions are experientially based and

are largely acknowledged to be guided judgments, almost hunches.

Hollowood is the first from the Harvard school to offer a comprehensive

‘process for straiegic planning within an adequate analytic framework

(1979). R ..

Hollowood’s approach has two advantages: (1) it draws upon aceepted,
general theories of organization and administration, and (2) it consists of
independent components that are separable for the purposes of rescarch
and decision making. Although work on the approach has ceased, it is
nevertheldss useful to identify some of Hollowood's toncepts:

Sw e ArLl o aar

fi o n e

1. strategic centers within the institution having separate or similar
clientele.to serve (cf. Ball 1978; Collicr 1980) T

2. market segmentation through clearly identified groups of clientele
linked to the strategic centers (or “natural businesses,” as the centers

. may be called) . . -
: .+ 3. resource vector ficlds for assessing direction in force ficlds (¢f. Lewin
" 1951) . )
- 4. niches (cf. Lestér 1975) - : B
s 3. a common planning language uscful throughout the institution.

) Iy _ X
In 1979 Horner introduced an important dimension more appropriate
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l{v.highcr education than the carlier business-oriented ideas: political fea-
sibzlity. He discgunted direct transfer from business practice, which em-
_phasized economic opportunities, emphasizing instead political dimensions
. that, he knew were more likely to dominate strategic feasibility in the
publlc sector, Horner recognized | puhlu.al reality by emphasizing the need
. . 19 jest any potential opportunity {n three ways before strategically im-
K . portant decisions were made: tests for hierarchical position, power, and .
“salience. The poswion of cach individual or group with respect to c.ach

opportunity needs tobe examined—for example, Are the trustees favorable
» or neutral? The test of power represents an estimate of the individual’s or
. gruups ability to affect the opportunity either positively or negatively.
. The test of saltence determines the importance or relevance of each op-
portunity. Based on the combined analysis of position, power, and sali-

- ence, the political feasibility of each opportunity can be assessed.
" Other writings deserve mention because they contain a particular ap-
proach. Green, Nayyar, and Ruch (1979) offer an integrated system linking
i planning and budgeting. The underlying concepts of this work, contrary
/ to most other approaches, have little to do with general management
_ theory, principles of budgeting, including zero-based budget analysis and
. management by ObjLLll\‘ s, are its cornerstone. While the work sees mission
statements as u;dui -and contaihs many L\amplt.s of budgclar) analysis,
for the m /L part the content is a narrower, “‘business office” approach to

I

" ostrat

’ - ﬁurson and Qualls (1979), like Green, Nayyar, and Ruch, emphasize
financial analysis in their approach to strategy, including formats for
collecting and analy zing financial data. Neither treatment adequately con-
siders the environment and thus is less than “strategic,” and neither builds

. explicitly on the literature of strategic planning, but both have a more

. o strategic oricntation than that of the National Association of College and
Um\usuv Busmu&s Officers (NACUBO) or of Parckh (1975). The 'l latter
approaches are pt.rhaps the icast sensitive 10 the environment.

- . Colhier’s statement (1981) on how strategic planning is ‘\pplu..\blc to
colleges and universities develops five elements from an analysis of the )
many definitions of strategic planning. He suggusls llm( these elements

make up lhc essence of strategic planning: po®

;

)

g

1. Strategic planning is the making ufa set of future-determining de-
cisions for the institution.
2. The total process is composed of bolh the Tormulation and imple-
. mentation of strategy.

3. Strategy dedisions require malc.hmg lhc or ganuauun » particular
characteristics and resources with its proximate environment.

4. Strategic planning requires the institution to create its own futures.
5. The set of decrsions should be synergistic and should increase or-
ganizational fleaibility.

. .

Collier also hotes that awareness of the institution’s culture or saéa
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gives those within an institution a sense of what to do and how to behave, |,
as well as a sense of the unified sét of beliefs that must be appropriately
malchcd as stralc.gu. plans are formulau,d (cl. Clark 1972).

lmplicit Concepts in the Literature of Higher Education

Whild not claiming to be about strategic planning, books by Balderston
(1974), Richman and Farmer (1974), and Jedamus, Peterson, and Associ-
ates (1980) all prgsunl concepts useful to strategic planners and some
spccxﬁclcchmquLsJthlc_Baldcrslon_s_backgruund is economics and man-

agement, his angle of yision is clearly oriented toward the strategic and

quite appropriate to higher education, especially in his illustration of the
importance of constituencies and zones of commitment. Perhaps his use

of the phrasc ‘policy analysis”—because he is discussing “strategic pol-~

icy”—is even more appropriate to higher education.

The 'special importance of Balderston’s and.of Richman and Farmer’s
books is that they provide marly, and still perhaps the best, examples of
strategic policy decisions at identifiable institutions: the merger of the
Case Institute of Technology and Western Reserve Univ ersity (Balderston

1974, p. 115); the closing of the graduate program in Slavic languages and .

literature at Princeton (Balderston 1974, pp. 112-14); the development of
goals of Berea College (Richman and Farmer 1974, pp. 128-35); and the
case of an unnamed university in crisis (Richman and Farmer 1974, pp.
36-71). Both books, further, approach planning und management in terms
of open systems or. contingencies, thus clearly relating their ideas on

.management to environments and internal program assessment. Continual,

if gradual, directional transformations are the central concern of st. ategic
management, and these authors make this point effectively.

The integration of instit{itional research with planning’is the focus of
Jedamus, Peterson, and Associates (1980). The book investigates quite
thoroughly the full range of management activities in clearly stracegic
terms. The first three parts in particular lay out the wnc;plual basis for
integrating strategic and tactical management. part 1 discusses eaploring
the external environment; part 2 links tli institution to the environment,
and part 3 focuses upon internallv onentew planning, identifying and
scparating the Sll"lngIC dgcnsnon from the merely tactical. Too often every
dcuswn is callc.d strategir” because the term sounds important, but even

“important” or “significant’ decisions are not necessarily strategic.

Shirley (l98lb) has developed the bést set of criteria for separating the
strategic fium the merely tactical decision. He suggests that strategic
decisions must (1) be directed toward defining the institution’s relation-
ship with its environment, (2) affect the organization as a whole, (3) be
multifunctional in character, i.c., depend on input from a variety of func-
tional areas, and (4) provide direction for and constraints on all admin-

istrative and operational activities lhluughoul the msmutlon (pp. 10-12).

) The Application of Empirical Rescarch for the Strategic Planner

A study that is particularly useful in understanding the notion o[f market
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poslllon or niche, one of strategic planning’s central dimensions, is that
by Leister (1975). Buirding on marketing studices of human pcrco.puon and
product preferences, he measured the perceived market position; or com-
parative image, held by puanllal students of 12 postsecondary institutions
in the Puget Sound region of Washington. The institugional dimensions
he measured included quality, quantity of offerings, costs, nearness, size,
and safety.

~
- .

Onge the relam-e positions of products in a market are understood, euher
Jf tivabasic strategies underbving the product positioning concept can be
employed. (1) change or reinforce (clarify) a product’s present position in
the perceptual sp ~e or (2) change the dimensions upoi which people
evaluate products .1 the space (e.g., add a new dimension to the space)
(p. 395). ,
The major policy decision for some institutions to cﬁangc from single-
sex 1o coeducation in the 1960s reminds strategists to carefully cohsider

Qihc intended—as well as the unintended—consequences of a major stra-

tegit move. Women'’s colleges that admitted men experienced significant
declines in elements of campus climete in the arcas that marked those
LolngLs as distinctive (sense of commuaity, propriety, and morale), while

“the reciprocal change in male colleges was, almost without exception an
unqualified success. Not only did enrollments increase and colleges’ re-
sources grow, but morale improved and the campus environment became
more friendly and well-mannered.” (Anderson 1978, p. 44).

Scigliano (1981a) tested a model (Kotler 1977) that relates ¢nviron-
mental factors (competition and pupulallon changes) to planning and mar-
keting activities in his study of the &c lationship between du.lmmg and
growing Lollcgus and selected administrative behaviors (capacity to take

. a total systems view, use of quality marketing strategies, among others).

His samplc consisted of 162 community colleges, data were obtained from
admisstons officers. This study illustraies that environmental conditions
can affect administrative behaviors as well as the admnistrative structure
of institutions.

Probably the best example of strategy research, because it blends the
rigot of.quantification with a comples set of field-related variables, is by
Clesveland (1981). She studied the strategic decisions made by ceans, chair-
persons, and faculty in university schools of nursing. Her configuration of
variables included (1) degrees of environmental uncertainty, (2) the cog-
nitise sty les of dedision mahers, and (3) the or ganizational position of the
deciston mahers. She found decision mahers’ preferred styles were related
to,degrees of uncertanty in the decision makers” environments. For ex-
.mﬁplc with gher lesels of uncertainty in the environment, the respon-
dents chose more analytic approaches to the formuiation of strategy With
low levels of uncertainty, they chose integrated approaches to making
strategy. She did not find posttion (level of responsibility) was related to
their choice of strategy. At one point she concluded:
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[T]his study suggests that all members of an orzunization lave strategy-
making potential; it is not position related. In fact, since individuals seem
to approach strategy formulation in different ways, it may be advantageous
to the organization to involve persons with differing preferred cognitive

modes and differing approacyies to strategy making in the strateg: process _ .
: so as to benefit from a synthesis of the varying perspectives. . .. [Aln -
- integrated approach to strategy making may be best umler____yp,mcueunr'

- “Starices; it combines the best of both worlds. Mintzberg (1976) proposes -

s that the truly outstanding strategists are thosewho can couple nonanalytic
: sses(fitinich, judgment, synthesis, and so on) with effective analvtic :

7T Tprocesses (logic, awalysis, articutateness, und soton): — - — -~ oo e o]

) Colleges and universities could particularly utilize the results of this !

study in better unplememwg collegial governance. Since position does not
seem to affect the approach taken to strategy formulation, faculty, de-

- partiient chairpersons, deans, and others hav&. the potential for contrib- . .
uting to the strategy process. In fact, the contributions of their differing
perspectives would probably. enhance the university’s resulting strategies.

In addition, by participating in strategy-making processes, the various
members of the university commumnity should be able to help facilitate
adaptation of the imiversity to changing circumstances and to newly
identified opportunities. This advantage, however, could be realized only .
if the faculty. department chairs, und others were capable of looking be-

N yond the narrow limits of their own disciplines (pp. 162-63).

‘Needed Research .

Little empirical research is avf\ilabl_c now and, considering the difficulty
of studying real behavior in real colleges, little more is expected soon. Yet
the field should not be neglected. Part of the probledh may be the expec-
tation in universities that rescarch must demonstrate quantitative meth-
odological elegance. Good policy research is, however, less rigorous but
richer in its encompassing more qualitative variables. Mintzberg obseryves
that . , .

. management policy is not yet ready for the hypothesis-testbg of de-
ducnvc research,, since hvpothuses are lacking, and it is not the single
relatignships that need to be studied so much asNhe systems of relation-
slnp.s or configurations, antong cluster’s of variables. . . . First, the field
needs theory that is useful, rich, simple to understand, and true to s data
buse, but not theory that is obsessed with rigor. Second, the emphasis
should be on the development of descriptive theory wm the belief that so-
phisticated description in the hands of the practitioner is the best route
to-improved policy-making (1977, pp. 94-95).

Three classes of variables need attention in rescarch on strategy for-
mulation: variables describing env ironmental conditions, variables relat-
ing to the persons making decisions, and variables relating directly to the

colleges and universities as organizations.

\

-3 mSira tegic Planning o

El{lc‘ ( 31 | -

| [Aruiv:provies \ - - :




-3

:\\
. Lo . .

Environmental conditioits provide sources of opportunity and threat

v that the strategist must eviluate. Most concepts of the environment focus

. ondegrees of certainty or uieertainty . Environments—which include eco-
. ~nomic trends, technologies, social values, and political changes—are seen
b as complex and rapidly changing o1 as stable and predi.table Cleveland .

(1981), Mintzberg (]973b), and Steiner and Miner (1977) illusirate ways
. to approach degrees of certainty.
- _ The techniques of environmental scanning need to be tested. Proba- <
bility-diffusion matrices, techniques for force-field analysis, value profil-
g, and multidimensional perceptional mapping are ali techniques
ot requining refinement if strategic planaers are to use them more effectively
(sue Cope 1981a). T T
The strategist as decision maker provides the link between the envi-
ronment and the institution. The individual’s ¢ognitive mode or style of
thiking needs study. Variables include characteristic methods of solving
probleins, lollpruncc for ambiguity, propensity for taking risk, capacity to
think creatively, and intelligence. Clg%ély . :lated to the individual’s cog-
_nitive mode or style is rescarch on group rocesses. :
) Factors relating to the organization that may influence strategic plan-
ning include the position of the individual (trustee, president, dean, chair,
faculty member), which may require different hinds f planning skills or
. « -orientations, and restraints on time and money, which have different in-
fluences on process and may result in quite different strategic decisions
as well. Other variables include (1) power (Miller and Friesen 1978),
(2) institutional propertics, such as size or state of growth (Mintzberg
1973b) or structure (Kast and Rosenzwieg 1974); (3) status fpublic or pii-
vate), (4) location, and (5) key elements of mission.

Integrated, interrelated research on strategic policy will thus look mere
closely at the environment, the structures and characteristics of colleges,
" and the intellectual requirements to think strategically.

If the three critical dimensions are not intertelated in single studies,
sepatate, perhaps single-variable, studies need to address:

® the role of trustees in strategic planning
o the costs and benefits of strategic planning -
e thé information required for strategic analysis
o the content of effective organizational strategices : -
® approaches to organizing the strategic function

. o the impact of changes in the political system on institutional policy .

’
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Techniques of Strategic Planning

Thc techniques essential to strategic planning, decision making, and man-
agement focus on the environment, on the institution, and on the links
. between the two. Table 3 illustrates the framework for this section. Man-
) agement skills and techniques needed for the ¢kternal orientation (the = .
: environment) include the capability to assess and affect the environment, 1
: which requires techniques to scan the environment as well as the mar-
keting capability to affect the environment (the marketplace). Skills that
. focus on the institution (the internal orientation) include a capacity to
- review missions and programs and a knowledge of how individuals and
groups process information to make strategic decisitns. Finally, to inte-
. grate environment and institution, managers must consider what insti- '
o tuticnal elements need development go ensure long-term effectiveness and -
must know how to use comprehensive models 1o formulate strategic plans.

20 Table 3: Manage-rial Skills and Techniques Needed for Strategic *
- Planning

Skills and Kev

Techniques ‘Literature

External Environmental Alm, Buhler-Miko,
i . (Environment) scanning and Smith (1978)
\1 Cope (1978, 1981a)
) Marketing - Kotler (1977, 1979)
’ Keim (1981)
“ Groff (1981¢)

3

' Internal Review of missions C.O.PE.(1973)
(Institution) and programs’ Miller (1979)
' ) Kells (1980)

. Cognitive skills de Bono (1975)
Radford (1980)
\ ‘ Cleveland (1981)
N

¥

Integrationof - Measures of " Cameron (1978,
Environment and effectiveness 1981)
Institution :
Requirements for Alm, Buhler-Miko,
strategic planning and Smith (1978)

Hollowodd (1679)
Cope (1978, 1981b)

o —
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Focus on the Environment

Environmental scanning. Until the mid-1970s nearly all administrative
and organizational theorists foctsed upon analyzing .intérnal variables:
costs per credit hour, salary differentials by ranh, use of facilities, projected
costs, and soon. Morerecently, however, institutional information systems
are attempting to monitor various aspects of their emvironment as the
istitutions recognize that increased rates of change and indeed turbulent
- enmvironments are critical to what happens to those internal variables Just
what dominant variables need to be monitored is still debatable, but it .
1s clear that environmental scanning helps an institution make decisions
about where to position resources so that it can benefit from trends, and,
when used with marketing, have an advantage over the competition.
A commonly used general model for considering an institution’s total
em ironment has four dimensions. cconomic, social, technological, and—
| mereasingly important—political (see Figure 2). Because public policy
tends to change slowly and grows through the accumulation of individual
events, an institution (through the office of institutional research, perhaps)
mught begin monitoring its environment simply by tracking carefully the
new 1deas that appear in the literature of higher education, keeping a
careful record of those that seem to develop a following. For example, the
reports of certain foundations, public statements of elected go.ernment
officials, agency heads, and opinion leaders; budget requests of key leg-
islative committees, des clopments in certain states and countries (Cali-
_ fornia,Florida, Washington, Colorado, Connecticut, and Sweden) that tend
to be harbingers of change; court dedisions, particularly in the Supreme
Court, publications such as the, Chronicle of Higher Education, Business
Tomorrow, The Futunst, Change Magazine, Telescan, and the Londop Times
Higher Education Supplemient, and addresses at national conlerences are
all important sources of mformation «bout future trends An institution
might want 1o categorize 1ts literature reviews as does Educational Ad-
ministration Abstracts: .

Automation, science, technology

Economic development

Government relations

Human resources

International relations

Minorityv-group relations

Population changes

Social-class stiucture and mobility
e Urban and metropolitan aflairs

e Values .°

The types ol mforthation that must be scanned are the results of sub-
stantial forces alfecung the environment. They include.

e the emergmg dominance of clectionic information processing sys-
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® Figure 2: Conceptal Representation of Environmental Cross-Impacts
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tems from video games to comprehensive systems in banks, schools,
hospitals, even grocery store check-qut stands .

® the integration of information sy stdms with production sy stems, dra-
matically changing the technical skills needed in factorics

® the development of the automated office with microfiche, facsimile
transmission, message routing by computer, and so o.., all possibly
furthering the stay-at-home otfice and the portable office

o the further introduction of advanced technologies such as video dises
into education (Jamison and Warren 19£0).

~

Scanning the 360° horizon for these kinds of informatson is likely to reveal
a number of ill-defined “blips.” But systematic monitoring ol each blip
will provide carly warning of possible missiles as well as possiblc oppor-
tunities, social problems requiring action (e.g., disr upuons in family life),
major arcas of community agitation (e.g.. transport), major areas of sci-
entific breakthrough (e.g.. mint-computers), major areas of emerging so-
cial needs (e.g., aids for the elderly), major new opportunities in general
(e.g.. productivity), major areas for spending (e.g.. energy alternatives),
major educational opportunities (e.g., retraining). The point is that stra-
tegic planning requires continuous and comprehensive u.n\uonnnnlal
scanning.

An institution can per form the task itself, or a group of institutions
wan copperate. Probably the best example of cooperative, continuotis nion-
ntoring 1s in the insurance industry. The Institute of Life Inswrance in 1970
established a trend analysis program that monitors publications on the
theory that ideas appear in print well before they start to produce changes
m socicty. Individual insurance companies are assigned different publi-
cations to monitot for evidence of trends. The monitoring companies re-
port regulatly to the Institute, which synthesizes and shares the obseryations

Toapply the coneept to higher education, cooperating insittutions could
mohitor information, with a single institution responsible for summariz-
ing the observations, say. twice a year. A national association ¢quld pro-
vide the same service. The American Association for Higher Education’s
Centerfor Learning and Telecommunications produces the bimonthly 7e-
lescan digest, which tracks developments and monitors the literature in
telecommunications and higher education. That digest is clearly an en-
vironmental scanning service.

The most carefully worked out, s1ill fledgling scheme for assessing
future trends related to higher education has been worked out by the
Resource Centet for Planned Change of the American Assodiation of State
Colleges and Umiversities. A four-sided, cross-impact paradigm not unlike
that m Figure 2 (the same principles apply) integrates national trends,
local tiends, values, and institutional sectors. (Institutional sectors refer
to curricula, faculty, students, public service, and so on.) This is planning
based upon the perspective of the decade ahead, or, as it is called, "plan-
ning from the future for the future” (Alm, Buhler-Miko, and Smith 1978,
Buhler-Miho 1981). While this mformation scheme is useiul for examining
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p bable future trends, the steps to formulate concrete strdtegic responses
within the institution may need furcther testing.

An_institution must work out its own categories for environimental
scanning. For example, a women’s liberal arts, church-related college might
specify ‘the need to examine chany.s occurring in the areas of energy,
social-cultural interaction, gencetic engineering, geopolitics, and demog-
raphy. In wrn, cach area would be related to the specific religious com-
munity and to the specific church as well as to the usual concerus of any
liberal arts college.

Knowing the difficultics inherent in forecasting population, one can
guess that forecasting changes in sociocconomic, political, technological,
or any other environment (no matter how well defined) can hardly be
called an exact science. The information, once gathered, can be displayed
in several forms to make it more useful, however. Two of the most useful
techniques for higher education are probability-diffusion matrices and
value profiles.

The probability-diffusion matrix. To predict developments over decades,”
it is useful to think of degrees of relative probability rather than of cer-
tainty or inevitability, for in the final analysis the assignment of a prob-

ability toa trend or future pattern of related events is a matter of judgment,

albeit one based on weighing known data and cross-checking with expert
opinion. Part, if not all, expert opinion can be supplied by the faculty on
most campuses, as they are experts in their chosen fields.

Cross checking can be made more exacting by develuping a plob.\bl'll\ -
diffusion matrix (see Figure 3), in which pn.du.uons are stated along a
probability axis so that their relative positions can be made apparent.
Each prediction, once plotted, serves as the basis for asking “What if?”
thus preparing the institution to think about contingencies.

It is also useful to assess the probable diffusion of a trend or pauun
of events as it affects different populations the college serves. The same
trends may have different impacts or no impact on different programs o
different segments of the population the college serves. For example, a
state fiscal crisis may wipe out an evening program with hittle effect on
the day program. By plotting predictions alorg a diffusion axis, one makes
explicii in more coordinated fashion the probability of particulm events.
The college can then choose to plan for some events (30-hour weehs) and
not others (volcano eruptions).

When these two axes are combined, as shown in Figure 3, the user
should gain a greater appreciation for interactive effects and internal
consistency. For example, one college might see ways to capitalize on the
rLIauchy high probability of fresh-water crises, regional conflicts, and
more government-business partnerships, while another capitalizes upon
ways to link cnergy shortfalls and less traditional education. Each insti-
tution determines what is right in its given circumstances.

A variation of the cross-impact matrix that allows links directly to an
institution’s strategic emphasis is force-field analysis (see Figure 4), in
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Figurg 3: Probability/Biffusion Matrix for Events and Trends Occurring in the United States and World by 1990
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Figure 4: Force-Field Analysis
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~which the institution identifies pressures iforces) and links them 1o its
planned responses. For example, a community college’s planning team
recommends four strategic emphases. (1) develop satellite centers, (2) change
student recruiting to emphasize a more heterogencous mix, (3) start an
in-house faculty redevelopment program, and (4) c\&pand lhcllf:.lunz, learning
programs. These emphases responded to certain “forces,” as illustrated
in the left margin of Figure 4. For example, the growing percentage of
tenured faculty suggests the importance of a faculty development pro-
gram, which in turn responds to projections of declining state revenues
and pn.ssuus for even greater accountability.

Loe .

Value profiles. A second device for displaying anticipated changes is the
value profile (see Figure 3), which seeks to illustrate changes in sociopol-
itical value systems. Like the other approaches, this device should be
viewed not as a precise measurement but merely as one more way to
constder changes in the environment. The contrasting value dimensions
on oppusite ends of the chart (cnhancuncnl of one value suggests dimi-
nution of .the other) tend to _shift as cach new generation responds to
hanging Londitions with shifting attitudes, The changes should illustrate
the value changes most likely to occur among the segments of the popu-
lation cach college serves or might serve,

This chart emphasizes value changes likely to occur in the segment of
the population higher education had lladluonall\ seryed—younger men
and women coming from homes where there has been a tradition of higher
education, of moderate affluence, and of commitment to new directions
These men and women might be considered the trend setters, the haibin-
gers of change among other segments of the population.

The chart shows two value profiles—present and near future. The pres-

. ent lINE represents the approximate balance struck by these trend setters
n 1980, the future Ime represents the approximate balance expected in
1990. The approximate location of these balance points can be determined
through a combination of surv ey research (using, for example, Likert Scale )
and the Delphi Technique (using a panel of experts).

While environmental scans help institutions decide where to position
respurces—and are related to markumg,—a more specific maiketing tech-
nique 1s necessary for fully appreciating the envirunment. As the 1esolIrees
are placed mn a competitne marhetplace, the place of competing institu-
tions must be assessed as well.

Marketing. Unfortunately, many in academe confuse the terms sales pro-
motion, public relations, and market ting. Though related they are not the
same. Marketing cannot attract students for long to offerings of puor qual-
1y. Marheting can, however, help to identify appropriate clientele, pro-
mote programs to that chientele, determme how to deliver plug,rams and
evaluate the cffectiveness of program offerings.

Marketing, as part of strategic planming, is intended to assist institu-
tons m choosing the best match between what they can offer and the
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Figure §: Estimating Value-S¥stem Changes, 1980-1990
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needs of their constituents. Discussions of a marketing approach to prod-
uct design and offering are available in numerous writings (Graff 1981b;
Ireland et al. 1979-81; Kotler 1977; Keim 1981). This discussion focuses
on four examples of marhketing’s influence on an institution’s strategic
pusition.

‘ rhe Pacific Northwest. A study of 12 public and private colleges and uni-
_versities in the Pacific Northwest demonstrates the concept of multidi-
. mensional scaling rather well (Leister 1975). The institutions included
- thrree public four-y ear schools, three community colleges, four private four-
year sthools,one hlg,h school withanactivevocational- iechnical program, -
and one urban private secrctarial-bookkeeping school. They are significant t
competitors, providing the range of educational offerings to potential stu-
; : dents in the Puget Sound region.
The marketplace of cach institution was l'uund by asking samples of
people to tell their perception of cach institution for six dimensions- cost,
nearness, size, safety, quality, and offerings. Through the statistical tech-
mque of muludimensional scaling, it is possible to construct aggregate
multidimensional parceptual maps, a form of which is shuwn in Figure
6. Leister interpreted the figure as follows:

The Universuty of Washington 13 viewed (li.sln’lcl[_\' from the other insti-
tuttons, buts closest to the other four-year state colleges. The four private,
four-vear schoels are perceived 1o be in close preximity of one anotiter,
- as are the three comnunnty. colleges A: e for left of the figure are found
the vocatonal-techiical school and the secretarial-bookkeeping school. .
[T)he figure demonstrotes the s de perceptual differences that exist amcng
mstututions and types (publiciprivate acadence level) of instingtions in
competition with each other for the educational dollar in Western Wash-
. mgton. For example, psyehologreal distance is greatest between the Uni-
versity of Washington (the largest single-campus university on the West
Cuast, with some 35,000 students) and the vocanional-technical school.
Mam sigmfrcant pereeptual discrmmanons appear to exist benveen and
among the pyelve mstitunions. The careful observer will note even signif-
i teant distine tions berween institutions in the same general class, for ex-
ample, among four-sear publie schools and among four-year private schools
For example, the educaional nmovativeness of Evergreen State College
(an upen-concept school where students “contract” wath facalty members
for mdnvrdualized cotrses of mstruction) appears 1o have been recogmzed
by the distmenve pos«tion 1t holds 1 the pereeptual space (p. 351).

;
— Muludimensional scalings with jornt-space maps summarize a great
deat Uhu[wllmn that can be used in formulating strategy . clients’ con-
cet s are rdentified, the market posttion of competing institutions can be
catimated, the important factorsn determining position on the map are
bruught out, and the selection of a new pusmun !L’ldLl\L‘ to the competition
can be visualized. These vector maps “can be used as Spr ringboards for
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L Figure 6: Joint-Space Map of Institutional Market
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Reprinted by permission from Douglas V. Leister., “Identifying Insttutonai Ch-
enteler Applied Metamarketing i Higher Education Admmnistation. " Jotnal ol
Higher Education 46 (Julv/August 1975). 331-98, Figure 2.6, Copyvnight « 1975 by
the Ohio State University Press. All rights reserved

imagination regarding possil.)lc strategy alternatives ... (Leister 1973, p.
397).

. Boston University. Boston University undoubtedly has one of the most
difficult strategic positions in the country. It demonstrates what at least
private college presidents know all too well. Institutions must compete
successfully to live. |

Concentrated in‘the Boston metropolitan area are nearly 60 colleges
and universitics, nearly 50 of which are private. About 80 percent of the
college attendance in the area is in the private sector. Boston University,
a major private institution (in terms of both overall size and the sizes of
constituent colleges), lies in the middle of America’s most college-intensive
urban environment. North, across the Charles River, are the spires of
Harvardand MIT, to the south is a five-square-mile plot virtually carpeted
with.community colleges, a state college, several private liberal arts col-
r ) leges, business schools, and technical institutes.
|
|
|
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Boston College is the quality institution for Boston’s large Irish and
Catholic populations. Brandvis is the impressive, richly intellectual, Jew-
ish-sponsored liberal arts university. Northeastern University, the largest
private institution in the countis? spraw ling and scattered over the Back
Bay, dominates higher education’s vocational-technical offerings, Tufts
University is asmaller version of Boston Univer sity with an image of better
qualll) ha\lnt, its own coordinate college for women. And finally, there
is a public newcomer, the University of Massaghusz:tts at Boston, with a
tuition level about one-fourth.that of Bouston University.

Boston University operates one of three independent del('d| schools
in greater Boston, and the University of Massachusetts has started a fourth
medical school in Worcester—a reminder that not only do institutions
compete but their constituent units must compete as well for students
and funds.

With all this competition, it scems that Boston University's slmu.g
must be to continue to attract a growing proportion of its regular day
students from out of state, already it targets many of its summer offerings
to attract adults from other castern and midwestern urban settings. This
approach 1llustrates the positioning of resources to acquire resources.

Rensselacr Polytechmic Institute. Two parts of Rensselaer Polytechnic In-
stitute’s (RPI) current strategy illustrate positioning in two environ-
ments—geographical and technical—to expand its marketing flexibility.
RPI has chosen three specific urban locations not in the northeast: for
intensive recruitment of students. These locations have significant num-
bers of alumni and major industries that use technologies taught at RPL
In addition, recognizing that the computer will be the basic tool of both
rescarcher and engineer, RPI has greatly enhanced its computer capavity
in all arcas to aid in research and as a service to local industry. These
strategic decisions place RPI in more direct competition with rescarch-
oriented graduate schools of engineering.

A College of Education. 1t is not necessary to think of other colleges and
universitics as the only competitors. An example of strategic thinking
about a school of education’s place in a large university illustrates how a
shifting sense of purpose changes the emphasis given to intrainstitutional
relationships. James Doi, dean of education at the University of Wash
mgton, presented a perspective of education that includes three stages o1
oricntation: first as a profession, training the teacher; then as a social
science, drawing more on traditional coneepts of the, various sodial sci-
ences; and third as human development, serving lifelong processes and
drawing on the biolugical as well as the social sciences. Figure 7 shows
how a school of education’s.changing intra- and interorganizational re-
lationships might mitially be shaped by 1deas in cach of these three stages
of development.

M

Environmental scaaning, including an assessment of competing insti-
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Figure-7: Developing Orientations of a College of Education
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tutions, when employed as part of a planning process, offers interrelated
benefits. help in 1dentifying crucial issues, aid in formulating goals, an
increased appreciation among operating units for how otherunits interact
with each other and with then shared envivonment, and anenhanced style
of thimhing that becomes more open to opportunitivs. Some obvious im-
pacts—as ithportant as they are casily overlooked—include better com-
munication and greater focus.on direction. .

Eventual success in planning strategically will depend flrsl onan in-
stitution’s capability to assess the social, the economic, the technological,
and the political landscapes. And it will depend upon a capacity to deal
with constituencies and officials outside the mslllullun For public insti-
tutions in particular, it will depend upon hlghu education's ability to
obtain helpful legislation and to generate positive public opinion. Eventual
success or failure now dépends on a greater capacity to understand and
manage the anuunmunl As Edna St. Vincent Millay said, "There are no
islands any more.’

Focus on the Institution -
Review of missions and programs. Mission is a primary institutional driv-
ing foree and the element reviewed first in nearly every process of strategic
planning.* The sense of the institution’s mission serves to state what the
mstitution beheves in, what its major guidelines are. and in what direction
it is raoving. A statement of mussion should report what the institution
has been (its heritage), what it shall become (its destiny ), and what 1t doues
not believe itself to be. Too often mission statements are too general,
intended to be inspirational, set a “tone,” or, usually by a department,
seek tocarn a position as “oneof thic ten most respected . .. None provides
any specific guides for action by staff members,

An ctfective mission statement should mclude the following nme ele-
ments: -

® a sense of heritage

® a statement of fundamental purpose

® a declaration of emphasis on. teaching or rescarch or service, grad-
uatg or undergraduate programs, liberal arts o1 vocational programs,
traditional or nontraditional programs -

® a statement of educational philosophy

® a statement of the vanse of disciplinary offerings

® & position to serve certain constituencics

® & position on community service obligations

® asstatement on management and governance

e an observation on the geographie zones of commitment

“This section onaeviow of mussions and programs benefits greathy from diade doc
uments and discussisns at the Natuonal Center for Higher Education, Management
Syvstems. Robent Barah, Kent Caruthers, Douglas Collier, and Robert Shirles ofl
contributed 1o this section

¢

Strategie Plemnig ® 41

40




Probably most important, the mission statement should also say what is
and what is to be included in five arcas: basic philosophy and values,
goals and dbjectives, clientele, program mix, and geographic service area.

. Perhaps the most pointed question that should be_asked is, For whom
does the college or department exist? To whom, besides the. faculty and
staff, would it make a difference if the college or department ceased to
exist? These pointed quéstions are also linked to, program review.

It is sumewhat difficult to define “program.” Often a program is simpiy
an academic department, but it could also be part of a department or
could cut across organizational lines. Several criteria will help decide
Nhlch units constitute-a program; - . -

I. The program must have its own mission, largely distinctive, quite
independent of the missions of other prograihs.
2 The program must be able to compete il;‘ the external envnonment
for students, faculty, and Tunds.
3 The program must have a large measure of operational indepen-
dence and therefore be able 1o make discretionary purchases, schedule
the work of the program (classes, teaching, leaves), and be able to
create, within appropriate guidelines, new “products,” i.c., new cur-
ricular offerings, new research programs, new forms of public servicer— - - —
Other considerations include the necessity tobe self-sustaining (therefore
size is important), to have separable costs and revenues, to be able to
accomplish its own integrated planning in relation to its constituencies, .
markets, facilities, stalf deployment, and organizational arrangements,
relatively independently of other progiams. .
CoIILg,L.s and universities have reviewed programs to ensare nunmuon
standatds of quality These reviews are typically carried out regularly.
every fiveor ten years, and customarily are conducted by a team of faculty
from othar departments with a vistting team ot .Lsputu.l faculty evalu-
i ators in the same ficld. They are essentially sclf-assessments of compe-
' tency. had

The focus of strategic plannmsg ashs some of the same questions ai)oul
competency yet goes farther to ack whether tne prograto has any distine-
tive competencies that can be but upon. the strategic focus also places
more weight on the fit of the program with other programs that are in
keeping with the mission. Question about distinctive cortp. « ueies foree
an examination of programs outside the institution (the competit.om), and
questionsabout fitiequite views across the mmpus(possnblc collaborative
arrangements), thus program review as part of stiategic planni,, sechs

- anintegrated inside/outside look at strengths and weaknesses.

Strategic planning requires that only four varables be examined when
program teviews aie linked to budgets. quality, centrality, comparatine
advantage, and demand (Cope 1981b). The four variables arv based di-
rectly upon the requirements for program review of the Committee on
Prograni Evaluation of the University of Illinois (C.O.P.E. 1973) and ac-
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commodate the guidelines lor program review of Kells (1980), Melchiori

(1981), and Miller (1979).

Quality consists of the psual evaluations of performance in teaching,
research, and service, as well as an assessment of che quality of students,
measured both upon entry and by their performance after completion of
a program of study: A

Centralaty is perhaps the most important variable, because it ncasures
the extent to which the program is central to the objectives and role of
the institution. For example, the liberal arts are central because of their
supportive relationship to other programs even in an otherwise rescarch-
ortented universify. Similazly, accounting is central to a business school.
and curriculum studies are central in a school of education. The services
provided by any program are another measure of its centrality. Service
may consist of assistance to other academic units on campus, to admin-
istrative uaits, and to public ugcnci‘cs. (The appendix contains a test for
centrality?) i :

Comparative advantage is an assessment of the location, size, and num-

‘ber of such programs in a metropolitan district, state, region, or nation
It 15 also based upon a distinctive approach or upon a unique demographit,

industrial, geographic, or culwral attribute of the area served.

Demand 1s an assessment of the number of students applying for ad-
mission as well as an assessment of the credit geneated elsewhere from
the program’s own students. This variable recognizes wheth 1 short-term
or long-term demands are growing, stable, or decreasing. C .

An examnation of these fowr variables should lead to two largelv sep-
arate decistons (see Table 4). The first involves the contiuation ol the
program, cither as is or in a modificd forny; the second involves future
fundimg. The pumary consideration in the decision to continue a program
15 1ts centrality, refernng to the range of activities that must be represented
in some degree at the institution. Program A, for example, represents the
best of all possible worlds. high quality, high centrality. a clear compar-
ative advantage, and high demand. This program should not only continue
but should also recene greater-than-average budget alloiments The anal-
sts of hypothetical Program Hsuggests the importance of centrality Even
with low quality, because of the program’s higlj centrality it must have
unestments for umprovements regardless of comparative advantage or
demand. Centrality 1s the dominant variablé, because 1t relates to the
essence of the mstitution’s purpose. Program [ illustzates a high quality
program with high demand but of marginal importance tothe institution’s
misston. The program might be reorganized to increase its centrality and
mamtatmed at an average level of budget allocations because competing
programs are certain to develop.

The hard deasion in program review is determining what programs
should be chimimated, a question that looms larger in the 1980s, When the
focus 15 on stiategic planning, however, the decision becomes somewhat
caster. The impestant questions are less about satisfactory progiam per-
formance and more about future fit. The key questions become, How im-
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£ Table-4: A Decision Table for Reviewing Programs .
- .
e ‘ Institutional View Strategic View
- ) Decision on Comparative Decision on
- Program Quality Centrality Continuation Advantage Demand Budget +
°§_' A High High Yes - . Clear High Invest more
B l Hi th High Yes Clear © Moderate © Maintain
C { High High Yes Clear Low Maintain
I
D High High - Yes Some High Invest more
‘E High High Yes Little High ' Maintain
F High \ High Yes Little Moderate Maintain
G High High Yes Little Low - Reduge 1
. H Low High Yes None Low Invest to
I High Low Reorganize Little ~ High i"‘!’"""c
- § A corganise ¢ & Maintain
. X Moderate Moderate  Discontinue .
: regardless of
yA Low Low comparative
advantage or
demand )
Adapted from Robert Cope, A Shared Management Model for Program Esalietion Lawng e Strategre Planmng Concept (Seattle. University
: : of Washington, February 1981).
=
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portant is this program to the mission of the institution? and How important
is it to your progiom? ;
Perhaps the most comprehensive and useful set of eriteria already
widely used in program review came out of the experience of the State
University of New Yorhk at Buffalo, during the mid-1970s, when the campus
had 1o drop programs after a series of severe budget cuts. The Academic
Plannmng Comrnittee, guided by statements of mission, established quality,
need, and promise as three criteria for determining prioritics. These three
criteria were supported by seven other, more detailed eriteria:

1. need for the program. student demand (taking into ageount pro-
grams in which certain courses me required and programs in which
this 15 not the case), graduate employability, importance for this cam-
pus’s profile, importance for SUNY's profile, the support it provides
to other programs

2. type of chentele served: minorities and women (especially at the

graduate level), preprofessional, professional, general education, con-

tinuing education

3. quahty of program. external evaluations (including accreditation

atings). student quality (particularly at the gr ate-professional level),

faculty quality (ncluding individual and(;y rall productivity, creativ-

ity, or innovation) .

4. p tbhie service activities related to program mission: professional

assouiation activities of major visibility, consultation with public and

business firms, public lecturing, and so on e

5. participation in multidisciplinar progranis: unit participation in

or affihation with colleges, centers, and institutes on this or other

campuses

6. program elliciency. program profile data. as described, unne essary

course utlerings, abihity of program to monitor and evaluate its own

activities

7. resource needs. requirements to maintan or bring the program

more in line with priorities given toat (Miller 1979).

- ~

Other major elforts to review academic programs are at the University
of 1llmors (C.O.P.E. 1973 and contmting reports) and at Ohio State Uni-
versity (Arns and Poland 1980).

A plan emerging from suchereviews, 1o be “strategic,” must identify
collaborators withm the campus and describe the nature of the collabo-
ration (ssnergy ). it must dearly define the position of competing programs
toutside the mstitution and sometimes within) and indicate how that com-
petition shall take place. It must ask, What clients will fund rescarch?
What relationship will exist between instruction and public sers ice? What
long-term 1ssues ol public interest will be influenced? What special cftorts
to attract appropriate students wil be undertaken? Questions such as
these shift the focus of progiam review from simply an assessment of
academic quahits to an overall evaluazion more consistent with giving the
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. prograr a recognized place in its two environments—inside and outside

the institution. This process is strategic ehaluation.
- S

Cognitive and group skiils. Mal:'ing slruu’:gic decisions calls upon partic-

.- . j Lo E
ular mental and group process skills. The,approaches to strategic thinking

range along a continuum from forma! and quite analytical to nonanal-
ytical, from very analytic 1o intuitive (Cleveland'1981). They complement
cach other:

In a fundamenal sense, formal planning is an effort 1o replicate inntive
planning. But formal planning cannor be really effective unless managers
at all levels inject their judgments and intition into the planning process
(Steiner and Miner 1977, p. 150). ’

. The conceptual ability stressed in strategic planning—espevially for
institutions with multiple goals and many constituencies using unclear
technologies, often in highly complex, polivicized environments—must be,
1o a considerable extent, holistic, intuitive, and gestalt, because the mind
must sort and weigh so muny broad, intertwined variables simultancously.
The neeld for fresh insights demands that mental processes be creative. It
i ibJd to structure group processes to enhance creativity and to in-
> the probability of the broadest conceptual thinking, freecing the
mind from habitual slutions (Prince 1972; de Bono 1975; Ackoff 1978;
Cope 1978, 1980;'Buhler-Miko 1981). .
Stra.gic planning, then, integrates not only an institution and its
external environment but also analy tic with intuitive mental processes. In
keeping with an idzalized learning community, it should also provide for
participative group processes that contribute to the quality of an nsti-
tution’s internal environment. )

By participating in the planning process, faculty and adnmustranve wams

gain @ much clearer understanding of their institution. They hiiow a great

deal more about the present as well as the future status of the plan, the
hiddern values and purposes of cach sector of the mstndtion, the kinds of
students they have, and the forces ar work for and agamnst the college

(Bulller-Miko 1981, p. 38).

Participation and freer thinking are enhanced by introducing "impos.
sible” ideas into problem solving and planning. For example, it the matter .
is about how community education courses can be made more efficient,
a planner might suggest the "impossible”: All.services must be offered by
an agency other than the college. Fresh ideas are stimulated, The idea 1s
to introduge outrageous possibilities 1o stimulate productive, innovative
possibilities. Anything is a possible stimulant. Keep she usthinkable re-
lated to planning in the institution’s environment. Sell half the acodemic
programs to the locale’s largest employer; open seven new campuses next
year; take over a small college three states away; and so on.

<\
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Another way to enhance creative problem solving is to use a random
concept to spark new associations. Asking, How can community education
services be offered more efficiently?, a group might open a thesaurus at
random and find, say, the word “cow age.” They would find such sy nuu_\;fns
as bravery, valor, intrepidity, dash, self-reliance, spunk, and bold stroke,
aud such adjectives as heart-of-vak, intrepid, plucky, audacious, and spir-
ited. Dash? Could advertising be changed to have more dash and thus
attract more attention? Spirited? Could an effoit be made to offer more
spirited instruction to adults who have worked 21l day? Self-reliance?
Could commuantey éducation emphasize courses on selb-reliance?

The strawegie planning team will need all the writing space that can
Le provided—pads, chalkboards, flip charts, butcher paper. This also sug-
gests the tmportance of the meeting place. The room itself should be in a
neutral setting, away from the trappings of central administration, faculty,
ot student hife. The participants should sit at a round, rather than a square
ot rectangular, table. Everything possible should be done to createan
atmosphert free of pressures leading to conformity Individuals should be
free to experiment. to build on cach others’ ideas, and to be wrong.

The aew 1deas need to be examined further (Moore 1973). At several
colleges, new tdeas generated by group processes are cffectively carred
toward 1mplemesntation by advocacy task teams appointed by campus
presidents. A boitom-up process must have a method of implementation
at the top, where the president plays a key role. “The president is the

and may be considered the ultimate “architect of strategy ™ (Cope 1978,
p. 6). .

Integration of Environment and Institution

Measures of effectiveness. Drucke: (1974) urged attention to organiza-
tional effeetiveness rather than to efficjency . Domg the right thing is more
important than domng things right. The question for colleges and univer-
stties 1s, What right things shall the strategic etorts emphasize? Those in
highar cducation have attempted to answet this question primarily through
program review. Program review asks, What is done well?, but it focuses
almost exclusively on the mternal. The emphasis is on the quality of degree
progtams determined by assessimg how goud the teaching is, how much
evidence there is of scholarly productivity, nd how much service is pro-
vided. Effectiveness in higher education, in keeping with stiategre plan-
ning, requiiey more balance—balance between external evidence of
elfectiveness and internad evidence of performance.

Cameron (1978, 1981) has most systematically reviewed measuies of
effectineness and has twice tested ame dimensious for construct validity -
student educational satisfaction, student academic development, student
career development, student personal development, faculty and admin-
istrator employ ment satisfaction, professivnal development and qualit;
of the faculty, svstem ovpenness and community interaction, ability o
acqune resources, and organizational health Some of these dimensions
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are more clearly internal—thus less strategic, others are clearly external—
thus ~trategic Eventually his rescarch should help institutions identify
the major variables ensuring cffectiveness, in the sense of their capacity
to ensure the fullfillment of mission. Some of thuse major dimensions may
be internal, others external, sume a combination.

The carlier effort of the Educational Testing Service to determine what
accounts for institutional vitality, resulting in the development of the
Institutional Functioning Inventory (IFI), also provides guidelines for de-
termining cffectiveness (Peterson et al. 1970). The 11 IFI dimensions are.

1 itellectual-aesth. dc extracurricudar: the extent to which activities
and opportunities for intellectual and aesthetic stimulation are asvail-
able outside the classroom ‘

2. freedom: the extent of academic freedom for faculty and students
as well as freedom in their personal lives for all individuals in the
campus community -

3. Juuman diversity: the degree to which the faculty and student body
are heterogenceous in their backgrounds and present attitudes

4. congern for improvenment of societv: the desire among people at the
institugion to apply their knowledge and skills in solving social prob-
lems and prompting social change in America
“STeoncen for undergraduate learning. the degree to which the college—
in its slruclul'ETWmliOIIJM professional commitment of faculty—
emphasizes undergraduate teachingand learning

6. democralic governance. the extent to wh Kh\lmﬁndlldlb\lﬂ the cam-
pus community who are direethv-affected by a decision have the op-
portunity to participate in making the déeision

7. meeting local needs: the extent to which the institution emphasizes

providing cducational and cultural opportunities for all adults m the

surrounding communities |

8. self-study and planning. the importance college leaders attach to
continuous long-range planning for the total institution and to mstr-
tutional rescarch needed in formulating ara revising plans

9 concern for advancmg knowledge: the degiee to which the instiu-
1on -in its structure, function, and professional commitment of fac-
ulty—emphasizes rescarch and scholarship aimed at extending the
scope of human knowledge ,

10 concern for mnovation. the strepgth of mstitutional commitment.
to cxperimentation with new ideas for educational practice

L instimonal esprat. the level of morale and sense of shared purposes
among faculty and administrators.

Comparing Camcton’s and Peterson’s dimenstens shows hittle obyious
relationship, illustiating at least the lack of coneeptiual cartty among
measures of institutional effectiveness or vitality, more importantly, how -
ever, it reveals that the underlying assumptions might be quite different.
Cameron starts with coneepts of the functioning organtzation, while
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Peterson starts with ideas about what colleges should be. Peterson’s in-
ventory 1s not so much of functions or even characteristics that provide
for effectiveness m acquiring resoutces (the ultimate test of survival) but
ts tather a list of expressions of time-honored values. freedom, human
diversity, democratie governance, and so on.

A third effort 1s attempting to link significant organizational, geopo-
hitieal, and marketing elements to 2 Darwinistic conceptualization (Cope
1981¢). Sia clements are proposed. Three provide competitive advantage,
three adaptability. To provide competitive advantage, cffective institu-
tions must have productive centers of distinctive strength withinternal
and eaternal hinks, pivotal locations (geographic, technological, and value
ortented), and quality programs. To provide adaptive capacity, cffective
institutions must have permeable buundaries related to segmented mar-
hets, a prepunderance of stall employed in adaptive substructures, and
executive-level encouragement to develop new programs.

As Table 5 illustrates, comparison of these six clements with elements
tn several other studies of effe tiveness strongly suggests three elements
that arc needed for an effective institution. quality programs, executive
encouragement, and centers with links. The veader is cautioned, however,
that “"the analysis 1s tentatinve and speculative, intended more to stimulate
the imagination than to prove anything” (Cope 1981¢, p. ). This is an
attempt, however, to find fundamental and simplified objectives for the
formulation of strategy.

A fourth project measuring effectiveness is underway under the direc-
tion of the American Counul vn Education’s Higher Education Manage-
ment Institute (ACE HEMI). Its long-term program of research on managerial
func ttoning and effectiveness in higher education has so far resulted in a
review of the hiterature (HEMI 1981). Subsequent rescarch is expected to
vield a model for measuring effectivencess.

While the earsting hterature on effectiveness of institutions is still for-

—~—___Matnng, 1t nevertheless 1s important because 1t provides both divection
and measurement diection tosward what strategic management should
cmphasi/.?ziﬁdnm;ggrcrncnl of outcomes,

—

The requirements for strategic planning. To actually plan stiategically,
the stitution must have a system, o planor planning. Advocates of
stiategie planning atrange the steps i the process different]y. but the
bastc elements remain the same: o

1 Review the mssion, tole, and scope of the institution, college, de-
pattment.

2. Gather data on the mternal vperations, espectally then stiengths
and weaknesses

3.-Gather data on the exteinal envionment, espeaially threats and
opportunttics

4, Match the mission with the stiengihs m wavs that capitalize on the
oppor tanities to davelop alternatve formulations of strategie poliey

o Svategre Planntng w49
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Table 5: Agreement of Dimensions across Studies of Effectiveness
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5. Chouse from among the alternatives those strategies that are con-
sistent with the mstitution’s values, econumicalls justifiable. politi-
cally attamable, and consistent with serving important sucial needs.

It must be observed-that stiategic planning dues not require much, if
any, significant change in what colleges and unn ersities do already . Most
techmques arealready i use at mostinstitutions. Environments are scanned.
programs are reviewed, budgets are linhed to future intentions, group
come together to make deasions, cffectiveness is sought along with the
cfficient use of resvurces, marhets are studied, and so on. With strategic
planning, the use of techmiques, the terms applied, and the data sought
might be somewhat difierent, but they are essentially the same as in
current practice. >

What is different then? Consolidation of programs is more important.
Cleathy wdentfving the links among programs is more important. Newen
directions are given greater attention. Identifving competing institutions
and figuring out how to allow cach an appropriate niche is part of the
analysis. One major difference is that the shills and techniques discussed
i thrs section  environmental scanning, marheting, review of missions
and programs, cognitive shills, measuwies of cffectiveness, and require-
ments for strategie planning - are emphasized in the process. And those
emphases shift, as dlustrated 1 Table 1. Mot attention s gnen to the
environment and to what Marchese calls th» “direction of travel™

The relevaont disapline 1s Instory. You ash, what were we like five vears

ago, and what are we hke today 2 If that directton of travel were mantamed,

wihtat would we look like five vears from pow? Do we want to look ltke
that? If not, what nierventions can we mstitute now su that frive years
lienee we'll look ke w hat we chwose to look lthe? Along the way, one nught
look anew gt the mass of data accumidated on institutional shelves, data
about fimance, stident draractenstics, curncalar choiee, facalty com-

pusition, energs colstnplion, financial ad, or whatever, The idea s 1o

take what vou have and think imagimatively about 11 (1981, p. ).

Determinmg direction(s) of ttavel, then, results from a process not
unlike present plannmmg. Given the fimancial dimate that s likels to be
present for the temamder of the century, however, a process of muddling
through (Lindblom 1959) no longet seems warranted.

Wihile colleges and unnversities will plan m different wass, certain,
clements in the process are essenual. that the application be multilevel,

that actual deaision making be a brict process, that stiaiegic plans be
diffcientiated according to function. Tirst, the process must be apphied on
atleast threclevels (1) the mstitutional level, where the primaiy emphasis
15 oir how tuaelate total mstitutional resources 1 the needs of society.
(2) the coordmating level (a college or a department, for example), whee
the prmary emphasis 1s on the covtdination among departinents (o1 col-
leges), and (3) the program level, where the delivery of msiruction, re-

I ,} Strategic Plamng 8 51

W




O

ERIC

Aruitoxt provided by Eic:

search, and service takes place and where the primary emphasis is upon
creating and delivering quality “products” (Cope 1981b, Millett 1978).

A fourth level of strategy is also possible. the level of implementation.
What strategy will attract a target clicntele? What changes i curriculum
arenecessary ? What sedistribution of funds 1s appropriate? (Shirley 1981a)
. “Bottoms up” planning involves the staff as “directions of travel” are
evaluated (Marchese 19815 Cope 1980). )
Instead of a “top down’ one nught consider a “bottom up” approach:
that is, evolving mission goals statements from a careful reading of what
people and organizanonal unmits believe and do. ETS's Lnstimtional Goals
Inventory helps with such an approach. Another approach, nore apt for
the large universuy, entatls having each organmzational wat (the School
of Public Health, the College of Education, etc.) develop a mssion state-
ment, ranonalizing them, then usmg these as data for a composite state-
ment for the msmiution as a whole. A variant on this approach would
ertad startmg not with extsting orgamzattonal wuts but wult orgamizu-
tnonal fumnum finstruc tion, research, publy. serviee, acadentie support,
student services, and wstitunon support are the sty “functions,” for cy-
ample, in the NCHEMS progrant classification structure). The basic 1dea
m each of these “bottonm up” upprouches 1s that mussion emerges from a
formal, coordmnated attermpt o understund and artie ulute the oparanonal
nate of the vstitutton . [duas] one seeks 1o get bevond aspuations (o
the reality of institntional life (Marchese 1981, p. 4).

A sceond suggestion s to heep the deaision-making process briel. All
of the planning literature assumes that a substantial amount of sescarch
(gathering data) s required before™strategie deasions are made —other -
wise, the process is onc of muddling through. A long pr@uess 1s unnceessany
because faculty and adninistiators, who have a great deal of knowledge
abuout the mstitution and w hat 1s happening m its envnoment, can mahe
sound and imagimative, vet tentanive, judgments about appropriate diee-
tiuns in a matter of hours.

“Tentative™ 1s stressed because any process should present oppurtun
ities for sharing ideas at the mstitutiona!, covrdinating, and program
levels. These tentative ideas need to be shared widely, honzontally and
vertically, for review and comment. The busimess college ot department
needs to share ideas with, sav, the education department. just as the
phisics and chemistry departments need to oritique cach other Several
phases ol review and comment are neeessary {fur adequate communication,
collaboration, negotiation, and influence.

The simplest process would have department faculty or the stalf of a
suppor tunit meet in the morning 1o explore suggestions about ywhat would
mahe a great department. In the aftesnoon, the group would explore 1deas
about huw to make’ it great. Advocates of patticular pusitions would then
be urgamized o task groups to work out the details, always sharing
developing ideas with other segments of the institution.
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Figure 8: The Fritz Model

Strategic:
Business
Fashion
Travel )
Nursing
Etc.

.STRATEGIC

Integral:
Mathematics
History
English

Etc.

Core:
Librarv
Mailroom
Etc.

A slightly more detailed process, but sull manageable inone da;, would
have groups systematically scan the environment, using maps and ceo-
numic and demographic data to spul opportunttics. Institutionaf strengths
are assessed separately. The strengths are then linked to the opportunitics
to determine the directions that appear most viaole (Cope 1980).

The final requuirement for an initial analysis of strategy is differentia-
tion according to the nature of the function or program. A major corpu-
tatton, fur example, maintians two- 10 three-vear strategic plans for its
toy division, two-ycat (maximum) directional plans for 1ts fashion division,
and five- to six-vear plans for its food division. »

An approach recogamzing different functions advocated by the planning
committee at Columbia (Missourt) College, referred to here as the Frits
Model, after s inventor, sees all departments and tunctions fitting three
modes. strategie, mtegral, and core (see Figure8). Strategic programs have
a direct hink o environments beyond the mstitution Schools of business
alministiation, travel, and fashion design are strategic because of the
continually changing demands made upon them by then mdustries In-
tegral programs are necessany for a complete education. The mathematics.
English, and psychology departments are essential na hberal arts college
and aie necessary suppoiting programs for professional degiees Core
functions are mdispensable hbrary, learning resource center, and mail-
toom, for example. '

The logic of the Fritz Model suggests that strategic programs justify’

thenr changing requuements for funds on the, changes in then Jdient in
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dustries. Integral programs, because their base of knowledge and demands
change less rapidly, justify thew need more on the basis of how they
support the strategic programs. Core functions are justified on the basis
of services to integral and strategic programs. The logic of the model also
suggests longer-range plans can be made for core functions and shorter-
range plans made for strategic programs. .

\

Summary. The strategic planning process in any institution may vary
considerably in timing, intensity, steps, extent of data, degree of involve-
ment, and so on. Whatever the differences, however, three dimensions are
involved- time, vertical integration, and horizontal integration. In addi-
tion to the obvious requirement of time, strategic planning involves hi-
erarchical levels in the institution, perhaps from the bottom up, and
horizontal considerations that vecognize distinctions in program func-
tions Strategic planning is the ultimate matrn game, m three dimensions.

. ERIC
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Summary

\ Qualities of Strategic Planning
The strategic view has gained g following today because people are m-
creasingly realizing that enyironments change, that planning is a process,
and that competrtors are changing actics. One of the qualities of strategic
thinking, therefore, ts an emphasts on change. A related quality s recog-
niztng that the planning process 1s dynamie rather than static. Plans are
not made then implemented, plans fatiier arecontually nodificd. Stia-
tegic plans becone a pattern’m a sticam of dcuisit;li;'(Mh\(J,bc[&J978).

This form of planning is liktwise more iterative, relying more G a
learning process os mdividuals study the chenging environment and the
institution’s responses. “The strategie process suggests adjustment, ad-
aptation and perhaps mcrementalism™ (Carter 1980, pp. 101-2). Even if
nlanning, allocating, and monitoring are done on a scheduled, cvelical
basts, there 1s a growing appreciation {or the importance of problems,
idcas, and opportunitics that do not fit that arranged timetable.

Because many, perhaps most, of the problems, ideas, and opportunities
occut m the external environment, planning today 1s increasingly inllu-
enced by events there. And thuse events, for both publicand private higher
education, are mote often oceurrig i the political realm. More of todey s
stratege management is therefore seen as the management of politics.

The strategic view s also one gf humtlity. The growimg awareness of
uncettamties, our mcomplete hnowledge, and our limited capacity to un-
derstand when so much ts in flux demand it (Amara 1979) It would seem
that the humble attitude also derives from what we do know —regarding
the limits 1n our abihity to change the environment and the ever-present
need to justify [our sucial responsibility] ... (Carter 1980, p. 102).

Stiategic plannmg 1s a process that 1s hicrarchical and intrainstitu-
twnal, consisting of both broad and nartow purposes. The levels and dif-
ferent segments need to interact, recognizing that all levels and segments
have a legitimate place in planning processes. Y

The essence of strategic planning remains the matchmg of iternal
1esources (values, programs, factltties, stalf) with opportuntties to both
serve and advance the social good. Misston 1s advanced through the fo-
cusing of goals and objectiv es as personal efforts are directetl by strategies

Finally, strategie planning 1s a philusophy, an attitude, an approach,
and a way of thinking. It 15 tramed and vrganized common sense Bt seehs
communication as much as the allocation of resources It s a creative
process, valumg flexibility and mnovation seel ing synergistic strengths

“

From Strategic to Open-System Planning

Rathet than “strategie plannmg,” those in higher education should adopt
a new epression, one more i heeping with the values of academe “open-
ssstem plannmg.” Bevause 1t emerged largely from military usage and
suggests the deployment of ferees to defeatan ehe v, the term “strategy”
carrtes the unfortunate connotation of deeeption rategy suggests beat-
ing the competttion, perhaps even trickery o sugge ..o the timportance of
keeping secrets, lest “they”” know what we are planning.
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Opcen-system planning, on the othar hand, recognizes the need for the
open imvolvement of mapy constituencies as mte aons are formulated.
Externally, they are fegiflative and eaccutive boures, alumm, citizens of
the immediate commungty, church groups, mdustrial and artistic inter
ests, “Lause” groups, prdspectne students, and other educational, service,
and cultural institutiong Internally. they include students, faculty, stall,
administrators, and tiidjees. Most institutions alteady recognize and
clude these many interests as directions for the future are formulated. The
boundaties around vut igstitutions are permeable. Perhaps if we chduse
to call it opea-system planning, we wili further expectations for wide-
spread and active involvement, leading to delicate adjustments of thought
that are necessary for suteesstul adaptation of ideas.
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Appendix

e

A Survey Form to Obtain Responses to a Question About the
Importance of Particular Programs or Activities

How mmportant 1s compleie with an appropriate wdenifier {an qoinvity or
pmgram)? . :

+ To vour individuel™ 1eaching and scholarship

High Moderaie Low or,
Importance Importance None

O d : O

To vour department’s teaching and research

Moderate
Importance

g = O

Essential None

To the college’s role and funetions

Moderate

Essential
Importance

I g 0
\ \\ ;. v

“The categories can goull To un CEsILy, state, Tegion, nation aid s oi Respundunts
mught evaluare the importance of many programs or achivities,
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Prices for single copies are shown below. Add 15% postage and handling
charge for all orders under $15. Orders under $15 must be prepaid. Bulk
discounts are available on orders of 25 or more of a single title. Order from
Publications Department, American Association for Higher Education, One
Dypont Circle, Suite 600, Washington, D.C. 20036; 202/293-6440, Write or
plione fora complete list of Research Reports and other AAHE publications.

1981 Research Reports—AAHE members, $4 each; nonmembers, $5.50
each; plus 15% postage/handling.

1. Minority Access to Higher Education
Jean L. Preer

. Institutional Advancement Strategies in Hard Times
Michael D. Richards and Gerald R. Sherratt

. Functional Literacy in the College Setting
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