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INTRODUCTION

We are living in exciting times, with unnrece-
dented changes occurring in the world around us.
Consequently, our institutions of higher eiucation are
faced with a complex, turbulent, and uncertain future
that most assuredly will be different from the present.
Admini -trators in those institutions recognize the need
for a broadly based approach to institutional planning,
one that is sensitive to the changing environment of
higher education.

I recent years, a group of techniques has been
developed that policy-makers may employ in estab-
lishing the strategic policy of their organizations. These
techniques come under a broad category of methodol-
ogy known as futures research. A primary purpose of
this methodology is to assist planners in reducing the
level of uncertainty associated with strategic decision-
making. The focus of this methodology is the identifi-
cation, analysis, and evaluation of alternative future
statesof an organization’s environment and the sources
of change within it.

At thiz conference, we will be using a planning
process that integrates futures research techniques and
methods to produce alternative futures. By linking en-
vironmental scanning information to the formulation
of institutional strategy, administrators are able to
assess the position of their institution in the external
environment, to delineate altemative futures of that
environment, and to define the strategies necessary to

adapt to a range of anticipated changes in the environ-
ment.

The purpose of this handbook is to describe the
methodology, broadly termed the alternative futures
approach to strategic planning, that will strengthen an
institution’s planning process.

OVERVIEW OF THE ALTERNATIVE
FUTURES APPROACH TO PLANNING

‘The approach described in this handbook is
analogous io the planning process used by battlefield
commanders (a role not too different from that of
university administrator!). Commanders scan their
external environment with ¢lectronic and human sen-
sors to identify enemy tendencies (trends) and potential

actions (events) that would affect their ability to ac-
complish the mission. Using these data along with
intelligence summaries and staff judgments, they de-
sign operational plans adaptive 10 the dramatic shifts
that are a natural result of the conditions under which
they must operate. They know that to base total
strategy on only one view of what the enzmy will do is
to invite disaster. Strategic planning, like the best
operational planning seeks to reduce uncertainty by
considering what is likely to happen along with possi-
bilities of what could happen.

We in higher education are not concerned with
the “enemy,” but the word “strategy,” after all, is
derived from the Latin st-ategia, meaning generalship.
Higher education leaders like generals, must be aware
of trends and events in the environment that may affect
success in accomplishing the mission. The higher
education administrator, lik: the battleficld commander,
seeks to reduce uncertainty by considering probabili-
ties and possibilities.

Leaders recognize a central tenct of strategic
pianning: that organizational performance is depend-
ent upon finding the appropriat= match between the or-
ganization and its environment. Accordingly, the plan-
ning objective is to find or create an alignment between
the threats and opportunities inherent in the environ-
ment and the strengths and weaknesses of the organiza-
tion. The effectiveness of our planning will fargely
depend upon how well we identify, monitor, and cor-
rectly assess the impact of major developments in the
external environment in juxtaposition with internal
systems.

Conventional planning models are weak in
identifying and assessing 1 he cffect on the institution of
external environmental changes. ‘The underlying prem-
ise of such models is that future changes mn the external
environment will reflect the rate and dircction of pres-
ent trends (particularly pronounced in projections of
enrollment and staffing). By using suci models,
administrators are led to assumce that the future will
reflect the past and present—thata “mostlikely” future
will emerge over time, in es'ence a “surprise-free”

6
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future.

To base the institutional strategy of colleges
and universities solely on the assumptions of a “most
likcly” future, however, ignores the possibility of alter-
naiive futures occurring as a result if unanticipated
events and developments. The consequence of such
“surprise” events and developments is that operational
plans must be abandoned or, at the very least, continu-
ally adapted to unexpected shifts in the external condi-
tions under which higher education must naturally
operate.

The unique feature of ihe alternative futures
approach tc planning is the requirement to identify po-
tential events and to think through their implications
for higher education if they should occur. By system-
atically identifying, forecasting, and taking into ac-
count the implications of critical trends and events—
and theirinterrelationships—we will expand our vision
and, therefore, be able to d:velop a more anticipatory,
proactive, straiegic plan.

METHODOLOGICAL ASSUMPTIONS

The assumptions upon which the alternative fu-
tures approach to planning is based are as follows
(Boucher and Morrison 1989):

a. Itis not possible to predict the future, but it
is possible to forecast events in terms of their probabil-
ity of occurrence and it is also possible to forecast
whether trend levels will increase, decrease, or stay
virtually the same over the period in question. This
enables planners to account explicitly for varying
degrees of uncertainty.

b. Forecasts must sweep widely asrcss possible
future developments in such areas as demographics,
technology, economics, and politics.

c. Forecasts must take into account the interre-
latedness of the areas noted above and across interna-
tional, national, regional, and local dimensions. For
example, an agricultural innovation leading to greater
crop production in an underdeveloped country may

lead to political stability in that country. Or, a signifi-
cant increase (or decrease) in OPEC oil prices will
dramatically affect the economy of the industrialized
countries, which in turn will affect . . ., etc.

d. The planning objective is to improve our
understanding of possible future environments within
which higher education will be operating in the next ten
to thirty years. This provides an enriched and more
informed background against which to examine the
strengths and weaknesses of higher education, thus
encouraging flexibility in objectives. Having ex im-
ined more than just the most likely developments and
with a continuous and ongoing mechanism for scan-
ning external trends and events, the organization can be
proactive in how it staffs and structures itsclf. Al-
though the future can never be surprise-free, this method
can significantly reduce uncertainiy and can keep our
decision-makers well informed.

¢. The primary purpose of developing and
analyzing multiple futures is to assess goal alicmatives
in a complex and uncertain planing environment. The
process articulated here does not repluce conventional
forms of analysis. Instead, it complements otherinfor-
mation resources that help higher education leadership
evaluate institutional missions, objectives, resources,
capabilities, ongoing programs, and current strategies.

f. Goud forecasts derive primarily from human
judgment, creativity, and imagination, not mathemati-
cal extrapolations based upon historical data. Mathe-
matical trend forecasts have their bases in previous or
existing interrelationships of variables and therefore
rest upon an assumption that the future will be like the
past. This assumption becomes morce untcnable as we
proceed into the future because events may occur that

can affect the prior interrelationships among variables
or trends themselves.

A model based upon these assumptions is shown
in Figure 1. Basically, the model states that from the
experience of organizational leaders or through envi-
ronmental scanning, leaders identify issucs or concerns
that may require attention. These issues/concerns are
then definedin terms of their component parts—- trends
and events, which are then forecast. These activities
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Figure 1. THE ALTERNATIVE FUTURES APPROACH TO STRATEGIC PLANNING
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constitute the beginning of an external analysis.

An internal analysis is also conducted. This
analysis consists of defining the organizational mis-
sion, performance indicators, and strengths and weak-
nesses. Merging this analysis with the external analysis
constitutes strategic long-range planning.

This merger may be conducted in several ways.
First, the traditional approach is to consider the results
of the internal analysis in the “most likely” future, a
future derived from forecasted trends and events that
are expected to occur. This approach provides little
consideration to developments less likely to occur.

As noted above, the distinction between the
traditional approach to long-rarige planning and the
alternative futures approach is that the latter approach
forces us to think of the implications of possible devel-
opments that, if they occurred, would change our
future. As shown in Figure 1, there are two submodels
of this approach. The simpler method is to conduct a
trend and an event impact analysis of the implications
of these potential external developments on the mis-
sion, performance indicators, and strengths and weak-
nesses of the organization. As we shall see later, it is
relatively easy to conduct this analysis.

A more sophisticated approach to conducting
an external analysis is to generate alternative futures
from the univariate trend and event forecasts through
cross-impact analysis. These futures allow a more
rigorous and robust examination of the possibilities
facing the organization, but they require skilled indi-
viduals with training in futures ressarch methods to
implement.

Whichever -approach is used, tae process is
iterative. We must continually scan to identify signals
of change not identified previously, or changes in the
probabilitiesof eventsorin trend levels in the trend and
event set. We must also continue to collect data
specified by the performance indicators, and to be alert
to changes in mission as well as strengths and weak-
nesses.

OvVERVIEW OF THIS HANDBOOK

There are two basic approaches to strategic
planning—the “outside-in” approach and the “inside-
out” approach. Both approaches focus on merging
external with internal analyses to enable decision-

makers to formulate plansin the light of thesc analyses.
They Jiffer in emphasis. Advocates of the inside-out
approa h speak of developing an organizational vision
(i.c., purpose, mission) before examining the external
enironment for factors that would facilitate or hinder
the achievement of that vision. Advocates of the
outside-in approach talk of an examination of the
external environment writ broad in order to obtain an
understanding of the possible before developing a
statement of the desirable (i.e., the organizational vi-
sion).

The approach advocated in this handbook is
outside-in, and places heavy emphasis on external
analyses. The handbook will describe and illustrate
different techniques within this general framework.

To summarize, this handbook focuses on de-
scribing methods and techniques for conduciing and
merging external and internal analyses in order to
produce alternative future environments that serve 10
expand our vision of the possibilities we need to take
into accountas weformulate strategic long-range plans.

ORGANIZATION OF THIS HANDBOOK

The handbook consists of four sections and five
appendices, as well as a biblicgraphy for further rcad-
ing. Section I begins with a discussion of how an
internal analysis is conducted. Components of an
internal analysis are a review of the current organiza-
tional mission, identification of critical performance
indicators, and identification of organizational strengths
and weaknesses. Much of the rest of the handbook
concentrates on techniques for estimating how poten-
tial or emerging factors in the extcrnal environment
could affect those elements identificd in the internal
analysis.

Seciion 11, external analysis, focuses first on
how to identify the most criticz!l trends that define the
context within which the orgatization will function in
the future, then how toidentify potential cvents that, if
they occurred, would affect those trends or the organi-
zation directly. Next, after the trend and event set has
been identified, discussion concentrates on forecasting
trend levels and event probabilities and the impacts of
both trends and events. This discussion is followed by
a description of how to interrelate tends and events in
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cross-impact analysis and how toassess theireffects on
critical performance indicators. This section con-
cludes with a discussion of how to write scenarios.

Section I1I details how to analyze scenarios in
order to derive their implications for policy analysis,
described in Section IV.

The appendices are designed to enhance the
discussions in the main body of the handbook. Appen-

SECTION 1: INTE

The internal analysis of an organization re-
quires an analys’s of the mission, strengths and weak-
nesses, anG performance indicators. The purpose of
this section is to define and discuss these factors.

IDENTIFICATION OF MISSION

Understanding the interrelationships of the terms
“mission,” “goals,” and “objectives” is important for
the planning team in analyzing the organization. These
definitions are provided:

Mission Statement. A mission statement is a
succinct description of the purpose and scope of the
organization. More specifically, it tells why the organi-
zation exists and what it wants to achieve.

Goals Goals are far-reaching, desired results
or outcomes sought by the organization over a long
term. As such, they further define and clarify the inis-
sion. If they are achieved, the organization is accom-
plishing its mission.

Objectives. Objectives are measurable results
of activities designed to accomplish goals. They should
be attainable, clearly understood, very specific, and re-
lated to a2 definite timeframe. When the objectives
defining a goal statement arc attained, the goal is
attained.

It may be useful for the planning team to think
in terms of “why, what, who” in analyzing the organi-
zation. Figure 2 shows a form that could be used for this
purpose.

IDENTIFICATION OF PERFORMANCE INDICATORS

Performance indicators are “internal” trends.
They serve as a response to the question, “What are

dix A i= a guide for the group facilitator working with
the planning team. Appendix B is an example of =
Delphi questionnaire where respondents are requested
to forecast trend levels ard event probabilities. Appen-
dix C is a description of how an ongoing scanning pro-
gram may be developed. Appendix D presents a brief
example of the kinds of materials to be included in an
environmental scanning notebook. Appendix E con-
tains a brief biographical sketch of the author.

RNAL ANALYSIS

those critical indicators that tell us how well we are per-
forming as an organization?”

Once an initiai list of key indicators is devel-
oped, the team should discuss the significance of cach
indicator. Then they should identify i manageable
number of indicators {ten-fifteen) that the majority of
team members believe to be the most significant in
evaluating organizational performance. The list of
selected indicators will be used later in the process,
when the internal and external analyses are combined.

IDENTIFICATION OF
STRENGTHS AND WEAKNESSLES

Eachorganization has strengths and weaknesses
that contribute to a profile of its competence. A
strength of the organization might be considered that
whichincreases attractiveness; a weakness, conversely,
would be a condition that decreases attractiveness.

In identifying strengths and weaknesses, the
planning team may find it helpful to think of thesc
characteristics in relation to current mission requirc-
ments. Strengths and weaknesses may also be consid-
ered in terms of future mission. Figure 3 otfers a form
for use by planning team members.

The purpose of identifying orgunizational
strengths and weaknesses is to examing their relation-
ship to strategic options developed at the conclusion of
the first iteration of the planning cycle. The next
section of the handbook describes how strengths and
weaknesses, along with performance indicators, miy
be used in a merged internal/c«ternal analysis.

10



T

6 UsinG Futunzs Reszancu IN CoLLrGE AND UNIVERSITY hnyyqyg;

Name of Organizstion
DEFINITIONAL CATEGORIES
Who Why What
CLIENTS/GROUPS SERVED.!. NEEDS SATIGFED... SERVICES OFFERED...

PRESENT

Figure 2. ELEMENTS OF THE MISSION
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Name of Organization —

STRENGTHS WEAKNESSES

(Current advantageous situations, (Cutrent disadvantageous situations,
capabiities and/or succe:ses) capebilities and/or lack of successes)

NOTE: Use as many forms as required by the number of strengths and weaknesses identified by the group.

Figure 3. ORGANIZATIONAL STRENGTHS/WEAKNESSES
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SECTION 2: EXTERNAL ANALYSIS

Effective sirategic long-range planning requires
accurate and precise identification and articulation of
issues/concerns. Issues may be structured by identify-
ing their parts in some policy-relevant way. For our
purposes, issues can be “untangled” in the form of
trends and events. Trends are verbal or numerical
representations of a sexies of social, technological,
economic or political characteristics that can be est-
mated and/or racasured over time. They are statements
of the general direction of change, usually gradual and
long-term, and reflect the forces shaping the region,
nation, or society in general. Trend information may be
used to describe the future, identify emerging issues, or
project future events. For example, at most schools,

student profiles are changing. Indicators of this trend
include the increasing number of female students in
higher education, the mix of minority students as a
percentage of total enrollment, and a change in the pro-
portionate representation of different socio-economic
classes in a particular age-cohort (e.g., 18-24 year
olds).

Events are discrete, confirmable occurrences
that make the future different from the past. “Federal
government cuts student financial aid grants by 50%"
would be an example of an evert.

Structuring the planning problem, in short, in-
cludes developing a set «f trends that measure change
ir individual categories, along with a set of possible
future events that, if they were to occur, might have a
significant effect on these trends, or on each other. The
trend and event set should be chosen to reflect the
complexity and multidimensionality of the category.
Ordinarily, this means that the trends and events will
describe a wide variety of social, technological, eco-
nomic, and political factors in the national and global
environment.

Stated differently, the set of trends and events
serves to focus the analyst’s attention on the changing
forces within the external environment. The interac-
tion of the trends and events represents the environ-
mental forces shaping the organization’s future.
However, since it is a basic assumption of futures
research that the future is not determined solely by

current environmental change, he decision-maker can
influence the future through the intervention of human
action. These three elements—trends, cvents, and
human action—form the basis for conceptualizing a
model of the future. The components of such a model
include:

1. The “most likely” future as represented by
key trends and potential events that are expected to
occur.

2. The sudden extzmal changes that are repre-
sented by the uncertain occurrence of events, the im-
pact of which can affect each other and the tr-nds
identified previously.

3. The human interventions as represented by
the strategies, policies or actions that may be taken by
the decision-maker.

To summarize, external analysis involves at a
minimum the identification of critical trends and poten-
tial events and forecasting trend levels and event proba-
bilities over a specified time period. Atamore sophis-
ticated levei, external analysis involves iaterrelating
trends and events through cross-impactanalysis and/or
developing scenarios that represent possible alterna-
tive futures. This section describes how the pl.aning
teamn can go about these activities.

TREND AND EVENT IDENTIFICATION

There are basically two approaches totrend and
event identification. First, planning team members
could conduct a trend and event identification exercise
independently. This would consist of a scarch of the
literature for environmental scans conducied by other
organizations (¢.g., United Way of America, the Insti-
tute for the Future, etc.) supplemented by searching for
information on specific trends and events  The result
should be an environmental scanning notcbook of
emerging issues, potential events and critical trends
that could affect the organization during the planning
time frame. The notebook (see Appendix C for a
truncated example) should include the following: (a)
trend extrapolations of key statistics (e.g., the number

N .._._.__l 3 -
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of secondary school graduates); (b) recent articles
about the future; (c) speeches and comments by influ-
ential individuals (e.g., legislators, policy makers, re-
searchers, futurists, etc.); (d) information on techno-
logical, economic, social, and political developments
having possible future significance for higher educa-
tion; and (¢) data suggesting changes in values/atti-
tudes that affect higher education. From the task of
developing such a notebook, the team would be guided
by an initial notion of those critical trends and events
that coulc affect higher education, & notion that would
continue to develop as scanning progresses.

In addition to providing background informa-
tion for the planning tearn, the notebook may be used as
background material to construct a Delphi question-
naire (the construction of which is discussed in the
section on forecasting). Severalrounds of Delphicould
be administered to planning team members and toother
members of the administration prior to the first plan-
ning session, with a final round conducted during the
session itself. Delphi questionnaires allow more mem-
bers of the organization to participate in the planning
process, thereby resulting in a more inclusive trend and
event set. Moreover, this approach allows more time
during the first face-to-face conference for discussing
the importance and the impact of the trends and events.
(However, the development, administration, and tabu-
lation of the questionnaires for each of the Delphi
rounds takes substantial time to complete.)

A second approach is to involve senior deci-
sion-makers in a three-to six-hour workshop. In mis
approach, a “read-ahead” could be provided that ex-
plains the approach being used for strategic planning
and consists of several homework exercises designed
to elicit from participants their concept cf critical
trends and events. If possible, distribute the environ-
mental scanning notebook prior to the workshop.

In this workshop it is important to encourage
contributions from each planning team member in
order to obtain a maximally comprehensive set of
trends. If the team is dominated by a few individuals,
an alternative procedure may be used: Request each
team member individually to list on a sheet of paper the
trends that he/she thinks are most important to the

future of the organization. After everyone has com-
pleted this list, collect each person’s list and redistrib-
ute them so that each person receives snother’s list.
One at a time, each planning team member shares one
trend from the list given to him/her, as the facilitator
records each trend on a flip chart. This continues until
trend nominations are exhausted. (See Appendix A for
additional instructions on how to facilitate the work of
small planning teams.)

After the trend set has been generated, the
planning team is faced with the task of delimiting what
is may ve a very large trend set. One technique to
narrow the set to a more manageable level for initial
p'anning purposes is to ask each team member to vote
for the five trends that he/she believes will have the
greatest impact on the organization. The ten to fifteen
trends most frequently chosen become part of the list of
“Critical Trends.” Those trends not selected are in-
cluded in the organization’s d:*a bank of trends for
future reference.

DEVELOPING TREND STATEMENTS

Trends may be stated in several forms. Most
people, when they think of trends, state them in a
forecast form (e.g., “the life expectancy of the popula-
tion of the industrialized countries isincreasing™). The
advantage of stating trends in this form is that people
are accustomed to the form, and they may be used in
clementary analyses as we relate potential impacts of
external developments tointernal functions. However,
trends stated in this 'orm lack precision—how much of
an increase (or decrease) and over what period of time?
For forecasting purposes, as we will sec later, stating
trends in a “neutral” format and rcquesting serior
leaders or other experts to forecast their levels over
specified time periods adds an element of precision to
forecasts and enables one to use such forecasts ir more
complex analyses (e.g., cross-impact analysis). For
example, the trend above, stated in a neutral format,
would read as follows:

* Life expectancy of the population of the
industrialized countries

In addition, trend statements should be simpli-
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fied by using a process consisting of the following
tasks:

* Derive the main idea underlying each trend
~atement.

« If a statement has more than one major idea,
create two OT more statements.

« If several statements have the same idea, develop
a single statement representing them all.

* Reduce statement length by substituting one-
word synonyms for underlying concepts.

DEVELOPING EVENT STATEMENTS

Again, itisimportant to identify potential events
in the social, technological, economic and social sec-
tors, regional through global levels, that would affect
higher education if they should occur. For example,
“U.S. Congress mandates a period of national service
for all 17-20 year olds.” If this event occurred, or if
people thought it would occur, higher education could
be affected. Events are what make onr fuiare uncertain.
Therefore, anticipating events is a major challenge
facing the organization.

There are a number of criteria to be used in
writing event statements:

* An event should be stated as a single occur-
rence rather than as multiple occurrences (e.g., “A
occurs,” rather than “A,B, and C occur”’).

* An event should not be stated in the form, “A
occurs because of B,” except where the cause is part of
the event to uc studied.

« An event should be definite and specific (e.g.,
“At least 20 percent of persons are functionally illiter-
ate,” rather than, “Many adults are functionally illiter-
ate”). Avoid ambiguous terms such as “most,” “widely
used,” “normal,” and “in general use.”

As a general rule, event statements should not
be over twenty-five words long to ensure the greatest
degree of understanding.

FORECASTING TRENDS

Having defined the trend set, the next step is to
forecast subjectively the most likely level of trends
over the period of strategic interest (¢.g., the next thirty
years), assuming no major discontinuities in the current
evolution of the system. A simple way to forecast
trends and obtain information to assist in setting priori-
ties as to their importance to. the organization 1s to
request respondents (a) to “ recast the level of each
trend for at least two points in time and (b) to assess
both the positive and negative consequences for the
organization, should the trend materialize as fore-
casted. A Delphi questionnaire is used to obtain the
forecasts, usually conducied over several rounds (see
Appendix B for a sample Delphi questionnaire for
forecasting trends).

A major purpose of using the Delphi format is
to generate discussion about the factors underlying
forecasts. This is done by first tallying the Round 1
(R1)responses. To do this, derive the median estimate
of each trend’s level for each point in time, and derive
a mean for the trend’s impact for the organization
should it materialize as forecasted. These statistics
should be distributed to ali respondents and discussed,
if possible, in a conference setting. A recommended
posture for conducting the discussion is first to focus on
the distribution of “votes” foreachtime period. Ask the
question, “What is the reasoning behind the highest
level estimated and behind the lowest level estimated?”
Do not focus on who made these estimations. The same
approach may be used for the estimated degree of
impact for the organization if the trend materializes as
forecast.

As u result of the discussion, the team may
decide to reestimate the value of certain trends; the
discussion process tends to improve the quality of the

product.

FORECASTING EVENTS

The probability of events may also be forecast
in the same Delphi questionnaire. Of course, it is
possible to simplify the requirements for event fore-
casting by requesting respondents to estimate the proba-
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bility of an ¢vent’s occurrence foi one or two time
intervals.

Once R1 is completed, the results may be tabu-
lated in terms of median estimates of probability of
occurrence for the specified time periods and mean
impacts. (Median estimates are used in subjective
forecasting of trend levels and event probabilities
because such estimates arc usually characterized by
extreme scoses.) These statistics also should be distrib-
uted to all respondents and discussed, if possible, in a
conference setting. As with trends, a recommended
posture for conducting the discussion is first to focuson
the distribution of “‘votes’ for each time period. Ask the
question, “What is the reasoning behind the highest
level estimated and behind the lowest level estimated?”
Aguin, do not focus on who made these estimations.
The same approach may be used for the estimated
degree of consequence for the organization if the event
occurs. As a result of the discussion, the team may
decide to reestimate the probability and impact of
certain potential events.

ASSESSING THE INTERRELATIONSHIPS
BETWEEN TRENDS AND EVENTS:
CROSS-IMPACT ANALYSIS

The essential idea behind cross-impactanalysis
is to define explicitly and completely the pair-wise
causal connections within a set of forecasted develop-
ments. In gcneral, this process involves asking how the
prior occurrence of a particular event might affect other
events or trends in the set. When these relationships
have been specified, it becomes possible to let events
“happen”— either randomly, in accordance with therr
estimated probability, or in some prearranged way—
and then trace out & new, distinct, plausible and inter-
nally consistent set of forecasts. This analysis allows
the planning tcam to assess the effect of one event’s
occurrence on the probability of other eveuts and can
deve'op the understanding that events of the future are
frequently interrelated. Furthermore, through assess-
ing interrelationships, events are identified that, should
they occur, have the potntial to be powerful “actors”

in the orgauization's environment. The informaticn
gained from a cross-impact matrix will assist the team
indeveloping the organization’salternative futures and
in establishing the causal relationships in a scenario.
Examples of cross-impact matrices and their uses are
discussed below.

Event-to-Event Assessment. Using the event-
to-event cross-impact form (see Figure 4), for every
cell in the matrix, each team member should (a) tuke
note of thc event listed to the left of the cell and (b)
assess how the occurrence of that event would affect
the likelihood of each event in the rest of the set. A
variety of scales can be used to assess event-to-event
impact. If team members have no experience with the
cross-impact technique, they may decide to use plus or
minus indicators, (“+/-"") with “++" indicating a great
increase, “0” representing ro change, and “-—" speci-
fying great decrease. Alternatively, with a more expe-
rienced team, a nuineric scale may be used (e.g., 23
to -3"; “-9 to +9”).

For each cell, if the team uses a numeric scale,
the responses of all team members are collected and
summed algebraically (i.c., with regard to sign); the
resulting “team score” indicates the degree to which in
event’s probability is influenced by another event if
the teamuses plus or minus indicators, a group consen-
sus must be reached abont the “score’ for each cell (a
technique can, of course, also can be used withnumeric
scales). The team cell scores are summed for each row
and each column without regard to the sign {+/-} of the
cell score. (If the team uses plus and minus indicators,
add the number of each to obtain row and column
totals.) The row totals represent the napact of an
event’s occurrence relative to all other evenis—the
larger the sum, the greater the impact. The column
totals indicate the relative sensitivity of an event to the
occurrence of the other events—-the larger the sum, the
greater the sensitivity. The information in the cells,
10w totals, and column totals can be used in developing
SCenarios.

Eveni-to-Trend Assessment. Usingtheevent-
to-trend cross-impact matrix form (see Figure 5), teiun
members again list events on the left side of their forms.
Across the top of the matrix, the tcam members list
abbrevizted rend statements. As inthe event-to-cvent
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assessment, each member notes the event to the left of
the cell, assesses how the occurrence of that event
would affectthe level of the trend thatis listedabove the
cell, and assigns a score according to the scale used.
Again, assessments are tabulated for each cell algebrai-
cally, indicating the degree to which the trend level is
affected by the specified event. Row and column sums
are also calculated without regard to sign.

To speed the cross-impact assessment process,
the team can be divided into two groups, with one group
conducting theevent-to-eventassessment and the other
group completing the event-to-trend analysis.

One purpose in asking team members to esti-
mate independently the effects of events on the proba-
bility of other events or the effect of events on trend
levels is to use these estimates to generate discussion
about the factors underlying the relationships of trends
and events in the set. This discussion can be conducted
in much the same fashion as recommended in the
forecasting exercises. After this discussion concludes,
team members may want to vote again. Or, as an
alternative, the team may enter cell values after some
degree of consensus is achieved through discussion.

ASSESSING CRITICAL TRENDS AND EVENTS ON
KEY PERFORMANCE INDICATORS

Following the selection of the critical trends
and events and the assessment of their interrelation-
ships, the planning team should assess the importance
of the identified trends and events and estimate their
impact on key performance indicators. This assess-
ment process—trend/event impact analysis—is simi-
lar to cross-impact analysis and serves to identify
speciiic changes in organizarional perfornance that
may result from the critical tends and events.

Toreduce the time required for this phase of the
process, the team may be divided into groups, and each
group should be assigned a portion of the key indica-
tors. Using the grid shown in Figure 6, list the assigned
indicators at the top of the grid and the trend and event
seton the left. To assess the impact that each trend and
event will have upon assigned indicators, assume that
the forecast is correct. For trends, ask the question, if

this trend materializes as forecast, will itiave an effect
on performance indicator number one? If so. how will
itaffect thatindicator? That is, if the trend continues as
forecast, and it would affect the performance indicator,
will it increase the performance indicator, or will it
decreaseit? Again, youmay use a numeric sclac orplus
and minus indicators. If, for example, you use the
latter, apply the following logic. If the trend would
severely decrease the performance indicator, puta*—"
in the indicated box. If it would moderately or slightly
decrease it, put a “~” in the box. Use the same logic if
the trend would increase the indicator. If the trend
would have no impact on that indicator, put a “0” in the
box.

For events, assume that the event occurs. Ask
the question, if this event occurs, will it have an cffect
on performance indicator number one? If s0, how will
it affect performance indicator number one? That is, if
the event occurs, and this occurrence would affect the
performance indicator, will it decrease it? If it would
severely decrease the level of the performance indica-
tor, put a “—” in the box. If it would moderately or
slightly decrease it, put a “-"" in the box. Use the same
logic if the occurrence of the event would increase the
indicator. If the event would have no impact on that
indicator, put a “0” in the box.

In addition, the absolute sum (i.€., each “+” or
counts as a “1”) of the total positive and total
negative impacts for each trend and event is entered in
the absolute impact column and identifics the trends
and events that have the potential to affect the
organization’s performance the most. ‘This asscssment
provides information for use in the development of
alternative scenarios.

It is also useful to regard this exercise as a
Delphi and conduct a discussion of the variation of
responses individuals have assessed for the extent of
the relationships of trends and events on each perform-
ance indicator. As in the trend and event forecasting
exercise, individual team mernbers provide reasons for
the variation of ““votes” that is virtually certain to occur.
The objective, again, is to obtain as much information
as possible about the relationship of irends, cvents, and
performance indicators. In so doing, members of the

-
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team will come to have a common understanding of
how the world works, or at least a better understanding
of why they disagree as to how the world works!

DEVELOFING SCENARIOS

Scenarios are narrative descriptions of possible
futures. A single scenario represents a history of the
future. The “most likely” future, for example, contains
all of the forecasts from \ne forecasting activity in a
narrative weaving them together from some point inthe
future, describing the history of how they unfolded.
Alternatives to this future are based upon the occur-
rence or nonoccurrence of particulareventsin the event
set. Such alternatives define unique mixes of future
environmental forces that may have an impact on
higher education. The different scenarios are, them-
selves, forecasts, and the range of uncertainty in the
scenario alters projections based on the past. The
alternative future depicted by a scenario permits iden-
tification of causal relationships and impacts, as well as
points for possible intervention and a basis for organ-
izational strategies.

Any of a number of scenario taxonomies, each
with its own henefits and limitations, may be used to
guide the development of a scenario logic. The most
comprehensive of the taxonomies, however, was de-
veloped by Wayne Boucher (1985) anc updated by
Boucher and Morrison (1989). In this taxonomy there
are four distinct types of scenarios: the demonstration
scenario, the driving-force scenario, the system change
scenario, and the slice-of-time scenario. The first three
types are characteristic of “‘path-through-time” narra-
tives; the fourth is a “slice-of-time” narrative. The
followingdescriptions are derived from Boucher (1985)
as updated in Boucher and Morrison (1989).

The demonstration scenario was pioneered by
Herman Kahn, Harvey De Weerd, and others at RAND
in the early days of systems analysis. In this type of
scenario, the writer first imagines a particular end-state
in the future and then describes a distinct and plausible
path of events that could lead to that end-state. In the
branch-point version of this type of scenario, attention
is called to decisive events along the path (i.c., events
that represent points at which crucial choices were

Q O

made—or not made—thus determining the outconie).
Thus the branch points, rather than the final outcome,
become the object of policy attention. Theevents atthe
branch poinuts raice :wo kinds of questions: (a) how
does a situation come abeut, step by step; and (b) what
interventional choices could be made at each step?

The major weakness of the demonstration sce-
nario, as Boucher (1985) points out, is that it is based
upon “genius” forecasting and is, thereforc, dependent
upon the idio-yncrasies and experiences of individuals.
However, this type of scenario (like all methods and
techniques in this field) is useful in both stimulating
and discipiining the imagination.

The driving-force scenario examinces the mter-
relationship of driving forces—for cxample, GNP
growth and population growth. The writer’s task is to
describe each possible future that might result from
various combinations of those forces.

The purpose of the driving force scenario is to
clarify the r..ture of the future by contrasting alterna-
tive futures wirh others in the same scenario space. It
may well be that certain policies would fare equally
well in most of the futures, or that certain futures may
pose problems for the organization. In the latter case,
decision makers will know where to direct their moni-
toring and scanning efforts.

The major weakness of the driving-force sce-
nario is the assumption that the trend levels, once
specified, are fixed—an assumption that suffers the
same criticism directed to planning assumptions in
traditional long-range planning activities (i.e., they
ignore potential cvents that, if they occurred, would
atfect trend levels). The advantage of this type of
scenario, however, is that, when well executed, the
analysis of strategic choicei simplified—a functionof
considerable value at the beginning of an environ-
mental or policy analysis when the search for key
variables is most perplexing.

The system-change scenario is designed to
explore systematically, comprehensively, and consis-
tently the interrelationships and implications of a set of
trend and event forecasts. This set, which may be
developed through scanning, genius forecasting, or a
Delphi, embraces the full range of concerns in the

Y.
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social, technological, economic and political environ-
ments. Thus, this scenario type varies both from the
demonstration scenario (which leads to a single out-
come and ignores most of all of the other developments
contemporaneous with it) and from the driving-force
scenario (which takes account of a full range of future
developmenis but assumes that the driving trends are
unchanging), in that there is no single event that caps
the scenario, and there are no a priori driving forces.

The system-change scenario depends upon
cross-impact analysis to deve'op the outline of alterna-
tive futures. The writer must still use a good deal of
creativity to make each alternative intriguing by high-
lighting key branch points and elaborating on critical
causal relationships. However, this scenario suffers
from the same criticisms that may be leveled atdriving-
force and demonstration scenarios: although every-
thing that matters is explicitly stated, all of the input
data and relationships are judgmental. Moreover, the
scenario space of each trend projection is defined by
upper and lower envelopes as a consequence of the
cross-impacts of uvents from the various scenarios that
are run. Although it is valuable to know thiese enve-
lopes, this information by itself provides no guidancein
deciding which of the many alternative futures that can
be generated should serve as the basis for writing
scenarios. Thischoice must be made using suchcriteria
as “interest,” “plausibility,” or “relevance.”

The slice-of-time scenario jumps to a future
period in which a set of conditions comes to fruition,
and then describes how stakeholders think, feel, and
behave in that environment (as in George Orwell’s
novel, 1984). The objective is to summarize a percep-
tion about the future to show that the future may be
more (or less) desirable, fearful, or attainable than is
now generally thought. If the time period within the
“slice of time” is wide, say from today to the year 2010,
it is possible to identify the macro-trends over this
period. In this sense, a slice-of-time scenario is the
same as the “environmental assumptions” found in
many college and university plans. The weakness of
this approach is that there is no explanation as to the
influences on the direction of these trends, no plausible
description of how (and why) they change over time.

Variations in these types of scenarios occur
according to the perspective brought to the task by
scenario writers. Boucher (1985) points out that writ-
ers using the exploratory perspective adopt a ncutral
stance toward the future, appearing to be objective,
scientific, and impartial. The approach is to have the
scenario begin in the present and unfold from there to
the end of the period of interest. The reader “discovers™
the future as it materializes. The mostcommon version
of this mode, “surprise-free,” describes the effects of
new events and policies, although only likely events
and policies are used. A second version, the “play-out”
version, assumes that only current forces and policy
choices are allowed to be felt in the futurc (1.c., no
technological discoveries or revolutions are permiit-
ted).

Writers using the normative perspective focus
on the question, “What kind of future might we have?”
They respond to this question from a value-laden
perspective, describing a “favored and attainable” end-
state (a financially stable college and the sequence of
events that show how this could be achieved) or a
“feared but possible” 2nd-state (merger with anather
institution).

In the hypothetical or what-if mode, writers
experiment with the probabilities ot event forecasts to
“sec what might happen.” In this mode, the writer
explores the sensitivity of earlier results to changes in
particular assumptions. Many “‘worst case” and “best
case” scenarios are of this sort.

Boucher (1985) maintains that all scenarios
may be placed in a particular type/mode combination.
Unfortunately, such a strategy ignores potentially
important alternative futurcs from such type/mode
combinations as the exploratory systcm change or
exploratory driving-force scenarios. The choice of
which scenario tc write must be made caretully.

By providing a realistic range of possibilities,
scenarios facilitate the identification of common fea-
tures likeiy to have an impact on higher cducation 1o
matter which alternative occurs. 1t is conventional o
create from three to five such historics to cover the
range of uncertainty.

29
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The data developed in the planning process
serve as the basic data pool for preparing a series of
scenarios. Specifically, the data pool includes the
following:

1. A list of critical trends and events
2. An assessment of the organization’s mission
3. Alist of key performance indicators

4. A cross-impact matrix showing the interre-
lationships of events and trends

As noted above, numerous approac*.es can be
taken in the writing of scenarios, ranging from a single
person writing a description of a future situation to the
use of a computer model that utilizes cross-impact
analysis in the scenario-gencrating process. If the
writer has ncver written a scenario, however, it may be
helpful to begin with one of the four approaches de-
scribed below (Morrison and Mecca 1989).

In the first approach, record each critical trend
and event on a card (¢.g., a 3x5), and place each card
face up on a table. Giving special attention to trends
and events that have a strong impact on organizational
performance and mission and using the results of the
cross-impact matrix, group the cards according to in-
terrelationships in order to plot a plausible change of
events. Utilizing some means to connect the cards
(e.g., pipecleaners, string, etc.), show the network of
interrelationships. Initially, concentrate on the “strong
impact” events, but consider the interaction of all the
identified trends and events. A guiding theme is, “If
this happens, then what will probably occur, thus
leading to what other developments?” Some events, of
course, would increase the likelihood that one set of
trends and events would occur while, at the same time,
decreasing the chances thata different set would occur.
After one chain of events is constructed, record the
results on paper and repeat the grouping process until
several possible chains of events have been developed
and recorded.

Also highly visually oriented, the second ap-
proach utilizes the impact network technique to iden-
tify the potential impacts of key events on other events
and trends and to describe how a particular alternative

future could unfold. The value of impact networks lies
in their simplicity and in their potential to identify
quickly a wide range of impacts.

Although the impact network is a simple proce-
dure that could easily be performed by one person,
group involvement helps ensure valid and comprehen-
siveresults. Operstionally, select aneventidentified as
a strong actor from the cross-impact analysis and/or
key indicator assessment and write itin the middleof a
sheet of paper (or newspn... if it is developed by a
group). Identify and record first-order impacts of the
cvent and link them to the initial event by a single line
(see Figure 7). When all first-order impacts have been
identified, or when the space around the initial event is
occupied, repeat the process for each first-order impact
cvent to determine the possible effects if this event
were to occur. Link second-order impactevents tofirst
order events by two lines. Repeat these steps for third
and fourth-order impacts, or as far as the writer prefers.
Typically, third-and fourth-order impacts are sufficient
to explore all of the significant impacts of the initial
events.

Feedback Joops can be used to determine
changes in the rate or intensity of a development
resulting from a lower order event. For example, a
fourth-order implication might increase or decrease ar:
implication of a third or a second order impact event.
The entire process is repeaicd for each strong actor.

If the writer uses the impact network technique,
kecp in mind a number of potential pitfalls. First, given
the complexity of the resulting network, itis difficult to
write alternative scenarios that clearly and concisely
describe the pivotal events, intricate relationships, and
transition process. Second, each scenario can be so
idiosyncratic that it is difficult to develop strategic
options that transcend individual scenarios. Ovenall,
this approach is highly dependent upon the writer’s
creative and analytical abilities and requires careful
execution to be effective.

The third alternative to writing scenarios is
helpful in creating a range of alternative futures. Fiest,
develop a “most likely” future from the trend and event
forecasts calculated in the initial planning sessions.
The writer can produce variations of the “most likely’
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theme by using the cumulative probabilities and rela-
tionships specified in the cross-impact analysis. For
example, specify an “unsettled” world as one where
events are assumed to occur in the year in which their
probability reaches the 60 percent level, a “turbulent”
world where the ievel is 30 percent, a “chaotic” werld
when the level is 10 percent.

The final approach to generating scenarios is
particularly effective if senior leaders wish to examine
tie implications of alternative futures on issues or
decisions considered significant to the organization’s
futvre. First, identify the issues and decisions that the
organization needs to examine. Then select the key
decision factors that would affect each issue or deci-
sion. For example, if the question o be decided is
whether to increase the proportion of the organization’s
budget allocated to continuing professional develop-
ment, then a factor that may be considered in the
scenario might be technological change requiring pro-
fessional training.

Having selected the key decision factors, the
next step is to identify the critical forces in the environ-
ment that affect them. These forces are represented by
the list of critical trends and events the planning team
developed earlier. The essential task at this point is to
match identified trends and events with their appropri-

ate decision factor. If a factor cf demographic changes
in the adult population was selected, specific trends
related to migration patteras of retired people, educa-
tional attainment of adults, and so on, would be identi-
fied for incorporation into the scenario. At this point,
the impact network technique could be used to graphi-
cally display the way the scenario unfolds.

The number of critical issues and decisions
identified determines the number of scenarios to be
developed. Hypothetically, a singie scenario could be
generated for each issue and decision, resulting in an
unmanageable number of scenarios to analyze. How-
ever, the number of scenarios can be reduced to a
manageable numbe: by either (a) limiting the number
of issues and decisions from which scenarios are gen-
erated to the four or five most important ones, or (b)
clustering issues and decisions into issue/decision
groups that are affected by similar key decision factors
and therefore by the same set of trends and events.

Scenario writing is notan exercise in prophecy,
but it is an attempt to envision a number of plaus:ble
alternative futures that, if they occurred, would require
the organization to respond. Their purpose is to assist
the planning team in developing strategic options for
dealing with each alternative.

SECTION 3: MERGING INTERNAL
WITH EXTERNAL ANALYSIS

As noted carlier, the purpose of developing
alternative futures is analytical: what are the implica-
tions of these alternatives for the organization? Spe-
cifically, how may they be used to formulate strategic
options and long-range plans? How may they be used
to assess the impact of the strategic options on the
organization’s strengths and weaknesses?

First, carefully review all of the scenarios,
looking for threats and opportunities and for actions
that might be taken to avoid the one and captare the
other. Of course, nothing in the scenarios should be
viewed as a prediction of a future state of a{fairs. There
is no single future “out there,” waiting caly to be
discovered by a gifted analyst. Rather, there are an
infinite number of possible alternative futures, each a
possible result of interactions among human choice,

institutional forces, natural processes, and unknowable
chance events.

rorecasts should be examined using the follow-
ing criteria (Boucher and Morrison, 1989):

1. Clarity. Are theobject of the forecast and the
forecast itself intelligible? Is it clear enough for prac-
tical purposes?

2. Intrinsic credibility. To what extent do the
results “make sense” to planners? Do the results have
“face validity”? To what extent are the basic forecasts
mutually consistent?

3. Plausibility. To what extent are the results
consistent with what the user knows about the world
outside of the scenario and how this world really works
or may work in the future’
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4. Policy relevance. If the forecasts are be-
lieved to be valid, to what extent will they affect the
successful achievement of the organization’s mission?

5. Urgency. To what extent do the forecasts
indicate that, if action is required, time must be spent
fairly quickly to develop and implement the necessary
changes?

6. Comparative Ad-antage. To whatextentdo
the results provide a Ectter foundation now for investi-
gating policy options than other sources available to-
daytothe user? To what extentdo they provide a better
foundation now for future efforts in forecasting and
policy planning?

7. Technical Quality. Was the process that
produced the forecasts technically sound?

These criteria should be viewed as filters. To
reject a forecast requires making an argument which
shows that the item(s) in question cannot pass through
all ormostof these filters. A ‘‘good” forecastis one that
survives such an assault; a ‘‘bad” forecast is one that
does not.

It is likely that some forecasts will generate
objections, primarily because they will cover familiar
ground and inevitably leave some considerations out of
account. Here one may expect to hear:

* “Of course! What else is new?”

*“How stupid! These analysts are wildly optimistic
(or pessimistic or naiveor . . .)"”

+“How can the results be credible if such an obvious

trend, event, cause, or consequence, was over-
looked?”

It is important to re.cognize that forecasts are
transitory and need constant 24justment if they are to be
helpful in guiding thought and action. Therefore, such
objections, far from undercutting the results, are in the
spirit of advanced strategic forecasting and planning.
The response is simple: If something important is
missing, add it. If something unimportant is included,
strike it. If something important is included but the
forecast seems ¢+ vious, or the forecast seems highly
counterintuitive, probe the underlying logic. If the
results survive, use them. If not, fix them.

Apart from transitions, background explana-
tions, and occasional details used to create the readabil-
ity of the “most likely” scenario, every sentence will be
germane to the future of the organization. Accordingly
it need s to be scrubbed. It is important to identify ana
climinsite any parts of the scenario judged te be irrele-
van.. A primary objective of this exercise is to polish
the long-range plan sc .hat it covers the core s~t of
environmental issues worth serious attention now or in
the foreseeable future. For this reason, the planning
team should have available forecasts of the same devel-
opments from other sources—internal studies, pur-
chased services, and published reports. If the forecasts
differ from source to source, decide which of them is
more acceptable for now, and incorporate thean in the
plan. Rejected items should be set aside for later
reference as a check on the adequacy of this screening.
The environmental planning assumptions should then
be revised inlight of the scrubbed version, andcan now
be viewed as a high-level summary of this guidance.
By the same token, all alternative scenarios should be
scrubbed for plausibility. Does it seem reasonable that
the future could materialize as projected in any of the
alternative scenarios?

In light of the environmental planning assump-
tions, planning team members should review the list of
performance indicators in each functional area and
quickly make two judgmental forecasts of each, the
first (actual or exploratory) describing the behavior of
the indicators in the plan (specifying the time frame,
¢.g., fifteen years, thirty years, etc.), and the second
(desire or normative) showing how the organization
would prefer the indicators to behave. This may be
accomplished by making a graph for each individual
indicator, with time on the “‘x” axis and index values on
the “y” axis. Let the desire, or normative, level for
“today” equal 100. The actual level for today may be
equal to, or higher or lower than, the desired level. For
the next time period, make two forecasts: the actual
level and the desired level. Remember all forecasts
(both actual and desired) are made in terms of “today’s”
desired level. For objective indicators (i.¢., trends with
a clear numeric measure) the actual indicator levels
may be used. Inthese cases the trend will be anchored
with historical data showing the trend line in past years
and respondents will be asked to give the desired and
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actual levels for “today” and the future years. For
subjective indicators (i.c., trends without a clear meas-
ure) forecasting is more complex. For subjective
indicators, set today’s desired trend level at 100. Then
request respondents to give the historical perspective
today as well as a forecast for a future t:me period.

The adequacy of the exploratory forccasts of
the performance indicators should be checked by rigor-
ous examination. Revise forecasts as necessary, and
keep track of the environmentai factors in the scenario
that produced specific changes, plus or minus, in these
forecasts.

SECTION 4: DEVELOPING LONG-RANGE PLANS

Once you have *“scrubbed” the “most likely”
and alternative futures, you are ready to assist the senior
leader of your organization tc derive policy options that
form the basis for long-range plans. In essence, you
will assess the implications from a systematic and
comprehensive external analysis for updating the inter-
nal analysis described earlier in this handbook.

Inaddition, evaluate cach option against a set of
criteria that provides a first-cut estimate of the policy’s
worth. Such criteria might include considerations of
thedollarcostof implementation, availability of needed
skills, availability of needed procedures or other ar-
rangements, “time to payoff” estimates on each af-
fected performance indicator, magnitude of payoff, the
list of strengths and weaknesses of the organization
identified earlier, and a comparison and analysis of
those long-range plans being developed in other or-
ganizations. The result of this exercise would be a
rank-ordered set of policy options. Next, ask partici-
pants to take each policy option in order and derive the
plans necessary to implement that policy. This in-
cludes assigning managerial and budgetary responsi-
bility for implementing the policies within the context
of how well those optior reflect planning for func-

tional areas. In this way, you can link the alternative
futures approach directly to conventicnal forms of
analysis, in which selected policies are evaluated in the
light of institutional missions, objectives, resources,
capabilities, ongoing programs, and current strategies.

The long-range strategic planning processis an
iterativeone. The team must regard forccasts of trends,
events, and performance indicators as drafls, and keep
its intelligence (scanning) function operating to iden-
tify signals that will affect these forecasts. The cnvi-
ronmental scanning system described in Appendix C
will assist the planning team in doing this.

One final point needs to be made in closing this
section. As indicated in wu.c earlier discussion of the
alternative futures approach to a planning model, the
internal and external analyses can be merged without
conducting cross-in'pact analyses or writing alterna-
tive scenarios by conducting the analysis of forecasted
trends and events on performance indicators.  The
results of this analysis may then be used to revisit the
analysis of mission, goals, objectives in ou o1 toderive
updated goals, objectives, and strategies in the same
fashion as described in the earlier part of this section.
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A FINaL NoTE

The objective of the alternative futures ap-
proach to planning is to facilitate better decision-
making, particularly in making decisions affecting the
long-range future of institutions of higher education.
Given that we live in an age where our concept of the
overzll mission and delivery of higher education has
undergone substantial revision, we know that we will
be faced with a futare that will be unlike the past. The
alternative futures approach to planning is a model for
based upon experieace and upon environmental scan-
ning; structuring issues in the form of trends and
events; forecasting the “most likely” future of the
trends and events; assessing the interrelationships of
trends, events, and performance indicators; and pro-
ducing alternative scenarios of plausible futures that

stimulate the development of viable, creative, und
robust strategic options that can be incorporated into
long-range plans. This approach differs from a tradi-
tional long-range planning approach based upon a
single set of eavironmental assumptions abou! the
future in recognizing that, although the future is a
continuation of existing trends, it is subject to modifi-
cation by eveats that have some probability of occur-
rence. Indeed, environmental uncertainty is caused by
potential events. We cannot preuict the future because
uncertainty is a product of our incomplete understand-
ing of trends, potential events and their interrelation-
ships. However, by using the best available informa-
tion we have, we can anticipate plausible alternative
futures and thereby limit the number of unanticipated
possibilities to the smallest possible set.
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GROUP FAcCILITATOR'S GUIDE

As a facilitator, you are respon-
sible both for the process and for
the content. What skills do you
need to be an effective facilitator?
First, you need to reinforce your
current skill in communication.
Complese the handout in Figure
A-1, a self-rating form. This is for
you alone, not to share with any-
one else, but to help you identify
where you think you are in your
level of communication skills.

You need to understand the group.
Figure A-2 cle<sifies adult learn-
ing character  cs, indicating the
preferences adults have ag learn-
ers. Extroverts like to think as
they go. They make decisions as

weak

Self Rating Form

Ability o listen

1 2 d 4 3 y 8
strong
Ability 0 paraphrase accusasely.

1 2 3 4 3 ] 1
Ability 10 express feelings.

1 2 3 4 3 ] 1
Ability © give non-judgmental feedback.

1 2 3 4 3 ] 1
Ability 10 identify and relate to others' feelings.

1 2 a 4 3 ] 1
Ability to give specific rather than genoral feedback.

1
quite
strong

Mhdhuwhmyonmgmm-ofm by circling onc of the
numbers on the rating scales .

L

] 2
very
strong

mwmmﬁhmz 1 2 1 4 3 6 1 & @
mean that's their final decision. It Ability to communicaie non-verbally.
vows b woBgwr| 1 2 1 4 4 & 1 & 3
tion, poocess it, and maybe about 1 2 1 4 § 6 1 & 9
10 or 15 minutes later come out )

Ability 1o clarify.
wihwousdjodgments. The'judg-| ~ 1 2 3 4 1 & 1 & 2
:mh.,m Inm Figere A-1: COMMUNICATION SKILLS
beocense they are decision-makers.
mmm:yg:iue. ::dp.-. picture” people ses global impli- A you conduct group planning
haps nover come to a decision; cations for anything and every- exmsos.yquneed!oassocx_aw
they deive the judgers nuts. The thing. Seasors and “ig picture each task with data information
“senson” in your group are the Gults sometimes have ciffictlty experiences that group members
persv.s who Hics the detailed in-  With each other because they have have previcusly had. Otherwise
for-astion and the cookbook rec- » different way of perceiving in- they will be so fatigued that they

will go into overioad.
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One of the basic skills each facili-
tator needs is how to listen. Lis-
tening is probably the most under-
developed skill that we have. What
are some of the strategies we can
have as listeners? Maintain eye
contact. If you are uncomfortable
looking into a person’s eyes, look
at a point on their forehead just
above their eyes. It makes the
person fecl as though you are
paying attention to them. Do not
stare too long as in our culture this
will also make the person feel
uncomfortable. Keep an open
mind—do not be quick to judge.
Listen between the lines (we can
think four times as quickly as we
can talk). Paraphrase and summa-
rize back to the person what they
said. Each of us has biases. Stop
talking and start listening. Do not

tionsquickly. Again,keepanopen
mind. A numberof listening strate-
gies are interactive. Ask ques-
tions. Clarify information. Focus
on key words and main points.

It is important to summarize peri-
odically while your group is proc-
essing because it will help them to
focus on what they achieve and
what they need to continue doing
in their task. When you state the
objectives of any task, make sure
that you are very clear and con-
cise, and understood by everybody.
In addition, focus on key words
and main points, on what the per-
son intends to say, not necessarily
the words.

There are a number of barriers to
listening. Our thinking rateis faster

overcome this barrierby paraphras-
ing, summarizing, and organizing
material. Another barrier is the
presentation of irrelevant or ex-
cessive data. Here we must select
relevant information around ma-
jor issues. Such emotional reac-
tions as prejudices and biases can
be overcome by reflection and
monitoring. Distractions, by the
speaker or by others, can be over-
come by concentration on content
and issues. Figure A-3 contains a
number of useful strategies for
listening to others.

An important aspect of .ecarning
from a group is the process of
feedback. Feedback is giving back
information to an individual or
individuals that could be useful to
them. Such information can per-

draw conclusionsormakeassump- than our speaking rate. We can taintotheirbehavioror theirideas.
EXTROVERT INTROVERT
sociability/action prefers reflection
jumps into activities before thinking through capable of Jong periods of reflection/planning before acting
prefiers experience first seeks meaning of actiohs, relationships, principics
opportunity for discussion with others wants more time to work alone or in small groups
experionce/action before conceptatheorics needs waming before change, time to integraic
prefors making oral presentations

may become overly involved, over-extended
may avoid long hours of concentrased and

wants t0 know what will be held accountable

Figure

pninterrupted study

JUDGING PERCENVING

arrives casily/quickly at decizion may have difficulty making decision

looks for enough data to draw conclusions favors flexibility, spontaneity and excitement of somcthing new
prefers work thet's clearly scheduled needs flexibility and freedom

likes to know what's expected schedules are meant to be changed

ray coaso data gathering 000 soon often seen as procrastinating

A-2: ADULT LEARNING CHARACTERISTICS
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It should be descriptive, specific,
well timed, and positive. Figure
A-4 contains a number of criteria
for providing useful feedback. One
of the ways that you can give feed-
back is t0 restate in your words
what you think the speaker said to
find if you understood what he or
she had to say. Another is to
summarize. This is really impor-
tant for you as a facilitator because
group participants may feel that
they are in overload because they
are dealing with so much data.
Your responsibility as a facilitator
is to move the group forward, not
only just to process the informa-
tion but to lead them toward the
goals of specific tasks.

What are the criteria for asking or
for giving questions? Ask one
question at a time. make sure that
itis simple and not overloaded and
that you are not agking multiple
questions within the same ques-
tion. Ask open-ended questionsiii
order for group members to give &
response that they can then ana-
lyze and that will result in ideas
ask, why did you do this, ask what
are the implications for X? Ask
questions that will not lead toa yes
ornosnswer. To give everyone an
opportunity to participase, directa
question to a shy person if you feel
that person would respond well to
the question. Move over to a per-
son who has not contributed when
you are asking questions. That
might encourage him or her to
speak up. If a person’sresgonse to
aquestion is completely off target,
your response might be to say
‘““That's very interesting, however,

LISTENING TO OTHERS
1. STOP TALKING— you can't listen while you are alking.

2. EMPATHIZEWITH OTHER PEOPLE—&xy to put yoursclf in their place so that
you can seé what thoy are trying 10 get at.

3. ASK QUESTIONS—when you don't undersiand, when you can't follow, then
you want 10 show that you are listening. But don’t ask questions that will
embarrass snyons or show him or her up.

4. DON'TGIVE UP TOO SOON—don't interrupt; give the other person time 10 say
what he or she has t0 say.

S. CONCENTRATE ON WHAT THE OTHER PERSON IS SAYING—actively
focus your atseation on hig/her words, ideas, and attitude toward the subject.

6. LOOK AT THE OTHER PERSON—face, mouth, cyes, hands, will all help com-
municase with you. Thishelps you concentraie 100. And it makes the other peraon
feel that you are Lstening.

7. SMILE AND GRUNT APPROPRIATELY—but don’t overdo it.

8. LEAVE YOUR EMOTIONS BEHIND (if you can)—try to push your worrics,
your fears, your problems, outside the confesence room. They may prevent you
from lissening effectively.

9. CONTROL YOUR ANGER—uy notto gt angry st what is being said; your anger
may prevent you from uaderstanding the other person.

10 GETRID OF DISTRACTIONS—put down any papers or pencils you have in your
hands; they may distract your atsention.

11. GETTHE MAIN POINTS—concentrate on the main ideas and not the illustrative
material; examplos, storics, and statistics are important, but usually are not the
main points. Examine them only 10 see if they prove, support, or defire the main
idess.

12. SHARE RESPONSIBILITY FOR COMMUNICATION—only peart of the respon-
tibility rests with the speaker; you as the listener have an important part. Try 1o
understand, and if you don't, question the ather peeson.

13. REACT TO IDEAS, NOT TO THE PERSON—don't let your reactions 10 other
people influsn ) your imterpretation of what they say. Their ideas may be good
oven if you dc . like them, or the way they look.

14. DON'T ARGUE MENTALLY—when you are trying 10 understand other poople,

it is 2 hamdicap 10 argwe with them mentally as they are speaking. This sets up
a barrier between you and the speekers.

1S. USE THE DIFFERENCE IN RATE—you can listen faster than aper...ncan talk,
0 use the rase difference 10 your advantage by trying 10 stay on the right track,
snticipating whet will be smid, thinking back over what was said, eic. Note:
speeking rate is sbout 100 10 150 words per minute; thinking rate is 250 to 500
words per minute,
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we are looking for. . ." Or, That

16. LISTEN FOR WHAT IS NOT SAID—sometimes you can icar just as much by | could be an interesting point, does
determining what the other person leaves out or avoids as you can by lisening 1o | anybody have a different perspec-

what is said.

17. LISTEN TO HOW SOMETHING IS SAID—we frequently concentrase 50 hard o
what is seid that we miss the importance of the emotional reactions aad attitodos
related to what is said. The spoaker’s attitudes and emotional reactions may be
more important that what is said in 80 many words.

18. DON'T ANTAGONIZE THE SPEAKER—you may cause the other person to
conceal sdeas, emotions, attitudes by antagonizing him or hee in any of a number
of ways: arguing, crificizing, taking notes, not taking notes. ssking questions, not
asking questions, etc. Try 10 judge and be aware of the effect you are having »n
the other person. Adapt to 10 that person.

19. LISTEN FOR HIS OR HER PERSONALITY—one of the best ways of leamning
about people is 10 lister: 20 them talk; as they talk, you can begin 0 find out what
they like and dislike, what their motivatious are, or what their « alue system is.

20. AVOID MAKING ASSUMPTIONS—ihey can get you into trouble whea trying
to understand other people. Don't assume that they use words the same way vou
do; that they are avoiding looking you in the eye becanse they may be teiling a
lie; that they are irying to embarrass you by looking you in the eye: that they are
distorting the truth becanse wha they say do2sn’t agree with what you think; that
they are lying because they b - intspreted the facts differently than you have;
that they are unethical becsnse they are trying to win you over to their point of
view; that they are angry hecause they are enthasiastic in presenting the' views.
Assumptions like these may turn out to be true; a bit more ofien they make ander-
standing, agreement, or compromise more difficult.

21. AVOID CLASSIFYING THE SPEAKER—it har *~m.c 70, but bsware. Too
frequently we classify a person as a type and then &, 3 /'t everything he or she
says into what makes sense coming from that type of person. Ssy that the per-
son is a Republican. Therefore, cur perceptions of what he or sho says or means
are all shaded by whether we like or diskike Republicans. At times, it helps us to
understand poople if we know their politics, their religious beliefs, or their jobs,
but people are unpredictable and rarely fit classifications perfectly.

22. AVOID HASTY JUDGMENTS—wait uutil all facts are in before making any
judgments.

23. RECOGNIZE YOUROWN PREJUDICE—ixy 10 be aware of your own feeling
toward the speaker, the subject, or the occasion and allow for these prejudgments.

24. IDENTIFY TYPE OR REASONING—frequently it is difficult % sort out good
and faulty reasoning 'vhen you are listening. Nevertheless, it is s0 important that
listeners should miake every effort 10 spot faulty reasoning when they hear it.

25. EVALUATE FACTS AND EVIDENCE—as you listen, try toidentify not only the
significance of the f:ts and evidence, but also their relationship to the argument.

Figure A-3: LISTENING TG OTHERS

tive?’ The principle is to trust the
rooup; allow them toruntheirown
- up with you facilitating, being
the catalyst and encouraging their
leadership to go forward.

Asafacilitator, you must be aware
that we sometimes discountor “‘put
other people down” witnout real-
izing what we are doing. What
happeas when youdiscount? You
not only turn that person off, but
you may turn off the other mem-
bers of the group, thereby limiting
their participation. Figure A-5
contains a number of “discounts”
that inhibit rather than facilitate
moving a group forward.

You must also observe the body
language of group participants,
their expressions, their move-
meats, if they need a break, or if
they are dominated by one person.
Listen to the silence; listen be-
tween the lines. Listen for what
people aie not saying as well as
what's being suid. Use silence. If
you can be comfortable with si-
lence, the group may be doing
important thinking, and they need
to“goinside” to process it. Do not
allow your anxiety to force youto

Before your group session, it is
advisable to plan multiple ques-
tions to lead the group forward.
Periodically clarify and restate
questions, acknowledge disagree-
ment, encourage further thought
on the topic. These strategies can
move the discussion forward to-
ward the outcomes you want to
achieve. If somebody asks a ques-
tion in a large group, you :.could
rephrase the question or repeat the
question to ensure that the other

members of the group hear the
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“Feedback” is a way of helping people to consider changing their behavior.
It is communication to a person or a group which gives them information
about how they affect others. As in a guided missile system, feedback helps
individuals %0 keep their behavior on target, thus enahbling them o> achieve
their goals. Itisa corrective mechanism forthe individual who wants 1 leam
how well his or her behavior matches the intentions, and it is a means for

establishing and clarifying one’s identity, for answering “Who am 17"

1. Itisdescriptive rather than evaluative. Describing one’s own reaction
to behavior leaves the individual free to use the information or to use
itashe or she sees fit. Avoiding evaluative language reduces the need
for the individual to react defensively.

2. Itisspecific rather than general. To be told that one is “dominating”
will probably not be as useful as to be told that, “Just now when we
were deciding the issue, you did not listen to what others said, and 1 felt

forced to accept your arguments or face attack from you.”

3. Ittakesinto account the needs of both the receiver and giver. Feedback
can be destructive when it serves only one’s own needs and fails to
consider the needs of the person on the receiving end.

4. Itisdirected toward hehavior which the receiver can do something to
change. Frustration is culy increased when a person is reminded of
some shortcoming over which he or she has no control.

5. It is solicited by the receiver, rather than imposed by the observer.
Feedback is most useful when the receiver formulates the kind of be-
haviors &, be cbeerved, and questions to be answered. Thus, the
individual obtains desired information about behaviors and their
impact.

6. It is well-timed. In general, feedback is most useful at the earliest
opportunity aster the given behavior occurs (depending, of course, on
the person’s readiness to hear it, support available from others, etc.)

7. Itischecked to insure clear communication. One way of doing this is
to have the recedver try to rephrase the feedback to see if it corresponds
to what the sender had in mind.

8.  When fec ~ .2k is given in a training group, both giver and receiver
have the opportunity to check with others in the group to assess the ac-
curacy of the fecdback. Is this one person's impression, or an
impression shared by others?

Figure A-4: CRITERIA FOR USEFUL FEEDBACK

question. If they don’t hear the
questions because of conversations
going on around the room, they
will just simply back out.

How are you going to deal with
different types of behavior? The
talkative, the shy, the disinterested,
the person who attempts to domi-
nate, the one who has liis or her
own agenda? Or, what will youdo
when the discussion absolutely
drops or »-comes sidetracked or
people decide to have their own
private conversations?

Suppose that a participant wants
to quibble over trivial details and
apparently loves to “get the other
fellow's goat.” First, do not lose
your head, or allow others todo so.
Question the individual to draw
him or her out; then turn himor her
over to the group. Prevent group
members from getting personal;
get the opinion of the majority.

For talkative individuals who take
much more than their share of “air
time,” interrupt and ask others to
comment. Make it difficult for
them to get the floor; fail to recog-
nize them. Don’t look at them
when you ask questions; deliber-
ately tumn to other ; articipants for
opinions. Establish a rule of the
length of time for comments.

For shy participants, call on them
by name for opinions, making sure
that your initial questions are rela-
tively “easy.” Ask advice pertain-
ing to some feature of the session;
bring up subjects in which you
know they are interested and have
expertise.

Disinterested participants renuire
direct questions. Ask their advice
about the session, or the topic for
the session. Quote statements they
have made outside of the session.
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If the discussion becomes side-

1.  “Yes, but..” tracked, summarize the relevant
2.  “No, that won’t work.” discussion. Restate the problem.
3.  “Idoa’tlike that idea.” Wd\;’m u_t:)hw::leni:ls
. . on wi ue
4, 'Rea.lly?" (when the tone implies doubt) tion. Head off the
5. Cutting son “'.wﬁ' . . e rambler by securing a statement
6. V{dking away in the middle of a conversation/being dis- from level-headed thinkers. Ask
missed s s . . the group to postpone side issues
7. “Ihave no faith in that idea/conclusicn.” until the topic under discussion is
8. Being ignored. completed.
9.  Lack of further inquiry.
10. “Will it sell?” or “It’s not profitable; it won’t sell.” If two or more participants have a
11. “That's stupid” or a variety of other terms saying the same side discussion, direct a question
thing. to one of the participants. Or you
12. “I would expect more of you” or “You can do better” can stop and call the attention of
13. “You should have known better.” the group to the side discussion.
14. “I trust this is leading somewhere?” or “Does this apply to
something?”’ Figure A-6 contains a number of
15. Smirking (facial) strategies on facilitating discus-
16. “Why are you asking this?” (The tone of the “why” implies || sions. Good luck!
doubt, not curiosity.)
Figure A-S: FREQUENTLY EXPERIENCED DISCOUNTS

Observe the body language of the participants; their expressions; their movements; the extent of invo—l:cmmlin the
discussion by as many participants as possible in the group.

Require a basis in fact and information to accompany stajements.
Mmammmm.mmmdmmmmmm.
Periodically psuse and ask for clarifications of definitions end assumptions.

After clearly estaluishing the theory, seek out examples from the participants’ experiences that would affirm or deny the
issue. snder discussion.

Mﬁwymmwwmmnm\dmdmuuﬁmdixm hoardcrs to wait until
others have had an opportunity spesk before they comment (again).

Check out reasons why some participants may be avoiding responding and others may be playing out power needs.
Be cognizant of the nature and types of leadership and remain impartial as members of the group vie for control.
Listen carefully and respect all views.
Guide the discussion by following an outline or plan, periodically clarifying and restating, asking questions that move
the discussion forward and ending by stressing the agreement, acknowledging the disagreement, and encouraging further
thought on the topic.

Figure A6: STRATEGIES ON FACILITATING DISCUSSIONS
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Southwest State University
ED QUEST Affirmative Action Project

Evaluation of Trends

In this section you are 10 forecast the level of each tread and evaluate the impact of thet trend on SWSU's affimative action
program should the trend matorialise a8 you predict. In forecasting the level of the tend, seswne that the prosent level is 100.
Then osimate A most likaly lovel of the trend five years Som now and tan yoars from now. A tread's level can incroase,
decrease, or rosain stable from one point 10 the next.

After catisnating the level of the trend, indicate how important you feol this tread may be 10 the affirmative action program.
For the purpose of this survey, the focus of affirmative action is on SWSAU"ssecrelsmnat and sesntion of women snd minority
faculty, saff, snd stadents. ‘Minority’ is defmed as including Asias/Pacific leiaaders, Blacks, Hispanics, sad Native
Americans. Recogaizing thet a trend may very in its effect on women or minorities sad faculty, staff, or studonts, provide a
single cstineate of the groatest impact of the trend on any component of affismative action. Use a scale of 0 0 10 where ‘0’
means that this tread should have a0 significant impact on affirmative action, snd ‘1 means that this tread would have the
kighest possible impact on SWSSU’s affirmative action program.

Move quickly through the survey. Do not lsbor over any single answer. Your first impression is likely to be your best. If you
have no knowiedge or opinon on an isem, you may Jeave it blank.

The first itom has been filied in a8 a samplo response. The respondent’s forecast of the five yea: tren! ‘evel € the percent of
states with am elected woman govemor predicts an increase of 25% over the current level. The ton year trend leved predicts
a drop from the five year level but is still 10% higher than the current lovel of 100. The responder4 considers that this trend
will have a moderate impact on affirmative action st Southwest Stats University.

———— ey

TREND STATEMENTS: Syr 10yr impact
SAMPLE TREND ]
The percentage of states with an elected woman govemor. 128 110 $

National ’
1. Percent of U.S. population over age 65.

2. Porcentof U.S. students parsuing graduste degrees in
caginecring and buinsss who are womon.

3. Pesstat of U.S. sudonts pursaing graduste degrees in
onginsmring and businces who are minorisies.

4. Ansml U.S. businces relocation rate from frostbelt 10
sunbelt.

5. Pescont of jobs in the U.S. which require a bachelor's
degres .

6. Peromnt of US. minorities with graduste degrees choosing
jobs owside of higher education.

7. Percemt of U.S. women with graduste degrees choosing
jobs outaide of higher education.
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TREND STATEMENTS: Syr 10yr impac
8. Competitivences of U.S. salaries in higher education with I
other employment opportmitics.
9. Porosnt of workers in the U.S. continuing to work o N
pest age 65.

10. U.S. minority birthrate.

11. USS. non-Hispasic Whise birthrate.

12. Ree of umemployment in the U.S..

13. positions in the U.S. requiring computer
likeracy.

14. Percent of minority high school grads in the U.S. who are
computer Mterate.

13. Percent of cntry level jobs in the U.S. requiring a special-
ized college education rather than a liberal arts education.

16. Investment of business and industry in college-level, in-
bouse training programs in the U.S..

11.‘5.;uwhuunmom¢umﬁonmmm

18. Extent to which computer literacy is required for gradu-
ation from higher edncation institutions in the U.S..

19. Level of faderal support of student financial aid.

20. Level of U.S. business and industry support of student
financial aid .

21. Level of federal funding of bilingual education.
22. Availability of bilingusl teachers in the U.S.
23. Availability of minority faculty in the U.S.
24. Availability of women faculty in the U.S.

28. US. hourly minimom wage rase.

26. The pesoent of minorities in supervisory positions in
businoss and indgiry ia the U.S..

27. The percent of women in supervisory positions in
business and industry in the U.S.

28. Percent of women over age 25 entering college.

29. Percent of middle management position- “liminased in
U.S. businesses.
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TREND STATEMENTS:

Syr

10yr

Impact

State
30. Medisn income for fell-time minority workers.

31. Medisn income for foll-time women workers.

32. Number of logal sults in the stas claiming discriminatory
practices in end promotions.

33. Percent of minority teens in the state ontosing the work
forcs rasher than contisning their education.

34. Percont ¢f women im the stase in the workforce.

35. Level of cocedination between public schools sl
postsscondary institutions 10 improve misority student
achovement.

— e v

36. Percent o/ minority high school grads not meeting the
admission requirements for the state’s universities.

37. Percent of minority elementary/high school seachers.

38. Perceat of minority stndents who receive financial aid for
postsecondary education.

e e

39. Tho legislatre's support for raising the standards of
higher education.

40, wmmfuﬂmﬂymwm

41. Percent increass in the state’s financial sapport of public
higher education.

42, Availability of minorities for mesagement positions at all
levels in the state’s universitics.

43. Availebility of women for management positions at all
lovels in the stase’s univeraitics.

44, Percent increase in new jobs created in the state.

Matrocity Coumty

4S. Perosst of minority high school grads in Metrocity
County eatering the military service.

1 46. Porcent of avallablo jobs in Mewocity County that are
positions.

-~

.+

unekilled
47. w..m.mamm

48. Minority houssholds living below poverty level in
Metrocity County.
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TREND STATEMENTS:

Syr

10yr

49. Woman-head-of-households living below poverty level in
MetrocityCounty.

50. Annuel infiation rate in MetrocityCounty.

51. Medion resale value of homes in Metrocity County.

52. Percent of minority high school grads in Metrocity
County earclling in community colleges.

53. Percont of minarity high school grads in Metrocity
County earolling in a state university,

B-5

Impact

——— - 5
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54. Percont of olementary schools in Metrocity County with
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EVENTS

In this section you are 1o make a judgment alzout the probebliy of each event ocourring five years from now and ten years
from now. Uee any number between 0 10 100 where '0' means there is no ikelihood of the avent occurring, and '100°
means that the event ls certain to ocour.

After sstimating the probebility of the event occurring, indicate what impact you feel this event may have on SWSU's
affirmadive action pregram. Usse a scaie of 0 © 10 where ‘0’ means that this svent should have no significant impact on
affirmative action and ‘10’ means that this event would have the highest possible impact, sither positive or negative, on
affirmative action.

Some events can occur &t any time but other svents can not occur uniil some given time in the future. For instance
a natural disaster has the potential for coourring et any time but a change in some elected officials can occur only once
svery four years. In the column labeled ‘1t YH', estimate the number of years uniil the svent first bacomas possible.

In the first axampile given beiow, the reapondent esiimaiees the probabilily of an accident at the Paio Verde nuciser plant
during the next five years at 5 4. The prabablity of the event cocurring in the next ten years s estimated at 10%. ¥ this
event ooours, the respondent belleves that the impact on ASU's affirmetive action will be low. The first year this event
becomes possbie 10 occur is estimated at ‘0’ indicating that the event could ocour any time in the future.

In the second example given below, the probability that the U.S. will elect a minority president during the next five years
is esiimated at 10%. The probabillty of the event occurring in the next 1en yeers is estimated at 25%. i this event occurs,
the impact on SWSU’s affirmative action will be high, but the event has no possibility of ocouring until four years from now.

EVENT STATEMENTS Syr | 10yr | impact | 1styr
A major accident coours ot the Palo Verde nucieer plant.| 5 10 2 | o
. d._

| The U.8. slects & minortty pr. aident. 10 i 9 ‘
1. The state passes logislation making English the official '
language.

2. A major depression occurs.

3. The U.S. experiences another significant stock
market cragh.

4. Home compuier-based interactive communication is
widely used in the county for training and educstion.

5. mmammpubhcthoolndopt
2 48 week school year

(1988: 35 weeks)

6. A major Metrocity electronics firm establishes its own
for iss employees.

7. Laxge privase corposations establish kascrative student
financial aid packages with follow-on employment ob-

RS

8. mmmqumgmu
increnscs in education 10 educational

9.  Abalanced budget amendmeat 10 the U.S. constitution
is passed.
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EVENT STATEMENTS:

Syr

10yr

10.

An effective mosning-after birth control pill is available
to toenage girls,

11.

U.S. migration patterns shift away from sun-belt cities.

impact

12.

The retirement age for Social Security benefits is raised
10 age 70.

13.

A medication is developed that can increase memory
recall.

14,

The federal government that students achieve
minimum academic standards in high school to be
eligible for federal financial aid in college.

15.

The state board of regents hires a Hispanic president for
one of the state’s universitics.

16.

Metrocity Couuty Community College District develops
a Bachelor of Technology program.

17.

Gang activity in Metrocity rises to the 1988 level in Los
Angeles.

18.

Penalties for drug trafficking are made more severe.

19.

The foderal government legisiaies a two-year compul-
sory servic: for youths between age 18 and 24, with
options such as military service, VISTA, and the Peace

The U.S. significantly raises annual immigration quotas.

21.

The state legislature provides adequase financial support
for SWSU 0 become a Research I institution.

A major financial collapee causes Brazil or Mexico to
default on Josns 10 U.S. banks.

mﬂmmumwmmmmm

Another cominunist regime takes power in Central
America,

A fossil furl crisis of s ie2=; 1973-74 proportions hits
the U.S.

A rapid trangit system is built in Metrocity covering at
least a 25 mile radius.

27.

A major drought occurs impacting the Mud River
watershed.

A milor earthquake (+7.5 Richter Scale) occurs in
Califomia,

52
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EVENT STATEMENTS:

Syr

10yr

Starting teacher salaries are comparable with salaries in
business and industry.

Impact

The state board of regents adopts a chancellor system of
goverasace.

31

Congress revokes the education benefits for volerans.

All non-milisery foderal government student financicl aid
funds are cat by at least SO%.

1.

U.S. income tax laws are rovised 1o allow isemized
deductions for the costs of a college education.

A major regiosal conflict (e.g., Middle East) involving
U.S. troops erupts.

3.

The U.S. experiences a dramatic flood of refugees from
Mexico, Central, 8 Yor South America.

Most universitios sequire that studeats successfully

complete & jusior passing exam before advancing ©
upper division courses.

37.

The state passes legislation requiring compicts course-
by-course articulation and tranefer from two-year t0

four-year colleges.

The basis for determining salary levels in state positions
is related to comparable worth.

SWSU establishes a second branch campus in the east

40.

SWSU West becomes an independest institution.

41.

The state is selected as the site for the supercollider
project.

42.

Enrollment caps are implemented in the state university
system.

43.

The next state university branch campus is pot built by
SWSU.

When you have finished piease do the following:

Refiect fr a moment on the entire set of trends. Have we left out ~ny possiile future trends that you
believe will have a significant impact on SWSU's affirmative action program? ) 80, use the space provided
beiow 10 write in these Missing Rems. Also fii in your estimate of the trend levei as well as the impact on
sifirmative action.

Reflect for a moment on the entire set of events. Have we left out any possbie future events that you
believe will have a significant impact on SWSU's aftirmative action program? if 80, use the space provided
below 10 write in these missing ems. Also fill in your estimate of the event probabiilty, the impact on
sffirmative action, and the zero point.

DG
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APPENDIX C

INSTITUTIONALIZING ENVIRONMENTAL SCANNING IN THE
STRATEGIC PLANNING PROCESS
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INSTITUTIONALIZING ENVIRONMENTAL SCANNING IN THE STRATEGIC
PLANNING PROCESS

The alternative futures approach: to strategic planning
modelis designed to facilitate a relatively quick analy-
sis of the external environment and to enable the
organization to clarify its future, define its options and
“getoutin front” of anticipated changes in the environ-
ment. However, for the organization to develop the
capacity to deal proactively with its environment, the
process must be institutionalized. In other words, an
on-going environmental scanning system must be
created to supplement and continuously update th= set
of critical trends and events developed in the initial
process.

Morrison (1987) has described how to develop an on-
going environmental scanning program and the initial
steps an organization may take in developing such a
program. These steps include developing a program
structure and a comprehensive taxonomy with an elec-
tronic filing system, identifying and assigning infor-
mation resources, securing scanners, and training scan-
ners and abstractors.

GETTING STARTED

The environmental scanning notebook (see Appendix
D) consists of a literature review of readily available
information resources . However, the extent of the
review is dependent upon the amount of time that the
facilitator has available. An on-going environmental
scanning program overcomes this dependency by
having a number of people regularly review informa-
tion sources—the more sca"iners, the greater the number
of information resources that can be used. Therefore,
one of the tirst steps in institutionalizing an enviror.-
mental scanning system is to recruit volunteers to
perform scanning.

One approach that has been successfully used to recruit
scanners consists of offering a half-day plannire
workshop focusing on stratcgic planning models. I'ns
would include the abtermative futures approach nuxdel

and would focus on the use of environmental scanning
information in planning activitics for the organization
and for its constituent parts, including program plan
ning within individual departinmcats or functional arcas
A major part of the workshop would be an enercise in
the identification and evaluation of critical teends and
emerging issucs. This exercise would cnable partici-
pants to bring their individual knowlcedge of the exier-
nal environment to a discussion, which could result in
expanding the event and trend set developed during the
initial phases of the planning process. Morcover, this
workshiop should generate enthusiasm for cstablishing
a system for systematically sccking indications of
change in the external environment.

DEVELOPING PROGRAM STRUCTURD

The structure of the system docs not have to be clabo

rate. The planning team facilitator could char the
scanning committee, consisting of the planmng team
members and other interested individuals. In addition,
the facilitator is responsible for assigning information
sources to each scanner and is responsible for collect-
ing and filing scanning abstracts. Periodically, per-
haps bimonthly or guarterly, the planning team mieets
as a scanning evaluation committee to sort. sift, and
evaluate the significance of the abstracts. 10 reason

able to anticipate from 100-200 abstiacts per quarta,
depending to some extenton the numnber of individuals
employed in scanning. These mectings walliegie she
team to summarize by sector (i.c., social, wehnologi-
cal, economic, and political) all abstracts produccd
during the gquarter. This activity will take one work
week by teun membsrs.  An altermative approach
would be for the facilitator to categorize the abstracts
by sector and acsign each team member the responsi-
bility for reviewing all abstracts in that sector. Regard-
less of which approach is used, a written sunmry (in
essence a preliminary analysis) by scctor should he
prepared and distributed prior to the sttt meting

Discussion and analyses at this meetmg wall tike tom
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hours. Each meeting concludes with additions to the
trend or event set and perhaps with updated informa-
tion on trends and events already in the set. The
facilitator has the responsibility of documenting the
discussion and preparing the report. (See Simpson,
McGinty, & Morrison, 1987 for a discussion of how
the Georgia Center for Continuing Educaiion struc-
tured its environmental scanning process. )

DEVELOPING THE SCANNING TAXONOMY

The trends and events identified in the initial planning
activity and in the workshop for volunteer scanners
may be used to deveiop the beginnings of a scanning
taxonomy, so that every possible item: resulting from
scanning has a logical place to be classified. The
taxonomy depicted in Figure C-1 has two objectives:
(a) to provide a comprehensive set of categories within
which related materials can be filed, und (b) to provide
a numbering method for every piece of information
collected, as well as for the specific trends and events
identified (or created) within these categories. Note
that there are six categories in the taxonomy—der >-
graphic, social, technological, economic, political, and
environmental. Their relationship to the organization
is classified in both external (international, national,
regional) and internal (i.e., education) categories 'nd
each resulting “cell” is numbered. For example, an
important discussion of regional migration would be
assigned to Category 1.3, while a change in the regu-
lations defining eligibility for federally funded student
finar..ial aid would be assigned to Category 5.2.

This numbering system may then be used in the next
Delphi conducted by the planning team. Each question
in the Delphi can be numbered according to its classi-
fication in the taxonomy, facilitating quick retrieval of
the source document from which the trend or cvent was
drawn and enabling a quick update of the historical
information the team may wish to add to the Delphi
question in succezding years. Boucher and Morrison
(1989) recommend refining this system by adding

USING FUTURES RESEARCH IN COLLEGE AND UNIVERSITY PLANNINGG -3

three digits to the category numbers. ‘Fhe thind digat
would be assigned using the following code:

I=a trend, incluching hstorical or torecasted
data

2 =an event that the author of the souree docu
ment had identified ashaving some chance o
occurring in the future

3 =a policy proposal or suggestion oftered in
the source document as a means of improving,
some condition, current or prospective

4 = miscellancous picce of mformatior, not
one of the preceding types, but nevertheless of
potential value in the Delphi, cither now ornext
year

The lasttwodigits would be assigned inscral order (00
- 99) to cach item entered into the taxonomy. Thus, an
item coded 3.4.2.02 ccald be identiticd as the sccond
event that concerned a specific potential developiment
in educational technology.

ORGANIZING THE FILES
ELECTRONICALLY

Utilizing computers, elcctronic files tactlitate review,
referral and upditing.  Morcover, through using an
electronic filing system, it is casicr to develop consor-
tium refationships with similar organizations or with
organizations in the same geographic aica There me
a number of electronic bibliographic data base <ot

ware programs available commercally  Pro-Cue,
software program developed by Personal Bibliographic
Software, has standard werkfornns for cach dita entiy
into variable-length fields and records, authority lists
tostandardize names, bibliographictitles, orkcy wornds,
and a search capability using Boolcan logic for quuck
retrieval. One reason for using this program s that st
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ENVIRONMENTAL SCANNING TAXONOMY

BEARING ON
CATEGORY OF EXTERNAL
DEVELOPMENT -
0 - INTERNAL
International Natio- -ai Regional
1. Demographic 1.1 1.2 1.3 1.4
2. Social 2.1 2.2 2.1 2.4
3. Technological 3.1 3.2 33 34
4. Economic 41 42 43 44
5. Political, Legal 5.1 52 53 54
and Regulatory
6. Environmental 6.1 6.2 6.3 64
FIGURE C-1
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is available in both Macintosh and PC/MS DOS for-
mats, thereby allowing dataexchange via modem, over
a network, or through a mainframe. In addition,
Personal Bibliographic Software has developed two
complementary programs, Pro-Search and Biblio-
links, thereby allowing retrieval of information from a
major data base like Dialogue, which can be down-
loaded todisk, and transferred into an appropriate Pro-
Cite workform (journal, book, newspaper article, etc.).
Its also possible to use a standard data-base program.
For example, the scanning programat the University of
Minnesota uses dBase I1.

IDENTIFYING LITERATURE SOURCES
AND DATA BASES

The importantcriterion for literature selection isdiver-
sity. Information should be obtained from newspa-
pers, magazines, dissertations, journals, TV and radio
programs and conferences.

A comprehensive list should include the following:

Newspapers—The NewYork Times, The
Wall Street Journal, The Miami lleiald,
The Chicago Tribune, The Los Angeles
Times, The Christian Science Monitor
and USA Today

(@)

Education:: Literature—Chronicle of
Higher Education and Education Week

(b)

©

Social/Demographic Literature—Ameri-
can Demographics, Public Opinion

(d) Technological Literature—High Tech-
nology, Datamation, BYTE, Computer
World, Discover, and InfoWorld

Economic Literature—Business Week,
T he Economist, Fortune, Forbes,Money,
Inc. and The Monthly Labor Review

()

(D Political Literature—New Republic, The
National Review, The National Journal
and Mother Jones

(g) General Interest Literature Vital
Speeches of the Day. Across tie Board.
Naisbitt Trend Leucer. Kiplinger Wasi
ington Letter, Time, Newsweek, ULS.
News and World Report. and The Futir-
st

In addition to commercial resources, a rumber of
government agencies publish trend data, many timesat
little or no cost. For example, GAO Reports miy be
obtained from the U.S. General Accounting Office,
Document Hzndling and Information Scrvices FFacil-
ity, P. O. Box 6015, Gaithersburg, M1 20877, phone
202275-6241. NCES reports arc available from NCES,
Washington, D.C. Perindic Rand reports ity e
obtained from The Rand Corporation, Publications
Department, 1700 Main Strect. .0, Box 2138, Santa
Monica, CA 90406-2138.

Morrison, Renfro, and Boucher (1984) identily a
number of other information resources, including those
used by the ACLI Trend Analysis Program and the
ERIC Clearinghouse on Higher Educauon.

ASSIGNING SCANNERS INFORMATION
RESOURCES

Assigning scanners specific materials for regular re
view and analysis provides a measure of confidence
that most “blips” on the radar screen will be spotied. A
suggested procedure for assigning information re-
sources is first to ascertain what materials, confer
ences, and so forth, arc regularly read or attended by
scanners. The list of materials regulzrty read by
scanners should be compared to the list of ruportant
information resources identificd in the above activity.
If at all possible, scanners should be assigned material
they already regularly review. ftis likcly that there will
be material that is not regularly read: in such cases, it
is recommended that scanners be asked (o volunteer to
read those resources. Morcover, the scanning connig
tee chair should institute a procedure 1 “spot cheek™
how wellthe information resonrces are being reviewed.
If there are many scanners, it 15 advisable to buthd in
redundancy by having two or more scanners review the
same information resource.
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TRAINING SCANNERS

Scanners need orientation and training in scanni ngand
in reporting information via abstracts. Scanners
should keep inmind that they are scanning to anticipate
social, economic, technological and legislative/regu-
latory changes in order to facilitate plan ning and policy
formulation; therefore, they shouid seek signals that
indicate departures from expected futures. Specifi-
cally, when scanning their assigned materials, they
should ask themselves if the items:

1. representevents, trends, developments, orideas
never before encountered.

2. contradictpreviousassumptions or belicfs about
what seems to be happening.

3. represent new twists to old arguments.

4. can be linked to other abstracts previously
written or seen.

5. discussnew patents, inventions, and/or research
results.

6. have implications for the long-range program
or management of the organization.

7. contain polls or forecasts.

TRAINING ABSTRACTORS

It would be ideal if scanners would also serve as
abstractors. However, one or two student assistants
may need to be employed for this task. Irrespective of
whodoes the abstracting, all scanners and institutional
research staff personnel should be trained to write
abstracts.

The lead sentence of an abstract should be a response
to thisquestion: “If 1 had only a few minutes to describe
this article to a friend, what would say?” What s the
most important idea or event that indicates change?
The response to this question should be followed by a
one paragraph explanation. Whenever possible, sta-
tistical data should be included. The summary should
be limited to no more than one-half page of single-
spaced, typewritten copy.

Each abstract should have an implications section
responding to the question, “How will the information

ERIC

IToxt Provided by ERI
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in this article affect this organization’s programs or
management?” The author should include a list of
those emerging issues sugpesied by the article, i de-
scription of future events occurring as a result of the
trend identified by the article, and/or an identification
of issue stakeholders if they arc not listed in the anticle.

Speculation aboutiniplications is 2 partof the scanning
and abstracting process. Here the abstractor (rics o
determine an item’s potential for affecting other facets
of the social environment and/or the organization.
There are no “right” answers. Note, however, that
some articles may offer no implications that are imme-
diately apparent. The scanning commitice, with the
benefitof related abstracts from other scanners, may he
able to detect implications that a  single monitor
cannot.

CONDUCTING A SCANNING COMMITTEF
MEETING

A scanning committee meeting should be held every
two to three months to handle the approximacly 70-
100 abstracts that would probably come in during that
period. Several approaches could be used 10 prepare
for a scanning committee meeting. Forexample, at the
Georgia Center for Continuing Education, the chair
segregates abstracts according to subject arca (i.c., all
those concerning sffice automation go into one pile,
employee compensation go into another, and those
difficult to assign, into a miscellincous pile). Each
member of the committee is assigned particalar
packet of abstracts to review in detarl. Al members
read the entire selection of absiracts recetved, bt are
requested to come 10 the meeting with a hst of tends
and potential issues derived from those abstracts m
their packet that are new. They arc expected 10 exam-
inc how these trends and issues relate to or conflict with
other trend areas identified previouslty (Morrison.
Simpson and McGinty, 1987).

An alternative approach is for each member 10 review
all scanning abstracts and come 10 (he neetng pre-
pared 10 sort them into three categorics: “winners,”
“losers,” and “middle-of-the-roaders.™ Inespective of
the approach used, the meeting itscl may last from iwo
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to three hours, including a round robin, with each
person reporting his/her subject area, and a free-for-all
discussion. The end result should be a list and brief
descripticn of 15 or so trends, possible events, and
emerging issues that appear important to consider in
the annual planning exercise.

USING SCANNING NEWSLETTERS

A scanning newsletter can serve to bring important
new trends and eveats to the attention of all members
of the organization and, at the same time, provide
recognition for the efforts of volunteer scanners.
Certainly the trends and events identified between
planning sessions in scanning committee meetings
should be included in the newsietter. This newsletter
could be a “stand alone” or could be included as an
insert in one of the regularly published organizational
newsletters. The newsletter should have a logo, be
“jazzy,” prinied on colored paper, and have special
boxes labeled, “Wild Speculations.” The important
point is to avoid anointing speculations, but to recog-
nize that the purpose of the newsletter is to print items
that have implications for the organization.

USING ISSUE BRIEFS

After reviewing abstracts at the scanning committee
meeting, the committee should be able toidentify those
15-25 or so trends, events, and emerging issues that are
important to monitor. An in-depth analysis of a par-
ticular item may be needed. The CEO may wish to
commission an issue brief on the item, to be written by
amember of the planning team, an administrative staf-
fer, a staff member in the research and evaluation
office, or a faculty member. A recommended format
for an issue brief is:

*  What is the issue?

» What do we know about it?

»  What are the implications?

»  What should the organization do?

UsinG Futurks Risgarci IN COLLEGE AND UNIVERSITY PLANNINGG 7

CONCLUSION

The alternative futures approach (o planning is a sys-
tematic, intensive, and relatively inexpensive way
focus quickly on strategic arcas for which more de

tailed planning and analysis would be benclicial.
Through participating in the process, senior leiders
develop a shared understanding of high priority issues
and a view of the dynamics of the changing environ-
ment of the organization. Participating in the process
facilitates team building, focuses attention of decision
makars upon the longer-term future, and assures that
the strategic options developed from the process have
the authority from top management.

To provide a continuous, objective, complete, and
detailed analysis of the external eavironment, the
organization should develop a systenatic environ-
mental scanning and forccasting system. 1 important
information about the external cnvironment is nol
available to the planning team, or if this information 1
not given an opportunity to be articulated, it will not be
included in important deliberations. Consequently,
the results of the planning process will sulfer. How-
ever, with an ongoing environmiental scanning system,
the quality of the information that gocs into the envi-
ronmental scanning notebook will be greatly improved,
thereby enhancing the quality of the analysis of the
planning team. As importantly, since members of the
planning team should be involved as scanners and as
members of the scanning committee on a coniinuous
basis, they will increase their onentation 1o the futwre
and will become more proficient participants in the
yearly planning exercise. Incorporating a sysiematic
environmental scanning system process should enable
decision makers to anticipate what is happening i+ the
state, region, nation, and world, and, correspondingly.
to plan more effectively.
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ENVIRONMEMTAL SCANNING NOTEROOK

Some Possible Trends That May mpact Education

The purpose of this notebook is to stimulate your
thinking about the future. The information included in
the notebook will assist you in identifying possible
trends and events that may impact the future direction
of the organization.

The articles, charts, graphs and lists are only meant to
suggest possible trends and events. Each planning
team member is encouraged to identify other trends
and events that represent important changes in the
organization’s environment.

NOTE: only a small sainple of possible icms are
included in thic example. Much of the material gath-
cred and assembled for this notebook will be obtained
from copywrited materials. For this reason, the author
could not include as wide and extensive a sample as
would be contained in a complete notebook thit woukd
be used by a specific planning tcam. With an estab-
lished environmental scanning process ongaing in an
organization it is not difficult 10 acquire & weahth of
material for the notebook.
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Though the ressits of the Croes sur-
vey seom 3 solid indication of the coun-
try's continued comemement 10 handwrit-
ing in an elecronic age. it could also be
viewsd a8 just another illuseration of the
groat American prociivity for ssying one
thung while doing anCher. A STORg vou

College administrasors discovered mar
kenng when they realized demographics
was their destiny. They saw the coming
decline in waditional <illege-aged s»-
dents and strwed 10 ‘edesign their pro-
grams to asract students of all ages.
Public colleges and universities. which
account for 77 percent of all undergrade-
ae enroliments. wasched theic envoll-
ments peak in 1983 & 6.3 million—19
years afver the end of the baby boom in
1964. By 1987. enroliments had declined
3 percent. 10 6.1 million. Since the num-
ber of high school graduaces fell by 6.5
1strasors must be doing something right.

Still. the demographic pressure is re-
lentless. Projections of undergraduse
enroliment i public colleges and wniver-
sines show an additional 3.2 percent drop
from 1967 10 1995, with enroliments fall-
umSOmllm.meum
tons should lose 3.1 percant of their esti-
mased {987 enroliments. while two-year
InSLNMCIONS are projecied 10 lose 3.4 per-
cemt. AbOut six in wn undergraduates
in public institutions atwend four-year
schools.

Ningtoss: years aher the end of the
“baby bust™—a 12-year period of declin-
g births ending in (976—colisge en-
rollments should begin to recover some

mwmupnmnmwm
lase 1990s.

Sobind e Numtere  Thome gvagsnons sums (o G Mussnsd
Camur fov Stuamuss G of G0 US. Dopantmans of Gtusress.
Thoy e amvvas by qEpiysiy EENUCoNN (NS by g0, 0. 0 s
» 89 Cons Dutens's mufiioconm pepuiouss oy, fos
sy sdeumem. s “Napmns of Siusumun) Sunstm t» 1997
90." o7 conunmt Dotes & Quvald. Muentnl Comer or Sitatanen Seo-
wonen. 356 Sow Jumsy Avenus WW. Washuagees. BC 35088,

.
RECOVERY ANEAD
(public uadergraduste cavelimant. 1997-1997:°
» thousends)

o tmw Mew
[__J Snelmes! sshesls sshesd
([ 1 600 3335 2314
1968 . 6,140 3637 2300
1, JNS— 0.162 3643 23519
1990 .. 6,138 3638 23520
. 6,103 3407 2095
1992 . 6023 3337 2406
1993 S99 3303 des
199 . SI9T 3463 2434
1995 ... SBT3 3446 2429
1996 e SH8S 3048 2437
997 e S91T 3470 2047
¢ Puli-cume squrvairm saredisen
o puithe cvlivers ol suvernnes

» Employment by industry
» For Each Yeer 1970 0 2010

FUR EVERY.

= County
@ Metro Ares (MSA/PMSA)
@ Stats and Region

-mem
= Retall Shis Location
= Load Forecasting

@ Ressarch

AVAILABLE IN:

@ Primt
= Foppy Disk
= Magnetic Tape

Forecasts and data aggregations

for special applications or market
analyses aiso available.

el

Weads & Pesie Esonamics, Inc.
1794 Columbis Road N.W.
D.C. 20009
(262) 32-TN1

SEPTEMBER 1900  AMERCAN DEMOGAAWCS 7




24y

D-6 UsING FUTURES RESEARCH IN COLLEGE AND UNIVERSITY ILANNING

19608 and early 1970s. Bt

the baby-boom generation
% o
mu-—u years, and the number of
-‘-'--ﬂ"""" e T e | ohildren sader age 1015
Tow! NUSTO 000% 2548 MESK  M0I% | growisg.
Userr § 04 24 e 72 128
Y s 73 e 4 o5 Tha obdiont baby boom-
0m 14 12100 ¢ war 1 47 o3 wrneg 40 in 1936,
15em s 70 S 83 -2 . .
P e 75 nyue s 121 vehoring that massive
1Y) nm s T BT BT | ponerstion im0 mmdlife.
Ve 2% o 17y 18 3 ‘
Bew o 20 118 €2 qp | Dunr<tepesiienyen.
Onu 17740 b ] 11.000 a? ©3 the number of people aged
YY) 1388 5§ 1000 49 M8
0w nes 46 1o 52 -1g | 401044 srew by nearly 50
S09 10.644 43 11,615 51 -84 percent. But the 35-0-39
1YY 10795 43 0008 4S5 Py
Sem 02 4 s 19 rge | 200 FOuPsew the largent
Do 000 32 (%, 0 190 sbeolute incvease. Dwnng
sen . oM 24 e 21 x8 -
Y w2 1S 208 13 zms | e 1980s 11 millica
(1 208 02 150 o7 M2 poopie swsered their 30s
000 o 03 87 02 882 .
Py & o 131 o1 ses | SMAMEvowpoisedio
100 or sider s . 2 S T e 40.

Cmamare The fastest-growing age

10gp ~reone median age of the popula- The number of people  groups are the oldest ones.
tior vose from 30 in 1980  aged 50 10 59 droppedas  The population aged 95 to
0 33 10day. But though the small gensration bomn @9 has acarly doubled since
...that the populstion . the population as 8 whole  during the 1930s enered 1980, And cenatnanans
the U.S. has reached 250 i3 aging. soms older age this age group. And the grew T7 perceat. Tae 1990
million. This gain of 23 groups have declined since nusnber of people aged 10  census will show that
million is a 10 percent 1980, while some younger 10 24 fell because of the 57.000 Americans have
increase Sver 1980. The age groups have grown. low birthratas of the lme  reached that milesione. o
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l THE 1990 CENSUS The population of tie fast- 90 percent of the nation’s The South. with 87 milhon
Wil SiiHW Te growing West squeaked past  ten-vear population gain. peopie 1 1390, remains
' A that of the slow-growing While the Midwesi was the sohdlv in first place.
...that the Northeast has Northeast during the 1930s. slowest-growing rezion. it Cahtorma gained more
' become the least populous Overall. states 1n the South ramains the second most people than any other vate—
region ot the country. and the West captured nearly  populous area w the ration over 3 mithon since 1980 The
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1990 census will show that more
than 29 millicn people live in
the most populous state. Texas
and Florida gained more than 3
million residens each during the

1980s. while Georgia gained

over | million. Alaska grew the

fastest during the 1980s. up by
42 percent. Arizons and Nevade
follow. with gains of more than
34 percent.

Scme sumes in the Northeast
are making comebacks. The
1990 census will rank New
Jersey and New York among the
top 15 population ganers.

Alaska. Arizona. Nevada,
and Florida each grew' by more
than 30 percent in the past ten
vears. three times as fast as the
nanon as a whole. Texas. New
Hampshire. California, New
Mexico. Utah. and Georgia grew
at more than doubile the national
rate.

The population losers of the
19805 were West Virginia and
lowa. slong with the Distnct of
Columbia.

‘poyuintinn sad chonge & pepuintin. by 7000 and Mispanic erigin. in mifliens
poremst distribution and porenst shangs, 1900-000

THE 1330 CENSUS

WILL SHOW...

rcial divensity. Dunng the
1980s. 500.000 legal
rmigrants a year accounted
for one-fifth of our
population growth. And
about 200.000 illegals also
wined our populanon each
year. Mexucans. Filipinus.
Chinese. Koreans. and
Vietnamese are the most

COMMON New amvals,
These imemgrants are the
driving force behind the
changing racial and ethasc

The 1990 census will
coumt 2| million Hispenscs.
a 44 percent increase since
1980. Hispanics now
accoet for over 8 percent of
Americans. wp from only 6
percent ten vears ago. And if
the 1990 census undercounts
Hispanics at the same rme as
the 1980 census. the figures
will fall short of the true
total by abowt | million.

‘The number of psople of
“other™ races (mostly
Asians, as well as Pacific
Islanders, American Indians.
Eskimos. and Aleuts) grew

| 1 . .

g aed [ L]

[ L ] [ L] aange gy

Tomipopuisiion................... 209 0% 2.5 100% 224 0%
Wiy 2103 o 0.7 » 156 ]
Biack neo 2 27 2 42 ]
AN oF ONF 088 ... BB 3 82 2 4 &
Hispenic® ............. 18 s 148 § 64 “

* Nespaters man be o aw rore
composition of the U.S. the fasiest during the 1980s. up

by 65 percent. This growth is
pnmarily the result of Asian

" immigration. Now neanng 9
milhon, “other™ races gained
as a share of the U.S. popu-
lason. nsing from 2 10 3
percent.

With 2 16 percent increase.
blacks held on 10 their 12 per-
cen share of tie 1otal popu-
lauon. Though whies ganed
the gremest number of people
(16 miliion). their 8 percent
increase was not enough 0
maintan their share of the total
popuianon. which dropped
from 86 10 24 percent. ©
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THE 1330 CENSUS

WILL SHOW...

- FESUrgENCE 1N metro-
poluan growth. Ten vean

back on a decade of
unprecedented nonmetro-
politan growth-—no one
anucipated a metropolitan
revival. But dunng the
1980s. metropolitan areas

grew a. nearly double the
rate of nuametropohitan
areas.

While no new metros
will be added 1o the 1op
25, rankings will change.

R

The 1990 census wiil show Los
Angeles-Long Beach replacine
New Yorh Citv as the most
populous metropolitan grea. L A
grewt (7 percent since 1980,
while New York City grew by juut
4 percent.

Over the decade. Los Angeles-
Long Seach ganed more people
than any other metropolitan
area—1.3 milhion. Despute
Houston s economic woes. that
area gained fully 774 %X peopie
Riverside-San Bemardino. which
borders the L.A. metropolitan
area. comes in third with a gain ot
707.000 people
* Among the 25 largest
metropolitan areas. Riverside -San
Bernardino has been the fasiest
growine—up 45 percent since
1980 But Phoemix tollows close
with 2 43 percent gain Dailas.
Tampa-St. Petersbure. Houston.
Atlanta. and San Diceo all grew
by more than 25 pr cent in the
1980s. The only losers among the
op 25 metros were Patsburgh.

Detrou. and Clzveland o
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LONE LIFESTYLE

!
1housoheids snd change 1 housoheids. in thousends; l
b houssheld ivpe. 1900-90) e 909

Pereent dunributen and Poresnt change
1909-09
' L m— sovenn
L ) L Smbubes chonge otge
| AN Dousenows ... - 93820 100.0% 80 467 100 0% 13 453 16 7% |
|
!
| Famwy nousenoss ... 6652  08% 5510  736% J382 124 |
| Mameg couows ..... 287 %83 @4 w9 847 *9 |
i Without creigren <18 ANS X1 24210 01 4108 170
| WChan us2 % um 28 258 -0 |
 Omner tamwy foman nesg ...... e 11130 ne 820! 102 2925 56
© Omertamey maeneso .. .. .. ... .. . 2578 27 1995 25 580 21
. Nontamey nousenowss ... 27.378 292% nan 26 4% 6101 28
L Lneng avone e e 22879 44 18202 226 96T 25°
Men e e e e s e 9.119 987 7075 88 2044 289
Women ... . . . .. .. 13 759 147 1127 138 2632 o
Lhng with nonveaves . ... ... ... .. 4500 7] 3075 38 1425 463 !
Mae noussnoider ... ... .. .. ... . 2803 30 1866 - 23 93 s6r !
: femme nousenoider . . ... .. .. 159 18 1209 15 87 ©;
one 1n four households 15 a women with no husband present. up 36
THE 1390 CINSUS ‘
Wlu SHIIW ’ person who lives alone. The percent duning the decade.
number of single-person The number of householders who live

-..that the number of house-
holds grew bv 17 percent

households grew 26 percent in
the 1980s. In sharp con. ist.

alone or with unreiated peopie inontamiiiess

grew 29 percent in the 1980s. compared with

dunng the 1980s. taster than the number ot mamed 3 |2 percent gamn tor families. Among

the population as a whole, couples with children under nonfamihes. the tasies-growing household
Avenage household size age 18 1n *he home feil | lype was people living with nonrelatives
conunues (o shnnh—to0 2.6 percent—the only household Over the decade. this type of household

people per househoid in 1990
down trom 2.8 1n 1980
The census will show tha

increased by 46 pe;cen(. o4 S milhon
Nontamly households headed by men grew
faster than those headed by women o

type to deciine 1n number. The
fasiest-growing tamily type
was families headed by

JANUARY 1990 A8 RICAN DEMOGRAPWICS
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4

(heusshells and change s bousehelds. Jo thowanda: -y
poresnt changs by age of hausnhaidey, J000-00) r—
- ) ) gy anp
Al househelts 2852 80.50 13.5% 18.0%
Unger 25 - 4009 6700 -2.008 -302
MM 21.1;m 10381 200 155
Mesu .09 132048 r.111 5.0
S 30 12630 1.700 135
Bk 230 12017 208 2.1
85 and oider 2057 16134 4173 29
1median bouseheld Ineume, changs in inseme,
o0l perest shange by agy of housshaider, 1979-00y — e
n 1999 dullern) . povcant
e [ gy ]
Al househeids 9.317 $20.554 $ 7 27%
Unger 25 17.405 19.430 =2.028 -104
b1 F | 2.0 20.356 2 02
Bou 0208 am 1.487 a9
sSus @ns 40.381 1.857 4“4
So6 20.908 J1.429 -523 -17
£5 and slder . 18335 14.374 1.961 136
Now owme SEmne refov 9 crmnl Ssmw = i 0 prew © e CONNEN
the Gecade more than made  median household income of
THE 1930 CERSUS [N : ,
WlLl SHU\” | wp for an 8 percent drop this age group aiso feil. ©
‘- berween 1980 and 1981. But just $17.400 tn 1989—10
...that median howsshold these income gains have not  percent less than in 1979.
income is nearly $30.000—  been shared equally by all after adjusung for inflanon.
2.7 percent grescer then 190 age groups. This median is now just 7
years earlier, after adjusting The number of house- percent greaser than that of
for infiation.® The gams in  holders under age 25 fellby  elderly householders. Ten
household income iae in 30 percent during the 1980s  years earlier. it was 35
“ The asks for as the baby-bust generation  percent greater.
in the previous yeer. entered adulthood. The The number of house-

(RN

hoids headed by people aged 2510 34
grew 1S percent since the last census T 1
median income of this group just kept j

Rapud growth in the number of middl.
earning years boosted overall median
houschold income in he 1980s, |
Householders aged 35 10 44 have the
second highest median income. nearly
$40.000 in 1989. Dunng the 1980s. the
number of households in this segment
grew by 51 percent. Houreholders aged
43 10 54 have the highest median
income—3%42.200 in 1989. nearly $
percent greater than in 1979, after
adjusung for inflation.

The number of householders aged 55
10 64 is down 2 percent since the last
census. The median income of this grour
also fell 2 percem over the decade. The
trend toward early retirement 1S behind

Householders aged 65 and older
enjoyed the greatest economic gans
during the 1980s. Increases in Social
Sccunty and in pension participsuon
contributed 10 tus group's 14 percent

S T T
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number ot worhers aged

33 10 44 Over the decade.

the number of men aged
35 10 <43 1n the labor torce

sciviion lober foree aped 16 and alder bv 092 and H

| e heuseall: PRrtieipanes rats. and 900 1000 -0

| ercont chonge in laber fores. 1990-90 ——— r——— z rose by nearty 50 percent

i e mwew

| La0or 1t 2000 16,200 GURY. ... 121081 060% 104480 25, 7% | * lorce pani-

: ' 75%  SS% 758 g22% | C'Panon raie for women

: . . .

i 708 12501 R9 129 aged 15 t0 44 leaped from

' 838 16855 939 87 1 651078 percent. ihis

T M3 1600 ws 42 |

' 206 9 %08 130 group expenenced a 74

{

i 65.2 7286 719 -109 percent numenical

146 1.978 20 490 !

t O ICTeAse

| 503% M523 505% 27

| 1602 . L1012 830 10982 562 7 ,  Thenumber of women
250% 16368 754 12112 849 351 i aged 35 10 63 who work
Boud .. e 14082 T8 446 548 0 —_—
S5 e 915 706 6918 590 327 | dropped by fully 5
S50064 ... e 3.020 “2 4824 419 =374 . percent since 198C and the
65 and oider 1274 74 1245 87 24 |
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THE 1990 CENSUS
WL SHOW...

work force grew by 17

" percent since 1980. But

tewer men aged 16 10 24
in the labor force and 8

group who work dropped
by 11 percent. Although
labor force participation

changing demographics percent fewat women. In  rates tor women aged 53 to
...women accounung for combined with shufting contrast. th aumber of 64 rose shightly during the
aimost 60 percent of labor  labor force psrticipation  workers aged 25 10 34 1980s. men’s rates fell
force growth since 1980. rates resuited in a sharp grew by 19 percent among  because of early reure-
Today. fully 58 percent of  decline 1 the number of  men and 35 percent among  ment That drop. combined
women and 75 percent of  entry-level workers anda  women. with a smaller populanion
men aged 16 or clder are  decrease in the most The aging of the baby’  1n this age group. 1s behind
in the labor force. expenenced workers. boomers produced the decline in the exper-

Overall. the nation’s There are 13 percent dramatic growth in the senced work force ©
JANUSAY 1990 AMERICAN DHAOGAANACE 2O
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completes four years of
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shase who grad:isee from
soduamivanl stalomets of apnipstinstiunaliced college will be lower than

aduits aged 28 or chier by om and agn,
1900 and 1950, in peresnty
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the shasre who have
-~ = SR aanyn Mphatey 4wame .
ondum  gumw P anended college for at least
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o Bm will show thet aeasly 19

Sps nt NS " 198 at least a bachelos's degree.
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65 and olowr a6 134 s w6 The census will siso

[ nIN  150% rs  129% | 3how that the educational

XM [ 14 | 25 81 24 gap between men and
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* Ting oonsysry will age be suinind o S 1990 snsas. Theny e Auvmm Dutmgiglitn commemms.
college degrees is 10 per-

TTRE TGN Comviemdfowryeanof  make tuscompenicn - ceniage poues hgher han
WILL SHOW .oollege tham were the baby  using the 1990 census. the share of women. Bui _
bOOMErs ten years ago. That's because this census  among people aged 25 to
~that the leading edge of Th: high cost of education  will ask for the education- 34, the difference is less
the baby boom-——aow aged may be pushing young al degrees people have than | percentage point.
35 1o 44—is the most adults out of college and ~ eamed. rather than the While the share of young
educated generation ever.  into the work force. number of years of school  men with fowr or more
One in four has complesed COne in ive Americans  they have compieted.* yeans of college dropped
a1 least fowr years of hes compieted ot least four Because not everyone who  since 1980, the share of

college. Younger men. years of college, up from  ® See “The 1990 Census young women with four or
Quesnonamre.” Amencan

Demograpincs. April 1989. fore ) of college
less likely to have Butyouwon'tbeable o page 24. grew. o

aged 25 to 34, ere now one in six 1en years ago.
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l 85 and older 582 79 80 .1 72 4. the share of men with
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[ Hispanics
[ decads i
proved that Hispamcs are 2c-
| The Elusive Decade of Hispanics vtty sonking 38 vty pme o

The Miami-based Cuban Americen Nesional Councii, Inc.. has published o
significant report. The Elusive Decade of Hispanics. which highlights bey issues
and ouicomes that shaped the Hispanic-Americen communizy during the 1980s.
Following are some highlights from the repors.

The Decade of Hispanics  the 1980s reflecnd their desiss © be-
Dunagths 1980sthe U.S. Hispanic | Come active players is the U.S. plural-
populstion reached the 20 million mark. ; istic socisty and t© paricipes fully in

litical vepresentation. In 1984 the num-
bor of Hispenic electad officials n the
nation was 3,128; by 1988 tha figure
had increased by approximasly 7 per-
cont. © 3.360. However, those 3.360
Hispasic elecesd officals amountad 10
less i:am 1 parcant of the aation’ s elected
officials, far balow the 8.1 parcemi of the

The media was quick 10 recognias the ' the “American Dsam.” Alhough the | el popuission thet Hispamcs consu-
event as newsworthy. Hence, Hispanics | Jeadership desk with a wide rangs of ' nxod in thes year.
! were “discovered™ in the 19008 and the , CORCOTS, anention was focused most ! By 1988—
general public was amazed thaca virg-  20ORGly ORcmployment. education. the |« 230 Hispanics were mayors
ally ignored group suddenly had be- [ressrvation of the Hispanic heriags | < 1,425 were county and munxipal
. come the nsuion's fassesi-growmng mi- : 8ad cultwral values, aad a quenm for | officials
nority. ‘ ~ equitable political repressnation. ‘ -lz;z:nmlqim

So widespread and frequent was o1 ware education o school
uu&mmmmw-mmm | board officials. and
! dubbed “the decade of the Hispamice,” |  1n less tham a decads the Hispamic « 11 wars US. representauves
! and it was ascipmed thet Hispamics . percentags of the wwl U.S. populution Hispamic inflssnce has aiso been

. would seize the opportunity 10 turn their
« numbers 1o cquatabls political empow-

erment and full pasticipation in the

' MAROR’S SoCw!l, economic and educe-

uonal life.

Bt Hispanics did not move as
rapudly as cuside obeervers had pre-
dicwed. Unised by a common laaguage
and by thesr roots in nesions thes were
colonized by Spain, Hispamics are di-
vided by counry of origin, the recency
and nenure of their eawry im0 the Unined

. Siates, racs, ags, class, and the regions

' wsenously consider the powntial bene-

' nauon’s deepemng ineerest in Hispanic

, oppornity 10 ook back. Did “the dac-

- Expect?

ross from 6.5 percant 10 8.1 percest. | reflecid in the sppoinument of several

mxmulmm!wumwmu'

Lujan a8 U.S. Secretary of the
: ic Geias. Some economic

, lation growth rme. The swmbeds - .
» creased from 14.5 millions in 1980 © ' [nesrior
* 19.4 million in 19C8. In fact Hispanics .

1 hecame the nation’s 5scoRd \argent ob-

1 nic/racial minovity, supassed oaly by
: biack Amencanc.

, The Gains
.+ Political represantation. The

of the Umted Swuaes in which they live.

gainsmade by Hispanics over the decade
were oncowraging. In 1980, only 2.3
percemt of Hispanic houssholds quali-
fled as affiuent. By 1906 that figure had
qusdropled, ssaching 9.2 percent. higher

than the biack figure of 6.9 percent.and

These differences are cousidersble, and
in the early yemrs of the decade the
groups were xill developing a collec-
nve awasssness of temssives as “His-
pancs.” It was not until the laner pant of

Hispanic Elected Officials
Number of Hispanic Elected Ofcials

the 9808 thas ther eadership bogan > | > _

focus on ananoaal Hispanic agendasad | 3 450

fits that could be derived from the | 3300

issues.
The closing of the decade offers an

ade of Hispanics” fuifill iss promise? -
What was st in motion? Where did it
fall shont of expectasions? What was
achueved? What lies ahead?

What Did Hispanics
The issues pursued by Hispanics in

‘86 Ly ‘88
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Black America !

inexorable march © the new age.
However, by demanding that black
consumers subscribe 1 white products.
white values and white culoure by por-
chasing products that define white ati-

— ]

‘mdu.bhchwillmmfeeltb‘ in society. The muiddle class wants a
frussranon of LYng 10 Msimilate 0 3 structured Way 0 share talent and ad-
+ society whose manstream widens. vantage with those less fortunate who
shrnks or is redirecesd by *“a word from : are of thesr families and group. and ©
: OUf sponsor.” reverse the bran-dran that depletes owr

- still-segregamd cives. Children and

Towurd An African-American Agenda: An inward Look

Dr. Ramona Hoage Edelin
President and Chief Execuave Officer
Nanonal Urban Coalinon

While domesuc demographuc pro-
Jecuonsdiffer. there13no quesuon about
the facts that the number of workers
available 10 the U.S. work force is in
sharp decline. That is 10 say. we already
know there will be a labor shortage mn
the nextcentury; thatthe need for lugher
educauonal and technological expesuse
of that work force has increased dna-
maucally st the same tune that the preps-
rauon 1n mathemaucs and science of all
Amencan high school gradustes has
declined alarmingly. reiauve to other
students in the giobal economy; that
children of color have been under-pre-
pared at an unconsciongbie ievel and 0
a totally unacceptable degree. parncu-
larly in the technolopcal fields: and
that, when we add women. who are also
underprepared in the technical fields.
the pool of avaulable workers. the per-
centage of potential workers requinng
great investment wn therr talent and
knowledge approaches 85 percent
Racism, classism. and sexism maust not

conunue to prevent the development of |
a solld Amencan work force. if eco- -
nomic opportunity and a stable standard -

of living are to reman all-ymponant
Amencans.

Despite the range of personal feel-
ings and opinions in maners of race,
there have boen substantial changes m
Uie status of Afncan Amencans over U
past 50 years, dus 10 sysiemic public
and pnvatwe responses 1o the need ©

develop America’s human capual. We |

want 10 press such changes much fur-
ther, 10 thew conclusion: 1 the perfect
and unhimited equality of the Afncan-
Amencan. and of other people of color.

Before cultural renewal can unfoid.
before educauon can lead ous group

back (0 1ts ancesural mastery m learmung.

before the development of a self-sus-

young adults ofien donot have the benefit
of an exwended family, with sermors or

1
|

elders who can share wisdom and prac-

tcal counsel wath them. Far 100 many
women. who are not inherenty unable
10 razse [amilies by any means. lack the
support networh of male and female
family and fnena: who are always
needed 10 help 1n the .uasing of chaldren
as part of a social or cultural group.
How can we ensure that sysiemic
racism will be 100 costly 10 be continued
inthe 1990s? When we understand what
1t means 10 be equal. 10 make ourseives
the perfect and unmased equals of any
£TOuUp. 10 regain control and power over
our lives and destmes and those of our

ung economic infrasructure can be
realized. we must want and decide 0
make the most of bang Africar
Amenca. Tlus key decision can be a
compelling creative challenge resulung
1n pertect equalty if we properiy under-
toward aclueving them.

Agendas that address what we noed
or should have from the external or
larger society include impacung public
policy at the stam and local as w~ll as  children—when we have chosen to
federal levels, perticuiarly 1n areas re-  redevelop ourselves and owr culture.
lated 10 ending our segreganon from . then the costs of insutuuonalized dis-
capial. and ending discrinmation ! - CRMINARON against us viul be WO high
housing. emplovment. education. and 10 Amenca. A successful culwral offen-
the cnmmnal jusnce sysiem. Renewed  Sive—which would umite us asnd coord:-
demands for reperstons sad reuistance  nae snd focus our leadership; cyeale
with respect 10 Reagan Countroll-backs  markess. busnesses and jobs: reestablish
n affirmauve acuon affecung employ- mastery in learming and matenally
ment oppurtumty and economic devel-  change the lives of our poor. near-poor,
opment are the clear pnonties. and middie ciasses so that our group

All the research comroborates our  substanually enhances the producuvity
expenence that 130i800n of parts of our | and competinveness of tius nanon—
group. such as “dropouts.” “unwed . will ensure that the “old. ared baggage
teens,” “learning disabled.” children.or ; of racial discnmmanon and bigorv™
“semule” senior Citizens only incresse ; mast be discarded on the way from the
therr nabulity to funcuon productively © 19803 10 the new millersum

Mean Family income:

Selected Years
1988S)

Median Farmuly income Aggregale®

Black Whae B/W B/W Gap
1988 $19.329 $33.918 51.0 $14,506 $111 Bulbon
1997 19.168 33.728 5%.8 14,557 107 Bullion
1986 19.000 33.288 57.1 14.254 104 Bilhon
1985 18.45S 32.051 576 13.596 99 Bdlbon
1982 16.670 30.161 8.3 13.491 91 Bulos
1980 18.19% n. 579 13,281 $) Bilion
1978 19.739 R ra 9.2 13.588 30 Budbon
1970 19.144 31.209 61.3 12.06$ 61 Budon

*Equals (Mean Whie Famulv Income - Mean Black Family Income) x Number of
Black Famibes
Source: U.S Depariment of Commerce. Bureau of the Census. Monev Income and
Ponerry Siaius «n 1988, Table 7 Calculations of aggregates and gaps done by author

18 Youtn Poicy
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Bill falls due for poor kids

Study
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e A T

T THE MOMENT IT’S THE GRAY

EINERSAES
IR

Where COy, bio-tech, the end of empires, a new knowledge
ezplosion and anti-knoswledge reaction, « youth-heavy
third world and graying first world are taking us.

By Earl W. Fooll

PRy %)

!
! |

for 200 --qammmnrmm;
minute indicste. Bt before joining the absolutists
whe heve prematurely precisimed the End of His- |
tery, the Ead of the Eaglish Novel, or the End of :
the Domecratic Presideney in recont months, re- |
mamber e cther dates: 1015 and 1548, :
‘lhﬂibmh(:md\rmhg
1885 net snly put Ewepe back inte shape after :
von reughuhed through it. they paved '
hwhhmdmﬁnmﬁyhi
the wale of the wnssttiing Prench Revelution, N»- :
pelosn’s parvArelin progrom, and his imperial 6. |

' ment house the aew year and new decade are ﬂwghlm&owwuwi
' on & spurt of plenning ahead. The habite- umammmw;
f of we at. in on wpeurge of Solidarity-lke popular warest that |
Net 09 5o ok bahind, lot’s leak, just os brashly swept Evrepe. But thet push for free institutions |
but st ne chargs, at where we're hoaded in the 90 M*Mbmwﬂ-i
and the start of the next millennium. ically, in Asverican sboliticaisrs, Ruseis's &sing of |
Obviowly what's of primery impertanse to aash  serfs, GandNce in India and South Africs, the
Oulons becsng 20 o | of you i that yeu sad yeur family survive, male 1919 and 100 Chinese student 1956:
WML isdW fosl | progress, and leern a fow things in the fartheom- lh-p'hmﬂn.lmhwsnﬁu.lm:
el e a x| ing desade. And that requires that the home planst 89 Gdansk shipyard uprising, and 1980's domino :
20d Weston Fwvage, and its species survive, snd gredual run of pretest threugh Moscow's inner and outer
| gen,Cova, ¥ and | rathor them radies) changs en its surthes and thin empires, climaxing st Berlin's modern wall of Jeri- :
Neca i ReOviten | sldn of atmesphere. So the chiel Mo che :
Somce it 2dRe | cios heveshouts noods o put inte prastiss whet o If theve are lnssens for the s in this over-con- |
Lo Angales Times. i majority of its aduits prebebly understand in their HMuhmmﬂsmmi
! S miwwoeed ioters | more thenghtfel mements. Thet's pepulation con- ation will by heard from agais. The kiberation that
i WmenyeSemastent. | trol, COp somtrel, sall-loss and forestdass contrel, Deng startad and stopped is not over vet. A sec-
, Icnuisnteild | drug-use centrel, living-on-eredit control—in ond, somewhat eppasite. probability is that the '
! et uhcmwt | short, selfeentrel. Al of X simpie; none ofiteasx grest pepuler outburst in Eastern Europe will,
| archinciun oo, Next, 10 eolor in the 905 and beyond. aveid both  like 1848, settle into something less hiberated.
* kol wins sfars | rose-celored glasses and glesm-sad-deem derk  What's likely is & scenario in which Hungary,
i win, bl woi. | glasses and do what architerts and fashion design-  Polead, East Germany, and Crechosien akia be- |
000geg dier, abint |md¢hyMlehﬁ-yMM come associsted with the new West
" o oty m ciued ot the ! the innevatern. Wo're salely past 1334, ss events in  Ewropeac: merket while remaining. like Finland,
Ll- ' Moscow snd Eastern Eurepe show, and hesding  politically and militarily respectful of Mokcow:
. Pane oy 1990
52
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We're ining in a hesdy period. People don't often
gt to see an empire implode. The Roman, Oxto-
m.n. Mogul, British, and Puctuguese empires —to
nome 8 few—died about » slowiy as 3 Wagnerian
s prano. But there, or. camera for all the world to
¢, was the Romanov empire, turned into a con-
¢ omerste by Stalin, being dismembered in record
ume. Proof of the power of global knowledge and
1 12 aspirstions of average people. But we shouldn
cxaggerate what is already extrasordinary into
Utopia. History has not been suspended.

Now: as promiegd, here's 2 sniscellaneous mix of
innovations and political and economic probabili-
ties for the coming decades. It's purposely un-
methodical, intended to provoke thinking not res-
urrect Nostradamus. Watch for:

s The bio-engineering of plants to make more
efficient food-production use of the sun's energy
through photosynthesis. Also, further genetic

o add nirogen-fixing roots to an ar-

engineering
_ ray of vegetable and fruit plants, allowing them to

partially self-fertilise as the legume plants (peas,
besns, lentils) do. Biologists are already at work on
nitrogen-fixing grains.

® A new ail pinch that will spur progress on pho-
tovoltaic cell efficiency. fusion research (hot and
big more likely than cold and in & beaker), and

| energy-efficient buildings and vehicles. The vehi-

cles will almost eertainly include more improved
electric cars and delivery vans in urban aress and
more natural gas cara.

® Mach-2 air travel (double the speed of sound)
and Mach-1/2 trains. Neither eavironmental con-
corns nor near-instantanecus global business com-
municetion systems will fend off serporate desire
for these long-expected transpert apssdups.

® The start of multivacial Seuth Abicas govery-
ment, whose black lsadership will eventually be-
come the most influential in Alriss. Western firms,
especially those with geed lsher and lummen: rights
policies, will find & receptive buninass climate.

® Sporadic but aeverthaless real pregress at
curbing AIDS and drug slvase, langely because of
& aew genarstion's heaith feare. The present crisis
is more desp-assted than the late 10th contury’s
similar experimentation with drags, but the res-
sons for turning the eerner are much the tame.

® Laess saseemm st ewrbine waslesr and poloon goe
misells proliferation, ;.. Jally in laresl, iyria,
Iraq. India, and Faldstan.

o Care, snd their enginse, made insvessingly of
high-strength machinad plasties (smsept, of cowrms,
for buriweod dush and losthar cesie en bigh-desh
wpacale model:; s Jales Voras stevy balow).

® Japen to continne it sspumulntion of dhpessble
agital 1o bosmme of Joast 28 powardd n banising/
econsmie terws a8 Britain ar the UB ot the height
of i giehal powes Dt Rrepuse and US oun-
patitien i warld markets shovid hoagin ¢ ekt the
growth of Joparess merbst chare in maxy glebal
indstries. .

© Mere iniarective computer fastruction to ald

science, math, and geography education.
One major virtue: allowing students to
proceed at a pace to fit their varied loarn-
ing speeds.

® The giobalization of baseball—after
all, the two economic superpowars, Japan
and the US, are cultural imperialists for
the only sport where a balk means you
advance.

® Lowenergy steel smelting using a ra-
pid solidification process that can spin out
rasor-biade-thin steel st the speed of a
racecar.

# First steps towsrd space coloniastion,
m\ﬁqﬂiﬂ.mhm

self-sustaining iving in orbiting spacelabs.

» Thafiand and gient India joiniag the Asian
tigers a8 econsmic success steries, despite Thai-
lend's AIDS preblem and India's parennial bouts
with factionalion and poverty

@ Cuba, Ethiopla, and even Albania joining the
stampede away from ene-party commaunism.

® More joint ressarch and development efforts
involving two or mere nations’ firms. Examples:
US-lorasll drip irrigation sys-
tams for arid regiens, Japan-US computer-opersat-

® More firms dariag to build the costs of environ-
mantal safeguard technelogy into pricing for their

products.

8 A quist shruggle of ioms in the “one European
house”—Romas Catholiciem, Protestantism,
socialisn. A2 iseus: nhertien, the rule of labor, sub-
sidy pelitics, snd relations with the lalamic world
scross the Mediterranear and ot Russia’s back
door.

But encugh. Thet's & rendom taste of possibib-
ties and prebebilines. What must be rememnbered is
thet all the surfuce stulf—the basshall bets and
high-strength plastic sare--fent en 30 wnderlying
magms of what we might aall the Big Topics. And
these big topies are net wnilhe thet elassic choice:
the bady or the tigee Opan ane deer ond the '90s and
beyend we the best of thmes. Opem the ather, and...

Becaxse of their amhiguity, the Big Topics are
best phrased 20 questions:

6@ Wil werld produstios ond trade incresse Saster
than werld popaiation—uaking 3 bigger pie of
goods and servisss to alise? One arusial fact here b

Foo
3
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the Asian boom states are likely to export work to Latin
America in coming decades. Western Europe to East Ewrope
and the Mediterransan shores.

UsiNG FuTurks RESEARCH IN COLLEGE AND UNIVERSITY PLANNING

here scribbled Verne, a bourgeois French stockbroker living in a world that
S didn't even belicve earth flight was possible, brashly predicting rocket trips to
8 the moon 104 years before they happened

1

stering misinformation and obsolete information. And even
mmmmmmmmumwm,
the memery banks for all the goid that is available.

By new you may be impatiently muttering that you know
the Big Topies and they have remeined largely the same for
yoars, some of them for centuries. | mention them as one |
mere reminder that what's most important in history often !
fits Eeclesisstes’ no-new-thing-under-the-sun dictum. And '
2180 b0 remind us that future-forecasting is 8 risk-prone busi- |
ness ot best. :

Mhmmw&rbymn&dmmmq

| who are left behind and make ey recruits for the sati-
i knowledge explosion? (That ranges from the merely unedu-

+ cated to those embracing the oocukt, raciem, the drug culture, econamist predists a giehal depression? Fortunately, there's !
| or some destructive form of Amdamenialiom.) nathing sheut the fturalegy trade that the future won't cure. |
: The probiem is there are tes many variables even for econ- |
; @ Wil glabal talovision (and o its tindred elecirenic net-  smists with the biggest semputer models to know how the |
| warks) make irveversibie the spread of frosdom whels Bube Geldherg emntragtion is going 10 work from year
 of idees, Sreadem to tzavel, free movement of laber, and free-  to yoar But Shat's a0 reesca for deapair. The 4.000 Dow |
i dom 0o eencpete? Or wil “Dallas” and *Whee! of Fartune” in oosncstist i probobly rigist i the long run, even if we dip |
| 37 languages become the opiate of the pecple! through o spsgionte g3t these. i
{ bu‘““n“mhndnn(l)m:
1 @ WH encugh of each new generation learn sufficient self: pivess eutmnigh the mirseen; manking hes But

; discipling 0 gveid the encenses of elther hedo- (X} no genesation hes put things in euch clockwork order,

ayvle. 1 svpeeie ewinia themes and varistions (seddem the
ot

s n*«ampuu«w*
pinoing thet prevides both individual steblity and consurs for
the larger nanan Samily?

If histery is amy guide, nene of these glant sithevier ques-

ticas will be answared deslsively T2 knowledge arplesien

and movements to rovesse & or-samne k will, for insienes, dess

continue to develep in tandem. Kesagnising thin, sealiste ©

ancag government laders and adustors thugly simte A

-h:th ‘:*.“hﬂ.-: Karth %0 0he Mosn” It wae 5 958 trigmph. There scribbled

L -y - " Rame s,

astions will remels sompuiiiive duthe wasld of the cont sonte- hapnls

znﬂh-ﬂ.i.m-m“h:;‘."h senhet im0 ke 17 bofore they happened.
meem 14 years

provisicnsl sayway end chenid be trented ss anch, net MM&

enshrined a5 dogma.

Ner is tho glehel commsuniostions eaplesion Wiy 0o b9 &
carvior wuly of the winds of Sesdens. Roth geld end doese are
cirding the glebe-—Adun Smith, Tansamen Squase, G-
do Rivam, tha stddied Bestie DA, Yonns Whike, fidel Cao-
tro, Baryshaoon, snd Tonss chein cow v csosmen. Decw-  visgm, Emlights.
dumes chasy donsmentasiss. Bate basks are mee  The hrossting huv'sws has always besn thus. Win some,
information sheut raare subjosts then the Liwery ot Alnan- {ase same. Bt s Sawghwus the aalights I the bread concept
dris to the haadredth powes Bt they sre alss, inevitohiy, of getting to the meen ‘napives dture bumars tosct. €D !
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AN AMERICAN
VISION FOR THE
1990s

B by the Staft of ForTune

IXTY YEARS. An era. An adult lifetime. If

you want to grasp how long it has been since

Fortune was launched, just consider: In

1930 fewer than S0,000 cars traveled the

roads of Japan—94% of them Made in

America. Penicillin was yet to be purified

and put 10 gemeral use. Television had not beer invent-

ed. Nor jet electronic cumputers, radas, xerogra-

phy. We had sex, of course, but not much in the way of
drugs, and nothing resembling rock-and-roll.

In this article ForTuna's staff will not attempt to pre-

dict the sext 60 yeurs. That would be too easy; who, af-

ter all, would remember what we said come the year

the allies more capable.
America’s true wiil be found elsewhere. The
U.S. remains by far the world'’s most vigorous economy
with a GNP of $5.2 triltion, more than 4% farger than
's). It is the bi market for foreign goods, the
biggest magnet for foreign capital, the biggest invesior

14 FORTUNE MARCH X 19%

overseas. In Europe alone, Americans spent $15 billion
buying companies last year, nine times as much as the

hmh its export &ﬁgm&m is oftea decried anu

MERICA'S CON "RIBUTION to the
world will continue to be in the realm of
ideas and ideals. Military con-
quished it, * *at showed it up as the
idea—litenal demod. mm;um
idea~—| ;acy--and its Suc-
Whmw.mm
ideas are traveling fast too. The world now
stands on the verge of transformational developments in
molecular biology and computers. Ralph Gomory, for-
mer head of research o IBM and currently president of
the Alfied P. Sloan Foundation, predicts with “total
confidence™ that will become 100 times
in the next two decades, This meass that most
of the inicresation revolution is still ahead of us. In the
lm:mmmmwmmm
informatioa affecting our lives more intimatcly
and pervasively than we can now imagine.
Coming breakthroughs in biology deal with informa-
tion processing of a different type. Practitioners of this

PHOTOGRAPH BY ANDY LEVIN
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FORTUNE

" S S

‘ M:ldothﬂdevelopmemsmmllﬁndlh:‘uny
into practical application through the initiative of feisty
entreprencurs and multinational behemoths. America

sis of merit and invest on
the basis of potential,
while governments too
often bestow their fa-
vors—a subsidy here, a

ie barrier there—on

busis of narr— po-

of them than the rest of

trants). In the 1 the
U.S. will be ‘mo admit
even more people.
This will bring

economic benefits, for
immigrants carry with
them Creativity and ener-
gy—both particularly im-
portant in an information

age when eomguuve-
ess depends on the qual-
——iigranis also tend to

SUR o promised ank Suelica Selesrtan, 4, 8 reant inuuigrant rom Prnd

bemtil‘f:l,mmd lheU.fl.';nthe 1990s will have the
most potentially most uctive, work
force .y:u the industrialized we.id. prod

A3 America’s 76 million baby-boomers age, they will
exert their accustomed influence on the shape of society.
With the oldest of them now 44, growing numbers will go
through the personal cummor; to people w
arrive st midlife. The desire for independence, for control
of one’s time, for a more bala life, will become a
prime value. I ingly, boomers fantasize about quit-
ting the large corporation and starting busincsses of their
own. How will corporations manage people who think
like that? By giving more than lip service 10 the idea that
empioyees need autonomy, b rewards for perfor-
mance, and an enriched sense of pu .

Successful companies will constantly learn and adapt,
restructuring i ¢ means more
than coet-cutting, a Jot more. It means delivering on
the promise cf participa-
tory management, allow-
ing employees a say in
how the orgamzation 1s
designed, how work is
assigned, how they are
compensated. The latest
studies of business show
that providing workers
with a sense of participa-
tion increases productivi-
ty far more than incentive
m’l‘uming employees

to figure cwut the
best way to do the job
can lead to double-digit
surges in output.

ForTUNE's staff econo-
mists forecast that the
U.S. economy will
an average of 2Y:% to
3% a year during the
1990s, about the same as
in the 1970s and 1980s.
Contrary to popular wis-
dom, America 1s not shid-
ing into 2 hamburger-

fli econon.,. Indus-
lﬁg?c;roducuon will ex-
pand at roughly the same
rate as real GNP (407 of
which is in manufactur-
ing). We anticipate in-
flation averaging 4%
to 5% a year dunng the
decade —dreadful com-

FORTUNE IS
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pared with the 1¥%:% to 2% of the 1960s but not much
worse than it has been lately As import competition
Jesseas, profits will grow faster than nominsi , about
10% a year. The trade deficit is Likely to shrink—he
by a decline in the dollar of some 10% in the next few

years—but it will not di . With the Social Securi-
ty surplus counted in, the federal deficit will
probably diminish to zero by the year .

ILL. RECESSION STRIKE dur-
'&MM?Y&.nmm.
have not rerealed the econom-
iche.AndtBeFedeanzsem
faht inaion,edging the ccoeoey
t e
into decline. Trouble is, the present weight of e
all:cd muomldcbtcmldtumammry‘ ‘umimo
!
The overleveraging of American corporations wili
take years to set straight. Many leveraged buyouts
will drift into Chapter 11, and defaults cn junk bonds
will continually make news. The time to repent is nigh:
Look for & decline in the number of new LROs and fi-
nainulkl‘yeenmg:dhosnlem have
n the past rronths major corporations
grownfearmlot’debt.%memedn;aperiodinwhich
equ@tyc:gtalnldﬁmncials:ylidityw_lbe i C?.;d
s will reduce leverage
E:ilding upnuineduwmbaﬂmw
will remain shaky, and tional. conservative lend-
ers—insurance and finance companies—will regain the
power they had lost to the purveyoss of junk. For bor-
rowers that will mean tighter money and tougher terms.
America’s will be one of values.
The U.S. has its own Thizd World country within its bor-
ders: an increasingly i and self-per-
tuating underciass—mx

deprived, separated,
mtly but certainly not
and Hispanic. With homelessness, poverty, vio-
lence, drug addiction, inadequate health care, and the
well-known v 0es of its education America pre-
sents an Mwmmmm
Asians feel there is little they have to learn from the
U.S.-Tl.ndmxhu;tu it eould:i:;nﬁumthem—twt
combining a more civil society with economic prosper 3
The economic foreseen by FortuMe'’s econo-
et ek S

we m
tional destitution? Do we resort to totalitarian acts, tak-
environments? will judge a mother’s fitness? Who
will provide a better environment? But if we do nothing,
how will we change the aation-sapping cycle of self-de-
structive behavior?

We at Foriune value free markets but recognize that

16 FORTUNE MARCH 2 1990

they alone cannot solve this Amercan dikemma. Taking
some first steps will require government incentives and
government spending. On the basis of what we know

iped now, more money would be well allocated to Head Start,

hmnin;vmdn:s.mdmctediufonheworkingﬂoor.
am

t0 name a few But we still have much to
about what will work and what will not, how to help the
needy without ing their will to help themselves.
Inthei itical ferment now boiling, this
sessch for the balance between security and risk

taking, dynnmuml and the welfare staie, reaches far be-
yond America’s borders. Many who sought refuge in
Communism years ago did so in hopes of finding a way
to ameliorate what they saw as capitalism’s cruel injus-
tiou.'l'htCanmunismfailed(hemdoesmhnplytha(

their complaints were hypocritical or 1heir motrvs i1-
sincere. as ex-Communist nations grope theis way
toward liberal demo=racy, the danger is that :n their eu-
phoria they will e democracy to do tco much—and
give up too easily. Si totalitarian solutions can exert
an irresistible pull on the desperate.
ERHAPS AMERICA'S richest gift i the
rest of the world now would be td show that
ricial and ethnic car work, that
the relatively affluent 85% of society can
help lift the 15% who remain poor, often
despondently sc. This will require a deeper
sense of ity, 1aore Americans working together

with values that are inclusive, nurturing, and caring, as
opnosed 0 vompetitive, individualistic, and selfish.
WhenFornmnbegan,Amaicahadavision—-infact.
it has hau many visions over the years. Most have been
realized, some our wildcst dreams. Americans
pression and helped defeat fascism.
carried the banner of democracy and helped
spread affluence »round the world. They have done
much to win the Cold War and to inspire Communist
MMWMﬂmwk:mhfathm
social democracy or mar| italista, tc
dioc'etythtwwldcmo:n the ajv-n-
that the U.S. clearly has, along with tix social safe-
i yet learned to design.
American vision now?
the work of building a society that is
pluralistic, and free. A society that is non -
nonsexist but believes in equality of opportu-
ity of result. We spent much of the 20th
a decaying oid world order from its pent-
up jes. If we are wise, we can move ahead in

g
i

9
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Clouded Economy

Prompts Colleges
to Weigh Changes

Uiy ecedented interest seen
I private-sector es

By KAREN UCK

Officials of both public and private uni-
versities across the country are bracing tor
an unfavorable economic climate in the
1990°s.

Predictions that the mounting federal
deficit will block increases in public finunc-
ing are causing worry. and talk of a possi-
ble recession also contributes to the eco-
nomic cloud that hovers over higher edu-
cation’s view of the next decade.

. As a resuit, numerous colieges ure be-
ginning to make chenges that borrow
heavily from the transformations that

"swept American industry in the 1980's.

when stiff foreign competition forced
many corporations to streamline their op-
erations or go under.

As if torn from the pages of a marketing
rextbook. terms like “‘customer orienta-

tion.” **market niche.” and “‘client rela-.

\ons " are creeping into the lexicon of col-
izge administrators with increasing fre-
qency.  cham.of Huh &
Spiraling Prices for Lab Equipment
Collcges have borrowed cost-cutting
methods from the government and the pri-
vate sector on a piecemeal basis in the
past. but experts in finance say an unprec-
edented interest in private-sector strate-
gies is now swecping higher education us
sdministrators seek a formula for assuring
their colleges’ financial viability through
the 2nd of the century and beyond.
Judging by the seriousness of the chal-
lenges ahead. colleges may need all the
help they can get. Spiraling prices for lab-
oratory equipment and facilities are raising

04
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Nice tries

The United States trade deficit wiin Japan has not narrowed, despite periodic effons to reduce i.
The gap is shown in biltions of doflars, on scale at right. '
74 75 ‘78 77 ‘78 79 'B0 81 '82 '83 '84 85 ‘66 67 '68 B9

71 l —TTTLET”TT 1 T 1 ] ] 1 1

Bowing o American demands to loosen quotas, Japan
S says it will increase imports of beef and cltrus. -10 g
s ] T T 1 =
T l/ ' V U.S. and Japan :
apan agree I D .. S. . .20. =
1 toexpandits 7 : begin talks after - -20 :,
economy and B B Wasmon , g
increase compl abou
— American imports. §—1 ‘,‘:g?ig';(;f: g:‘s::rlumary -1 Japanese import H -30 g
exporis to the U.S mits on 2
o supercomputers, S
O ——t —1 I E— sateliites and {40 c
Japanese Government calls lor less emphasis ~ d £ |
cn exports and removal of obstacles to imports. [~ | 4 50 é
0 T T | B Rl R
} ¥
Japan agrees (o slop dumping computer chips on - > |
the werid market and to buy more chips from abroad. 60 z |
s
T T .1 / [ 2
e o 4 U.S. enacts a sweeping trade law toughening -70
1 L its stance on other countries’ trade barrlers.

Source: Depariment of Coinerce

pMyTimes 2-13-70
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Clouded Economy
Prompts Colleges
to Weigh Changes

Unprecedented imcn:s'( seeli
mn pr Vale- scum &bﬁ

By KAREN UCK

OfAcials of both public and private uni-
versities across the country are bracing tor
an unfavorable economic climate .n the
1990°s.

Predictions that the mounting federal
deficit will block increases in public finunc-
ing are causing worry. and taik of a possi-
ble recession also contributes to the eco-
nomic cioud that hovers over higher edu-
cation's view of the next decade.

As a result. numerous colleges are be-
ginning to make chunges that borrow
heavily from the transformations that
swept American industry in the 1980°s.
when stiff foreign competition forced
many corporations to sireamline their op-
erations or go under.

As if torn from the pages of a marketing
rextbook. terms like **customer orienta-
tion." **market niche.’” and “‘client rela-
\sns" are creeping into the lexicon of col-
:ge administrators with mcrcmn; fre-

wercy. o M G

Spiraling Prices fou' Lab qupmem
Collcges have borrowed cost-cutting
methods from the government and the pri-
vate sector on a piecemeal basis in the
past. but experts in finance =y an unprec-
edented interest in private-sector strate-
gies is now swecping higher education as
sdministrators seek a formula for assuring
their colleges’ financial viubility through
the _ad of the century and beyond.
Judging by the sericusness of the chal-
lenges ahead. colleges may need all the
help they can get. Spiraling prices for lab-
oratory equipment and facilities are ruising
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Third Worid Increasingly Dependent on

Perhaps the best indicator of
long-term shifts in food produc-
uonrdnﬂt‘i.vcwmundanbe
seen in geographic
pattern of food trade. In
1950, most of the in inter-
national trade from
North America to grain-deficit
Western Europe. The rest of the
world was essentially self-suffi-
cient. That has changed dramat-
ically in recent decades. Since
mid-century, North America
has incressed its grain
nmd\mﬂvdold,ﬁomg
lion to 119 million tons, emerg-
in, uthcworld’obcudbum

tin America became a
deﬂdt in the 1970s, with
imports of roughly 11 million

mb;nﬂ Dapueavmlmd

both wheat and fced
. These imports plus those
of Mexico, with its growing food
defidt, and of several smaller
countries more than offset ex-

ports from Argentina.

imported Grain
e B

mﬂydcpa\dmtmimpabd

demd:.d;'d:i:n & oro.
in per capita

duction. Counuhhhm;":

em tier — Libya, Tunisia,
Algeria, am — now
bring in half the grain they con-
sume. Even with continental im-
ports of an estimated 28 million
tons in 1988, millions of

in sub-Saharan Africa were

that will continue to rise

durirg the 1990s and beyond.
Eastern Europe and the Soviet

were importing a
in the late |

{
if

self-sufficiency will depend
heavily on the success o Soviet
tural reforms.
Western Europe is perhaps
the most interesting regional
story. In the early 1980s, it

|
:
2

The Changing Pattern of WOrld Grain Trade

1950-88°
Region 1950 1960 1870 1980 19882
(mililon metric tons)
North America +23 +39 +56 +131 +119
Latin Amnerica +1 0 +4 -10 -1
Woestem Europe -22 ~25 -30 -18 +22
E. Eurcpe and Soviet Union 0 0 0 - 48 -27
Africa 0 -2 -5 ~-15 -28
Asia -8 -17 -37 -63 -89
Austraia and New Zeaiend +3 +6 +12 +19 +14

'Phup sign indiontes ASt SRDINE; RINUS SIgN, Nt IMpore.
Souross: UN. Food and Agriculiss Organization; U.8. Dapartment of Agricullare, Foreign Agricullurel Service.

cp

THE PUTUNIST, July-Auguet 1990
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Hypergraphics:
“The Classroom of the Future”

by JIM WILSON

he self-leaming approach has been used for

most of the practical research in. and applica-

tions of, computer-base3 training. That ap-

which has beex: favored even for inter-

active video, entails a one-on-one interaction between
student and compuser, Thus it is not only capital-
intensive (reguiring onc computer per student) but also
demands that students be self-motivated enough to
work on their own.

supponnmersupplmhinmw.mmh
appliuﬁonofmewcmologyismbcin;imple--

mented in schools and corporae training facilities

throughout the country. It is called Hypergraphics—
The Classroom of the Future. Hypergraphics uses the
cmuhﬁuofmmmbgymmlamme
kwmdMncmﬂmM.m
before we explore H ics in detsil. we should
uicﬂyeminemeheychmuimofchmm

What Works and What Doesn’t

From time 0 time. we are all condemned to it
and we acquire littie from the presentation except
mental numbness. Even with good lectures that use
aids. our anentiveness drops after 20 minutes or s0. We
can all artest that time-efficient the lecture may be, but
leaming-effective it iz not. All the same, because 2
jocture preseniation allows the instructor 10 deliver 8
maxi- 4 of information in & minimum of time,
lecturing is the predominant form of instruction.

Trus. & presentation may casch firs when the in-
struceor jumps from the lecture groove and launches on
2 queztion-and-answer session. or opens the topic to
classroom discussion. But the fire is casily dampened
f a few stucents blanket the discussion or if many
students sit back rather than take past in stoking the

fire. Moreover, discussion or question-and-answer
techniqu's take far more time to present and vover &
giv.i: amount of information. The instructor must also
have an expert's skill in moving the flow of informa-
tion in the required direction and ensuring the partici-
pation of everyone.

We know from our experiences as both students and
instructors that the key to any Jeamning situation is &
high level of audience amrentiveness. To maximize
anentiveness is to maximize how much is learnt snd
how much is retained. Ideally, that would be done 1n &
way both inexpensive and quick.

We need visually interesting materials that are
effective in preseating concepts. and also some way 10
keep each smdent actively leaming. Additional factors
that enhance student atention inciude smooth. well-
WWMWWMM

quesiions. .
the compuser can be beforchand. That is
what the Hypergraphics system—its hardware and
software—has been designed to do.

The Componunts

The hardware, illustrased in Figure 1, consists of a
PC-compaiible, an overhead projector with an LCD
projection panel, an instructor's remote-coatrol device,
and provision for responses from each suudent.

The software assists the instructor in delivering
lesson material. The massrial is preserned a step &t 4
move 10 any pant of the maserial ir «ay direction. In
addition, the students are tested ¢ subject-magter

(connaned on page 64}
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Where are we headed? Are we ready?

itable ... but the future is very exciting
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THE BUSH BUDGET

Piesient’s Proposal Would Cut Aid
to Students, Boost Science Spending

some 300,000 students would have their federal |
aid stusk 2d in the 1991-92 academic year under |
President Bush’'s new budget proposal. which he
sent to Congress lust week.

The proposed cuts are part of a $24.6-billion i
Education Department budget that includes o 2- !
per-cent increase over the fiscal 1990 total.

Most science and technology programs would ;
tfare well. Spending on busc research would re
by about ¥ per cent.

i A WA | - Stories on the budgcl: Pﬂse\ A lhrough AN,

u Fower sindents would get Siute Student Incentive C......» und Perkins
i Student Louns. and some colizge officiuls feur that fewer wi uld receive
Pell Grunts. One of the lurgest increases would go to progrums that help
institutions recruit and retain disadvantuged students. Page A24.

2 Propesed increnses for solemoe und techanlogy
could be scaled buck in the budget fight uhend. Cor-
gressional vides warmned. As purt of the increase for
busic research. military spending would rise by
about 6 per camt and civilinn spending by about 9 per
cent. The Administration also recommended a 57-
per-cent increase in support for global-change re-
search. Poages A24 and A33. R Ll

u Schelarship in e arto and humanitios would get smail but potentinlly
significant increases. Advocates of federal support of such scholarship
said the increases could signal a shift away from uttitudex of the Reagun
Administration toward the arts and humunities endowments. Page AN,

o Twe piopeses changes In the tax 00de could help higaer educutivn. One
would make permanent a tax credit for corporsie spending on rexenrch.
The viber would create tax-free savings accounts that could help some
purents save for their children's college education. Page A0

= Special, disreuntsd malling mése for non-profit groups would be cur-
tailed. Collegs slumni associations were dismayed by the proposal. which
would ex:tude from discounts any third-claxs mailings that did not **relute
directly"* to the primary purpose of un orgadization. Puge A29.

8 Pedosal dollars suppert u wide variety of college progrums—i{roc hu-
wanities courses for ethnically diverse students (o sn exteasion service
thai is as likely to help communities cope with A1Ds as with crop fuslures.
Reports from six campuses begin on Puge A2S
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UsING FuTuREs RESEARCH IN COLLEGE AND UNIVERSITY PLANNING

AppendixE: Biographical Sketch of the Author

James L. Morrison, Professor of Education, the Uni-
versity of North Carolina at Chapel Hill, received nis
Ph.D. at the Florida State University in 1969. He was
lecturer in sociology at the University of Maryland,
European Division (1964-65), instructor in sociology
at the Florida State University (1968-69), and assistant
professor of education and sociology at the Pennsylva-
nia State University (1969-73). He served two terms as
a member of the Board of Directors, Association for
the Study of Higher Education, chaired the special
interest group on futures research, the American Edu-
cational Research Associati.ni, chaired the editorial
board, The Review of Higher EZ:cation, and servec as
consulting editor of The Review of Educational Re-
searchand The American Educational Research Jour-
nal. He has served as vice president (Division J-—
Postsecondary Education), the American Educational
Research Association, and as convener of the Forum
on Environmental Scanning, i ue American Associa-

tion for Higher Education. Author of The Alternative
Futures Approach to Long-Range Pianning. A Hand-
book for Army Long-Range Planners (Department of
the Army, 1990), Cc-editor of Applv:ng Methods and
Techniques of Futures Research (Jossey-Bass, 1983),
and coauthor of Furires Research and the Strategic
Planning Process (Association for the Study of H:gher
Education, 1984), nis research and writing activities
focus on using futures research methods in planning
and policy analysis. The latter two publications and
cne article, "Establishing and Environmental Scan-
ning System to Augment College and University Plan-
ning," (Planning for Higher Education, 15 (1), 1987)
have been cited as critical reading in A Guide for New
Planners (Society for College and University Plan-
ning, 1988). His consulting activities focus on assist-
ing colleges and universities in developing cnviron-
mental scanning/ferecasting systems to augment their
long-range planning processes.
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AppendixE: Biographical Sketch of the Author

James L. Morrison, Professor of Education, the Uni-
versity of North Carolina at Chapel Hill, received i’
Ph.D. at the Florida State University in 1969. He was
lecturer in sociology at the University of Maryland,
European Division (1964-65), instructor in sociology
at the Florida State University (1968-69), and assistant
professor of education and sociology at the Pennsylva-
nia State University (1969-73). Heservedtwo terms as
a member f the Board of Directors, Association for
the Study of Higher Education, chaired the special
interest group on futures research, the American Edu-
cational Research Associab. i1, chaired the editonial
board, The Review of Higher E-cation, and served as
consulting editor of The Review of Educational Re-
search and The American Educational Research Jour-
nal. He has served as vice president (Division J—
Postsecondary Education), the American Educational
Research Association, and as convener of the Forum
on Environmental Scanning, i ne American Associa-

tion for Higher Education. Author of ' Alternative
Futures Approach to Long-Range Pianning - A Hand-
book for Army Long-Range Planaers (Department of
the Army, 1990), Cc-editor £ 4pplv1g Methods and
Techniques of Futures Research (Jossey-Bass, 1983),
and coauthor of Futieres Research and the Strategic
Planning Process (Association for the Study ot Hgher
Education, 1984), his research and writing activities
focus on using futures research methods in planning
and policy analysis. The latter two publications and
cne article, "Establishing and Environmental Scan-
ning System to Augment College and University Plan-
ning," (Planning for Higher Education, 15 (1), 1987)
have been cited as critical reading in A Guide for New
Planners (Society for College and University Plan-
ning, 1988). His consulting activities focus on assisi-
ing colleges and universities in developing environ-
mental scanning/ferecasting systems to augment their
long-range planning processes.
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