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PREFACE

In many of today's organizations we often find that rlanning activities,
formal as well as informal, take place in a rather random, unsystematic manner,
Increasing demand for acocuntability by the public and/or clientele has been
forcing many service-oriented organizational leaders to take a more careful
look at their areas of responsihility. Assessment and planning activities
are deemed necessary in order to optimize‘ﬁhe goal achievement potential of
tke organization,

The model for ad hoc (or tenporary) planning groups presented herein is
an attempt to provide varying levels of orgapizational leaders with a device
which is believed to increase planning efficiency and effectiveness, This
model is developed in a straight-forward, process~oriented approach to.-plannirg,
The process incorporated into this rodel can be easily implemented with or
without individuals who are highly experienced or forrally trained in plannirg.
The model, we believe, would enkance individual as well as organizationnl corre.
tency through its gpplication. Since the'model is basically process-criented,
it would seem to be useful for adrinistrators and managers of such orpanizations
as colleges and universities, corrunity colleges, public schools, hospitals,
Jocal and state governments, non~rrofit organizations, or any sut-units of tlese
organizations,

The arduous task of preparing the manuscript through its various drafts
fell to Mrs. Wilma Summerfleld, Her patience and attenticn to detail were
invaluable.

J.W. Chol
P«R, Lyons
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INTRODUCT ION

There is a considerable body of research, commentary, and documented experiences
which deals, in some detail, with group planning processes inocluding activities,
attitudes, tools, techniques, and designs (Casasco, 1970). Mich of this meterial
treats planning as a relatively mechanistic as well as impersonal activity. Flan-
ning, however, if carried out in a group setting, is not an impersonal activity.
Neglecting this fact could only result in insufficient assessment of the planning
task,

The purpose of this paper is to highlight the planning process as it might be
viewed thrcugh the eyes of the individual (planning manager) charged with responsi-
bility for the completion of the planning task., The major emphasis will be to point
out those aspects of individual and éroup behaviors which may affect the planning i
effort in a group setting., The emphasis in this paper is referred to as ad hogc
planning ranagement, In essence, the prospective planning manager is previded with
guidelines as to how he might develop a sensitivity to characteristics of individual
and group behaviors, in order to optimize individual as well as group contributlons
to the planning activity,

Regardless of the intricacies, level of sophistication, or detail of decision-
science methods and tools used in the plamning activity, the planning manager st
have some basic knowledge and understanding éf those behavioral characteoristics of
individuals and groups in relation to phenomsna that are likely to affect group
decision-making as well as the general functioning of the group.

The planning model dcalt with in this paper is not an all-encompessing and
conprehensive one, It is, rather, a relatively straight-forward and uncomplicated
process-oriented one. Theo model is tied to a fundamental set of assumptions which
tend to be derived from experience, particularly in post-secondary educational
institutions., They are as follows:

1, The model ic intended to optimize the effectiveness of planning
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aotivities in an ad hoc setting or of a temporary nature;
2, The model is primarily aimed at serving as a guide to the planning
manager who is not a planning expert; and
3+ The members in the group have had little or no planning experiencas.
The planning model perhaps can be best defined and described vis-a-vis figures
1, 2, and 3. Figure 1 depicts the major dimensions of the model. The entire plan-
ning process consists of a series of sequential events, each involving certain types
of information and data, and the like to be manipulated, analyzed, and synthesized
by the planning group, 4n event is a tentative fluid entity given dimension by
group activity., That is, the planning process consists of a series of consecutive
and intermediate events loosely strung together. Each event serves to develop forth-
coming decision reference points which are subject to modification or revision over
the term of the planning process as the planning group "“zeros-in" on task complstion,
The entire planning process is seen as a flow of events nesting within a series of
interdepondent feedback loops,

Figure 1
DIMENSIONS OF FLANNING MODEL
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In Figure 2 we find the three distinctive phases which overlay the sequence
of events. They are as follows:

Fhase I Organization for Flanning

Fhase II Struoturing the Task

Phase III Task Completion
These phases are superimposed on the model (Figure 3) with dotted lines, Figure 3

represents an elaboration of the dirensions of the model presented in Figurs 1. The

model presented in Figure 3 is a linear one nested within feedback loopsy %hat is, . .. ..

the entire planning process is viewed as a8 flow of events nesting within an inter-
dependent network of feedback loops. Each of the three major phases of the brocess
is viewed as a series of specific events developed from activities which have begun
vith very broad, general notions and ideas, with each specific event terminating in
a set of decisions. The decisions associated with the activity occurring in each
event combine over the life of the particular phase in question to comprise a phase
termination point (albeit fiuid) which may be construed as the signal to commence
activities associated with the next phase. .

By way of example, we find in Figure 3 that the major events of Fhase I,
"Organization for Planning," are:

1. Recognition of the Need to Plan;

2. Conceptualization and Establishment of the Flanning Mechanism;

3, TFormalization of Group Planning Zfforts.
The decisions made during each event tend to combine and help to develop a highly
specific set of decision points (in this case the identification of plannfhg group
ner.bsrs) which serves as the jumping-off place for the next phase, Structuring the
Task (what the group is to do). Of course, decision points may be modified within
the feedbrcik loop structure as a more definite path is routed by the planners.

The most important phase of the three for the planning manager is the struc-
turing of ths task., It is here that the group arrives at some form of consensus as

to what the group is to examine, how it is going to go about it, and what the group

Q
E[{l()pects to accomplish,

ot Proided o
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Then, the planning manager, who may be "new" to all this in the ad hoc

sotting, needs to have a basic understanding of and a sensitivity to variables of

individual and group behaviors as such relate to problem-solving and/or decision-
making.
Figure 2
MAJOR FHASES OF PLANNING MODEL

N

Organization

for Flanning Task Completion

Structuring Task

k— Phase I — j— Phase II 5 je—r Phase III —

o
Figure 3, entitled A nge.g}t_; Model for Planning Management, diagramatically

presents a comprehensive pictur; of this planning model. It combines three major
dimensions (Environmental Variables, Inforration/Data and Tools; Group Activity;
and Sequence of Events) with three major phases of planning processes (Organization
for Planning; Structuring Task; and Task Completion)., Each dirension within each
phaze i further elaborated into successively related sub-task components., Certain
planning activities dealing with given variables, informa%ﬁon/aata, tools and tech-
niques at a given stage are to be organized into an event which leads to the next
stage.

As shown in Figure 3, significant evenis included in this general model ars
as follows:

1. Recognition of the nced to plan

2. Conceptualization and establishment of planning mechanism

-
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3.
be
5.
6.
(e
8.
9

Formalization of the group plannipg efiort

Clarification and taxonomizati§n of group goals and objectives
Congensus achieved as to goal accomplishment

Introduc¢tion and selection of planning management techniques and tools
Division of labor for information gathering, analyzing, and organizing
Compilation of materials according to group goals and objeotives

Completion of the planning task

This model-is intended to optimize the potential of contributions from

individual planning group merbers, particularly in an ad hog setting, Providing

such a model for the prospective planning manager has a threefold purpose: it

enhances planning efficiency; it facilitates group learning and use of planning

techniques; and it provides a realistic and rutional approach to the planning tasx,

Needless to emphasize, this mode) is relatively straight-forward, uncomplicated,

and process-oriented, so that individuals can easily acquaint themselves with the

planning task,

-6~



ORGANIZATION FOR PLANNING
Organizational Need for Flonning

Orgdhisational Goals and funotioning |

Every organization exists for a purpose, whether that purpose be maintaiﬁing &
national defense posture, providing health care for the aged, offering instructional
sorvices to students, or seeking to maximize profits over time, The major purpose of
an organization is, in genéral, functionally artioculated through its goals and objec~-
tives. in rany instances, goals are rogarded synonymously with purposes and are
interchangeably used. "Goals" is a more precise expression of organizational pur-
poses with objectives being specific coﬁditiona, events, and/or products that eie
sought as part of or leading to the realization of these goals, Goals of an organie
zation are defined as the collective future state of affairs that the organization
attempts to realize,

Given thﬁt the organization exists to fulfill its purpose(s), then these purposes
and goals, to & lesser extent, should serve as the basic frame of reference for
organizational activity. The contribution that any and all of the organizational
activities make toward the fulfillmentjof these purposes and goals should o regarded
as tho tasis (or guidelines) for organizational functioning, '

In many organizations, goals are highly defined and have been evaluated, rodified,
and re-doefined many times and in many different ways. Perhaps such action is prornpted
for the s&%e of survival or has been undertaken due to several shifts in leaderchip A
over time, Thore are many organizations whose goals aré not highly defined. Such
organizations might have begun with a particular set of goals, However, time and
the flow ¢ events have made the organization shift and change its rission to some
extent without a serious attempt to re-~define its mission, Hence, what the orgeni-
zation says it purports to do isn't precisely what it is doing. Miny times organi- -
zational executivea are not entirely willing t&ubééciseiy ;pecify'organizationul

goals., If the target is obscured, it becomes very difficult Q?r g&urpahooters to

N
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hit tho btullseye; that is, it boecomes very difficult to hold individuals or an
agency accountable if theore éio no spoecified ends against which to apply perforrince
oriteria.

Ihe Need for flanning

Goals of an organization sorve as evaluation oriteria by which members of the
organization and ocutsiders can assess the success of the organization; {i,e., its’
effectiveness and efficiency. Logically and hopefully, the need for planning will
emerge from the desire to more adequately and effectively realize organizational’
goais and to examine future goal possibilities., Flanning which deals with goal
assegsment, therefors, is an essential element for organizational management.
Without planning, the organization only drifts and gradually becomes fragmentized,

FPlanning is directed toward purposes and goals which usually. serve as guide-
lines for organizational activities. Adequate planning is felt, internally and
externally, to be an elusive enterprise in many organizations. It tends to be
treated as a luxury, and is said to be much desired if only financial rssources
and time were available, Planning; however, will enable the manager to enhance tne
lovel of organizational effectiveness and efficiency by making better use of tire
and other scarce resources in the reslization of goals and objectives.

The need for planning ray arise due to scme encrgency or crisis, or series of
crises. Leaders rmay feel the need to plan as organizationél stagnation and decuy
take plrce and new dircetions are sought. Flanhing ray te a latent attempt to
carefully evaluate the present conditions of organizational goal achieverent., The
need for planning way be felt rmost at the executive and/or ranagerial level, and to
a ruch lesser extent, at the tasic overaticnal lavel, or at any and all peints b tueen,

The need may be felt among all organization constituencies to a varying degree.

Conceptualization and Establishment of Flanning Mechanism

The commituent to planninc, repardleas of level, both grows out of and

implies a "takinp stock” on the part of the executive. This assessment or

-t



"stock~taking"* usuelly includes the followings
1. D§es this institution have olearly defined goals and objeotives?
Wﬁat are they? Are they attainable? How are they stated (stated
goals)? How ar? they understood by various constituencies? How are
they being realized (resl poals)? How comprehensive aru they? How
anmbiguous are they?
2+ Given the goals and objeotives, what resources are currently available
and are likely to be available for achievirg thase ends? How have fiscal
and human resources besn allocated? Where are our strengths and weake-
nesses?

3. What are some of the means that we use (programs, budget and imple-

ézﬁtations) in attempting to reach our goals? Are they adequate? .

Can we even determine if they are adequate? How do we m;asura our
successes and failures? How well do we ceem to be fulfilling our goais
and objectives?

4. What is the stance and posture of the organization? Is it innowstive

and aggressive, staid and consnrvative, or somewhere in-between? Is
there an identifiable organizatiogal t¢limite" or environmenty Is

there an organizational mentality? 7JTs there a feeling of organizationsl
cohesiveness?

5. How is the institution or organization managed? Are there controls,

directions, and goals; or aimlessness, anmbiguity, and conflict?

Depending upon the intent of the planning effort, its scope, the personalities
and technicalities involved, the importance given to planning (presently and his-
torically), and the urgency of the need for plaaning, as well as a host of otker
conditions, we find that a planning task may be generally conducted forrmally or

informally. Informal planning usually may involve a few individuals who examine

-~

%Zee the section of "Division of lator for Inforrmation Gathering" for further spccific

categories.
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a particular aspect of the organization's programs and activities; and based upon
certain data, inforrmation, and/or feelings, decisions are rade eithor to alter

or maintain a p;rticular program. Forral planhing efforts, on tha other hand, dre
usually more comprehensive in nature, involve many people and much time, end deal
with broad areas of organizational endeavor, The present discussion serves to focus
on forral planning as an aotivity in an ad hoe setting.

As mentioned earlier, plamning may be an expression of the organization's need
to evaluate current activities and to delineate a future desired state of affairs
which the organization may attempt to realize. Assessment and evaluation play vital
roles in the planning process. It will be necessary for the individual or indi-
viduals initiating the plamning effort to carefully and oclearly articulate the
intent of the planning effort and its underlring rationale, Flanning requires an
initial outlay of resources with time* being perhaps the most orucial and most
expensive, In order to insure maximum commitment of time, energy, and other
resources, the need for planning must be articulated in & way that will reflect
known organizational purposes and goals in light of future cutlook, environmental
conditions, and the organizatioqal clirate, |

Planning, like mwost other organizational activities, requires nanagerent.

There should be a design for planning as well as some sttempt tc establish criteria
for the evaluation of the planning effort., To gatker a group of individuals tcgether
for tre purpose of planning should, by itself, be the result of a planned set of
activities and events,

The manager or execcutive can help to assure tlat tho plannirg effort will b-
wortlwhile by giving careful consideration as to Low the plannirg effort may bto
initially organized. The manager should have a reasonably good understanding of
the knowledge base that is available or that could be made available to planners;
he should be aware of the kinds and types of personal, organizational, and environ-

mental variables with which the planners may deals and he should have sore percepticn

—— -

%See the secti;n of PERT (Program Evaluation and Peview Techniquo).
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of and/perapective-on tho complexity of the task, \

;his conceptualization of the planning effort is essential if a geries of
activities 1s to be managed, If the organization is prepared to allocate and expend
considerable amounts of resources on the planning effort, then sound management
practice diotates that task structuring and control be exercised in the vstablishment
of the planning effort. The effective manager must be able to articulate clearly tha
need for planning, the organization's commitment to planning, and some expression of
gensitivity to the task of the planners as well as the expected outcomes of the
planning function.

Form follows function. The planning mechanism, embodied in a group of individuals
who will be assigned the task, can be organized once the manager has established, for

himself, the general parameters of the overall task.

Forgalization of Group Flanning Efforts

Members Within the Organization

Any planning activity faces certain constraints among different constituencies.
One of the most,important factors in planning is that these constraints must be
identified, elaborated, and understcod tirough frank and open discussions, becauce
planning itself is a continuum of human interactions. Cne common constraint is thrat
preople in many organizations are not forrmally trained for planning, Skille and krcv-
ledge are usually acquired through personal involvement in planning experiences over
tire., Consequently, a group of people drawn frcin members within the organizaticn
probably canrot plan adequately unless they are instructed, directed, and coordirated
by the planning manager with the aid of tools, procedures, techniques, data, and infcre
raticn, The effectiveness of the planning effort would be largely dependent upon a
good human organization, with specific skills and knowledge, adequate data and infor-

mation, and effective planning management. One of the key functions of planning
management is to organize human beings into a functioning group.

Foctors jn Effective Groun Planning

Perhaps planning can be more simply defined as the process by which an organization

o for sub-unit of orjanization) is e:xaiined, the organizational purposes and goul: are

ERIC
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refined, and the meuns are specified for reaching set forth goala. However, if

we vant to do a plaﬁning Jjob intelligently and systematically on the tasis of a
measure of general consensus among constituencies affected, the prerequisites are
ddeas, technical knowledge, and information about means, It is quite oonceivable
that if we involve more people (various constituencies) in the planning in order to
have them constructively contribute their ideas, knowledge, and inforration to

the process, then the possibility of obtaining useful contribtutions will be greater,

-In recent years, planning methodology has become.a.specialized and technically. ...... -
refined fie)d, along with operations research, systems'analysis, planning-program-
ﬁiug-budgeting-system, delphi technique, program evaluation and review technique,
computer simulation models, and & host of other mensgement techniques. Obviously,
planning does require the resourcefulness of more than one man, since the task
usually is too complex for one man, .

The manager (or administrator) becomss the moderator, or central figure, by the
position status he has, He should be able to cajole; guide, manipulate, soothe hurt
feelings, and, at times, play advocate for rejectors and agitators., He must be able
to focus the group's attention on the problems. He should act in a dual capacity-~
one as the group leader and the other as one of the group members. The manager
(in fact, he is the moderator) should be influential over the entire continuum of
the planning process.

Fow the manager nust elaborate and select human as well as organizatioral
variables and arrive at a possible optimum combination of variables of two dirensiong--

- huran and organizationzl, The manager should consider factors which collectively
optirize contributions to the group planning efforts, He should keep in mind that
the orgénized group should: (1) be composed of individusls having high motivation,
interest, diverse ability, skills, knowledge, ideas, opinions, perspectives, and
personal profiles; (2) be po@entially cohesive; (3) be friendly and cooperative;
(4) have potential for diversified leadership; (5) have mixed sexes; (€) mave high
status members in the organization; (7) be adjustable to changes; (8) have peoplo

Q ho wculd be satisfieé‘by being involved; and (9) have individuals who are willing
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to learn skilla and knowledge to be used for future planning activities,

Identification of Rirticivants

The manager has to identify individuals within the organization's various seg-
ments who ideally represent the organization's population and possess elemeuts as
oited above. A matrix may be used in order to optimumly display and combine many
of the eleiments the individuals will bring f i1to the group. A fabricavion of this
input matrix is shown in Figure 4.

Organizing the Group |

A group must be so organized that the members involved in the planning group
" can concentrate on developing their planning skills and creating a climate conducive
to an intensive study of and solution to the organizationt's planning problems. They
should, in some way, be providéd with skilled guidance throughout the planning process
80 that every member can contribute something to the planning task and acquire skills
in and knowledge of the planning process.

The title of this paper refers to "Ad Hoc Planning lanagement." The concept
of "Ad Hoc Planning" here means more than a temporary type of ranagement by objectives,
This model is to’achieve scientific outcomes through individusl, personal involve-
ment in planning. Then, there are two major questions to be resolved as to how
planning processes can be developed and managed and how individuals.should be invelved
in the group activities.

Now, the manager must consider tre variables related to srall grcup dynaricc,
individual personalities, professional capabilities, expertise, interests, cormit-
ments, communication, and so forth. In order to make the planning process vital so
ttat the best ideas, knowledge, inforration, thinking, analysis, and other contri-
butions can be drawn from those in the planning group, efforts in the selection of
members must be guided in light of the process of planning rather than on the plan
as an end-product. A key factor for success of planning is the constructive relation-

ships among the planning members who will be involved, hopafully, in an atmos;lers



Figure 4
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of mitual understanding and trust, The planning process requires the consideration
of many, mﬁny variables and balanced reasoning among its members. Participants
should bring such personal attributes that the composite group is heterogensous in
abllities, skills, knowledge, opinions, and perspeotives,

The number of persons in the planning group can vary from eight to about twelve,
excluding the manager. Probably any fewer number of participants would be too féw
to handle the amount of work that must be c¢arried out. Any comprehensive planning
could theoretically involve almost everybuody within and without the crganization
who would be affeoted by the implementation of the plan. But the planning group in
this paper roughly resembles a steering comnittee focusing on certain tasks, Each
nenber éf the group is certainly required to devote substantial time and effort to
the planning activity in order to accomplish the goals of plamning., The matrix
previously illustrated should be used as a guideline for balancing various elements

to be organized into a group effort.




STRUGTURING THE TASK

4 Famidarization and Clarification of OGroup Goals and Objectives
The first general phase of the planning process heretofore desoribed dealt

with organizing for plauning. This aspect of the process proceeded from general
perceétions of need to speoific behaviors related to establishment of & planning
mechanism, The second general phase dealing with task structuring proceeds along
these same lines; that is, from a general orientation to a spacific set of expeoted
behaviors. Essentially, what takes place is the beginning of interactions of plan-
ning group members, which then leads to & tzeroing-in" on the planning task. The
task takes on dimensions and structure, the group defines and re~defines its goals
and objectives, and finally, group consensus is achieved with regard to expected task
achievenent,

Given that a group for planning has been identified and aporoached with regard
to the task at hand, there will be many questions in the minds of individuals invited
to participate, Questions my arise, such as: what are we to doy what do we really
know about the organization, its present goals and objectives; how well is it -
achieving them; how do we define our purpose; what inforration and data are available;
how do we get them, analyze them, and use them; and what specific things are we to do?
Porhaps the best way in which to demonstrate the array of questions present in this
environment is to use the triangle of Fhase Il (Figure 2) to depict how these cuestions

help to shape activity.
Figure §
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hat
Are we _—
h

ere How do

for? we Wht Movement toward

define ' gpecific Group Consensus as
What our things do to Goals, Objectives,
is purpose, we do? and Task

our

goala?
ma jor /,,/”’

purpose?
‘/'__>




The planning group strives to define fully its mission and then the task,
Consensus, as to task fulfillment, goals, and objectives, is the end-point in th's

phase, although this consensus view can be modified over time as more informqtiéﬁ
’ -

is utilized.

The planning group must be provided with a certain basic set of assumptionek’
regarding the task, avalladle information and data, and the assurance that execu~
tives will cooperate with and assist the planning group in the retrieval of perti-
nent information. Through the process of communication and other types of inter-
action, the planning group, which is represented by different personalities,
different degrees of professional expertise, interests, needs, and comnitments,
will attempt to arrive at a modus operandl for task completion,

After the planning group has been given recognition through organizational
mechanismg, that group will need to commence forrmal discussions persuant to the
planning task. From the point when the planning group first convenes to the point
in time when the group reaches congensus with regard to what the group is to
achieve (produce) and how it is to go about it, is perhaps the most trying period .
for the individual charged with the responsibility for task completion, If the
planning process and activity are to derive meaning from the participation of group
members, then it is the task of the planniﬁg manager to facilitate participation,

There are several types of behaviors, conditions, and effects that can be
identified with group activity and products. The planning manager needs to have
both an understanding of and & sensitivity to these variables if he is to b2 effective
in guiding the group. The phase of group sctivity which serves to define the very
objectives and limits of the task facing the group is perhaps the most ocrucial
phase of the planning process. It is here that assumptions are made and definitions
of group goals and objectives are refined.

A Mode of Group Discussion
If a plan developed thréunh group effort is to be used qffectively by the

exccutive as a guide to improve an organization, it must bo comprehensive encugh to

O ribrace all the imporlant compononts, and specific enough to provide practical
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guidelines for each component. A comprehensive plan should precede specific plans,
so that orgunizational philosophy andaz?mmitmeﬁi will not be a function of specific
plans, such as building plans, This‘i; an important distinction to make,

The magnitude of the task is dependent upon the extent of desired comprehensi#e—
ness. It usually would be wise to begin with a general discussion; for instance,
the philosophy of the organization and general goals might be a relevant discussion,

The manager (mcderator) may facilitate group discussions on underlying philo-
sophy of the organization through loosely organized (highly decentralized) sessions.
This is particularly jmportant when the task is viewed as highly complex by its
members (M.E, Shaw, 1954a). He should so organize the session that group members
can relax, yet he must emphagize and reinforce important statements of the group
members in order to develop a cohesive atmosphere (Back, 1951; Ffench, 19413 Lott &
Lott, 1961) as well as one conducive to intensive study.

If the planning manager is to guide group planning activity and have some sense
of direction for his own action as moderator or leader, then he or she needs to
have at least a basic underatanding of and familiarity with the following variables
as they relate to group activity within the framework of goal-oriented (problem-
solving) behavior: |

1. cohesiveness 5. homogeneity/heterogeneity
2., commnication 6. leadership behaviors

3. éoﬂformity 7. task dimensions

L+ group goals 8. ri%}y shift

It must be reculled that the commitment to plan involves a commitment to allocate
resources. As the planning manager is better able to understand group dymamics, he
is bctter equipped to evaluate group products and is in a better position to evaluate
overall performance. As the ability to assess and evaluate is sharpened, it becores
logical to assume that resources afrorded to planning are more cost-effective,
Cohesiveness has to do with the intensity and extent to which individuals desire

to remiin as an integrated part of the group. Research has shown th:t members of

Q
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high-oohasivo groups are more catisfiod with the group and its products and are
more moiivated to interact with group members as well as to achieve group goals
(Gross, 19543 Marquis, et al., 1951; and Exline, 1957). In addition, it has been
demonstrated that high-cohesive groups are more effeotive in goal-achievement

(Shaw and Shaw, 1962). Tho research has also indicated that members of high~
ocohesive groups communicate with each other to a greater extent than members of
low-cohesive groups and that pattern and content of interaction ars more positively
orlented.

The manager should pay special attention to the development of homogeneous
planning goals by the group, if effiolent group performance is one of the desired
outcomes of the group effort {Blau, 1954; M. Deutsch, 1949b; M,E. Shaw, 1958a),

This cannot be overlooked, because when the goals of a group are homogeneous, members
tend to be more cooperative, When the group accepts homogeneous group goals, it
becomes more cohesive, and, in turn, the high cohesive group is more effeotive in
achieving its goals than the low-cohesive groups (Goodacre, 1951; Shaw and Shaw,
1962; VanZelst, 1952a; VanZelst, 1952b).

Members with high motivation contribute to the achievement of high;cohesiveness.
They generally are motivated to interact with others in the group and to aohieve
group goals, This motivation leads to eff;ctive group functioning and to high
nember satisfaction (Gross, 1954; Marquis, et al., 1951; VanZelst, 1952b,.

In general, heterogeneous groups perforn more effeotively than groups that are
homogeneous., It appears that when group members have a variety of skills, opinions,
perspeotives, and abilities, there is a greater probability that the group, as an
entity, will contain characteristics necessary for efficient group performance. It
has been demonstrated that diversity enhances group performance (Laughlin, et al.,
1969), At discussion sessions, the manager must be more alert to the pooling of
diverse ideas and information than the narrowing down of similar ones.

The reader mst exercisé scre care in distinpuishing between the need to develop

homogeneous group goals while, at the same time, recognizing the need to provide

Q
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and foster an atmosphere or setting whereby the richnsss of response and contri-
bution emerging from the dislogue of heterogeneous personalities is demoristrated,
Nature of the Problem/Group Mission

In terms of initial group discussion, all problems with respeot to the organi~
zation's operations and aspirations must be articulated. What are the strengths
and weaknesses of the organization? What are the organizational as well as environe
mental constraints and their effects on goal achlevement? How serious are the gaps
between curreni goal achievement and aspired levels of goal achievement? These
questions must be delineated categorically, and a problem taxonomy must be developed,
This process develops the planning basis. Problem analysis includes the organization's
mission, policies, resources, operations, mentality, aspirations, environment,
competition, weaknesses, strengths, and the like,

Recall that the main thrust of this phase of the planning process is the
clarification and delineation of what is to be done and how the group is to go about
doing it. In other words, the task becomes clearly identified and articulated in
terms of group behaviors and expected outcomes. |
Task

The planning task is the thing that must be done in order for the group to
achieve its goals or subgoals. It is rather unlikely that group members would
attenpt a group tasx if they had no goal, Either a subgocal of the ultimate goal -~
for group members may be tasik completion. To the extent that task completion will
nove the group toward its goal, the group members will be motivated to work toward
task completion, The manager should attempt to draw discussion from the group
members in order to converge on the definition of the task, The manager needs to
work ceaselessly to eliminate ambiguity from the scene; for it has been found that
the more ambiguity that is present in a task environment, the greater will be con-
formity behavior (Sherif and Sherif, 1956), With a group attempting to define its

mission and purpose for the benefit of outlining activity, conformity as to purpose

Q
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in the final stages of discussion is, of course, desired. But, in the formative
stages of the planning effort, a highly differentisted array of opinion and ideas
is most deairable. At this point, it may bve aanntageous to discuss in greater
detail the role of leadership in relation to group interaction,

Leadership |

Leadership, on the part of an individual, is said to be that behavior whioh

| serves as & positive influence on the group or that behavior which embodies and
 promotes the norns and goals of the group, Leadership is perhaps defined in terms- -~ -
“of,leadership behaviors, That is, specific kinds of behaviors are defined ahd
labeled "1eadership behaviors" by the rvesearcher or observer. The group member
that demonstrates these behaviors to a greater degree than other members is said
10 be the group leader, as operationally defined. ‘

In a classic study, Stogdill (1948) found that leadere exceeded average group
members in such abilities as intelligence and verbal facility. It was also found
that lesders exceeded other group members with respect to motivational (initiative
and persistencé) and social (dependability, cooperation, and participation) factors,

With regard to style and type of 1eade£ship, it has been found that non-authori-
tarian-led groups had higher ratings ef sat;sfbctioq than authoritarian-led groups,
On the other hand, authoritarian-led groups required less time to solve a problem
and rade fewer errors (M.E. Shaw, 1955), Research has shown that it is not easy to
evaluate leadership behavior,

Available research indicates that perhaps the most effective type of leadership
for planmning activities (at least in their beginning siages) is that of a directive
or somewkat authoritarian type. Fiedler (1967) found that when the situation is not
favoratle for the leader, directive leadership is required. A favorable situation is
one in which the task is highly structured. This means that decisions regarding the
task can be verified, the goal is obvious to group members, there is a single path
to the goal, and there is only‘ona correct solution. As these four conditions bccomq

more representative of gomploxity, the tusk beccmes less structured and more unfavorable,
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wibd,

The task of planning with many unknowns, in most cases presents a great dqgfee of
conplexity; hencg! unfavorableness to the leader. He must take a somewhat directive
posture to initiate structure,

Emergent leadership behavior can be said to be a funotion of perceived task
difficulty, The planning manager mist be aware of this likellhood, The work of
Maier (1950) and Shaw & Blum (1965) indicates that group performance is best facili:
tated by group leaders who provide an atmosphere in which group members can freely
commnicate their feelings of satisfaction or dissatisfaction with the group's

progress toward goal achievement,

Formilation of Group Goals/Tasks

Many notions and theories have been put forth ag to the goals of the group--
how they are defined, refined, and articulated. The group's goal for planning, or
desired aim or purpose, is probably best regarded as some organized conmposite of
individual goals, since group interaction and group structure are a function of

. individual personalities.

Although sgreement on a single goal to the exclusion of all other goals is
extremely rare, a group gosl for planning is an end state or documented product
for future plans which are normally well-articulated by group memvers.

The research has shown (Horowitz, 1954) trat wany of the motivational corcepts
trat apply to individuals working toward their own goals also apply to individu:ls
working toward group goals, This is consistent with the ides trat group goals are
geveloped out of individual goals. As stated earlier, members' motivational levels
mist bo carefully taken into account before the planning group is forrally organized.

While the goal of the planning group reprosents the desired outcome or docuren-
tation of planning products, the task represents what must be done in order to reach

. or achieve the goal. Depending upon th;gconplexity and the intricacy of the task,
there ray be rany sub-tasks which, whenféompleted, will result in conmpletion of the

overall task., Of course, task complexity and the like are related to the group

O _gonl(s) with attendant comprehensiveness and importance of sane,




FPlanning activities ar:?ﬁuite complex and can be said to distribute them
golves into all three categories us provided by Hackran and Jones as reported by
Staw (1971 )1

a. produotion tasks - the planning group produces certain ideas and

develops them into integrated units;

b, discussion tasks = planning group nmettbers attempt to resolve sig-

nificant issues and sumrarize their views; and

¢. problem-solving tasks - the planning group may establish and promulgate

procedural implementation.
Perhaps & more meaningful way to examine planning tasks vpuld be to use the dimen-
sional approach established by Shaw (1971), Using factor analytic methods with
over one hundred task variables, Shaw found three dimensions on which a task may
be arrayed. These three dimensions or factors aret

a, difficulty - the amount of effort required to complete the task;

b, solution multiplicity - the degree to which there is more than one

solution to the task; and ’

¢, cooperation requirements'- the degree to which integrated action of

group members is required to complete the task.
This dirensional analysis of tasks appears to te one that clearly describes tasks
norzally dealt with in a planning environnent.

In relating the available research findings to the three dimensions above, the
following is found with regard to task difficulty: the quality of group performance,
as measured by time and errors, decreases with increasing task difficulty (Shaw and
Blum, 1965), and there is a decrease in reaction time as well (Zajono and Taylor,
1963), Bass, et al, (1958) found that when the task is difficult, group members
elicit more leadership behaviors than when the task is easier, Finally, with regard
to task difficulty, lanzetta and Roby (1957) found that the quality of group per-

formance decreases with increasing task dermands.

With regard to .solution mnl&irl;ginx (clarity of goal-path, too), available
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research indicates that a more directive form of leadership is required as solution
multiplicity is heightened (Shaw & Blum, 1966). Goale-path clarity has been found
to be positively related to motivational characteristics and efficiency of group
members (Raven & Rietsema, 1957).

The need for gooperation among.group members has been documented in several
cagses. It has been found that groups in cooperative situations perform more
effiolently than groups in competitive situations (M, Deutsch, 1949b). Cooperative
s’ tuations or éettings may bs defined to be those in which the goals of the group
are homogeneous, Individuals who seek to plan or guide group action (in this case,
the planning manager) are well advised to strive to provide a climate of ccoperative-
ness if efficient group performance is desired (Shaw, 1971).

Asseggmeny of Data and Information

After having analyzed all vhe problems, tentative goals and objectives based on
certain assumptions can be developed., In order to attack the problems, certain
data and information are needed. Then, an assessment of data and information availe
ability should follow the discussion of the problems,

Each member 's expertise and familiarity of data and inforration relevant to
problem solving and achievement of group goals must be emphasized and recognized.
Again, loosely organized discussion sessions but intensified (rigorous) analysis
would be needed,

Consensus in the Group Eavironment

Among group members there will be different personalities, levels of professionsl
expertise, interest, needs, and commitment. Because of thess differences, group
members, individually or as a small sub.group, often may disagree with a proposed
decision or action to adopt goals and objectives. Farticularly on complex, difficult
tasks such as planning, group members may become satisfied or dissatisfied with the
group's action, If the manager wants to facilitate group performance, every membter
should be allowed to freely commnicate his feelings of satisfaction or dissatisfaction

with the group's progress toward gosl accomplishment, Research gives evidence that
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when a group member is encouraged to express his disagreement (Maier, 1950) or
when he can do so without disrupting the group (Shaw & Blum, 1965), the group's
pe;formance is superior,

The manager occasionally is faced with either very favorable or very un-
favorable group-task situations, In such cases, he should ba well advised to exer-
oise directive leadership for achisving etrucﬁure and.for more offective managerant
of group processes. However, when the situation of arriving at a group consersus
as to group goals is moderately favorable, the manager should te less directive
(Shaw & Blum, 1966),

Cohesiveness of the group members pust be maintained in order tc facilitate
communicationr, The manager should keep in mind that high cohesiverness of the grcup
has wany positive features such as effectiveness and satisfaction. In order to
maintain high group cohesiveness, the manzger must reinforce the attractivenecs of
group members, provide incentives to motivate group merbers, as well as coordinate

efforts of group members.,

Congensus and Corrunicaticn

Frcm the teginning the planning manager will have to closely ettend to tre
flow of comrunication witrin the grcup as cpmmunication occurs both within and
apart from face-~to-face group meetinzs, Communication networks in srall greugpe
aside from pre-determined labcratory arrangerents ustally can te classified as
centralized or decentralized., In the centralized comrunication netwérk, all inforw
mation is funneled to one grcup marter who may distribute information to other i nbers,
In a decentralized coramnication network, there is no particular pattern of inter-
action, but rather an each-to-all exchange of inforration occurs,

The available research indicates that centralized networks are more effecctive
when the task is simple, whereas decentralized networks are more effective when thre
task is complex (M. D. Shaw, 19%4a), In addition, Leavitt (1951) feund that gpreup
morale (or satisfaction) was greater in decentralized cermunication networks than in

centralized ones,
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In general, centralized networks as compared to decentralized networks are
found to enhance the leadership emorgence and organizational development, but
irpeds the efficient sslutisn of complax tasks and reduce menber satisfaction, The
planning manager then needs to have an awareness of these consequences in order to
effeot a particular comrunication network btelancee-one which will be founded upon -
the trade~offs he is willing to accept in attempting to achieve that ralance .
Cersgensug-~Two Cautisng

As the group progresses in foraulating goals and objectives and works toward a
ocnsensus of what the group hores to achieve ancd how it is to go about it, the plan-
ning manager needs to be aware of two processes which usually come into play as
decisions are reachksd. The two variables in question are "conforrmity" and a rheno-
menon that has come to be known as the "risky-shift,"

Conforeity, In recent years, this variable has taken on a somewhat ﬂégative
connotation~-one that hints that conformity is tied 1lu some way to mediocrity.. In
the achievement of group ccnsensus, ccnformity ray or ray not be & significant issue.
However, if grcup members have a relatively high degree of indepsndence within tie
group, it seexs logical thst confernity will have to occur in order for consensus to
be reached, Greater conforrity occurs in greoups with decentralized coronnleat
netvorxs thran in grougs with certralized cosmurications networks (Goldberg, 1935
Shav, et al., 1957).

It has been found thst, in general, the more anbig:ily theb is praseat in the
protlsn or task, the greater will be the conformity beohavior (Sherif znd Sleril,
19548). It would ssam then, that a planning tasx with much ambiguity present in ths
environnant would tend to generszte more group conformity than would a simpler tasx,

Biakve=shift., The concept or phenorwnon called risky-shift can be of interast
to the planning manager, Much resesrch has beon done in the area of risiy-shifi, tut
the plencmanon is etill largely unexplained. In essonce, risky-shift pertiins to a
willingness on the part of a gioup to make riskier decisions than would be mada by

individuals working alone. DMany experimental studies have demonstrited the exizi-ice
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of risky-shift,

Z1ller (1957 ) found that decisions made by group-centered decision-making
groups wore riskier than decisions made by leader-centered groups. Wallach, et al,
(1964) also found that deoisions made by groups were riskier than pre-discussion
deoisions made by individual members of the group. Group interaction and achievemsnt .
of congensus on matters of risk produce a willingness to make riskier deocisions thran
would be made ty individuals working alone. Risky-shift effect may bs due to the
influence of risk-taking individuals. There are two alternative explanations: |
(1) Since the individual knows that the responsibility for the decision is spread
among several others,ihe may experience feelings of decreased personal responsidbility;
(2) The influence of the high risk takers could bs the cause of the group's shift
toward riskier decisions.

Even when the risky-shift is produced by discussions without consensus, group
members judge higher risk takerg to be more forceful in group discussions than
lower risk takers (Wallach, Kogan, and Burt, 1965).

To conclude, it seems that three factors contribute to the risky-shift pheno-
menon: the influence of the riskiest group member, the cultural wvalue associatad
with risky things, and the diffusion of responsibllity among group members.

In 1light of the abovas described phencmenon of risky-shift, the planning manzger
should be aware of which member is the riskiest person and, further, bs cautious
about the decisions made as to planning goals and objsctives of the group., ke shéuld
be sensitive to decisions made after group discussions, becausze decisiong derived
after group discussion are 1ike1y to ba riskier than decisions made by the average

individual prior to lengthy group discussions,

/
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TASK COMPLETION

Introdugtion and Selgction of Planning Management Techniques and Tools

At this point, the planning group has worked its way through Frase II
(Structuring the Task), has sufficiently defined {ts overall task, hopefully,
and is now prepared to commence with the material aspect of planning, This third
and last phase is entitled, "Tagk Completion," although the word "performance"
could be sdbstituted for éompletion. This section of the paper reports on choice
and use of selected planning tools and tecnhiques and the division of labor for

~

task performance. |

Mombers'! Xnowledpe about Flanning Teohnioues and Tools

Hostrop (1973) provides & most informative general description of management
techniques and tools relevant to planning activities, Knowledge about planning tech~
niques and tools is increasing at a fast rate, and new tools are being develppad
and adopted from other dilsciplines such as economics, business administra%ioﬂ, srace
science, military science, and so on., Though such terms as "Delphi Technique," |
WPZIRT," "PPBS," "MIS," "Systems Anelysis," "iiB0," and others are increasingly
appearing throughout the literature, many people in mény organizations are stiil
at a priritive stage in understanding and ;pplying these technigues and tools.
Many quantitative and non-quantitative analytical and forecasting tools are adaptable
for planning activities. However, a large number of planning members in an ad Loz
setting have never heard of any or all of the above mentioned terwn., The rurpose

" of this seetion in planning activities is not only to bring to the attention of

planning menbers effective and efficient planning tools and practices, but to help
acquire knowledge of these techniques.
Precantation and Davelormant of a Twmolocy of Hlanning Techniques and Tools

It is again necessary to open the group discussions in a loosely organized fornm

in order to gather idexs about planning techniques and tools, and to examine thcir

ap>lic~bilitv to the mirticular situations. Presented in Figure 6 is an exanylo of
) _ypolopy of managemant tools for plinniag, analysis, and decision-mking (steiner, 1900),
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Some may be directly applicaplo to the task at hand while others are less so,
depending upon the scope and conditions of planhing.

The first group deils with nonquantitative or subjective toole whioh are usually
based on value judgemert, experience, intuition, and imagination. Operational
dsseriptions of theso tools are being adopted by many behaviorul scientists,

While the seocond group presents some of the more conventional general systems
methods, the third group lists methods of presenting analytical datsa in visual forn,
The communication value of these visual tools has certain advantages, 4 well organe
ized flow ohart‘OK a Critical Path Method (CPM) network can help planning managers
easily identify torminal points where managerial decisions are required to continue
on to the next stage.

The fourth group includes quantitative techniques btased on mathematical and
statistical methods, For some small planning cases, other kinds of techniques may
be more practical, Newer, highly sophisticated (computer-based) mathematical teqh—
niques oan be expensive and time consuming, thus more suitable for the large and/or -
complex organization's planning.

Several examples of management techniques whicﬁ seen to be widely discussed
are briefly presented herein. These methodg are, at least, conceptually applicable
to the planning process. Many planners employ them by slightly modifying them to
fit particular planning processes.

Group Learning and Future Staff Development

P%flmutter and de Yontmollin (1952) evidenced that group members achieving

consensus learned more and faster than individuals alone and individuals in the

- presence of others, This result provides a plausible interpretation that group
members exert an influence on their fellow members, which leads to behavior that
would not occur when members are alone, This effect has beon proven with group
judgment and problem-solving activities. In those cases, group members performed
better than individunls. The results of studies 6f.individua1 versus group learning

are remarkably consistent in proving that groupslearn more and faster than indi-
E[{i(}duals, both in natural situations (Barton, 9926) and in laboratory situations
s ~30-
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(Beaty & Shaw, 1965; Purlmtter and de Montmollin, 1952; Yuker, 1955).

In a planning process where the task is complex, the group learning process
can prroduce hirhly effective results, Minagement teohﬁiques applicable to orcani-
z2ational planning are so foreign to many planning membors who are selected from
within the organization, that through the group learning process, new knowledge
of and new skills in some of the management techniques and tools can be better
acquired, '

Selected Management Iechniques

Systems Aoproach. This technique is a rational procedure for designing a
system for attaining specific objectives. The methodology includes specificaticn of
objectives in measurable terms; restatement of the obdéctives in terms of capa-
bilities and constraints; development of possible approaches; selection of aprro-
priate approaches as a result of trade-off study; integration of approaches into
an integrated system; evaluation of the effectiveness of the system in attaining
objectives,

In other words, systems analysis is an approach which seeks optimal solutions
within the overall perception of executive-level problems in organizations (Black,
1968), Figure 7 depicts the basic four-stage process of systems analysis. Any
organization exists to fulfill its goals and objectives, These are, in a sense,
organizational needs. To¢ meet this need, it generally requires the employuent of
a systems approach, This is an orderly and rational approach for scientific
problen solving. Thnis is a structured process by which all the variables related

to the problem are to be situdied,
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Figure 7

1) Problem Solving

2) Feasibility Study
FORMULATICON OF SEZARCH FOR
Recognized Relationships Faots
Problem ——¥ Objectives P Costs
Criteria Alternatives
Eypothesis Probabilities
Satisfied?
If no,
\
(4) Fre-~iuluation (3) Workalility
Implamen= INTERPRETATION OF EXPLANATION OF
tation of Nonquantifiables Model Building
planned r‘“-* Incormensurable r Approximation
action Uncertainties Computations
Conclusions Results
e ) — —
Satiafied?
If yes,

Pﬂnnping-Propramming-Budgeting—gzgggm (PFBS), Thls technique is a relatively
new development, and like systems analysis, was developed at the Department of
Defenss under Robert McNamara in the early }960'5. PPBS provides a method for
determining the "cost! of achieving program goals and objectives, Thus, PFBS
assists managers in deciding among alternative ways of allocating resourcses to
attain set-forth organizational goals and objectives. The main innovation included
in PFBS is that the budget process is heavily emphasized and oriented toward plan-
ning rather than administration. The major characteristics of PPBS are weli depicted
in Figure 8,

PFBS includes a number of other previously developed approaches and techniques
{systems studies, long-range planning, formal decision analysis) and combines them
into a single comprehensive system, When PPB3 is adopted as a planning technique,

budzet decisions are influenced by specific objectives and the cost-effectivencss

Figure 7: The process of systems aﬁnlysis-—nuta obtained from Quade, 1963.
For further information, sse Quade, 1966.
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analysis of cach alternative,

The overall strategies generally included in PPBS are the following ten steps

(Hitt, 1973)s

(1)

(2)

(3)

()

(5)

(6)

(7)

(8)

Formlate the ultimate goals and objeotives of the organization,

This is the primary mission, ultimate goals and objectives of the
organization (system). This is the ultimate "wny" and "Wwrat" of
the organization,.

Assess system-wide needs,

This is the difference bstween "what is" and "what should be" in programs,
special services, staff, facilities, equipment, materials, and all othror
things required to accomplish the organization's ultimate goals and
objectivas,

Estimate resources,

This includes financial, human, facility, and material resources that
can contribute to the accoriplishment of predeterrined objectivss,

Develop system-wide objectives.

This refers to the broad statements of purposes of the organization as

a whole, These objectives are derived from the ultimate goals and
objectives, the results of the need assessment and the estimated available
resources,

Davelop program structure,

This is a hierarchical classification of programs which encomrass all
activities, and should be desigmed for achieving objectives of progrars
and ultimately goals of the organization,

Perform program analysis,”

This component includes several important stepst (a) developing specific
progranm objectives, (b) idrﬁtifv1n° prozram constraints and their poasible
effects, (c) developing alternative approaches to.accerplish objectives,
and (d) evaluating the alternative approaches in teriis of estimated cost-
effectiveness measures, -

Develop program budget.

The pregram budget is dsaveloped on the basis of program structure and the
results of the program analysis. "Top Down" inputs to btudget formulaticn
constitute a rational input based on eysten-wide, objectives, The 'Bottlon
Up" approach uses cost estirutes from program anxlyses as the basis for
the initial progren tudget.

Allocate resources.

Aldocaling rescurcee is tased on the estirated revenue and tudget recuire-
ments, Step € and 7 must te balanced. Steps 5, 6, 7, and €, can bo
recycled as necded.
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(9) Opernte the system.

Operation of the system must te gulded by the results of the rreceding
steps of planning, programming, and budgetirg,

(10) Evaluate programs.
A1l programs in the organization must be evaluated on a continuing basis,
Evaluation should be.made in terms oft (1) Did the prograrm accomplish

the stated program objectives? (2) Was the prograr cost consistent with
tudgeted expenditures?

This is a dyramic.cyclic process beginnirg with planning and roving toward

evaluation,

Figure 8
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DPelpti Toghrigua, The Pelphi Technique is a management tool develored by a

research group headsd by Olaf Helmer of the Pand Corporation in the early 19501's

wherety a consensus can be derived from group opinions without eny face~to-face

contact arong

its members (Gorden, 1969; Helmer, 1966), This method employs a

gerles of suncessive questicnnaires, rather than a series of group meetings in

agsessing group opinicns, The methlod consists of a set ¢f frocedures for elleiting

the opinicn of a group of poople (usually exrerts) in guch a way as to reduce the

amount of dissonance of participants' opinions, A typical process of the Delphi

Technigque may

Stage 1e

Stage 2.

Stage 3,

Stege 4.

Stege 5.

be surrarized as follaws (Hostrop, 1973):

Farticipants are requested to list their opinions on a specific
topic in the form of trief written staterents to a prestructured
questicn.aire, such as whkat the organizational goals are and
what they should bte, without making partioipants known.
Partic‘pants are tl.en asked to evaluate their totel listing
against some criterion, such as importance, chance of success,
etc.

The investigator thren edits received opinicns to reduce
irrelevant predistions, to improve c¢larity, and to avoid
distortions of intent and meaning.

The investigator rrerares a questicnnaire for the second
round based on the synthesis of the first questionnaire
resionses, Sach rarticirant receives the refired list and
a surrary of responses to the items, If any participant
is in the minority, he ic asked to revise his opinicn or
to indicate his reason for keeping the mirority opinicn.

Responces from the second questionnaire will be digested,
re-edited, olarified, refined, and sumrarized by the invese
tigator, and then fed back to each of tle perticirants.

Along with an updated surrary of responses and a summary of
minority opinicens, euach particirant receives the question-
naire for tho third round, which is further refined, and then
is asked to serutinize and revise his first response.

Finally, the investigator receives the last-revised resronses

- which he then surrarizes ina. final report. This is a‘

k"consensuv of opinlons.”

= The Inqtitu tioml g g;i;_ :nvon (m:). 101 was developed recently by




an organization'siplanning is a consoiousness of the goals of thre inftitution
among organizational membera,

The IGI is intended to help college oommunities delineate goals and establish
priorities among them. This method is tased on the concept of the Delphi Technique.

It provides a means by which many individuals and constituent groups can contritute
their perceptions and opinions about what institutional goels currently are and Qhat
institutional goals should te in the future. Sumraries of the results‘of these
perceptions and opinions of tke institutional goals provide a btasis for achieving
consensus among individuals and constituencies and a basis for reasoned deliberations
toward agreed-upon institutional goals.

This instrument for goals inventory is designed to embrace possible goals of
all types of higher sducation institutions in the United States. The goal state-
‘ments in the Inventory refer to two parts--"output goals" and "process goals,"

It is quite possible that any organization or sub-units of a system could mako
use of IGI type of goal inventory instrument, It is reasonable to suppose that - -
v a large organization could supply the resources necessary to develop (or have
| developed) a similar type of instrument. ,

Prograp Evalvation and Raview Techrigue, FPERT is another ranagenent technique
which was pioneered ty DuFont engineers during the mid-1950's to deal with situations
where completion times were uncertain. This method was developed in connection

~with the Mavy Polaris project (Banghart, 1969; Andrew, 1970). While the Delrhi
Technique provides planning ranagers with an achieved consensus on what was, what is, -
what should be, and what might be, ZRT can assist in irplementing the goals and
: ;objectives.k PERT is a prohabilit)-finding s;stem which see}s to acoomplish goals -
\': _“and objectives in the sbortest possible tine with minimum cost. This technique is -
",also known as Critical Path bbthod (CPM) P“RT is an efficient teohnique for new, ‘oiiin
*]:funtried, one~shot, and complex activities. PERT techniques can be arplied to a]nost :

-‘iany rrojé‘t which requixos 1ogica1 planning.




cost to complete each step needs to be estimated. Three-time estimates, known as
"Pogsimistic Time," "the Most Likely Time," and "the Cptimistio Tire," are made.
Then, "Expected Elapsed Time" or "Expected Cost" can be computed by using the
following formula for each activity and then surmed to obtain "Total Expected

Elapsed Time" or "Total Expected Cost'!it

N
t, = Z<o+m+9>
i
i=l 6

Where tt is the Total Expected Elapsed Time, O is the Cptimistic Time, M the

Most Likely Time, and P the Pessimistic Time. The symbol E: means to sum all scores
following the symbéls. The notations above and below the sumration sign indicate
that § takes on the successive values from the first intermediate activity up to
the Nth activity,

This technique has further employed a statistical concevt of standard deviation
which indicates an estimate of variability. The formula to find the standard

deviation which indicates the range of time spread here is as follows:

SD =§<P-O>
t Lo e ]
8 6
i=) 1

The cbtained value from this formula can be used to estirate the probability of an

activity Yeing completed within a range of estirmated times employing normal curve
concepts. )

Figure 9

AN EXAMFLE OF THE USE OF PERT~TINE CHART
(Figures are expressed in nunter of weecks, )

Pessimistic | The Most

, , OptimiStiék ﬁkpecfed fﬂépsed “Stand#rd
~ Time Likely Time |  Time  Time Deviation § -
L Bvents | (woeks) | (wooke) | (veoks) |  (weeks) | (ueoks) |
wentt1 | 5 | 4 | 2 | 38 | os0 | -

Lf ;: ;3;Q’ { ;; 1 ~§§§7¥j;




The tools and techniques presented thus far are merely a sample of what
is available to the prospective planner, The selections included above are rerhaps
representative of the most widely disseminated, aprlied, and holistic of a wide
variety of such Lools and techniques, There are several publications, most of
which have been cited herein, which fully elaborate on the details of these devices
and constructs, _

Division of Labor for Inforration Gathering

At this stage of the planning continuum, it is necessary to determine the kinds
of data and information that will be essential to validate the Present status of the
organization and to develop and evaluate possible strategies for the f&fﬁre. To
make such complex tasks successful, the data and information should be as corpre~
hensive as possible,

Data and information may include all of the following:

1. Historical data

2, Organizational philosophy and goals--'What Is" and "What Should Be"

3. Datermination of needs of individuals associated with the organization

4s Program diagnosis and evaluation

5. The mission, chief function, or responsibility

6. Specific objectives and functions of sub-organizations

7. Identification of current conditions, a desired state of affairs and gaps

8, Identifiecation of continuing goals, expressed in quantitative arnd/or
qualitative terms, for the long-range operation of the organization

9. Clarification of the organization's functions network
10, Devclopnent of future assumptions
11 Enumeration of the existing basic policies |
S 124 Determination or political, environmental, and institutional factors wrioh
~ influence the operation of the organization over wrich no direct controlling
.is possiblc f : ; S ,
13;1 A compierensive list or strengths and their effects

’7*f;f¢14‘ A comprehonsivo 1ist of weaknessos (constraints) and their efrects S




| "time, upon the commitment expressed, the special skills demonstrated, and other

‘"?”fi 1ndices. The division of labor, then, does. not have to geeur as the result of some L

"f];random event or remarks., It ean be manipulated and controlled to SOme extent, although‘__

One member cannot gather this bulky amount of data and information in any
reasonable amount of time. It therefore becomes necessary to assign specific data-
gathering tasks to planning members and set due dates for compiling the material
into an organized form for exchange among planning members. Flanning is a time=~
consuning job, and it is always advisable to develop a timetable. Unless a tirme-
table is set which establishes realistic deadlines for completing the task, and
deadlines are strictly adhered to, planning can take an unnecessarily long time
and perhaps never produce a satisfactory éroduct. For this reason, the FERT-TIME
chart is of great value,

In assigning data-gathering tasks, the planning manager, once again, should
consider several factors, such as expertise, interest, cormitment, and needs of:
planning members as well as ccmplexity and availability of data and information,
Divisi&n of labor may be made as a result of group consensus after having reviewed
and enumerated the areas of nécessary data and information retrieval, The process
of data gathering may be guided by using a check list as given in Figure 10,

Monitoring the group members consistent with a balanced task assignment is
needed, but each member should be given an opportunity to delineate his own particular
assignment and then select a part of the work,

This is, perhaps, the point at which the planning manager can refer back to’the
deoisions to include particular individuals in the planning group. There were reasons,
gsome obvious and some not so obvious, as to why individual X was asked to participate."
The planning manager can, at this point in the process, draw up sore tentative plang
for a division of labor tased upon not only theée original decisions for inclusion

tut also upon the perfornance of the individuals in the group up to this point in  :1 {3 7

h°wev°r’ hat the,reqearch bears out_the notion‘that;; §l1%£
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Figure 10

A CHECKLIST FOR DATA/INFORMATICN COLLECTION
AND DIVISICN OF LABOR

Neoéssary Data
and Information

Sourcs

Method of
Collection

Responsitle
Member (s )

Ave

1{lability

Enough

Short,

None

1,
2,

3.

be
5

6.

7

8.

9.
10,

.

Historical data

Organizational philosophy and
goals«="Vhat Is" and "What
Should Be"

Determination of needs of
individuals associated with

the organization

Program diagnosis and evaluation

The mission, chief function
or responsibility

Specific objectives and functions

of sub-organizations .
Identification of current
corditions, a desired state of
affairy and gaps

Identification of continuing

- goals expressed in quantitative
~and/or qualitative terms, for

the long-range operaticn of the
organization

Clarification of orgahization's
funotions network

Development of the future
agsunptions

Enumeration of the existing

- basie policies .

A comprehensive list of strengths
5 r{:and their effects

:§;43;5A com;rehensive list or weak~ o
' nesses (constraints) and their 1
*effects j‘ Syl :




labor will yield more fruitful results if the partitioning is mado on the tasis of
motivational considerations rather than upon skill or performance potential or
expectanocy. If possible, the planning manager should resolve to attempt some mix
of skill and motivation; but if said mix is difficult to conceptualize and identify, Q
then motivation should serve as the basiec oriterion, \
In order to maintain a high level of commnication with one another, the plan-
ning manager and the group members must always conduct discussion in an atmosphere of
openness and trust. Feelings of satisfaction by participating in the planning
activities shouid not be overlooked, but amplified. If group members are cooperatively
working toward homogeneous goals, the group will be more highly coordinated. Under a

highly coordinated group process, the planning members would be able to organize the
group so as not to duplicate one another's efforts (Cartwright and 2ander, 1968, p. 475).

Compilation of Materials According to Group Goals

This is the last part of Phase III (Task Completion) of this planning model--
the summing-up section. After group menmbers, individually and/or as & sub-group,
liave c¢ollected, analyzed, and oréanized the data and information necessary for the
compilation of planning eocuments, prelininery materials need to be exchanged among '
group’members for comprehensive discussion. The data and information should be further f
analyzed and evaluated in light of feasibility, workability, accountability, and
importance of the institutional goals.

In analyzing data and information, the planning manager should be alert to
reconciling and maintaining homogeneous group goals. Keeping this in mind, the
Job he should tackle is to induce group members to (1) identify significant internal -

as uell as external trends, (2) delineate significant constraints, (3) define plan- ~7‘7~:?

i”*ifk'ning geps—-the difference between "where it ehould be'! and "where it is," (4) dovelop

- preliminary objectives alonb vith altermtives, (5) refine preli'ninary objeetives and

5}_;fdevelop categorized and ueighted strategic courees or actions, and (6) prOVidG usable

:ifcriteria for meqsuring outputs and their effects on the future;




In order to document the eénormous amount of data and information produced
during the planning sessions, (1) specific, planned activities to be carried out by
each sub-unit of the organization must bte clearly categorized and given priority,
(2) specific timing for implementstion needs to be agreed upon and expressed,

(3) the extent and format of commnication of the planning decisions must be agresd
upon, and (4) a planning guide for the future planning must te developed,

Again, the planning manager must be especially alert and be ever watchful with
regard to group decisions and the attainment of consensus and such variables as
oohesiveness, conformity, and especially the "risky-shift! phenomenon,

If the planning group.had adequately defined, in operational terms, (at the
termination of Phase II) what it expeoted‘to achieve, then the drawing together of
individual efforts and sub-group efforts should result in a relatively straight-
forward pooling, consideration and delineation of recommendations. It is always
possible that the group may not readily agree on the directions established, and
controversy may arise. Such controversy is healthy, especially if the group is
heterogeneous in composition, as long as controversy serves to optimize final
decisions. In any event, the plannifiy manager needs to be fully sensitized to
detect evidence of corniensus by conformity‘(to avoid personal attack) or perhaps an
overly "risky-shift."

COMCLUDING NOTES

Any manager who has a limited knowledge of and skills in long-range planning
and lack of prior experience in planning may be convinced'of the efficacy of this ine
house type of planning process (under the conditions indicated earlier in an ad t“g

‘ setting), if he closely examines what has beon prosented here, He nay be far 1ess “_iuii
1'hesitant to initiate serious long-range paanning activities. The manager uould know o

'7fviwhy be needs to concentrate on the process of planning rather than the final product

,{°°ntribut1°n of the planning eroup members. The in-house pl nning effort can. e

’xfgfffof the planning document. By understanding group dynamios he uould draw out the boet ﬁif?T



an excollent in-service training opportunity for those who do not have any prior
khowledge or experience in planning, bocause group learning surpasses individual
learning, The manager ultimately could perform as an excellent planning manager as

vell as develop a greater sensitivity to small group dynamics,
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