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PREFACE

in zany of today's organizations we often find that planning activities,

formal as well as informal, take place in a rather random, unsystematic manner.

Increasing demand for accountability by the public and/or clientele has been

forcing many service-oriented organizational leaders to take a more careful

look at their areas of responsibility. Assessment and planning activities

are deemed necessary in order to optimize the goal achievement potential of

the organization.

The model for ad hoc (or temporary) planning groups presented herein is

an attempt to provide varying levels of organizational leaders with a device

which is believed to increase planning efficiency and effectiveness. This

model is developed in a straight-forward, process-oriented approach toplannirg.

The process incorporated into this model can be easily implemented with or

without individuals who are highly experienced or formally trained in planning.

The model, we believe, would enhance individual as well as organizational corre-

tency through its application. Since the model is basically process-oriented,

it would seem to be useful for administrators and managers of such organizations

as colleges and universities, comrunity colleges, public schools, hospitals,

local and state governments, non-profit organizations, or any sub-units of tLeE,E.

organizations.

The arduous task of preparing the manuscript through its various drafts

fell to Mrs. Wilma Summerfield. Her patience and attention to detail wore

invaluable.

J.W. Choi

P.R. Lyons
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IETAMITIO

There is a considerable body of research, commentary, and documented experiences

which deals, in some detail, with group planning processes including activities,

attitudes, tools, techniques, and designs (Casasoo, 1970). Much of this material

treats planning as a relatively mechanistic as well as impersonal activity. Plan-

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 group behaviors which may affect the planning

effort in a group setting. The emphasis in this paper is referred to as Id hga

Darning Tumoral,. In essence, the prospective planning manager is prcvided 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 contributions

to the planning activity.

Regardless of the intricacies, level of sophistication, or detail of decision-

science methods and tools used in the planning activity, the planning manager must

have some basic knowledge and understanding of those behavioral characteristics of

individuals and groups in relation to phenomena that are likely to affect group

decision-making as well as the general functioning of the group.

The planning model dealt with in this paper is not an all-encompassing and

comprehensive one. It is, rather, a relatively straight-forward and uncomplicated

process-oriented one. The model is tied to a fundamental set of assumptions which

tend to be derived from experierce, particularly in post-secondary educational

institutions. They are as follows:

1. The model is intended to optimize the effectiveness of planning
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activities 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 experiences.

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. An 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 completion.

The entire planning process is seen as a flow of events nesting within a series of

interdependent feedback loops.

Figure 1

DIXEJSIONS OF FLANKING I'ODEL

A_ _ ..... _ - _ - _ _

116
Orfani-
zationa I

Setting

Group Activity

Sequence of Events
Completed

Task

Environmental Variables, Information/
Data and Tools
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In Figure 2 we find the three distinctive phases which overlay the sequence

of events. They are as follows:

Phase j Organization for Planning

Phase II Structuring 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 di7!ensions of the model presented in Figure 1. The

model presented in Figure 3 is a linear one nested within feedback loops', that is,

the entire planning process is viewed as a flow of events nesting within an inter-

dependent network of feedback loops. Each of the three major phases of the process

is viewed as a series of specific events developed from activities which have begun

with 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 fluid) 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 Phase I,

"Organization for Planning," are:

1. Recognition of the Need to Plan;

2. Conceptualization and Establishment of the Planning Mechanism;

3. Formalization of Group Planning Efforts.

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 planning group

members) 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 feedback 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 the 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

expects to accomplish.



Then, the planning manager, who may be net to all this in the eld, hoc

setting, 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 PHASES OF PLANNING MODEL

Phase I ____H4 Phase II _IA Phase III ---41

Figure 3, entitled A impial Model for PlanntmZ Management, diagramatically

presents a comprehensive picture of this planning model. It combines three major

dimensions (Environmental Variables, Infoi4ation/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 dimension within each

phase iS further elaborated into successively related sub-task components. Certain

planning activities dealing with given variables, information /data, 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 events included in this general model are

as follows:

1. Recognition of the need to plan

2. Conceptualization and establishment of planning mechanism
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3. Formalization of the group plannipc effort

4. Clarification and taxonomization of group goals and objectives

5. Consensus achieved as to goal accomplishment

6. Introduction and selection of planning management techniques and tools

7. Division of labor for information gathoring, analyzing, and organizing

8. Compilation of materials according to group goals and objectives

9. Completion of the planning task

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

individual planning group members, particularly in an al hoc 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 rational approach to the planning task..

Needless to emphasize, this model is relatively straight-forward, uncomplicated,

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

planning task.

-6-



ORGANIZATION FOR PLANNING

Quejadipmj, Ensi gat nomjaig
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Every organization exists for a purpose, whether that purpose be maintaining a

national defense posture, providing health care for the aged, offering instructional

services to students, or seeking to maximize profits over time. The major purpose of

an organization is, in general, functionally articulated through its goals and objec-

tives. In many instances, goals are regarded synonymously with purposes and are

interchangeably used. "Goals" is a more precise expression of organizational pur-

poses with objectives being specific conditions, events, and/or products that Ewe

sought as part of or leading to the realization of these goals. Goals of an organi-

zation are defined as the collective future state of affairs that the organization

attempts to realize.

Given that the organization exists to fulfill its purpose(s), then these purposes

and goals, to a 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 fulfillment of these purposes and goals should be regarded

as'the basis (or guidelines) for organizational functioning.

In many organizations, goals are highly defined and have been evaluated, modified,

and re-defined many timea and in many different ways. Perhaps such action is pronpted

for the sake of survival or has been undertaken due to several shifts in leader6hip

over time. There are many organizations whose goals are not highly defined. Such

organizations might have begun with a particular set of goals. However, time and

the flow a events have made the organization shift and change its mission to some

extent without a serious attempt to re-define its mission. Hence, what the organi-

zation says it purports to do isn't precisely what it is doing. Many times organi-

zational executives are not entirely willing to precisely specify'organizational

goals. If the target is obscured, it becomes very difficult for Varpshooters to



hit tho bullsoyoj that is, it becomes very difficult to hold individuals or an

agency accountable if there ate no sPocified onds against which to apply performance

oriteria.

IA Mad La &LULA

Goals of an organization serve as evaluation criteria by which members of the

organization and outsiders can assess the success of the organization; i,e., its

effeotiveness and efficiency. Logically and hopefully, the need for planning will

emerge from the desire to more adequately and effectively realize organizational'

goals and to examine future goal possibilities. Planning which deals with goal

assessment, therefore, is an essential element for organizational management.

Without planning, the organization only drifts and gradually becomes fragmentized.

Planning 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 resources

and time were available. Planning, however, will enable the manager to enhance the

level of organizational effectiveness and efficiency by making better use of tine

and other scarce resources in the realization of goals and objectives.

The need for planning may arise due to some emergency or crisis, or series of

crises. Leaders may feel the need to plan as organizational stagnation and decKy

take plfce and new directions are sought. Planning may be a latent attempt to

carefully evaluate tho present conditions of organizational goal achievement. The

need for planning ray be felt moot at thn executive and /or anagerial level, and to

a such lesser extent, at the basic operational level, or at any and all points

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

conceptualization and Establishment of Planning Mechanism

The coraAtment to planning, regardless of level, both crows out of and

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



ustock.mtaking"* usually includes the followings

1. Does this institution have clearly defined goals and objectives?

What are they? Are they attainable? How are they stated (stated

goals)? How are they understood by various constituencies? How are

they being realized (real goals)? How comprehensive aru they? How

ambiguous are they?

2. Given the goals and objectives, what resources are currently available

and are likely to be available for achieving ,these ends? How have fiscal

and hunan resources been allocated? Where are our strengths and weak-

nesses?

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

ritations) in attempting to reach our goals? Are they adequate?

Can we even determine if they are adequate? How do we measure our

successes and failures? How well do we seem to be fulfilling our goals

and objectives?

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

and aggressive, staid and conrervative, or somewhere in-between? Is

there an identifiable organizational *climate,' or environments Is

there an organizational mentality? Ts there a feeling of organizational

cohesiveness?

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

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

Depending upon the intcnt 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 planning, as well as a host of other

conditions, we find that a planning task may be generally conducted formally or

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

11110.011104.0.. WO.

*See the section of "Division of Labor for Information Gathering" for further specific

categories.



a particular aspect of the organization's programs and activities; and based upon

certain data, information, and/or foolings, decisions are mado either to alter

or maintain a particular programs Formal planning efforts, on the other hand, are

usually more comprehensive in nature, involve many people and much time, and deal

with broad areas of organizational endeavor. The present discussion serves to focus

on formal planning as an activity in an a kol setting.

As mentioned earlier, planning 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 planning effort to carefully and clearly articulate the

intent of the planning effort and its underlring rationale. Planning requires an

initial outlay of resources with time* being perhaps the most crucial and most

expensive. In order to insure maximum commitment of time, energy, and other

resources, tho need for planning must be articulated in a way that will reflect

known organizational purposes and goals in light of future outlook, environmontal

conditions, and the organizational climate.

Planning, like most other organizational activities, requires management.

There should be a design for planning as well as some attempt to establish criteria

for the evaluation of the planning effort. To gather a group of individuals together

for the purpose of planning should, by itself, be the result of a planned set cif

activities and events.

The manager or executive can help to assure that the planning effort will bl

worthwhile by giving careful consideration as to how the planning effort ray bo

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-

mentfil variables with which the planners may deal; and ho should have same perception

*See the section of PERT (Program Evaluation and Feview Techniquo).

-10-



of and perspective on tho complexity of the task.

This conceptualization of the planning effort is essential if a series of

activities is to be managed. If the organization is prepared to allocate and expend

considerable amounts of resources on the plannine, effort, then sound management

practice diotates that task structuring and control be exercised in the establishment

of tho planning effort. The effective manager must be able to articulate olearly tha

need for planning, the organization's commitment to planning, and some expression of

sensitivity 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.

Eplalizatlon of Grout) Planning =all

&tuber Within Ile 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 understood through frank and open discussions, because

planning itself is a continuum of human interactions. Cne common constra:Int is that

people in many organizations are not formally trained for planning. Skills and krcw-

ledge are usually acquired through personal involvement in planning experiences over

time. Consequently, a group of people drawn from members within the organization

probably cannot plan adequately unless they are instructed, directed, and coordirated

by the planning manager with the aid of tools, procedures, techniques, data, and infor-

mation. 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.

ract.ors in Erfectivo Groun Planning

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

(or mlb-unit of organization} is exaMined, the organizational purposes and goal; are
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refined, and the means are specified for reaching set forth goals. However, if

we want to do a planning job intelligently and systematically on the basis of a

measure of general consensus among constituencies affected, the prerequisites are

ideas, technical knowledge, and information about moans. It is quite conceivable

that if we involve more people (various constituencies) in the planning in order to

have them constructively contribute their ideas, knowledge, and information to

the process, then the possibility of obtaining useful contributions will be greater.

In recent years, planning methodology has become.a.specialized and technically_ .._.

refined field, along with operations research, systemS analysis) planning-program-

ming-budgeting-system, delphi technique, program evaluation and review technique,

computer simulation models, and a host of other management 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) becomes 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.

Now the manager rust elaborate and select human as well as organizational

variables and arrive at a possible optimum combination of variables of two dirensions--

hunan and organizational. The manager should consider factors which collectively

optimize contributions to the group planning efforts. He should keep in mind that

the organized group should: (1) be composed of individuals having high motivation,

interest, diverse ability, skills, knowledge, ideas, opinions, perspectives, and

personal profiles; (2) be potentially cohesive; (3) be friendly and cooperative;

(4) have potential for diversified leadership; (5) have nixed sexes; (6) have high

status members in the organization; (7) be adjustable to changes; (8) have people

who would be satisfied'by being involved; and (9) have individuals who are wining
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to learn skills and knowledge to be used for future planning activities.

ILitifier a PartiOrants

The manager has to identify individuals within the organization's various seg-

ments who ideally represent the organization's population and possess elements as

cited above. A matrix may be used in order to optimumly display and combine many

of the eleillents the individuals will bring ;IA° the group. A fabrication 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 Organization's planning problems. They

should, in some way, be provided with skilled guidance throughout the planning process

so 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 Management." The concept

of "Ad Hoc Planning" here means more than a temporary typo of management by objectives.

This model is to achieve scientific outcomes through individual, personal involve-
f

rent 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 involved

in the group activities.

Now, the manager must consider the variables related to small group dynanicc,

individual personalities, professional capabilities, expertise, interests, commit-

menta, communication, and so forth. In order to make the planning process vital so

that the best ideas, knowledge, information, 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 bc; involved, hop :fully, in an atmosphere
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Figure 4

A MATRIX FOR EIFST COMBINATION OF HUMAN VARIABLES
NECESSARY FOR GROUP FUMING EFFORTS

Human
Variables

Organization's
Sub-unit.
and Individuals

'CI

m PiH Hek
8
4

o
g 0.

.142 00
V II
s9 A A

t...

44

"
,§

V
.,
r-i
*ri

a
A

VI0

a
4§

'e-4

.4

"4.1H

Pic'P
e-i

MO

I-9

g0el

OS
4-4

ot-i
41

6
a)
ri
0>4

I. Major Departments
A. Management/Operation

Individual a
Individual b
Individual o

.

.

X

X X
X

(AN

X
X

EXAMPLE)

X

X
X

X
X

X

X

X

X

X

L

X
X

X X

B. Program Planning
Individual d

.

.

0, Personnel
Individual e

.

D. Finance
Individual f

.

.

E. Facilities, Space,
and Fr4uipment

Individual g
.

.

F. Research and
Development

Inliviclual h

.

.

.

II. Other Foryal Orcani -
zation within System

A. Orranization X
Individual i

B. Organization Y
Individual j

.

.

.

III. Othurs
(as necessary)

-14-



of mutual understanding and trust. The planning process requires the,00nsideration

of nany) many variables and balanced reasoning among its members. Partioipants

should bring suoh personal attributes that the composite group is heterogeneous in

abilities) skills) knowledge) opinions) and perspeotives.

The number of persons in the planning group oan vary from eight to about twelve)

exoluding the manager. Probably any fewer number of participants would be too few

to handle the amount of work that must be carried out. Any comprehensive planning

could theoretically involve almost everybody within and without the crganization

who would be affected by the implementation of the plan. But the planning group in

this paper roughly resembles a steering committee focusing on certain tasks. Each

member of the group is certainly required to devote substantial time and effort to

the planning activity in order to accomplish the goals of planning. The matrix

previously illustrated should be used as a guideline for balancing various elements

to be organized into a group effort.
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STRUCTURING THE TASK

ftilitatatian Ind kltAnnalL2n a kW Goals Oblsotives

The first general phase of the planning process heretofore described dealt

with organizing for planning. This aspect of the process proceeded from general

perceptions of need to specific behaviors related to establishment of a planning

mechanism. The second general phase dealing with task structuring proceeds along

these same lines; that is, frori a general orientation to a specific set of expected

behaviors. Essentially, what takes place is the beginning of interactions of plan-

ning group members, which then leads to a "zeroing -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

achievement.

Given that a group for planning has been identified and approached with regard

to the task at hand, there will be many questions in the minds of individuals invited

to participate. Questions may arise, suoh as: what are we to do; 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 information and data are available;

how do we get them, analyze them, and use them; and what specific things are we to do?

Perhaps the best way in which to demonstrate the array of questions present in thls

environment is to use the triangle of Phase II (Figure 2) to depict how these questions

help to shape activity.
Figure 5
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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, this

phase, although this consensus view can be modified over time as more information
%

is utilized.

The planning group must be provided with a certain basic set of assumptions

regarding the task, available 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 commitments,

will attempt to arrive at a modus operandi, for task completion.

After the planning group has been given recognition through organizational

mechanisms, that group will need to commence fortal discussions persuant to the

planning task. From the point when the planning group first convenes to the point

in time when the group reaches consensus 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 planning 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 a sensitivity to these variables if he is to bi effective

in guiding the group. The phase of group activity which serves to define the very

objectives and limits of the task facing the group is perhaps the most crucial

phase of the planning process. It is here that assumptions are nude and definitions

of group goals and objectives are refined.

A Mode of Group Discussion

If a plan developed through group effort is to be used effectively by the

executive as a guide to improve an organization, it must be comprehensive enough to

embrace all the important compononts, and specific enough to provide practical
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guidelines for eaoh component. A comprehensive plan should precede specific plans,

so that organizational philosophy andecommitment will not be a function of specific

plans, such as building plans. This is an important distinction to make.

The magnitude of the task is dependent upon the extent of desired comprehensive-

ness. It usually would be wise to begin with a general disoussion; for instance,

the philosophy of the organization and general goals might be a relevant discussion.

The manager (mderator) may facilitate group discussions on underlying philo-

sophy of the organization through loosely organized (highly decentralized) sessions.

This is particularly important 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 emphasize and reinforce important statements of the group

members in order to develop a cohesive atmosphere (Back, 1951; French, 1941; 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 understanding of and familiarity with the following variables

as they relate to group activity within the framework of goal-oriented (problem-

solving) behaviors

homogeneity /heterogeneity

leadership behaviors

1. cohesiveness 5.

2. communication 6.

3. conformity 7.

4. group goals 8.

task dimensions

risky shift

It must bo recalled that the commitment to plan involves a commitment to allocate

resources. As the planning manager is better able to understand group dynamics, he

is Lotter 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 becomes

logical to assume that resources afforded to planning are more cost-effective.

Cohesiveness has to do with the intensity and extent to which individuals desire

to remain as an integrated part of the group. Research has shown that members of
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high-cohesive groups are more cottoned with the group and its products and are

more motivated to interact with group members as well as to achieve group goals

(Grope, 1954; 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). The research has also indicated that members of high-

cohesive groups communicate with eaoh other to a greater extent than members of

low-cohesive groups and that pattern and content of interaction are more positively

oriented.

The manager should pay special attention to the development of homogeneous

planning goals by the group, if effioient 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 effective group functioning and to high

member satisfaction (Gross, 1954; Marquis, et al., 1951; VanZelst, 1952b,.

In general, heterogeneous groups perform 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 must exercise some care in distinguishing between the need to develop

homogeneous group goals while, at the same time, recognizing the need to provide
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and foster an atmosphere or setting whereby the richness of response and oontri-

bUtion emerging from the dialogue of heterogeneous personalities is demonstrated.

atm of he 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 environ.

mental constraints and their effects on goal achievement? How serious are the gaps

between current goal achievement and aspired levels of goal aohieverdent? 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

attempt a group task if they had no goal. Either a subgoal ot the ultimate goal

for group members may be task completion. To the extent that task completion will

move 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
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in the final stages of discussion is, of course, desired. nut, in the formative

stages of the planning effort, a highly differentiated array of opinion and ideas

is most desirable. At this point, it may be advantageous to discuss in greater

detail the role of leadership in relation to group interaction.

LeedersW

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

serves as a positive influence on the group or that behavior which embodies and

promotes the norms and goals of the group. Leadership is perhaps defined in terms.

of leadership behaviors. That ie, speoifio kinds of behaviors are defined and

labeled "leadership behaviors" by the researcher or observer. The group member

that demonstrates these behaviors to a greater degree than other members is said

to be the group leader, as operationally defined.

In a classic study, Stogdill (1948) found that leaders exceeded average group

members in such abilities as intelligence and verbal facility. It was also found

that leaders exceeded other group members with respect to, motivational (initiative

and persistence) and social (dependability, cooperation, and participation) factors.

With regard to style and type of leadership, it has been found that non-authori-

tarian-led groups had higher ratings of satis:action than authoritarian-led groups.

On the other hand, authoritarian-led groups required less time to solve a problem

and made fewer errors (H.B. 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 planning activities (at least in their beginning stages) is that of a directive

or somewhat authoritarian type. Fiedler (1967) found that when the situation is not

favorable 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 one correct solution. As these four conditions become

more representative ofoomploxity, the task becomes less structured and more unfavorable.

-21-



The task of planning with many unknowns, in most cases presents a great degree of

complexity; hence, unfavorableness to the leader. He must take a somewhat directive

posture to initiate structure.

Emergent leadership behavior can be said to be a 'Unction of perceived task

difficulty. The planning manager must be aware of this likelihood. The work of

Maier (1950) and Shaw & Blnm (1965) indicates that group performance is best facili.

fated by group leaders who provide an atmosphere in which group members can freely

comnunicate their feelings of satisfaction or dissatisfaction with the group's

progress toward goal achievement.

Euguiltion 2f. Croup Goals/Teske

Many notions and theories have been put forth as 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 composite of

individual goals, since group interaction and group structure are a function of

individual personalities.

Although agreement on a single goal to the exclusion of all other goals is

extremely rare, a group goal for planning is an end state or documented product

for future plans which are normally well-articulated by group members.

The research has shown (Horowitz, 1954) that many of the motivational concepts

that apply to individuals working toward their own goals also apply to individuals

working toward group goals. This is consistent with the idea that group goals are

developed out of individual goals. As stated earlier, members' motivational levels

must be carefully taken into account before the planning group is formally organized.

While the goal of the planning group represents the desired outcome or documen-

tation of planning products, the task represents what nust be done in order to reach

or achieve the goal. Depending upon thecomplexity and the intricacy of the task,

there may be zany sub-tasks which, when completed, will result in completion of the

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

goal(s) with attendant comprehensiveness
and importance of same.
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Planning activitieu are .quite complex and can be said to distribute them

selves into all three categories as provided by Backman and Jones as reported by

Shaw (1971)t

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

develops them into integrated units;

b. discussion tasks - planning group methbers attempt to resolve sig-

nificant issues and sunrarize their views; and

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

procedural implementation.

Perhaps a more meaningful way to examine planning tasks would 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 are:

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

0. cooperation requirements- the degree to which integrated action of

group members is required to complete the task.

This dimensional analysis of tasks appears to be one that clearly describes tasks

normally dealt with in a planning environment.

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 retard

to task difficulty, Lanzetta and Roby (1957) found that the quality of group per-

formance decreases with increasing task demands.

With regard to.aalution rultirlicity (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 Ci Blum, 1966). Goal-path clarity has been found

to be positively related to motivational characteristics and efficiency of group

members (Raven & Rietsema, 1957).

The need for 021milen among group members, has been documented in several

cases. It has been found that groups in cooperative situations perform more

efficiently than groups in competitive situations (M. Deutsch, 1949b). Cooperative

situations or settings may be 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 cooperative-

ness if efficient group performance is desired (Shaw, 1971).

iisseppmept ELkD tng Information

After having analyzed all the 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 avail..

ability should follow the discussion of the problems.

Each member's expertise and familiarity of data and information 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.

Consensua j Group Environment

Among group members there will be different personalities, levels of professional

expertise, interest, needs, and commitment. Because of these differences, group

members, individually or as a small sub-group, often may disagree with a proposed

decision or action to adopt goals and objectives. Particularly 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 member

should be allowed to freely communicate his feelings of satisfaction or dissatisfaction

with the group's progress toward goal 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

performance is superior.

The manager occasionally is faced with either very favorable or very un-

favorable group-task situations. In such cases, he should be well advised to exer.

vise directive leadership for achieving structure and for more effective management

of group processes. However, when the situation of arriving at a group consensus

as to group goals is moderately favorable, the manager.should be less directive

(Shaw & Blum, 1966).

Cohesiveness of the group members must be maintained in order tc facilitate

communication. The manager should keep in mind that high cohesiveness of the grcup

has many positive features such as effectiveness and satisfaction. In order to

maintain high group cohesiveness, the tanager must reinforce the attractiveness of

group members, provide incentives to motivate group members, as well as coordinate

efforts of group members.

Consensus arc Corrunicaticn

Fret the beginning the planning manager will have to closely attend to the

flow of communication within the group as communication occurs both within ani

apart from, face-to-face group meetings. Communication networks in small grcup

aside from pre-determined laboratory arrangements usually can be classified as

centralized or decentralized. In the centralized communication networks all infor-

mation is funneled to one grcup m=her who ray distribute information to otho :

In a dccentralized.communication networks there is no particular pattern of inter-

actions but rather an each-to-all exchange of intonation occurs.

The available research indicates that centralized networks are more effective

when the task is simples whereas decentralized networks are more effective when tho

task is complex Shaw, 194a). In addition, Leavitt (1951) found that grcup

morale (or satisfaction) was greater in decentralized communication networks than in

centralized onus.



In general, centralized networks as compared to decentralized networks are

found to enhance the leadership emorgence and organizational development, but

impede the efficient solution of complx tasks and reduce member satisfaction. The

planning manager then needs to have an awareness of these consequences in order to

effect a particular communication network balance--one which will be founded upon

the trade-offs he is willing to accept in attempting to achieve that balance.

Conmal--Two Cautions

As the group progresses in formulating goals and objectives and works toward a

consensus of what the group hopes to achieve and how it is to go about it, the plan-

ning manager needs to be aware of two processes which usually cone into play as

decisions are reached. The two variables in question are "conformity" and a pheno-

menon that has come to be known as the "risky-shift."

Corforrily. In recent years, this variable has taken on a somewhat negative

connotation--one that hints that conformity is tied in some way to mediocrity. In

the achievement of group consensus, conformity nay or may not be a significant issue.

However, if group members have a relatively high degree of independence within tLe

group, it seems logical that conforrity will have to occur in order for consensu: to

be reached. Greater confortity occurs in groups with decentralized communicatt.cnc:

networks than in :zrcup with centra:izod o=unications networks (Goldberg, 1955;

Shaw, et al., 1951).

It }as been found that, in general, the more an.bislity th -.t is presont in th .

problem or task, the greater will be the conformity behavior (Sherif and Sherif,

1956). It would seem then, that a planning tHs% with much amLiguity (resent in the

environment would tend to generate more group conformity than would a simpler task.

P.,kv-sh!ft. The concept or phenomenon called risky-shift can be of inter-2:1t

to the plannin,; manager. Xiach research L, Is been done in the area of risy-shift, tut

the Flmomenon is still largely une%plainei. In essence, risky-shift pertains to a

willinzness on the part of a group to rake riskier decisions than would bo made

individuals working alone. Many experimental studies have denonsttei the ;.(!c
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of risky-shift.

tiller (1957;) found that decisions nude bygroup-centered decision-making

groups were riskier than decisions made by leader-centered groups. Wallach, et al.

(1964) also found that decisions made by groups were riskier than pre-discussion

decisions made by individual members of. the group. Grotip interaction and achievement

of consensus on matters of risk produce a willingness to make riskier deoisions than

would be made by individuals working alone. Risky-shift effect may be due to th

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 he may experience feelings of decreased personal responsibility;

(2) The influence of the high risk takers could be 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 takers 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 members the cultural value associated

with risky things, and the diffusion of responsibility among group memera.

In light of the above described phenomenon of risky - shift, the planning mar.ajer

should be aware of which member is the riskiest person and, further, be cautious

about the decisions made as to planning goals and objectives of the group. He cs.':cold

be sensitive to decisions made after group discussions, because decisions deriv91

after group discussion are likely to be riskier than decisions made by the average

individual prior to lengthy group discussions.



TASK COMPLETION

introdudim lad Selection 21 Planning Neinagement Techniques, and Tools

At this point, the planning group has worked its way through ihase II

(Structuring the Task), has sufficiently defined its overall task, hopefully,

and is now prepared to commence with the material aspect of planning. This third

and last phase is entitled, "Task Completion," although the word "performance"

could be substituted for completion. This section of the paper reports on choice

and use of selected planning tools and tecnhiques and the division of labor for

task performance.

hmberal Cagy edC about Plannine Teohniouea and Tools

Hostrop (1973) provides a 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 developed

and adopted from other disciplines such as economics, business administration, space

science, military science, and so on. Though such terms as "Delphi Technique,"

"PERT," "MS," "MIS," "Systems Analysis," "'AO," and others are increasingly

appearing throughout the literature, many people in many organizations are still

at a primitive stage in understanding and applying these techniques 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 haa

setting have never heard of any or all of the above mentioned terms. The purpose

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

planning members effective and efficient planning tools and practices, but to help

acquire knowledge of these techniques.

snl Dqyelprr7Int of A T7r1.010= of larninr Tectritnes and Tools

It is again necessary to open the group discussions in a loosely organizei form

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

applicability to the particular situations. Presented in Figure 6 is an exatple or

typology of management tools for pl%nning, analysis, and decision-making (Steiner, 19,9).
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BEST COPY AVAILABLE

Figure 6

MANACZNENT TSCHNIQUFS AND TOOLS FOR PLAla;ING

I. tO4f;A'T1TATIVL: (Subjective

judgement)
A. Creative mental process: hunches,

. creativity, earienl,), j11141-
m,ent, intuition, brain storin7,
im.:Ination)
Fin3in7 the cr4tioal factor
1. F:arh-,.rilo rrincill of th.:

2'.:itin: facts

1:T, COINF,..,TIO::AL SO::::=LIG .ODIELS

A. GANNT (bar) charts
B. Mlestene charts
C. Critical p0,?::ethei (m)
D. L'ne of 'o'.1'2.ncr! charts

2. Sirple ,A.cisior. chnin::; ri!.d

tables
3. As.:ta, the ri:'ht ouestions

O. Ord!anizatich par ce O'lanning,
or!..ani7atic anzl bud7etin7

system)
D. :.ulp-of-thunb
E. Policies and procedures
F. Sinple probler-solvin.r steps
G. General knowleJ70 of the field

in whIch a decision is to bp
rade (1a v, economics,

physics, etc.)

II. GE1:133.ALSYSTS:3 =CDS III. QUOTITTIVE (l'athenatical-
A. :7r7.-:. :::',..:-. statistical)
B..1;onquantit.Ative sirulAticn A. Cher qc:ntitr,tive nethed

n.odel building 1. Ire n.7:. analis

1, Logical-analytical 2. Correlational anal :sis

frar::, i':. I....:sr v.:A1.5-.it: c:.1 techniques

2. :..-lative search 1. i're'o!:.bility th:lory

3. Plo ch%rt 2. Conp.Iter sinulation
C. Vanaent Infornation 3. Linp,:r procraning

Syotp::-: (I.:.:) 4. IZ,F.T/in,:; i.:0/0c.st

analysin
5. EpuriF,tic problm-solving
6 Cont -; :'refit (effectivcner,:s

anal:.

7. Caro tl.00ry
E. .;1:1-,Jcot:Lvo probiliticis

9. Statirtioal p.robf,h'lities
C. Complo% rothfln conbiring

ne-veral tocds
1. 6:Ttl.... .;!.pro7Ich

2. ..e10.1 Teari-:,:e
,-- k 3, (:. 1:.t. ,!!.;: .. roil

4. l'i.i6

f. F:.:vcnt-17.-011,:tc,ct::ves

(.. Eoc;:l Eoicnco rec.earch

1Jr:ure 6: OLtd,L,Id from Casasco, 1970; and Hostrop, 1973
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Some may be directly applicable to the task at hand while others are less so,

depending upon the scope and conditions of planning.

The first group defile with nonquantitative or subjective tools which are usually

based on value judgement, experience, intuition, and imagination. Operational

descriptions:of these tools are being adopted by many behavioral scientists.

While the second group presents some of the more conventional general systems

methods, the third group lists methods of presenting analytical data in visual form.

The communication value of 'these visual tools has certain advantages. A well organ,

ized flow chart on a Critical Path Method (CPM) network can help planning managers

easily identify terminal points where managerial decisions are required to continue

on to the next stage.

The fourth group includes quantitative techniques based on mathematical and

statistical methods. For some small planning cases, other kinds of techniques may

be more praotical. Newer, highly sophisticated (computer-based) mathematical teoh-

niques oan be expensive and time consuming, thus more suitable for the large and/or

complex organization's planning.

Several examples of management techniques which seem to be widely discussed

are briefly presented herein. These methods are, at least, conceptually applicable

to the planning process. Many planners employ them by slightly modifying them to

fit particular planning processes.

group ,Iesrning And Future Staff Development

Perlmutter and de XOntmollin (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 been proven with group

judgment and problem-solving activities. In those cases, group members performed

better than individuals. The results of studies of individual versus group learning

are remarkably consistent in proving that groupalearn more and faster than indi-

viduals, both in natural situations (Barton, 1926) and in laboratory situations
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(Beaty & Shaw, 1965; Purlmutter and de Montmollin, 1952; Yuker, 1955).

In a planning prooens where the task is complex, the group learning process

can produce highly effective results. Management techniques applicable to organi-

zational planning are so foreign to many planning members who are seleoted from

within the organization, that through the g1pup learning, process, new knowledge

of and new skills in some of the management techniques and tools can be better

acquired.

Selected Management Teohniquep

§ygtemk Approach. This technique is a rational procedure for designing a

system for attaining specific objectives. The methodology includes specification of

objectives in measurable terms; restatement of the objectives in terms of capa-

bilities and constraints; development of possible approaches; selection of appro-

priate approaches as a result of trade-off study; intwation 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 employment of

a systems approach. This is an orderly and rational approach for scientific

problem solving. This is a structured process by which all the variables related

to the problem are to be studied.
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Recognized
Pro blem

Implemen-
tation of
planned
action

Figure 7

SYSTE::3 AIFPOACF. FM; CVART

(1) Problem Solving

FORMULATION OF
Relationships
Objeotivos
Criteria
hypothesis

Satisfied?
If no.

(4) Fre-valuation

INTERPRETATION OF
Nonquantifiables
Incomensurable
Uncertainties
Conclusions

Satisfied?
If yea.

(2) Feasibility Study

4

SEARCH FOR
Facts
Costs

Alternatives
Probabilities

(3) lelorlt_

EXPLANATION OF
Model Building
Approximation
Computations
Results

PIPnnino-ProRrarming-BudgetingSystem (PPBS). This technique is a relatively

new development, and like systems analysis, was developed at the Department of

Defense under Robert McNamara in the early 1960's. PPBS provides a method for

determining the "cost" of achieving program goals and objectives. Thus, PPBS

assists managers in deciding among alternative ways of allocating resources 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 well depicted

in Figure 8.

PPBS 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 Pa3 is adopted as a planning technique,

budget decisions are influenced by specific objectives and the cost-effectiveness

Figure 7: The process of systems analysis--Data obtained from Quade, 1963.
For further information, see Quade, 1966.

-32-



analysis of each alternative.

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

(Hitt, 1973)1

(1) Formulate the ultimate goals and objectives of the organization.

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

(2) Assess system-wide needs.

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

(3) Estimate resources.

This includes financial, human, facility, and material resources that
can contribute to the accomplishment of predetermined objectives.

(4) 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.

(5) Develop program structure.

This is a hierarchical classification of programs which encompass all
activities, and should be designed for achieving objectives of programs
and ultimately goals of the organization.

(6) Perform program analysisi'

This component includes several important stepss (a) developing specific
program objectives, (b) identifying program constraints and their possible
effects, (c) developing alternative approaches to,aeocreplish objectivev,
and (d) evaluating the alternative approaches in terms of estimated cost-
effectiveness measures.

(7) Develop program budget.

The program budget is developed on the basis of program structure and the
results of the program analysis. "Top Down" inputs to budget formulation
constitute a rational input based on eystemewide,objectives. The "Bottom
Up" approach uses cost estimates from program analyses as the basic for
the initial program budget.

(8) Allocate resources.

Allocating resource; is used on the estimated revenue and budget require-
ments. Step 8 and 7 must be balanced. Steps 5, 6, 7, and 8, can be

recycled as needed.
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(9) Operate the system.

Operation of th© system must be guided by the results of the preceding
steps of planning, programming, and budgeting.

(10) Evaluate programs.

All programs in the organization must be evaluated on a continuing basis.
Evaluation should be.made in terms of: (1) Did the program accomplish
the stated program objectives? (2) Was the program cost consistent with
budgeted expenditures?

This is a dynamic-cyclic process beginning with planning and moving toward

evaluation.

Figure 8

IMPLEMENTATION STEPS FOR PPOs
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(2) (4)
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(6)
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(3)
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(81 V
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pelpti labraue. The Delphi Technique is a management tool developed by a

reeearch group headed by Olaf Helmer of the Rand Corporation in the early 1950's

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

contact among its members (Gordon, 1969; Helmer, 1966). This method employs a

series of successive questionnaires, rather than a series of group meetings in

assessing group opinions. The method consists of a set cf procedures for eliciting

the opinicn of a group of people (usually experts) in such a way as to reduce the

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

Technique may be sumnarized as follows (Hostrop, 1973):

Stage 1. Participants are requested to list their opinions on a specific
topic in the form of brief written statements to a preetruotured
questionnaire, such as what the organizational goals are and
what they should be, without making participants known.
Participants are then asked to evaluate their total listing
against some criterion, such as importance, chance of success,
etc.

Stage 2. The investigator then edits received opinicns to reduce
irrelevant predlotions, to improve clarity, and to avoid
distortions of intent and meaning.

Stage 3. The investigator prepares a questionnaire for the second
round based on the synthesis of the first questionnaire
responses. Each partici;ant receives the refined list and
a sureary of responses to the items. If any participant
is in the minority, he is asked to revise his opinicn or
to indicate his reason for keeping the minority opinion.

Stage 4. Responses from, the second questionnaire will be digested,
re-edited, olarified, refined, and summrized by the inves-
tigator, and then fed back to each of the participants.
Along with an updated sumnry of responses and a sui ry of
minority opinions, each participant receives the question-
naire for the third round, which is further refined, and then
is asked to scrutinize and revise his first response.

Stage 5. Finally, the investigator receives the last-revised responses
which he then sumtarizes in a final report. This is a
"consensus of opinions."

The Institutional Goals InveWry (In). IGI was developed recently by

researchers of the Educational Testing Service of Princeton, New Jersey* This is a

tool to help colleges and universities arrive at conotituent group perceptions of

existing and desired purposee and goals* A climate of active support and ready

participation is imp:rative to the success of planning efforts. Most critical to
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an organization's planning is a consoiousness of the goals of the institution
ti

among organizational members.

The !GI is intended to help college oormihities delineate goals and establish

priorities among them. This method is based on the concept of the Delphi Technique.

It provides a means by which many individuals and constituent groups can contribute

their perceptions and opinions about what institutional goals currently are and what

institutional goals should be in the future. Sur arses of the results of these

perceptions and opinions of the institutional goals provide a basis for achieving

consensus among individuals and constituencies and a basic for reasoned deliberations

toward agreed-upon institutional goals.

This instrument for goals inventory is designed to embrace possible goals of

all types of higher education 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 make,

use of I0I type of goal inventory instrument. It is reasonable to Suppose that

a large organization could supply the resources necessary to develop (or have

developed) a similar type of instrument.

Prporam EvallAtion and P, view Techn102. PERT is another management technique

which was pioneered by DuPont engineers during the mid- 1950's to deal with sitilations

where completion times were uncertain. This method was developed in connection

with the Unvy Polaris project (eanghart, 1969; Andrew, 1970). While the Delphi

Technique provides planning tanagers with an achieved consensus on what was, what is,

what should be, and what might be, PERT can assist in implementing thi goals and

objectives. PERT is a probability-finding system which seeks to acoomplish goals

and objeotives in the shortest possible time with minimum cost. This technique is

also known as Critical Ruth Method (CPM). PERT is an efficient teohnique for new,

untried, one-shot, and complex activities. PERT techniques can be applied to almost

any project which requiros logical planning.

When an Activity network has been developed in a logical flow, the time and/or
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Cost to complete each Step needs to be estimated. Three-time estimates, known as

"Pessimistic Time," "the Most Likely Time," and "the Optimistic Time," are made.

Then, "Expected Elapsed Time" or "Expected Cost" can be computed by using the

following formula for each activity and then summed to obtain "Total Expected

Elapsed Time" or "Total Expected Cost"'

tt = + 4M + P

i=1
6

Where tt is the Total Expected Elapsed Time, 0 is the Optimistic Time, 11 the

Most Likely Time, and P the Pessimistic Time. The symbol E means to sum all scores

following the symbols. The notations above and below the sumration sign indicate

that j takes on the successive values from the first intermediate activity up to

the Nth activity.

This technique has further employed a statistical concept 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:

SDte = C-6-1
i=1

The obtained value from this formula can be used to estirtte the probability of an

activity being completed within a range of estimated times employing normal curve

concepts.

Figure 9

AN EXAMPLE OF THE VSE OF PERT-TIVE CHART
(Figures are expressed in number of weeks.)
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The tools and techniques presented thus far are Merely a sample of what

is available to the prospective planner. The selections included above are perhaps

representative of the most widely disseminated, /Applied, and holistic of a wide

variety of such tools 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 21 Labor La Information 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 faure. To

make such complex tasks successful, the data and information should be as compre-

hensive as possible.

Data and information may include all of the followings

1. Historical data

2. Organizational philosophy and goals--"What Is" and "What Should Be"

3. Determination of needs of individuals associated with the organization

4. 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

R. Identification of continuing goals, expressed in quantitative and/or
qualitative terms, for the long-range operation of the organization

9. Clarification of the organization's functions network

10. Development of future assumptions

11. Enumeration of the existing basic policies

12. Determination of political, environmental, and institutional factors which
influence the operation of the organization over which no direct controlling
is possible

13. A comprehensive list of strengths and their effects

14. A comprehensive list of weaknesses (constraints) and their effects



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. Planning is a time-

consuming job, and it is always advisable to develop a timetable. Unless a time-

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 satiifectory product. For this reason, the PERT-TIME

chart is of great value.

In assigning data-gathering tasks, the planning manager, once again, should

consider several factors, such as expertise, interest, comnitment, and needs of

planning members as well as complexity and availability of data and information.

Division of labor may be made as a result of group consensus after having reviewed

and enumerated the areas of necessary 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,

some 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 some tentative plans

for a division of labor based upon not only these original decisions for inolusion

but alSO upon the performance of the individuals in the group up to this point in

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

indices, The division of labor, then, does not have to Occur as the result of some

random event or remarks. It can be manipulated and controlled to some extent, although

this aspoot of the process falls within the realm of art, not science,

It seems, however, that the research bears out the notion that a division-of-
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Figure 10

A CHECKLIST FOR DATA//NFORMATICN COLLECTION
AND DIVISION OF LABOR

Necessary Data
and Information Source

Method of
Collection

Responsible
Member(s)

Availability

Enough Short None

1.

_------

Historical data

2. Organizational philosophy and
goals -- "What Is" and "What
Should Be" .

3. Determination of needs of
individuals associated with
the organization

4. 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. Identification of continuing
goals expressed in quantitative
and/or qualitative terms, for
the long-range operation of the
organization

9. Clarification of organization's
functions network

10. Development of the future
assumptions

11. Enumeration of the existing
basic policies

126A comprehensive list of strengths
and their effects

11, A comprehensive list of weak.
'losses (constraints) and their
effects

_
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labor will yield more fruitful results if the partitioning is made on the basis of

motivational considerations rather than upon skill or performance potential or

expectancy. 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,

then motivation should serve as the basic criterion.

In order to maintain a high level of communication 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 should 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 anotherls efforts (Cartwright and Zander, 1968, p.475).

Compilation Materials According to Gram Goals

This is the last part of Phase III (Task Completion) of this planning model

the summing-up section. After group members, individually and/or as a sub-group,

have collected, analyzed, and organized the data and information necessary for the

compilation of planning documents, preliminary materials need to be exchanged among

group members for comprehensive discupsion. The data and information should be further

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 well as external trends, (2) delineate significant constraints, (3) define plan-

ning gaps--the difference between "where it should be" and "where it is," (4) develop

preliminary objectives along with alternatives, (5) refine preliminary objectives and

develop categorized and weighted strategic courses of actions, and (6) provide usable

criteria for measuring outputs and their effects on the future.
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In order to document the enormous amount of data and infomation produced

during the planning sessions, (1) specific, planned activities to be carried out by

each sub-unit of the organization must be clearly categorized and given priority,

(2) specific timing for implementstion needs to be agreed upon and expressed,

(3) the extent and format of communication of the planning decisions must be agreed

upon, and (4) a planning guide for the future planning must be developed.

Again, the planning manager must be especially alert and be ever watohfUl with

regard to group decisions and the attainment of consensus and such variables as

cohesiveness, 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 expected 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 plannift manager needs to be fully sensitized to

detect evidence of consensus by conformity (to avoid personal attack) or perhaps an

overly "risky- shift."

COUCLUDING COTES

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

house typo of planning process (under the conditions indicated earlier in an ad tgA

setting), if he closely examines what has been presented here. He may be far less

hesitant to initiate serious long -range planning activities. The manager would know

why he needs to concentrate on the process of planning rather than the final product

of the planning document. By understanding group dynamics he would draw out the best

contribution of the planning group members. The in-house planning effort can provide

-42



an excellent in-service training opportunity for those who do not have any prior

knowledge or experience in planning, because group learning surpasses individual

learning. The manager ultimately could perform as an excellent planning manager as

well as develop a greater sensitivity to small group dynamics.
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