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5 ABSTPACT B
i The great area of current neglect in most college and
university long-range planning activities is that of academic
planning. Academic planning is the primary task of any comprehensive
long-range planaing in a college or university. Only when acadesic
plans and support plans become an institutional plan can the process
of implementation and the careful allocation of available resources
hegin. Once the acadeaic planning process has been completed or well
advanced, the academic and institutional support programs can be
prepared. It is essential to enphasize that acadeaic planning is the
principal determinant of a comprehensive institutioaal plan. Finally,
:+ must be understood that planning is a continuous process of -
assisting managers throughout the academic community in their
decisionmaking. A formal plan is a useful framework for guiding
decisionmaking, but the plan itself is ever subject to modification
as new circumstances arise and as new decisions must be made. Frow
+ime to time these changes warrant comprehensive formulation of a new

plan for further modification with the events of time. (Author/PeG)
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ACADEMIC PLANNING

This issue of Management Forum deals with an important and, we think, a much neglected aspect of long-range
planning in colleges and universities —academic planning. The paper was prepared by John L. Yeagerand Patricia
J. Morrow, both of the Office of Planning at the Udiversity of Pittsburgh.

ACADEMIC PLANNING
IN
HIGHER EDUCATION

by
John L. Yeager
and
Patricia J. Morrow

Traditionally. long-range planning by institutions of
higher education has been concerned with certiin quan-
titative aspects of operation: enroliment projections, facality
needs. current expenditures. current income. and vanations
of these quantities. The result of this emphasis has heen that
resource planning has dominated attention, to the neglect of
academic planning. One evidence of this emphasis is the
current interest in management information systems based
upon curient budgetary data that feed into resource stmula-
tion models supposed to project future resource require-
ments. ‘ .

The great area of current neglect in most colicge and uni-
versity long-range planning activities 1s that of academic

__planming. Little if any data about academic programs are in-

cluded in management information systems. kFew con-
tributions“to the planning process are made by academic

Vg _
g departments, deans, and other academic officers. Yet the
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functions of instruction, research, and public service remain

cefitral to the institutional enterprise. Little can be ac-
complished in the ‘planning of support progmms and in the/

planning of resoyrce allocation withnut comprehensive
academic planmbyg.

Eurich and Tickton (1973)-jdentified several essential
characteristics of an adequate institutional plan, as follows:

1. A description of the institution as it currently
operates.

2. A statement of goals which limits functions and

makes no unrealistic commitments.

A set of assumptions about the future.

Projection of primary programs and of support

programs for achieving the goals. -

5. A procedure for periodic evaluation of ac-
complishments. .

6. A statement of financial requirements for carrying
out the plan. _

7. Provision for an adequate and regular accounting
to the constituency of an institution about how
well or how poorly the igstitution is doihg in
carrving out its plan. =

sw

The components of an academic plan must describe pre-
sent academic programs and must project future desired
states tn academic programs. The institutional academic
hicrarchy provides one suitable framework within which to
prepare these descriptions and to make these projections.
Fach academic department needs a plan. Each dean of a

-college or of a division needs a plan. The coordination of

these plans is tRe task of the chief academic administrator,
The fact that depagtments and colleges may produce multi-
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ple outputs 18 no eaguse to avord planning. Fyery cost center
that utilizes resources is iabwo necessarily a planning center.

An academic plan of an institution of higher education in
its whole comprises at wast two parts.

e -

. ——-—A, Institutional components
e - Societal needs and expectations.

2. Assumptions about the future

1. A general statement of goals and missions
8. The program components

1. Program objectives

2. Program activity (process and output)

3. Evaluanon procedure

are objectives to be realized. Presuniably these oblectives are
consistent with the imtitutional role in socicty, the in-
stitutional assumptions about the future. and the goals and
misstons assumed Py or assigned to the institution. Program
goal need to e specific about outcomues; in Lirge part those
outcomes should be quantfiable, Program goals should be
flenible oF adjustable to meet changing needs and. ciccum-
stafces. '

Program activity imolves both work processes and workg,
output. Presumably any given work process will produce

particular work outputs, Changes in the process mMay mean

‘changes in output. Fhe process requires resources in staffing,

*faeil Cos. supplics, services, and students. Hthe resources ate
pp

e — A hasie iiestion inany institutionad plaa is the extent to

which the institution 1s responsive to externidl circumstances
and the degree to which the institution can independently
determine its response to those circumstances. Ewing ( 196K)
has discussed the concept of outside inside planning. It an
institution is to be responsive to external needs and expee-
tations. then these must be clearfy identified and specitied.
On the other hand. if an institution enjoys substantial
autonomy inats relationship to society, thenat may properiy
sart ity planning process 1 terms of 1ts own internal
aspirations.

INNTITE FION tf corrpPaNE TS

societal needs and expectations are ditferent for vanious
kinds of institutions: public and private, atfluent and not so
affiuent. selective and notso seleetive: urbanand rural. com-
prehensine and restricted i program activity. Social needs
should be analy zed 10 relation to the basic characteristios of
the institution and 1n relation to the obligations assumed by
thie mnstitution of expected from its circumstianees.

Assumptions are hvpothetical statements about con-
ditions and fuctons that mas reasonably be expected to occur
dunng the tme span of an academie plan What kinds of
programs will be needed and oftered? What kKinds of students
Qi enroll” How will social changes affect istitutional ac-
fivities? How will public attitudes and expectattons atfect in-
stitutional operations What kinds of resources man be
avanlable tor whit kinds of endeavor” These and many othet
ceitical guestions must be given some tentative, prospectinve
ARSI,

A general stiatement of goads and missions presents thein-
sitution™s tnage. the institution’s commtmentsas pereeived
bv the institution. Such a statement will reflect value
judgments shout the insttution’™s appropriate role, its ser-
vices 1o soctets . and s obligations of performance. Such a
taternent will set torth the primarny programs to be oltered.,
the groups or clienteles to be served, the benctits 1o be dis-
bursed. Suvh a statement will estabhish standards of pettor-
mance. and guidelines tor tuture accomplishments

PROGR IV CONPONENTS

For each progeam center ot a college or universty there

x

not = vailable. the work process mas have to be adjusted. For

availability of certain particular academic persons, or of cer-
tain particular students. ¥t these individuals are not
recruited. both the work process and the work output may be
substantially changed.

Ohjectives and  activities  provide fittle assistance in
academic planning if both are not subijeet to evaluation in
wme organized manner. Those individuals involved 0
detining objectives and activities should at the same time
detine the enteria by which the quality and gquantits of out-
put are to be assessed. Program evaluationasa dufticult task,
but with experience it can be improved and made etfective.

PLANNING PROCTDD R

Many plinning commentators hiave expressed the upinon
that the process of creatinga plian cian be more importanttoa
college or university than the plan atselt (Fwing, 1909). The
individuals involved i prepaning j plan become alert to
variots concerns to which previousis they have been in-
ditferent or of which they have beenignorant. Because of the
collegial mature of a university and beciuse of the gutonomy
of academic discphines and other ticlds of study. the plas
ning process must imvoh e the participation of larpe - umbers
ot individuals. And much of the success of th planning
process depends upon the talents and interests of the in-
dividuals who are drawn ito the activty.

Betore academic planming s hegun at the department or
sinular planming center ina college or HUNIVETSIY SeTious
thought must be given by the leadership ol the institution to
(1) the desired end product or kind of plan to be expected.
() the procedures to be foliowed., (3) the individuals to be
imvolved., and (3) the imung to be obsenved. Phinningtor the
planning  process s an mdispensable clemegt o the
procedure.

[he motivation tor planmng may arise from pathicular ad-
mimstatine keadeis of trom patticular circumstances ( Ladd,
1970y, Often the threat or realits of tinancial dehats prompts
a new mterest in planmng Sometimes externgl pressures tor
new instructional prograns o1 other activities encoutige @
new attention to planning. Faroliment changes suggest o
need to plan. The tactors which promote planning will
necessanhy atfect the procedunre and the end product.
Whatever the motnating concernghe plannimg procedure
Jhould imolve the partiapation of tacultv, stidents. statt,

*

example, certiin-academic-objectives may depend. uponthe



adminntration, and trustees.

A Iréquently ciuployed procedare s tor the admunistra-
tion of a college or unneEsIV o appomt an evtensive
aumber of ud froc study commutiees Lo prepare component

__patts ot an mstitutional plan (Ladd, 1972). Unless such

Lo —groups hive a speertic charge and i clear understanding ot

2

e —hat.is expected of them, the planning results will be un-

focused and haphazard. The charge needs to be reahstic; the
assigament must be one the group can reasonably be ex-
pected to accomplish Fach group must understand how it
~relates to other groups. Fhe study group albso needs sonke
~ guidelines about how far it is to go 1 proposing new poitls,

. mew policies, and new programs, The wsual representative

“pature of study committees often makes ot difficult to arrive

e atany-geac syl comensus. Rut such g commuttee can be usetul

as 2 device for lason and teedback between central ad-
ministration and various academic interest,

 There is some uncertainty in many colleges and univer-
sities about the tocation of authority to make final decisions
about an imstitutional plan. In private institutions this
authority legathy s vested in the board ot trustees. ina public
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university this authority mas e with the governing board of
o multi-eampiis shatem, with a state-wide hgher cducition
hoard. or with the governor and general assembly of the
Jate, An actdemie plan involving instructional programs
and other Liculiy outputs must necessaftly express some
Laculty agreements as well] sinee so much authenty in the
educational process has been delegated in fict to taculties in
both their collegial and individual roles, ' oo
CWithout guestion, however, it i the administrative
feadership ot d college or university that must guide and en-
courage every step of the planning procedure. The planning
process cinnot hope to achieve any notable results without
stich leadership. ihe academic departments provide their
special knowledge and experience. The administration

~ provides information about total resources and about

necessary support programs, And the admimistration must

bring about the coherence between academic objectives and
activities and institutional circumstances which constitute
an institutional plan, oo

Perhaps the interrelationships of planning procedure can
hest be indicated by means of a diagram,

Responsibility Unit Component Constituency
President and Institution Mission, Goals All Academic
Provost and Assumptions Units
t Input
Provost and Colleges and Program Academic
Deans Schools Obijectives Divisions
Input ‘
Deans and Divisions, Activities and Departments
Chairpersons Departments, Evaluation and Centers
Centers
Input

The planming procedure today must be particularly con-
cerned with student numbers, attitudes, expectations, and
needs  Information about the attitudes and ¢xperiences of
fecent alemm canalso be qu"ﬂc helptul. Survevs.mntenviews,
and statistecal datd will not provide detimtive data. sinee the
att of such anahas and of the inferences to be driawn from
wuch analvans s st impetfect Yet the information thus ob-
tained car he very usetul.

Morcover, tacults attitudes also play a major role in deter-
anpnng the charactenstics and pesstbilities ot a college or
unnenity Hanacademic plan tends to contradict prevaaling
taculty attitudes, interests. and competencies. the chances
tor suceesstul implementation of such a plan are numimal. In

the fong run a college or university can only accomplish w hat
the faculty members are willing and able to accomplish.
There is a great deal of diseission today about simulation
modehs, analvtica]l medebs, ettioency, eftectneness, cost
henetit analhvais, and accountabibity in academic planning
and management  These concepts and practices refleet the
preoceupation of acadense communitics with thei financial
resotirees 1 a time of reduced o stabihized enrollments,
viokent inflatiop. general cconomie uncertainties. reduced
tederal governWental tundig, and difficulties of imcome.

Most tacults members are ignotant or distrustiul of these -

sophnticated  and  presumabiv “saientific”  techmques
Morcover, faculty members y and large continue to place

o



* sacademic qualitn® at or near the top of thewr personi) com-

mitment. Academic planning must find 2 way to reconcile
taculty commitment with new technigues of infurmation
analvsis and institutional responsibality,

The over-all time span of planning activity should be ex-

" Ttablished before the planning procedure hegins. The
" Tdeveloprient of a so-called long-range plan must havea pre-
arranged beginning and end point. Several years ago it was

not unustial in colleges and universities to talk about ten-
year plans. More recently. because of the intrusion of unex-
pected changes in socicty affecting higher education perfor-
mance. it is customary to talk about five-year plans.

-1t takes time to prepare a five-year or a ten-vear plan, es-
pecially if itis an initial plan and involves the development of

__._8 new planning provedure. Fighteen months is probablya
minimum time requirement to prepare an initial plan. Subse-

quent revisions or up-dates should take less time.

‘The planning proccdure. to be most effective, must bea
continuous one. Even when cfforts are directed to producing
“a plan.” administrators and others must be prepared at any
time to alter the plan as circumstances dictate. A plan once
formulated is at best only a guideline to acfion. The action

must ?ays he subject to change.
= YO T VAR NI

As more and more colleges and universities recognize the
utility of long-range plans and the value of the planning
process for the viability of the institution itself. greater atten-
tion will be given to the planning activity. Academic plan-
ning is the primary task of any comprehensive long-range
planning in a college or university. Only whenan academic
plan has been prepared with care can the supporting plans be
formulated. And only when academic plans and support
plans become an institutional plan can the process of imple-
mentation and the careful allocation of available resources
begin.

The deveiopment of an academic plan requires the par-
ticipation of constituencies both within and outside the
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academic community. Socictal needs and expectations must
be examined and formulated. assumptions about the social
and political and economic environment of a college or unj-
versity must be identified. and the missions and goals of the
institution must be made explicit. Within this broad context
academic  program  obijectives.  program  activities, and
program evaluation must be developed. .

Once the academic planiting procéss has been completed
or well advanced, the academic and institutional support

programs can be prepared. It is'essential to emphasize that

academic planning is the principal determinant of a com-
prehensive institutional plan, _

Finally, it must be understood that planning does not end
with the completion of a plan, Planning is a continuous
process of assisting managers throughout the academic com-

" munity in their decision-making, A formal plan is a useful

framework for guiding decision-making, but the plan itself is
ever subject to modification as new circumstances arise and
as new decisions must be made From time to time these
changes warrant comprehens: mulation of a new plan
for further modifigation with th.-  ents of time.
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