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ABSTRACT

éifféféﬁéé, and if so;, to whem, and for what fpurpcse?" was addressed

by studying master planning, resource allocation, and progranm

evaluation in several large, research-oriented universities.

Obserbatlons regardlng perce1ved ut111+y and prohlems assoc1ated with

2

vseful to the central administrator. The 1deai cycle of goal directed

rlanning; fcllowed by choice of action and evaluation of outcomes,

does nct come to automatic closure given the usual form of these
activities. The most effective activities provided alternative
vantage gointé for vieaing the crganizaticn; Expandéd part1c1patlon

resources prov1ded few rewvards. Communlcatlon,proklems become more
acute. Faculty participation hagd inherent ligite; Elements of
administrative envirocnment are critical in &etermining the influence

of pianning activities c¢n decisions. The conscicus protection of

openness, participation, and communication were essential.
(Author)
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ABSTRACT

COMPARING PERCEIVED OUTCOMES OF DIFFERENT PLANNING ACTIVITIES

The question; "Do planning techniques make a difference; and if so,

universities. Observatiois regarding perceived utility and problems associated
with these activities are discussed.

Perceived utility varied by organizational level. Msster planiing and
and were not of major u§é to the department chairman. Program evaluation
efforts had greatest impact on the operating units reviewed and were less

useful to the central administrator. The ideal cycle of goal directed plan-

ning; followed by choice of action and evaluation of outcomes; does mot come
to automatic closure given the usual form of these activities. The most ef-
fective activities provided alternative vantage points for viewing the organi:

zation. They organized questions, Ebnducting analyses; and held information
in ways that increased the probability that ideas and action emerged.

Expanded participation raised expectations and subsequent frustrations
when limited resources provided few rewards. Communication problems became
more acute. Faculty participation had inherent limits: Eiements of admini-
strative enviromment are critical in determining the influence of planning
activities on decisions. The conscious protection of openness, pattiCipétiéﬁ;

and communication were essential.



' COMPARING PERCEIVED OUTCOMES OF DIFFERENT

PLANNING ACTIVITIES

During the past two decades considerable research has been
techniques for improving the bases of decision-making in colleges and
universities. Until recently little research has attempted to determine
the ultimate outcomes and contributions that planning and management
general question: "Do planning techniques make a differefice, and if so,
to whom; and for what purpbse§ﬁil The effort was Structured around the
comparison of five institutional cases where different planuing activities
had been in operation for several years: All the universities studieg
were large, complex, and research oriented. All weré relativély secure
and stable, but were facing many funding stresses. The research was
strictly exploratory, and concentrated on the impacts that these dif-
ferent planning approaches made on central administrative operations.
to parallel the ideal, rational planning and decision-making cycle of goal
specification, identification of alternative actions, choice, implementa-
tion; and evaluation: The planning activities were master planning,

with the entire institution. The inquiry approach ‘did not rest upon any

specitic theory, but instead chose to focus on the evolution of the activite



The Five b it elements of the inquiry structure were imitial conditions
and expeqts trOtyg ; Bysic descriptive information on each process, the roles
and fuﬁégidﬂg Qf Payticipants in the process; perceived outcomes defined as
the user’ s FEVQeption of the utility of the process, and the administrative
enviromnait °% tbe jnstitution. The primary focus was the relationship
between tJ¢ Pligming process and changed decision-iaking practices and/or
other per #378Q "S8condary” impacts beyond decision making.

activitie s 3! rglaged outcomes: First; there are major distinctions
between ms®® y1oging and resource allocation techniques on the one
hand, and pRORC;m beview activities on the other that are based upon
the iﬁﬁéten{tg Rature of the activities themselves: Second, impacts of
planning yﬁﬁiiﬁfi“éﬁééa by elements of the adminiStrativé environment
{ :
present ivfzach planping situation. These elements include the inter-
related pyifibies of openness, participation, communication; and
ééﬁtfélizyﬁﬁﬁh uf Unjversity decision processes. The details of these
distinctigi® 2te d8uploped in several of the following sections that
deal with : *Electicg of contributions and iﬁﬁéét§ that users and parti-
cipants fyl "tve Sygnificant:

g§é§§@ﬁffi§2,2§;;§£§£@§tibn: All of the planning activities included
tupity forv % ¥5'qnstic; structured introspection into the units and activities
_of the uni ¥ ®ty. The most effective processes provided alternative vantage

points forv p é¥ ' cdPagts to view themselves. The plamning activities had the
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holding information in ways that increased the probability that ideas would
be generated for-improving the university; and they tended to precipitate
information discovered, but the ability to- assemble existing information in

a structured manner and view it from alternative perspectives was felt to

Characteristics of Planming Activities: The analysis of each

irstitutional situation produced the description of types of planning
activity displayed in Table 1. However, no single situation exactly

major distinctions emerged between them. Master planning and resource
much of which was largely quantitative. These activities directed them-

selves more to policy and managerial kinds of issues, than to operational
issues. In contrast; program evaluation was primarily dirécted toward a
single operating unit or academic prograi, even though the intent may have
vities tended to be tailored to individual situations and to collect very
detailed information, much of which was qualitative information in addition



Master planning and resource allocation technigues also stand apart
from program review activities in the natire of the users to which these

activities related. Mastar planning and resource allocation techniques
tended to be more the tools of the central administrator who had a_primary

ability to capture information with regard to the entire institution at
one point in time, and they had the potential for supporting trade-off
decisions with regard to the allocation of resources.

Individual program evaluation studies, however; never dealt with the
entire institution at any one time, even though all units in the entire

year cycle of program evaluations: Instead they concentrated on the details
of particular units: Tﬁéiefore; the impacts of program evaluation tended
to occur primarily within the operating unit where a review had occurred-
Program evaluation seldom féiééa the possibility of making a major change

in institutional commitment toward a particular department arga. It was

of academic programs and research.

Differential Utility to Users: €entral administrative persofiel

central policy decisions, increasing the sensitivity of decision makers
to a broad; institution-wide perspective when considering decisions, and



On the other hand the program evaluation activity was of highest
benefit to the unit undergoing review. A program review was normally

tailored to the individual situation, needs, and problems of the unit,

The Dean of a college or a director of a major university division
found selected benefits from all of the activities. The centrally
focused master planning and resource allocation activities provided the
guidelines, boundries; and parameters within which the dean or director
could manage. Depending upon the preferred management style of the dean
or director, this was be viewed as both an alvantage and disadvantage.
The results of program evaluation supplemented a dean's knowledge of
unit activities and trends in the discipline; and provided a vantage

unit. One particularly usefi. indicator of the health and vitality of 2

" of a unit to the recommendations sf a program review.

Ultimately, percicved utility seemed to depend upon the match between
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In addition, perceived utility depénded upon the orientation of a potential
user toward basing actions upon rationally developed principles and znaly-
tical information:

Closing the Ideal Cycle: Returning to the ideal decision makiag

cycle, a problem arisés when looking for closure among the three types
administrator: Given the ways that the three activities were idantified
for this study, there did not seem to be an automatic means whereby the
results of program evaluation linked to master planning activities: The

program review as cofitrasted to the total organizational focus and
aggregate nature of informelion utilized in master planning, seemed to

The analogy, therefore, may not be so much a cycle of activities,
as a spiral which does not acheive automatic closure. In order to

activities must be designed so that they share a comimon scope of organi-

zation, a common level and type of information treated; and a common

level of issues addressed. If the ideal is to assemble a set of acti-

vities in an integrated cycle, then special attention must be given to

building compatible compontents of that cycle in addition to preserving

the strengths and eliminating the weaknesses of individual activities.
Q
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Integration with decision-making: In all of the situations

related decisions had the highest level of correspondence where there
was also congruence between the set of principles upon which the ap-
proach to managing the institution was based and the underlying principles

iaformation ﬁfdviaéa; and the level of issucs addresséd by the planning
éEEiGiE§; There also seeméﬁ ) be strong iinks between the processes
and groups involved with pl..ining functions and the processes and groups
involved in corresponding decisions: Causality between decision needs,
activity type; and administrative style did ﬁét seem to be a major

issue, for all three elements evolved mutually. Planning processes

strative style. Perspectives of decision-makers changed to incorporate

important features highlighted through the planning processes. TFor
example, the need for increased communications and feedback to parti-
cipating groups was highlighted by the plenning processes. And a need

The set of principles which seemed to provide the most effective
base for integrating planning with dacision-making included most of the
following elements:

(1) 6oal directed actions,

(2) Consistency in actions across time;
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(3) Use of institutional rewards,
(4) Realistic views of the futiire,
(5) Total organizational system perspective,
(6) Widened participation and collaboration,

(7) Expanded communication and openiess,
(8) Continuous evaluation and feedback.

Participation; Communications; and Institutional Rewards: Almost

all the planniug activities observed incorporated wide participation as

one of the principles of opération. Assembling a group representing the
major constituents of an organization was relatively simple, but building
a meaningful form of participation was much more difficult and required
time to evolve. If meaningful participation did take place, then the
following sequence of events was typical. First; the quality of arguments
for resoiurces improved; then expectations were raised for rewards based
not only on the improved arguments, but simply on the cxpectation that a
good faith effort deserved just rewards. Ironically, in the present time
of finénciéi constraint, very few hard resources were available for re-

warding effective involvement in planning. Consequently, expanded parti-

the credibility of the planning activity suffered. This loss of credibility
was fost pronouncéd at the departmental level regardless of how useful an

the allocation of scarce resources.

The nature of the potential frustration differed somewhat according
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to unfilled expectations raised through program reviews; for these reviews
made very specific and well documented recommendations for actions that

were not placed in the context of the total inmstitution within which deans
and vice presidents must act in allocating resources. Involvement in master
Planning and resource allocation processes generated a different kind of

given its scope; complexity, and the involvemsnt of a large number of par-
ticipants: Consequently, the tieed for effective internal communication

ficantly as the level of participation and involvement expanded. Knowl dge

regarding the progress of recommendations, the basis upon which actions were

constantly.

Importance of Communications: Institutions that had planning activi-

ties fairly well integrated with decision making processes also seemed to
have a heightened administrative awareness of the need for multi-channel

communications. They seemed to have an appropriate and realistic expecta-
tion for the effectiveness of various channels, and they were continually
working to improve these communication mechanisms. There was a recognition

that routine and special documents, presentations to major university groups,

be.addressed. The rhetoric employed while communicating becaiie an important
factor, for in order to gain visibility and commitment for actions; planning

activities were often described in terms of their total impact across the

entire institution. If the importance and potentiat impact of planning
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activities were overstated,; adverse reactions were likely, and expectations

that the effort expended in preserving those links were mot aiways worth

the tangible bérefits derived: Participating constituents did provide very

Basis for Administrative Action: If the planning activities and the

management style of the institution incorporated and protected the principles

tributed to legitimizing the basis upon which academic administrators could
act. Genuine openness and the sharing of knowledge developed through plan-

ning processes were means of maintaining the underlying elements of trust,

involved in designing. It was through these mechanisms that the planning

activities studied were most able to influence and even precipitate actions

taken by university administration. In the case of prdgram review activities,



actions were often precipitated spontanecusly. Individual faculty and
department chairman often adjusted operations within their control based
process had been completed:

Evolutionary Change: However, one closing caveat is in ordér regarding

the appropriate expectations for the degree of impact and change attribut-

able to the planning activities noted above: This research and other recent
assume that these activities will feed useful information into a relatively

slow, evolutionary process of organizational dvelopment; that few; if any,

Plaining products may help to reduce uncertainty and thereby Facilitate
decisions and actions; but planning will neither eliminate uncertainty

nor make decisions.



" Footnotes

This work is part of a larger research project being

conducted by the Office of Academic Planning and

Analysis, Tgeigg§verSIty of MIChIgan with funds

from the Carnegie Corporation, New York. A more
detailed report by the author is forthcomlng
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