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ABSTRACT '

The success of planning in the community college is
linked less to the ability to develop new planning schema than to the

development of an orientation toward planning and the time
perspective required to analyze the past, supervise the present, and
manage the future.-Successful planning requires that the college
administrator be aﬁiikzo differentiate institutional events from a
temporal standpoint view the institution progpectively and
retrospect1vely, to 1ntegrate events within a framework of
continuity; and to view the future with optimism as something which
can be controlled. To develop a successful planning model, the
administrator must orient the perception of time within the
institution toward the future, assume responsibility for the future,
and announce an expl1c1t public vision of what the future should be.
Rather than viewing their decisions as programmed by the past or
forced by contemporary pressures, administrators should look upon
their decisions and behaviors as instruments for exploring the future’
and consider crises as oppertunities rather than traumas. Practical
ways in which administrators can emphasize continuity and a future
orientation include the insistence that proposals be viewed in terms
N of their implications for the future, the attempt to portray time as
-—__a dynamic and wWoving energy, and the awareness that certain

- disciplines provide those who study them with different temporal

orientations. (HB) ,
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bevelopina an Unvironrent For Institutional

Planning and management: settina the Temporel Persreoctive

Philip . Rinale, ?h.D, - ‘
Director c©f duman and Fiscal Resourcé Develovieent
Catonsville Comnunity Collede

, Mark L. Savickag, Ph.D.
,Protessor of Behavioral Sciences
north hastern Ohio University College of 4écicine

"I am not afraid of tomorrow, for I have seen yecterday
anu I Love today."
william Allen white

Bacrgrouna

Tne futility of attempting to bhring about nlanned chanae in
education is receiving as much srace in professional journals as
.+ are the techniques and theories »of vplanned chanae. Pessimism
towarc¢ the effectiveness of planning abounds at a time when
aéministrators recognize planning as a crucial manaagement task.
Planning 1is a "~ necessity for community colleges strugaling to
redefine and/or actualize institutional missions created two
decades ago when the task of manasement was to spend the vast
resources they enjoyed.

The manaqement role of the community college administrator
has been altered by external influences on the institution.
Changes in available resources, declining enrollments, ~ an
inflationary economy, and qgreater state.control are but a few of
the forces identified as leading to & greater emphasis on planned
change. Planning today recessitates decision-making to allocate a
linited amount of human and fiscal resources to nproblems
threatening the future viability of two-year institutions. ®ut,
what héve the planning advocates provided to assist the
administrator to develop their competency in this new role? 'Ton
level management must deal with multi-level bureaucratic control
structures with vague statements about planned chanae, elaborate
schematic drawings of the planning function, diverse plannina
models, and five-year plans that are in reality "shelf documents"
createa; ror evaluation agencies or for year-end reports.
Typically, these planning activities are not erbedded in the
ratrix of maragement activities. Rathér, planning is a separate
tunction performed for its own sake.

The failure of planning at the two-year institution and the-
probleins associated with this failure are contemporary aivens.
Trying ko demand planning from personnel lacking a nlanful
attitude toward the future has never worked. The challenge is not
to ddvelop new planning schema (although traditional business
~ applications need modification for educational environwents) hut
to develop the planful attitudes and time persvective required for
the administrator to analyze the past, supervise the present,
and manage the future. Note that "manauement" was only used in
reference to the future. The future 1is the focus of true
management, Management requires a forward-looking consciousness. .
o No management is necessary for the past (only historians can
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), and  supervision adecuatelv resoonds to  the’
present. The chaellenaes of community collece infancv were focused
in the present. A& ‘“m3nager”’s" real cilemmas were to snena the
annual budget, construct buildinass to accorodate growth, maintairn
favored tunacina statusz, and hire facualtv. To accornlisn thoge
tasks one neceded only to supervise the »resent.

) The  future, however, reaguires manacement. In comrunity
college educations, the next two dJdecades may renresent the first
real challenge to manage. hever before | nave colleges had  to

crioose between equally viable alternatives, account so closelv for
numan and ftiscal resources; defenu their wmission se¢  onenlv, or
pretect balanceu  ecducation wher the pressure is for a balanced
puuget., .

Before tanis ‘"management" can occur, administrators need to
unuerstand the subjective time of their institution, nE
theaselves, and of their adrninistrative staffis. Ternoral

-perspective has been ignored by educational administrators and nay

nave contriibuted to the current f£azilure of planning. 1If there is
not a balance among tradition, today and tomorrosw, there may be a
tosorrow we do not advocate. There are no "facts" to guide -us;
all we can select anong are reasonable and orobable alternatives.

S

wNy ~méanage toae Temporal Persvective?

Wi o

ine past is gone; the oresent 1is full of confusion;
anc the future scares the hell out of me!"
David Lewis Stcein

Tine and space are nrimitive predicates of existence. Thev
are used to orient the self! anu institution in tre midst of -
ongoing events, Attitudes toward time predispose  us te
corresporuing motivational ratterns., The attitude of
"planfulness", for exarple, is a versonal/institutionel
disposition that promotes the utilization of plannint skills and
competencies in  a nabitual and comfortable manner. The planful
dis.osition tyrically emerges frox a subjective ex-erience of tire
tnat 1s ftuture orientced, Administretors/aanagers oriente? towarc
the past or tne presént jave greater difficulty vsychologicallw
Qrojecting  themselves or thelr institucicns inte  the future.
This, 1n  warn, tuawarts rotn ~slanfulness  ane vlahnina. 1f
acrrinistrators are not future oricented, institutional planfulness
anc planning eftorts nay te sgvrded.,

As we Initiatec our stucies of nlanfulness and planalng, we
vegan witn the notion that a future orientation was "a prerecuisite
to planfuliness ana competent planninig. A3 our ctudies projressed,
we learned that the personcl dxverience of. tine was too corplex to

‘ve uaderstoou  just by cetermining which of the three tire zones

(past, present, tuture) inouividuals and insctitutions were orientad
toward. rased unon  an extensive literature review and  factor
analytic investigations of temporal exverierce, we have develoned
a three factour mocel o conceptualize individual and inctitutional
"subjective time." subjective  tire refers  to” thae personal.
experience ot cime in contrast to objective time such  as “clock
time," chronoloqgy, history, and calendars. "The three factors of
subjective tire are labelel nersyective, differentiatien, and
integration.
2 )
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reaporal Perssective: whe firce factor of this nocal of su . ireckiva
Tile 1% teaporal  bpe cspective  refercs to
inciviuwals ana institu nt thewselves to tive,

D

ffereptiation: Tae gorens factor in thisg

tipn of subjective time 1s tewnoral Aifferentiction.

Its two wvuriables are densitv ant so2an. Tensitv refers ko how

coicizlexly porulatea with events a zarticular time  zone is

reters to retrocvective and oroseective evtension. Hoa {2

into history of the institution Jdo leaders rermerber (hind
n

Ternoral il
conceptualiza

s

2 A~y mroject the irstit
(rvresignt). . ide present, a3 wzll, ©nz2s -ootential for wvarvina
Lengta. .

ifemiral Integration:' The temncoral intedaration factor refers to
tne sense OL connectednecs amon: events from differens tire zones.

Integration™s two varianles are continuity (coanitive) and
optinisiw (affective). Continuity denctes ne relaterinesc  amond
events occuring in the vast, present, 2and future. Continuity

facilitates connecting the present situacion with past decigions
and ruture goals witn present efforts. Continuity promotes a
sense Of zotency that can be reasured in effort ana productivity,
uptiaisn denotes the sense ol confidencce in  %he achievanility of -
ruture gcals. Uptinisin differs froxm hope in  that ootimism
cunnotes a  positive anticivation for the future ‘tecause distant
goals can be connected to .specific current rehaviors. flope |
cunnotes a desire for favorable outcomes but because future goals
are not connected to current pehaviors one feeds unable to
infiluence destiny other than throuch praver.

7

Just ag subjective tire 1is & _primitive predicate of
indivicual existence,, it is & foundation of institutional
exXistence. An  instituticn”s subjiective "clock" ©oprovides the

watrix witnin which personnel coordinate .thdir ectivities and
effort. If they eare to be catisfied and satisfactory versonnel,
they must coordinate their behavioc alont this subjective tire
dliension. 1iif that. dimension is past-crientecd, lacks densitv and
span, ana is  aisjointed and pessimistic, zttemnts to prorote
planning will curely fail. . .

subjective time trealsposcs  <larinlness  which in turn
meulatesn the utilizatior oif plannina skills anc competencies. The
suujective time of the organization can facilitate “nlanning
readiness" or pronote an "arnti-planning sosture." One can examine
issuvs or governance, faculty morale, [wnaccnent style, etc. in
oruer to begin to frame tne institution”s exrerience of time.

It auidlnistrators tind asypects or subjective tire
nor-facilitative to tneir joels, they xay consider systematicallv
cranyinyg the subjective tive of the institution. It is our
assertion that setting tne  institution”s subjective clock ie  a
planniny cowpctency for chief acarinistrators, -
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635e5s1inG tne Institution’s Tenmboral Persvective

"It you want a ran to xeep his head when the crisis couxes,
you must yive him some training before it cowes,
seneca.
. Letcters to Lucilius ls.,

Ir any planning =model 1is to © effective in cowmunitv
colleqgss, ar environment ror wlanning has to bhe established.
Before planning strategies or interventions which will allow the
major acminiscator to  "set™ the subjective clock can he
instituted, an assesswment of .the adrinisirative staff’s and
institution”s current concents of time should be undertzken.
here are several methods we nhave developed for assessing the

temporal perspective, cdifferentiation, and irntegration of
constituent groups within the institution. Since this article wag
written to argue for tne imsortance oF the administrative

competency of setting the perswmective, we will ohly %&riefly
audress assessment.

The administrator interestec 1n assessing his/her perspective
and that of the institution, should wvpegin by exarining their
calendars. Is a typical day filled primarilv with writino
responses tc justify past events, emotional current issues, or tbh
values and philosophy of future «dJirections? j'hat does the adgend.
of the President’s Council 1lock like? hre the items discussed
oalanced with reference to track record and future implication or
only wifhin one time perspective? Wnat 1s the rorale of the
administrative team? How are effort and uchievement viewed? What
is tnc npture of prograr develoawent? Does it represent externsion
of the DPast, refining of the present, or arcas of new endeavor?
~hat is the<ontent of the governance association? An analvsis of
tne 1ssues dealt with by the faculty senate, union or other
joverniryg body can be extremecly revealing. When the wmajor issues
ot such Jgroups include maintaining standards, . oprotecting
tradition, couifyina requlations, revising policy manuals, ctc.,
tne temporal orientation could be assumed to be past. When the
major issucs are existinz course and curricula revision, crisis
resolution, contract negotiation, salary, conflict resolution ané
waintaining mositions ana proyrats, the tewporal orientation could
e assumed  to he present. A future orientation woule find on
yovernance structure 2zqenda  items relating to new curricula

(cousled with enrollnent projections), long rande wlanninag
assumptions, discussion of future irplications of onronogcals and
iceas, etc. Similiar «guestions can be used tc aonraise

¢girterentiation and inteqration.

In @wost  institutions, scrious assessment wil
uliterential «ianosis on each of the temporal dimensions we have
descrives for eacn of the campus constituent groups tlowever,
even without that diagnosis, the  institutional clock can he "set"
by tne actions of conmunity college administrators, Y

1 recuire

The major turusc oL this | naser s that setting the
institutional c¢clock to be conducive to planning is a compctency of
aagministrators, To concretzly cemonstrate how the subjective
teirporal experience of an institution can be immacted by the chief
executive oililcer an exarnle of administrative bpehavier which will
influence perspective, ditferentiation, and inteyration will be
s & )
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A55ULE PRUSEFLCVIVE rRUSPOLU IRILIYVY

"1f a man takes no thoucht about whvat is digtant,
ne will tfinJg sorrow near at hand.
Confucicus (c. 5%1-479 ».C.)

e vemporal orientation permeates the decision-makdng srincinles
and practices of the chief executive officers and even channels
their uncerstanding of their occuvational role. An example should
claricty this assertion. A freguent statement made hy community
.college presidents is "I am responsible to the oard."™ what they
mean by the word "resoonsible" is influenced by the orientation of
their temporal perspective.
5

Past-oriented: Responsibility means that one should be
able to exanine what has haprened, explain it, and suffer the
consequences generated., From this retrospective persvective,
wresponsibility means I will take the heat and try to fix thinas.
The- administrator witi this orientation interprets responsibility
to aean "opliged to account for or be answerable to." ‘
Present-oriented: kesponsibility means _canable . of and
aesignated to give a response, answer, or reply to current issues.
While an acministrator assuming retrospective responsibility is
tco busy accounting for the past to supervise the present or
wanage che future, tne present-oriented administrator is sc busy
supervising that the thought of delegating supervisorv authoritv
t¢ allow for managing the future never occurs to him/her.

future-oriented: Responsibility means to proclain one’s
cunoices. ‘Yhe prospective “meaning of responsibility is  to commit
oneselt to some line of action. It entails taking a stand for
otners tuo react to. Prospective resnédnsibility involves
announcing an explicit ana public vision of what one bYelieves
should bke. If administrators do not stand for something, they can
tall for every new 1iaeiz in the »resent or kneel to the pressures
or tradition. -

The listener can discern that all of the ahove wreanings of
responsibility have validitv. Responsibility can be
accountability, a reply, or & nproclaration. It is our contention,
nowever, that prospective resmonsibility is the wunique privilege
of tne adminisfrator. It is the chiel executive officer’s role to
break path and to stirmulate reactions to his/her proactive
efforts. Francis Bacon suigested that the truth emerges wore
readily from error than fror confusion. The prospectively
responsible administrator realizes that errors are not failvres
but rather are opportunities for corrective feecdhack. Unlike the
retrospectively responsible administrator who is hkusv explaininqg
anu hiding aeistakes, tne prospective manager &s willing to make
mistakes to break the logjam of cornfusion and Xnxiety that arise

from an unarticulated future. The administrator™with »roswvective
responsibility hes the courage to be imperfect. JMartin Luther
King”s "1 tHave a Dream" sweech and John Y. Kennady”s Inauqural

Aucress are examples of behavior channeled hy a scase of

prospectivefesponsibility.

5 -
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OLESTIONS NOT ANSLLYS

ViLW DECISIOUN: Ao

Adnlniscrators  who sgarsely  populat tine zones deny

ar
trnemselves alternatives as well as ownortunities - for compronise
anu syntnesis. Laving a "one-track mind" makes one nelieve that
pehavicr ana cholces are alreawy determined by the systea. Such
awninistrators perceive their decisions as  programen by the past
or iorcea by conterporary pressures, whether 5oy tradition or
pressure, tneir choices are effectively preervnted Ly exnectation

i

anc dJdenari;,

dministrators who denscly soopulate time zones come to see
that their hehavior 1is an independent variable rather than a
e one. whis wrorotes ' the use of Grovositionnl . loaic

t preemptive loyic. Such administrators learr *hat their
veiavior and decisions are cuestions,’ not answers. '

sy differentiating tire =zones administrators create 3
structured awareness of the envircnment and their role. “he more
events  they are aware of, the greater the <depth of their
ancerstanuing of the college and its vossibilities. Heishtened
awarencss also increases the meanincfulness.of the administrators

own role. with a dense network of action pathways, the
acministrator nzads to ctest 1in reality the viahility of
alternative visions ana outlooks. Their behavior and decisions
are the instrument used to exnlore the future. With a dense

outloosk, accisions are not aeterminea by the past or vresent but
are questions posec ot the future.

CRaPUH CONMINLITY

uvents occur. any "cause" or "conneaction® hetween one or
anotuer 1is strictly a function of the human intervreting them, not
oi tone events thenselves. Otherwise, 2veryone would internret
events oxactly the same asz everyone else. Administrators do not
deal with chemical reactions in a test tube where static formulas
accurately vpredict dynamic interactions. To test thie assertion.
ask three acnministrators the cause of inflation. “ow they eoxnlain
it ana to what cevents they link it will tell vyou more about thep
than about inflation.

The alministrator creates continuitvy  throuah self-connected

2vents. ‘The interect in  wanting to connecct past, tresent, and
future, ana the wisdom to do  s0 convincingly is a subjective time
setting skail. A discussion of connecting a present crisis with
tpe  past  anc tuture will show what 1is ~eant Ly careatina
continuity. -

A crisis 1s some currentlvy « serienced diseaquilidrium on
carpus  ana it can e gealt with . such, Howewver, o c¢ricsis
usually can be connectec with  sor lLaroer problem that has a

Alstory  ane  witn  some  opvortunitv  that hac  tuture weanina.
Insteaa ot exclusively dealing with the homcostatic uwvset, the
etfective acministrator places this event into larger context and
attenus to opportunities arising within the oreseant problenr. This
15 wuwat achrthur meant when he  sooke of  turning victi=gs  inte
victurs. an efrective leader plots to turn avmntons into strenath
through linking c¢rises with qgrowth. Tne Chinese recoanize this
¢ .
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even wilthin taelr lanquage. Yheir vil:ok  for crisis is &
comwinaetion or tne syrmbols for cancer and onnortunity,

AN aaninistrator  wao operates witn @ disconncctad  sense of
tae fresent perceives a crisis as a  trauma tnat is herd to invest
wltin  meaning an. even ~ore difficult to mnmaster. une with  a
Glsconnected sense or the past oerceives a crisis as  a threat t
tne status quo., An aduministrator who exderiences the future aa

frajaented 1roi tne present nerceives a c¢risis as a conflict 'rith

nis/ner dream. Any of the chove nercentions of crisis tend to
-structure res»noases tnat leave the institution .in a  more
fragmentea ana rigqid state. ‘The administrator who can encounter
crises with a sense of coentinuity nerceives tne“ as PROBLVMATIC
UPPORTUNITILS whose resolution will lea® to a more >table andag
integratea institution. The administrator whe strive to create
continuity realizes that a crisis is wore than a time of :
neigntened vulnerability., It is also ' a tire cf increased

ootential arnd the source of institution peepression. Ry creatinn
a sense of continuity trhe administrator cagn* heln the institution
deal with a crisis as a'bump in the roaid g*t“o institugion rather
than as

i

1
array

auiinistrators in setting the temporal nwegkspective of their

institution, The strateylies ranae frow the concectual to the

practical and require varied cormitrent of interest and encrav.

fneilr aJHllhdtlon in institutional life, nowGVLri can prorote both

vianfulness and planniny, as well &g increase re.e fectivencss of -
avcministrative behavior. "

Wnat follows is a
‘availaole to administrat
view agclsions a3 questi

1
o

4.

he

another in a series of muneoxrected tuxﬁlnu noints. '
: \ N r"' N

above three suggescions are reare* ntative of a wide
of strategies . which we nave developed to train

't

sai'ple of  the more practical activities
crs to  assume prospective fespons 1bllltv,
lons not answers, and crezteicontinuity

H

in speecnes, meetings, anc menos maxe a conscious
eftort to portray tire as dynamic and moving eneray
which the institutiorn is harnessing. Avoid
statements indicating that time ig forcina you to
Jo titings or that tire is harassiny you. Pwphasize
reveatedly trat vou rigke your futurc not find it,
You actually create veour institutional future bv
waat you o today, '

~eemoer a tuturce orientation ic the SINE QUA O
ot institutional viabilitv, 1insist that the future
iorlications of pro—wosals are considered. Infor -
stalf often ahout future avents with as much
specificity and detail az possible and azhk stafif to
<een you informed of events thev oredict will Lappen
an: to extend scenarious they present keyond the
original time limits they portray.

e sensitive to the Lidden messaae pehin "we have
alwaeys wone it tunis way."

calize tunat by thelr education ano training sor.e ,
of the staif have been taught a tenporal orientation
in tneir original orofegsional 1unnhltv. tistorians,
7
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accountants, etc. tend to be nast-oriented. iPFusiness
ana speech faculty tenu to be nresent-oriented.
TT™Spconomists, scientists, ard planners tend to he
future-oriented.
—

5. Pay special attentior. toc the events, imnediately
‘breceeuing and followviny major discontinuities at
the collegye. bBalancCe rememberina, exweriencing, and
antigipating continuallyv to show how the nast led
to the present and influences the future.

b. Create future plans that are synthesis, not
compromises.

7. kemember that differina to luck, hope, or prayer
portray you as vdowz2rless to influence destiny.
. \

#e have presented in this brief naver the corcent that an
institution”s subjective experience of and use of time . is &
primitive predicate of coamunity college aéministration. We bave
furtner contendeu that setting the institutional clock 1is a
cuiwetency ‘requirea for efifective leadership. . We have asserted
that setting the clock to a future-oriented nwosition with
underlying -+ density anc & sense of continuity is the vreferred
position. Suggestions for assessing an institution”s subijective
exyperience of time were offered as were examples of administrative
benavior that can work toward readjusting the subjective clock of
the institution. If acministrators assumé the resronsibility for
reaujusting the subjective clock, a climate anc environment
conaucive to planning can be developed anﬁ fostered.
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