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Abstract

Strategic Planning vs. ﬂisjcinted Incrementalism: An Institutional Research
Perspective. :

Paul M, Jean, Ellen I. Posey, and Glynton Smith

Office of Institutional Research, Georgia State University, Atlanta, Gecrgia

—

This position paper addresses strategic planning from an institutional
research perspective. Although most higher education institutions have planning
or institutional research offices, few claim to have a viable planning process
linked to decision making. With the advent of “strategic planning,® the concept
of planning in higher education is being revived. This paper distinguishes
strategic planning from other approaches to planning. Strategic planning merges
incrementalism, which focuses-on flexibility, practicality, and poiitical par-
ticipation in organizational decision making with comprehensive planning, which
stresses systematic data coliection and analysis. Strategic planiing requires
top administrative leadership, involvement, and support. Similar to corporate
planning, strategic planning is entrepreneurial. Strategic planning infuses
an awareness of future environmental threats and market opportunities into
present-day decision making to increase organizational capacity and desire to
take risks to achieve institutional goals, values, and objectives.

This paper considers, supported by a review of the literature, these com-
ponents of strategic planning: 1) institutional mission, 2) institutional
assessment, 3) institutional leadership, 4) environmental assessment, 5) market
‘analysis and 6) competitive position. Two checklists are included which can be
used to evaluate institutional climate and components of stratagic planning.

The paper concludes by stressing the role of institutional research in realizing
the potential of strategic planning to help decision makers guide their institu-
tions through the difficult times ahead.

G

. 4

il—v’:;"‘.:‘ii',niif% ‘ ' e

U

it

#

ot

T

R
»
R 2 S




This paper was presented at the 1984 Annual
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About a decade ago there was substantial interest in planning in higher

_ education. In 1974, the Southern 5ssociétian of Colleges and Schools gave
- impetus to institutional research and planning by adding a section under

- Standard II. Many institutions launched a planning office or institutional

researchmafﬁice or a combination office. VYet today few institutions claim to
have a viable planning process linked to decision making and institutiona;
direction. Too often these efforts to ?nstitate‘formal planning have ;ufmihated

in a cumbersome paper exercise or a voluminous document which gathers dust on

- the président‘s office shelf. The prestige of planning of ficers has ebbed and

many such positions or designations have disappeared from the Directory of

Higher Education. It appears, however, that the whole‘cencept of planning in

higher education is being revived. Stimufating boois such as George Keller's

Academic Strategy: The Management Revolution—in American Higher Zducation are

like a transfusion to an aii%ng'p@tient.

This position paper addresses strategic planning from an institutiona!
resegrch perspective. It atfempts to &istinguish strategic planning from other
approaches to planning such as comprehensive, . ;-ran?e planning and iqcremen-

talism. The paper considers, supported by a review of the literature, these {
: n

components of strategic p!anningl 1 % )

|

1. Institutional mission: Traditions, va?ues,'and aSpirgticns.
. Institutional assessment: Academic and financial. |

. Institutional leadership: Flexibility vs. prescription.

2

3

4. Environmental assessment: Threals :nd opportunties.

5. Market analysis: Perception., preierences, and opportunities.
6

. Competitive position: Threats and opportunities.
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| Manyﬂbelieve that higher education is going through & planning énﬁ manage-
ment.reveluticn.. This paper includes two checklists to 1) determine the climate
for s;rategic ptannipg at higher education institutions and 2} eyaluate tgs com-
ponents of strategic planning at these institutions. The paper concludes by
stressing the role of-insﬁitutional research in realizing the pbtentia! of
strategic planning to help decision makers guide their institutions through the
difficult times ahead.

| Approaches to Planning in Higher Education

A variety of definitions and interpretations of strategic planning are
found in the literature. Strategic planning is understood by some as being

synonymous with long-range, comprehensive p1anniﬁg (Steiner, 1979; Uh1, 1983);.

some wonder if.it isn't a rehashing of ad hoc, disjointed incrementalism

(Morgan, 1984)., Other scholars insist that strategic planning is something ™ ~

new and entirely appropriate toc the current’ciimate of management in higher
education (Keller, 1983; Kotler ind Murphy, 1981). Still others believe that
the whole idea of strategic planning has already fallen out of fashion because
it cannot measure up to the‘gxaggerated and lofty expectations it generates
(Fincher, 1982; Peterson, 1934). From the perspective of institutional
research, the meaning and vélue of strategic planning can best be unders tood
by distinguishing its characteristics from those of camprehensiée, long-range
planning and incrementalism, *

Comprehensive or long-range planning represents the traditional view of
planners that planning occurs in a rational éystem. ’In the context of such a
system,vIong-range planning strives to gather and.analyze data‘in a structured

and systematic way to develop objective criteria to formulate goals, evaluate
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alternatives, and adopt, implement, and monitor plans. Cope t1981) suggests 'i§§
that long-range planning assumes a closed syéfem, focusing internally on g final £§§
master plan which often ccns{sts'cf an aggregate of separate deparmental plans 7f§

 that often ignore institutional values, political circum5£?nces, and environmen-v ;;
tal'exigencies. B 3
| According to Keller.(i983). academic management at most colleges and %?
universities has not embraced long-range, comprehensive planning, but rather A%
operates according to a kind of disjafnted incrementalism. The term fi
“incrementalism® was invénted by Lindbloom (1958) o emphasize the limitations %éé
of the “rational-comprehensive method” of policy planning. According to | f;
Lindbloom (1939: 80) the rational-comprehensive method “"assumes iptel!ec{ual ;g
capacities that man simply does not possess, and is even more absurd as an . ,é
approach to policy when the time and pgney i§_limftg¢, as is always the case.® “;g
—_ ‘ The incremental approach_ta plénning holds that the people and organiza- * 'j
tions are not always rational. Change occurs in a political and social context {
where all the dynamics of decision making cannot be grasped. On this view, 5;
traditional planning, which seeks to forecast the ?uture, defermine objective :;
long-range goals and then prescribe ways for their implementation, becomes an _f
exercise in futiiity; Incrementalism requiées that we recognize the socic- :
political realities of organizational decision making and strive for, at best, ?
an enlightened partisanship of individuals and inter~ct groups that builds ‘f
policy through many small steps, choosing our values, goals, and means simulta- '€
aeously. T | :i
The word “strategy® in military parlance implies the development of a ‘i
course of action or plan to achieve a desired objective or to overcome an enemy ﬁ
or external threat. Overcoming the competition and maximizing profit-in the ‘?
3 ,%
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world of business and commeéce aré, of course, strategic objectives. . The
corporate literature on p%annfng stresses the act%ve linkage of crganizational
structure, resources, gnd values‘wiih the need to recognize and adapt to
changing environmental conditions an& cgmpetitive forces (Hosmer, 1982; Steiner,
1979). | |

From the corporate view, strategic planning js entrepreneurial. It is

characterized as a systematic process of risk-taking ig;decision‘making ta'

counter external threats and to exploit market opportunities toward the'o:timwn

benefit of the organization (Drucker, 1974). Drucker (1874: 1235) defined stra-
tegic planning as: | | |

the continuous process of making present entrepreneurial
{risk-taking) decisions systematically and with the
greatest knowledge of their futurity; organizing system-
- atically the efforts needed to carry out these decisions; -
-and measuring the results of these decisions against the
expectations through organized, systematic feedback.

The potential of the corporate conéept of strategic planning to establish

a middle'ground between disjointed incrementalism and formalized long-range,

comprehensive planning has recently been discovered by sche?ars’ﬁf higher educa- -

tion management. The success of incrementalism as a means of policy planning
depends on the ability of the participants to bargain and accept tradeoffs.
However, as the rampant growth of colleges and unversities of the 1960's and
1970's gives way to the spectre of declining envollments and fiscal cutbacks
Jcoming in the‘1980‘s, it becomes increasingly difficult to achieve the trade-
offs necessary for retrenchment in higher education. A recent thesis on public
school closings (Jean, 1984: 7) notes that: *

A

Scarcity and contraction in the public sector increases .
the probability of rancorous specfal interest group

conflict, and decreases the prospects for innovation

by consensus, thereby challenging the viability of our

political and administrative systems. , i
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The rational method of combrehensive. long-range planaing is ;}su inade-
quate for higher edycation management because it is too structured and cumber-
some to pravidé timely, innovative guidance to decision making in higher . ‘~ri$
educatioq‘given the rapidly shifting environmental threats and opportunities and : _2;
mugtiuta;;?gd constituen:iés of coileges and universifies {e.g., students and f
alumni; faculty; local, state and_natiang? governments; cpmmunfty_groups. pro-
fessional organizations; etc.). What is therefore needed during an era of
drastic eﬁange and fierce competition is a methbd of higher educatian managuine nt
that takes an active role ih orchestrating the future .ind sets institutional
priorities and goals‘in conjuction with an acute awareness_o{ the surrounding
economic, political, social, and competitive environments. This method is -
“strategic planning.” | B

Strategic planning in higher education attemptsrto merge the besi features
of comprehensive, long~-range planning and incrementaiisﬁ with'the agressively .
competitive, entreprensurial f%avor‘of corporate planning., Similar to incremen- | 1;
talism, strategic planning recognizes that organizational decision making is 1'
limited by political, social, fiscal, and temporal factors. It therefore p}acess

& premium on flexibility, practicality, and participation.

B

Strategic planning, however, is more than disjointed incrementaiism., It
incorporates a rational or analytic component that, acccrding to Steiner ,;é
(1979: 15), “begins with the settinglaf oréanizaticna? aims, defines strategies |
and policies to achieve them, and developszdetaited plans to make sure that the .
strategies are implemented.® Although the'thrust of strategic planning is on |
developing a strategic attitude or way of thinking, a systematic yet fiexible
process of management and evaluation is nevertheless necessary to ensuée‘its

SUCCESS.
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' ) Finally, stratégic planning in higher educatgen is entrepreneurial in flavor. ~J
i‘;\ It stresses the importance of gaining a competitiég advantage by attempting to i%
orchestrate the future for its organization, rather than merely projecting the ;i

future and then responding to it (Mingle, 1981}. As Drucker (1874: 125) states, “%;

“Strategic planning does not deal with future decisions. It deals with the f;i

futurity of present decisions.” As such, strategic pianning attempts to infuse ‘¥§

an awareness of future environsenicl threats and opportunities into present-day ‘;s

decision making in order to increase organizational capacity and desire to take “ii

risks to achieve institutions] values, goals, and objectives. | %%

George Keller, in his book Academic Strategies: The Management Revolution ?%%

in American Higher Education (1983), outlines what he.consideré to be the six | i%

salient characteristics of strategic planning in higher education management, fz

Rugg at Kennesaw College has juggested tﬁat these characteristics can serve as ,§

an institutional report car§ ’or the evaluation of the strategic pianning process |

(see Table 1). It is useful jor our purposes to examine these characteristics.

1. Strategic¢ planning is proactive rather than reactive, Strategic
planning implies a belief among decision makers that an organi-
2ation or institution can to some extent mold its own destiny in
a positive and assertive manner given the vicissitudes of educa~
tional demand, economic conditions, and shifting political winds,

- 2. Strategic planning concentrates on the external environment.

\ Strategic planning recognizes the importance of continually
monitoring the changing outside forces that directly or indirectly
affect the college or university. Although strategic planning
emphasfzes institutional adaptability and responsiveness to the
environment, it does not require the surrender of basic insti-
tutional vatues to external exigencies.

-

3. Strategic planning is competitive in nature. It recognizes that
college ang university programs are to some extent subject to
economic, demographic, and geographical constraints.. Strategic
planning strives to identify and fortify an institution's com-
petitive advantage in the vast and varied higher education market-

place. . o

10
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‘4. Strategic g!anning facuses on decisions, not plans. Although
t 15 anaiytic and systematic, strategic planning does not
strive to produce thick, detailed annual plans., Rather, it
focuses on bringing the most relevant analyses and forecasts
to the attention of the key people in the institution to stim-

ulate crestive and innovative decisions.

| S. Strategic planning is politically and psgche!agicall¥ sensitive. ‘“ﬁ
" | 1t recognizes that organizations are gquided by politicai intrigue, L

| .. 'psychological manipulation, and multi-constituent participation. e

Strategic pianning, in addition to using rationality, facts, and

objective data, builds psychological commitment and political 2

support towards strategic geals and ideas but does not shy away . B

| 3

from controversy.

6. Strategic planning builds upon commitment to the institution.
Because 1t attempts to effectively overcume the short-term
political conflicts of departments, programs, and individuals

v within the organization, strategic planning places a high prior-
ity on the long-term survival, excellence, and integrity of the

institution as a common goal.

FEE

Institutions which demonstrate these chara:teristics are practicing effec-
tive strategic planning. fbe next section focuses more precisely on the com-
ponents that make up the process of strategic planning for higher education.

\

Components of Strategic Planning

The fundamental aim of strategic planning in higher education is to m&tch
the internal capacities and\values of an institution with external constraints
and oppertunities that affect the institution. Implicit im this aim {s a model
or panceptua} framework for the strafegic planning process (Keller, 1983; Kotier
and Murphy, i981; Uhl, 1983). Underlying the model are two major components:
an internal component, which fecusés on institutional strengths, weaknesses,
and values, and an external component, which concerns environmental threats and
market oppcrtuntig&. The internal component of strategic planning includes | *
institutional mission, assessment, and\@eadership. The external component can -
be broken down into environmental assesément, market analysis, and competitive

posit.on (see Figure'l).
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-Table 1

Institutional Répart Card on the Characteristics

=z

of Strategic Planning

Rating

Low Average  High Characteristic

-~ -

1. Strategic planning is proactive

rather than reactive.

| | 'Ey Strétegic planning concentrates
- on the external environment.
\\ | }
N 3. Strategic pianning is |
b \ competitive. in nature. SR
. ’ o
_ 4. Strategic planning focuses

on decisions, not plans.

5. Strategic planning is politically

and psychologically sensitive.

6. Strategic planning builds upon

commitment to the institution.

A

\

\_.
\
\\

(Rdapted from George Keller (1983}, Academic Strategy:
The Management Revolution in American Higher Education,
as suggested by tawin A. Rugg, Executive Assistant to
the President, Kennesaw College.)
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--atihnugh severa} public universities in a state can share the common goal of

decision making, requires that ideas abuut insitutional values and goals be

Internal Components

1. Institutiona!} wissiané Traditions, valugs, and aspirations.

Underlying every coliege, university, and school is a set of personal vaiugs. |
traditions, and dreams for the future that constitute its {nstitutional mission.

The institutional mission can vary among colleyns and universities. For example,

prgviding quatlity education to il the vocational and prefessioné? needs of the _?%
citizens at a2 reasonable cost, each can serve a slightly different type of ’g
clientele ranging from working adults returning to school part-time or at night

to full-time traditional students just out of high schocl who live on campus.

B S .._ .
P I | T O
2 RN

Perhaps the most important contribution of'strategy in higher education is

SR

its'potentiat to help briqg to fruition institutional values, goals, and dreams.
Often, however, there may exfst different opinions between the various consti- \?\ Aﬁj{
tuencies of students, faculty, administrators, étumni\and trustees about the
nature of the central mission and future d%rectio; of an institution. However,
effective strategic planning, because it actively strives to Tink anaﬁysis to ;{
identified; understood, and disseminated, regardless of whether or not they
involve conflict or controversy. | . o
Once the institutional missibn is fully understood, it can then be examined | :
to determine its desirability and viability in view of current and projected  §
environmental constraints and opportunities. According to a recent NCHEMS
Newsletter, (1984: 11) “"research has shown that resilient colleges unéerstand the
basic premise on which the integrigy of their institution rests, and make their
decisions accor&ing}y.' fn important value c?}strategic plar.iing in higher

education, therefore, lies in its abiTiiy to manifest institutional values and
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- 3 Internal Components

g

-\\;nstitutional o Institutional.

Institutional T

Mission | v‘As§essment' _ | Leadership i \

A

Strategic Planning | >

Environmental ( . Market ( . | Competitive

Assessment - Analysis - Position

+ External Components

FIGURE 1. Components of Strategic Planning in Higher Education. {Adapted from
George Keller (1983). Academic Str?.eg_v: The Management Revolution
i i ' i ) pc 152 []
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goals that can be strengthened yet marginaily adjusted to conform to changing f{
external circumstances. :
2. Institutional assessment: Academic and financia?.' A second element | \_5

of internal analysis in strategic planning is the assessment of institutional ° q
academic and finarcial strengths and weaknesses. Strategic planning in busi- ;S
nesses andkcerperations emphasizes first and foremost the need for honest and fﬁg
critical self-evaluation (So, 1985). Because higher education has untf%‘recent-. ;é;
ly experienced rapid growth in clientele and bountiful financiai and political 'fﬁ
_suppart, there has been little need for institutional introspection. Relqg;gn;g;“f;;;;:i
among colleges and universities to engage in self-evaluation exists a?éo because *%
there is a tendency among faculty and administration not to get.Envolved in the _L_ ”i
unpleasant task of organizational management. According to Keller (1983:i163) 3?
there exists in the realm of higher education: ig
the dogma that institutions of higher learning do better | '..ff

if they go unmanaged, muddle through incrementally, and | i

remain superciliously aloof but verbally persistent about &

public and private support for their learned labors.

An honest and self-critical institutional assessment is a fundamental com- .
ponent of effective strategic planning. An institution should evaluate the
strengths and weaknesses of its faculty, acédemic programs, facilities, ambience,
tuition levels, schd?arship aid, students, alumni support levels, and organiza-
tfcnaf structure. Techniques for institutional assessment range from simple
matrices which match program quality to demands, needs, and costs, to more
complex series of evaluative criteria and corresponding categories for rating
each criteria. Whatever technigue is sefected for institutional assessment, teo

achieve successful strategic planning, an honest and critical institutional

introspection is a necegsary component.
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3. Institutional leadership: Fiexiuiixty VS. prescr?ption. The final

element of the internal analysis component of strategic planning is the need
fcr an awareness of the characteristics and priorities of the key Jeaders of

a college or untversxty who will be maktng strutegzc decisions: the president,

_ provost, vwce-presxdents, deans, and Jeading facuity members., Effective stra- -

tegic planning requires that there exist amongst institutional leadership suf-
ficient interest and belief in the importance of planning. Mims (1878) suggests
several basic conditions which must be present before a planning-system can be

undertaken. The conditions include the need for top administrative support and

1nva¥vement the belief that samething needs toc be done, the stability of 1eader-

ship, and the absence of an immediate crisis (seg Table 2). Only when these‘
conditions are'met can there exist the proper climate for strategic planning.
Often, resistance upon the part of top academic leaders to planning is a
result of misdnderstandings among bcth_the planning staff and senior administra-
tors about their respective réies. These roles can be better unqefstced in
relation to perceived needs for flexibility versus prescripticn. Takeuchi
(1984) suggests that administrators are fow on prescription and hiéh on flexibi-
lity. Administrators in higher education are called on to resolve conflicts zid
issues amongst a backdrop of multi-layered constituencies such as.governing
boards, academic departments, community groups; political representatives, and

faculty, staff, and students. Optimal decision making under the constraints of

time, mcney, and constituent partic:patxon requires a certazin margxn of flexibi-

Tity. " Staff planners or institution researchers, however, arejhxgh on prescrip-
tion and low on flexibility. Staff planners provide systematxc information
relevant to decision making and, as such, feel the need to sgé some evidence |

that their reports are used and their recommendatfions implemented. When both
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Table 2
Checklist for Determining Institutional Climate 5
for Strategic Planning :
f%
-
L
4
Some agreement that problems do ~
exist and some agraement on the
nature and externt of -problems
Widely felt need to “do something®
o : ‘ , ¢
-Top administrative support and
involvement . A
Opportunities to plan
Capacity to pian -
e . skills and resources

Some stability of leadership

Absence of immediate crisis

Trust (within the institution)

Multi-Level Institutional Planning, ERiC Keports (
1679, p. 3.)

(Adapted from Mims, R.S. Facilitatigg}?ervasive Planning: .
KR ED I7§ 127), :
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roles are mutually understood by administrators and researchers/planners, the

compromises necessary to make strategic decisions can be more easily achieved. \

txt.rnal Components -

1. Enviéanmentai assessment: Threats and opportunities. Accoerding to
Keller, strategic p%anning's single most important contribution to organiza- |
tional deéision making is that it “looks outward and is focused on keeping the
institution in step with the ;hanging_enviranment“.(1983:.145); ‘Most change at
higﬁer edqcation_institutions'fs stimulated by external factors such as the
stﬁte of tne econoay, birth and mirgration patterué, fluctuatjng fuel costs,
new.educational technologies, new federal laws, and shifts in job markets.

.Q‘envirsnmentat assessment.‘as a compenen: of'strategic pianning.“strives.
to discover new service opportunities as well ds uncover existing and future
threats to institutional health and vitality. Environmental analysisﬁjnvoives
studies and forecasts in the areas of technology, econamics, demographics, the

political and legal system, and social and cultural factors. Various methods

- can be employed in the analyses, such as the delphi technique, which relies upon

successive rounds of consensus éxpert opinion, and trend analysis, which moni-
tors journals, newspapers, government statistics and reports, and scholarly
books to scan and identify environmental trends. A coliege and university can
utilize its greatest resource - its faculty - to select the'mast appropriate

methodologies and subjects for the environmental analysis.

2. Market analysis: Perceptions, preferences, and opportunities. With

the declining pool of traditional college age students projected to continue

into the 1990's, higher education must enter an era of student consumerism,

14
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Through market analysis, colleges and universities can more cio;eiy monitor the
_changing market for traditional students andvdichQer potential new magkets
such as aduii education and continuing'eéucation for bﬁs%ness and corporations.
The market ana}ysis,camponent of s.rategic planning can best be understood
.in terms of peqseptions; prefééences. and epporfynities. The_fifst step is to .
determine a ;aliege or university’s Eurrent and potential market through the
use of such techniques as segmentation and perceptual mapping. Segmentation
attempts to ident\fy the different types of .clients or potential clients in the
market. Perceptué% mapping a:tgmpts to learn how the various\markét,segments
perceive the mission, direction, strengths and weaknesses of thékinstitutibn.
' The ‘perceptions of the institition of individuals and groups that\ an influence
student matricu?atfsn decisions or provide financial support shouiz\ée alsg
identified (e.g., parents, alumni, business leaders, community groups, etc.).
Once a college or university understands and accépts its special niche in
the higher education marketplace, it can either seek new market opp&rtunities,
or maintain or reduce its current market and size'accor&ing to its mission and
goals. Institutions that want to expand and vary their markets can empioy a
“prcduétfmarket opportunity strategy" (Kotler and Murphy, 1881).
Table 3 shows how a product/market opportunity matrix can be used to
increase penetration of the egistiﬂg market, expand the-mafket geographically,

or seek new markets. Accompanying the expansion or diversification of the
. ;

market is product innovation or mcdificaﬁian. For example, expansion of the
i

existing market might involve adding shcr& courseaﬁ adapting evening and weekend

|
- programs or altering the educational deiivEry system_by using new technologies,

such as home computers or television.
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a TABLE 3 - 2
Pmduc: Market Opponumty Stmtgy \ ;
’ Products g

Murkets Existing Modilied +  New ’
. ‘ I. Market 4. Product 7. Produciion Inaovation o
3 ‘ Penctration Modification ‘ : sy
. ~short courses o |
~cvening pro- —fieW COUrses ﬁ
Existing . . gfam ~new departments CGg

—weckend —new schools
program : A
. ~ new delivery . s
‘ : system T
a

2 Gcagraphmal $. Modification 8. 'Geographic o
L ) Expansion’ for Dispersed | {anovation Lo
Geographical new areas of Market:a“; ' -2

Ka! L o= - 4 i
.o grap _, city vgfr?egredon 4§§
—new cities military bases -

—foreign orat US. ev
firms based %

3bfm‘ v-'..,_ u
3. New Markets 6. Modification for  10. Total Innovation , ':le“
_ New Markets R

A. Individual A. individual —new courses BN

New —senior gitizens ~§ERIOf Clizens —new depariments
~homemakers —new schools . ’f’
—ethnic minorities - \t{
B. Institutionaj B. institutional
~business firms —bdsincss A
—sodtal agencics ~government v R
(Source: Kotler and Murphy, “Strategic Planning," The Journal of §
Higher Education, 52 (5), p. 484.) N
3. Competitive position: Threats and opportunities. The final element ‘\J
of the external analysis component of strategic planning concerns competition
from other colleges and universities. As the market for higher education con- o
. tinues to undergo rapid changes and shifts, it becomes increasingly important
| for a college or university to gain an awareness of its competitive advantage
retatwe to other institutions. What strengths and advantages does your insti- -

;ution have over other institutions competing for your market? Do you have

advantages of location, traditicn_, cost, programs, size,' ambience, or other
factors BEST COPY AVA‘MBLE
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A successful strategic plan must include a knowledge of where an institu- : S
. tion stands relative to its competition, and an idea of what kind of competitive ]§
s | | . 4
position it wants to establish. Systems for collecting information on colleges s
and universities should be adopted to facilitate competitor evaiuation. Ina .fx*s.
strategic planning study for the U?%vers%ty of Maryland, Keller (1983) devised a \ f:}
way to roughly estimate an institution's comparative situation relative to com- i
\ peting institutions based on the criteria of. quality of life an& academic ':é
quality (see Figure 2). Other techniques such as cluster analysis can be used | ?E
: ! . s . . ' . :m
to give a more precise picture of an institution's competitive situation. Once ”fﬁ
-an. institution’s competitive situation has been established, it can gear its | *if
marketfng and public relations efforts to highlight its unique programs and | i
characteristics. . ‘ - . o7
- w ACADEMIC QUALITY #ut —
S ' Rarvard “:
Pnxeton @ @ 7 \;‘:
@ MIT \§
® U of Pennsylvania 4 \ *:
B.:yn Mawr @ ° . <
S arhmoce ‘. 1ot Virginia *1
’ Gettysburg ® : BL::::H : @ | i North Carclina - . . :
K] Hood ™" ® ) ‘ 5
- Washington ® Lafayecte - “3
o Western Maryland @ ® jonnsHopians 4 sl
E Tt S . Vm: Tec) @ mjﬁb @ U of Marviand. Colieye Park R
< Howard @ C. of Delaware [ Georie(m
& S Mary'sSaate @ ' @ Sclotms @ Camegerieion
E Fs?am&s;:: mw&.c. @ UMBC : -
g, MogaaSate @ :
-? @ Montgomery C.C. :
. Figure 2. Competitive Situation Plot e
for the University of Maryland L
(Source: George Keller (1983), Academic Strategy: The ManagemenﬁT P
Revolution in American Higher Education, p. i6l.) ) L
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institutional values, goals, §tréngths. and weaknesses with an awareness of

Strategic Planning and the Role of Institutional Research

The concept of strategic planning has great potential for improving higher
education manégement. Strategic p?anniﬂgtoffers the analytic and systematic N
support found in comprehensive, Inngjrange planning without placing undue empha-
sis on the formality ef‘the process and the production of a cumbersome final
document. Fundamentallto strategic planning is its entrepreneurial flavor.

Strategic pianning is an atti;ude or way of thinking. Its focus is on aiding

decision makers to actively drchestrate their organization's future by matcﬁing"’

\

N\,

current and projected environmental cansiraints.andvmarket opportunities.. ; 1
Because strategic planning is a rational, goal-oriented process, it is mokg
than.ad hog, dfsjointeﬂ incrementalism. Strategic planning movés-beycnd incre{.
mentalism preciseiy becadse it urges instituiicns to forge their own éestinie§f
through critical self-evaluation and systematic analyses of envirénmenta? aan

market factors. Strategic planning, however, retains from incrementalism the

~ recognition of the political and psychologicai realities of organizational

behavior. It is vital to successful management‘in higher education to build
strategies and plans based on constituent participation and consensus.
Strategic planning does not eschew political and organizational controversy, but

| \
fashions it into strong interest and commitment to institutional goals, wvalues,

. and directions.

@iven the powerful economic.and demographic changes affecting teday‘s
colleges and universities, the role of the staff planner or researchgr takes on
added significance. With constantly improving analytical and forecasting tech-
niques at his or'her dispcsa%,'the institutional researcher can provide iﬁfcr-

mation, impetus, and support for establishing a climate for strategic planning.
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Given the emphasis that strategic planning places on the link between analysis
and decision making, the role of the institutional researcher becomes to some

extent political. Only through assertive yet low profile participation in the

- daily political struggles at their colleges or universities can institutional

researciers effectively support the strategic decisions that guide the future

directions of their’institutions.
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