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EXECUTIVE SUMMARY

The term "strategic" usually associated with "planning" has
been applied to virtually every administrative action in higher
education over the past six or so years. The term has been
overused and frequently incorrectly applied. This report identi-
fies appropriate and inappropriate uses of the concept, reviews
the significant literature that provides both conceptual and prac-
tical guidelines, presents a series of very simple to more com-
plex planning models institutions can adopt or modify, depend-
ing upon their circumstances, to plan strategically, and illus-
trates the use of various strategic planning models with case
examples.

What Are the Major Mistakes Made in Strategic Planning?
The strategic concept for direction finding should limit it to de-
cisions associated with positioning in the external environment
so that the acquisition of resources is enhanced. The strategy
concept for managing limits its use to decisions associated with
the implementation of strategies and the efficient use of re-
sources. One important distinctionseldom madeis to sepa-
rate the "where" from the "how." Where to go is strategiz-
ing; how to accomplish the strategy is managementor quite
simply, planning. Strategizing takes place when an institution
does not have control in its external environment if opportuni-
ties and threats occur. Management is appropriate when an in-
stitution does have control over its own resources, structures,
personnel, information systems, and so on. Most strategic anal-
yses do not make that important distinction, and the results of
planning are thenas new research has shownless beneficial.

With leadership appropriate to the strategic concept, an insti-
tution will develop a widespread capability among staff to think
strategically and will seek to develop a strategic framework
from which it will compete for resources in future environ-
ments. Thus, leadership provides an institution with a continu-
ing capacity to plan strategically that, for that institution,
results in a strategic framework, not just plans.

Are Some Foundations and Fundamentals
Not Well Understood?
Although strategic planning is widely assumed to have started
in the business community in the 1960s and in higher education
in the early 1980s, the foundations of the strategic concept can
be traced to at least 500 B.C. Its conceptual origins are deeply
imbedded in the geopolitical and biological disciplines. Because
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of the resulting richness of the concept, it has been linked to
many other concepts of organization; however, not all organi-
zations are equally able to apply the concept. The application
of the concept depends upon the degree to which an institution
has control over price (tuition, overhead charges), range of
products (programs and degrees), and location (where it offers
services and attracts resources).

Positioning occurs on both macro and micro levels. The in-
stitution seeks a direction of travel in the macro environment;
its departments have micro positions to occupy. Their strategic
positioning together results in a strategic framework that allows
them to compete for resources in future environments.

Do Institutions Waste Resources Doing Too Much
Environmental Scanning and Gathering
Too Much Information?
The key to planning strategically is simple environmental scan-
ning. Institutions regularly assess changes occurring in their en-
vironments at two levels: institution and department. The
institution assesses megatrends; departments assess trends in
their discipline/profession. Most scanning is passive; most of
the information needed to make strategic choices is already in
the minds of the participants. As the cases illustrate, most stra-
tegizing can be done much faster and with much less expense.

The report identifies faculty, trustees, and administrators as
already highly informed processors of qualitative information
needing little of what most management information systems
provide to make strategic choices. Management information
systems are, however, important for control and for determin-
ing progress toward achievement of plans.

The report illustrates relatively simple, low-cost, and fast-
working models for both environmental scanning and informa-
tion collection. It is central to the effectiveness of the strategy
concept that it be driven by ideas, not by data and paper. An
important result of a strategic planning process is to develop a
widespread approach to thinking strategically, what Bennis and
Nanus (1985) call "organizational learning."

The report also includes 11 case examples to illustrate appro-
priate and inappropriate applications of the strategic concept.
The cases demonstrate a wide variety of strategic planning ap-
proaches that depend always on the circumstances of that insti-
tution at that time. The University of Minnesota and Carnegie-
Mellon University are shown to followwith quite different
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resultsclear presidential leadership models to get the institu-
tions started. Carnegie-Mellon University also illustrates devel-
oping strategic frameworks. Millikin University demonstrates
that strategic planning does not necessarily result in organiza-
tional change when it is determined that a satisfactory strategic
framework is already in place. Center-Right University illus-
trates the competitive purposes, sometimes secretive applica-
tions, of strategic thinking and illustrates how planning should
take place in at least two organizational levels. The strategic
planning at Iowa State University, Edmonds Community Col-
lege, and the College of Education at San Diego State Univer-
sity illustrates the use of a simple model of strategic planning,
while the case example from Caring Arts College illustrates a
longer, structured process. Another process, involving a third
party, is illustrated by the case of the Southwest Joint Center
for Education. Bradley University illustrates the use of the stra-
tegic concept for both academic and nonacademic program re-
'ew. And the case of the "hypothetical" college of home

.omits illustrates most of the ideas associated with an ap-
p...piate application of the strategic concept.

Is Help Available for Both Administrators
And Students of Management?
The first half of the report, written largely for the administra-
tor, clarifies appropriate and inappropriate uses of the strategic
concept, emphasizing case examples. The second portion of the
report, written for the serious student of the strategic concept,
relies more heavily on reviews of the literature and an analysis
of techniques before becoming more theoretical.

Opportunity from Strength v
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FOREWORD

Strategic planning has been an increasingly popuh r concept
within higher education policy circles for almost a decade. To
soir.3 institutions this particular planning process has achieved
its promise, but for many others it has been less than success-
ful. An underlying issue is to identify why strategic planning
has not worked or to put it in a better light, how strategic plan-
ning has been effective.

As Robert Cope clearly emphasizes in this report, the unique
characteristic of strategic planning is an acknowledgement that
uncontrollable external influences play a large part in charting
an institution's course and therefore it is necessary to use envi-
ronmental scanning as a central process to assess the potential
impact of these forces.' While this point is a central theme of
this report, Cope's main purpose is to present specific case
study examples that clearly demonstrate why and how strategic
planning has succeeded or failed, and how an institution re-
gardless of its size can benefit from the correct use of strategic
planning.

Strategic planning must become an organizational goal to be
successful, according to Bob Cope, associate professor of
higher education at the University of Washington and author of
the now sold-out AAHE-ERIC monograph, Strategic Planning,
Management, and Decision Making. Like any management
tool, its effectiveness is determined by the skill of the person-
nel implementing it. And since organizational planning is not a
solitary activity, it is necessary to have much of the institu-
tional leadership at the same skill level. This report, widely
shared, will help ensure greats: effectiveness in institutional
planning.

Jonathan D. Fife
Professor and Director
ERIC Clearinghouse on Higher Education
School of Education and Human Development
The George Washington University

'This methodology as well as future research techniques have been addressed in
a previous monograph, Futures Research and the Strategic Planning Process:
Implications for Higher Education by James Morrison, William Renfro, and
Wayne Boucher, released as Report 9, 1984.
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CLARIFYING STRATEGIC PLANNING

Strategic planning visibly started with George Keller's Aca-
demic Strategy in 1983, one of the largest-selling books ever
written on the management of the academy. Its subsequent
widespread use suggests that, where properly conceived and
carried out, the application of the strategic concept leads to im-
proved institutional vitality, whichin this reportis defined
as a combination of success and prosperity: Success in mission
fulfillment with the acquisition of sufficient resources for
prosperity.

Written mostly for the benefit of the practitioner, this report
seeks to clarify, to illustrate, and to provide some understand-
ing of the depth of this concept by:

Introducing a model recommended for further research and
practice in an effort to clarify strategic planning;
Using case examples to illustrate both good and less effec-
tive practices; and
Focusing on additional variations of the topic to contribute
to a greater depth of understanding and resulting skills in
application.

While the report begins with clarification and cases, it then pur-
posely weaves concepts, practices, models, and case examples
into each other throughout the remainder of the report because
that is fundamental to the concept itself: It is layered and multi-
dimensional, drawing on many disciplines and largely mirroring
the complexity of people, institutions, and environments in liv-
ing interaction. The report also includes a section on theory.

Why Strategic Planning?
The strategic concept is at once simple and complex. Part of
the concept's popularity is no doubt because of its rich intellec-
tual challenge and its range of applications in practice. The
strategic concept moves an organization's attention to higher-
than-usual levels of complexity: not just organization, but or-
ganization and environment; not just now, but then, now, and
someday; not just data, but wisdom; not just participation, but
consensus building.

The higher education community appears to have grasped
strategic planning in the early 1980s as it attempted to respond
to certain pervasive problems:

1. The institution seemed to have no clear vision of its mis-

Strategic
planning
appears to
have one
essential
characteristic:
It is direction
finding for
the whole
enterprise in
relation to the
ecosystem.
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sion, no mission, orat bestan unclear mission. Com-
munication throughout the institution about purpose,
goals, and vision was unclear. Control was lacking.

2. The environment was quite turbulent: High school enroll-
ments were decreasing, government policy was not pre-
dictable, new technologies (computer, biogenetics) were
appearing, competing colleges were adopting new tech-
niques of marketing.

3. Too much attention was given to short-term, internally fo-
cused problems and issues; the focus was on details, on
seeing only the parts and not the whole.

4. Too much of institutions' performance was largely based
on "bottom line" standardstest scores, the number of
students, the size of the endowment, and so on.

5. Little connection existed between the campus master plan,
the enrollment plan, and the budget plan (Freed 1987).

While such problems are good reasons for adopting the stra-
tegic concept, the primary motivators appear to have been
strategic planning as a way to respond to the downturn in high
school graduations and to the financial squeeze of the late
1970s and early 1980s. By the mid-1980s, strategic planning
dominated both scholarly literature and the literature oriented
toward practitioners (Miller 1983; Schmidtlein 1985).

In 1985, only 24 institutions in a representative sample of
196 postsecondary institutions said they were not using stra-
tegic planning (Meredith 1985). A followup study of those
same institutions concluded that most of the institutions had
started strategic planning to find direction, set priorities, focus
effort, and in general gain more control over the institution's
future (Meredith, Lenning, and Cope 1988).

What Is Strategic Planning?
Writers have struggled for some time to define strategic plan-
ning (Cope 1978, 1981, 1985a, 1985b, 1988; Freed 1987;
McCune 1986; Peterson 1980; Steiner 1979b), contrasting stra-
tegic planning with other forms of planning and concluding that
it is different and that the strategic concept appears to suggest
the need for yet newer conceptions of management practice and
theory.

The term has many definitions. From its earliest use in busi-
ness to the more recent one in higher education, all relate to a
management function designed to achieve goals in dynamic,

i 3



competitive environments through the allocation of resources
(Ansoff 1965; Chaffee and Tierney 1988; Cope 1978, 1981,
1988; Keller 1983; Peterson 1980; Peterson et al. 1986).

Most definitions say strategic planning is planning for the
whole organization in reference to the organization's external
environment. Proponents argue that this emphasis of whole or-
ganization to whole environment is essential to institutional vi-
tality, even survival. Strategic planning appears to have one
essential characteristic: It is direction finding for the whole en-
terprise in relation to the ecosystem. It is proactive.

Beyond the connection with the environment, the concept is
difficult to define with precision. The usual semantic confusion
exists that is true of any concept with characteristics, for exam-
ple, of an academic discipline that is more art than science
(Enarson 1975). The business community, with over 25 years
of literature and practice with the concept, now gives little at-
tention to definitions.

Higher education, however, still appears to need a definition
for describing this form of management and for organizing re-
search. The following definition is offered to draw attention to
the essential elements of strategic planning: Strategic planning
is an open systems approach to steering an enterprise over time
through uncertain environmental waters. It is a proactive
problem-solving behavior directed externally at conditions in
the environment and a means to find a favorable competitive
position in the continual competition for resources. Its primary
purpose is to achieve success with mission while linking the in-
stitution's fi tture to anticipated changes in the environment in
such a way that the acquisition of resources (money, personnel,
staff, students, good will) is faster than the depletion of re-
sources.

This definition, because it emphasizes the acquisition of re-
sources, gets to a key point about the "bottom-line" reason for
strategic planning: prosperity. Simply put, however, strategic
planning is what the enterprise does to position itself favorably
relative to resources in the environment (Pfeffer and Salancik
1978; Yuchtman and Seashore 1967). Table 1 contrasts stra-
tegic planning with other forms of planning.

The distinctions made in table 1 suggest that the application
of the strategic concept is on the external environment, that it
is oriented toward institutional changes and directed by a vision
of future states. It is oriented toward finding synergy, whole-
ness, effectiveness, and patterns in decision making as people

Opportunity from Strength 3
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TABLE 1

DIFFERENTIATING STRATEGIC PLANNING FROM
OTHER FORMS OF PLANNING

Strategic Planning

Emphasis on the environment
Oriented toward change
Vision directed
Inductive and integrated
Proactive
Emphasis on doing the right

things
Art
Open and external focus
Anticipates changes
Current decisions based on look-

ing from the future
Entrepreneurial and action ori-

ented, even when there is am-
biguity

Emphasis on innovation and crea-
tivity

Synergistic
Enterprise's environment and

context are primary determi-
nants of strategy/choices/direc-
tion

Emphasis on opinions, intuition,
and the qualitative

Orientation toward effectiveness
Patterns are in a stream of deci-

sions

Other Planning

Emphasis on the enterprise
Emphasis on stability
Follows a blue print
Deductive and analytical
Reactive
Emphasis on doing things right

Science
Closed and internal focus
Extrapolates from the past
Current decisions based on look-

ing from the present
Inaction when there is ambiguity

Emphasis on the tried anc tested

Univariate
Enterprise's strengths and weak-

nesses are primary determi-
nants of strategy/choices/
direction

Emphasis t, facts and the quanti-
tative

Orientation toward efficiency
Decisions are made and carried

out

Source: Meredith, Cope, and Lenning 1987.

within the institution use qualitative information to inform their
intuitive judgments.

Other ideas of what strategic planning means will appear in
the following sections. To help organize many of those ideas,
this report uses a two-part process model similar to that applied
in business by one Boston consulting firm (see figure 1) (Cope
1988; Drake 1986).

The left part of the model shown in figure 1 emphasizes mis-
sion, the environment, the enterprise's strengths, and key suc-

4
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FIGURE 1

MODEL FOR STRATEGY FORMULATION
AND IMPLEMENTATION

Leadership

Leadership

Source: Drake 1986, p. 19.

cess factors, the last of which are taken to be what an institu-
tion must do relative to its resource-providing ecosystem to be
successful in fulfilling its mission with prosperity. Taken to-
gether, the xey success factors contain most of the elements as-
cribed to a vision. For example, one of the following cases tells
of an institution that purposely increased its tuition to position it-
self among the top one-third of institutions in its market; that in-
stitution regards the move as one of several key success factors.

As process, the left part of the model describes an intellec-
tually demanding search that relates the institution's strengths
to opportunities in the environment resulting in a future vision.
According to one college president, "Strategic planning is a
self-discovery process that recognizes and responds to environ-
mental pressures and opportunities within the limits of the col-
lege's resources."* And to another, "Strategic planning is a

. Opportunity from Strength 5



collegial proceA for the design of an imaginable futureone
harmonizing diverse activities while providing a good fit be-
tween opportunities and strengths."*

Consistent with much of business practice that tends to en-
compass both strategic (left) and organizational (right) issues,
strategic plans develop from the factors on the left portion of
this model.This process is strategic formulation, taken to be di-
rection finding relative to the environment.

The implementation of strategy is accomplished by changing
the organizational factors to the right of the model. Implemen-
tation is shaping the enterprise, as opposed to direction finding.
The arrangement of structures, the allocation, of resources
among competing internal demands, the development of favora-
ble campus cultures (beliefs, expectations, and bekviors), and
the application of appropriate systems (for rewards, control,
and information) shape the enterprise.

This interpretation of the strategic concept as direction find-
ing and shaping is consistent with Mintzberg's analogy of the
potter with clay (1987). Strategists are craftswomen and men
who have a vision of what will be and then shape the material.
"The product that emerges on the wheel is likely to be in the
tradition of her past work, but she may break away and embark
on a new direction. Even so, the past is no less present, pro-
jecting itself into the future" (p. 66).

Nearly all of this report deals with the direction-finding, for-
mulation dimension of the strategic concept, that is, the left
side of the model.

Where Does Leadership Fit the Strategic
Concept and the Model?
Leadership has been interpreted in countless ways, and it can
be almost anything it is wanted to be (Stogdill 1974). For the
purposes of this reportand consistent with much of the prac-
tice in higher educationit emphasizes the formulatic of ideas
and communication as the conceptual glues joining strategic
formulation (left of the model) to implementation (right); the
vision of "where" is joined through collegial leadership with
application of the "how" (cf. Bennis and Nanus 1985; Cleve-
land 1985a, 1985b; Cope 1988; Guskin and Bassis 1986).

Most accounts put leaders in the hero mode, attributing them

*Personal communication, 1987.



with ideas and visionary genius and indicating they have a de-
termining effect on the behavior of others. Consistent with this
view, the college president is the most important figure in the
life of the institution (Kauffman 1984; Kerr 1982). Many of the
cases in the next section illustrate the importance of the chief
educational officer, whether president, dean, chair, or academic
vice president.

Based on a study of 90 leaders in business, government, ed-
ucation, music, and other fields, however, the concept of lead-
ership is broadened, linked to vision, although with regard to
the origin of ideas:

Historians tend to write about great leaders as if they pos-
sessed transcendent genius, as if they were capable of creat-
ing their visions and sense of destiny out of some mysterious
inner resource. Perhaps sonic do, but on closer examination
it usually turns out that the vision did not originate with the
leader personally but rather from others (Bennis and Nanus
1985, p. 95).

The arrival of Harold Williams to assume the deanship of the
UCLA Graduate School of Management illustrates the point.
According to Williams, "It was really the faculty that brought
together the concept of what it is we ought to do. They had the
vision" (p. 95). Thus, "the leader only rarely [is] the one who
conceive[s] of the vision in the first place. Therefore,
the leader must be a superb listener, particularly to those
advocating new or different images of the emerging reality.
. . . Successful leaders . . . arc great askers, and they
pay attention" (p. 96).

The model in figure 1 favors this same form of leadership:
The appropriate leader is a "team leader," encouraging a ,..nl-
ture and climate in which mutual influence is respected about
where an institution should be going and how it should shape
itself for and during the journey (Guskin and Bassis 1986).

Direction Finding and Shaping
Using metaphors of compass and clay, the left side of the
model emphasizes direction finding, the right side shaping.

Risk is associated with direction findingwith movements
in the environment, with planning str'...legies. More risk is in-
volved when the enterprise does not have controland most
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enterprises have little control in their environments. The left
side of the model is therefore about risk.

The right side of the model is about shaping the enterprise to
keep it fit and efficientrunning well. Less or no risk in in-
volved in reshaping the structure, in reward systems, in control
systems, and in the set of values referred to today as "organi-
zational culture." Little risk is involved in clarifying relation-
ships among units in an organization's structure, or in develop-
ing fairer reward systems, or in tightening the system of
accounting, or in emphasizing the importance of the organiza-
tion's culture.

It is contended that most of the confusion today in under-
standing the strategic concept is because too few practitioners
and too few researchers make the distinction between the uses
of compass and clay.

Strategic Thinking
The otherwise separate, fuzzy concepts of planning, manage-
ment, and leadership arc frequently joined in what is called the
"strategic form of thinking" (see Chaffee and Tierney 1988;
Cope 1988; Drake 1986; and especially Ohmae 1982).

Josh Owen, director of a higher education administrative
training institute at the University of New South Wales, pro-
vides this definition of strategic thinking:

Strategic Thinking involves asking the question: Where does
my institution want to go? Operational Planning is con-
cerned with answering the question: How should my institu-
tion get there? Combining these two aspects, I define

TABLE 2

THE PROPOSED LANGUAGE OF STRATEGY

Strategic Nonstrategic
Doing the right things Doing things right

Formulation Implementation
What How
Where How
Ends Means
Vision Plans
Effectiveness Efficiency
Strategizing Planning



FIGURE 2

STRATEGIC TRIANGLE FOR INTEGRATING THE
THINKING OF PLANNING, MANAGEMENT,

AND LEADERSHIP

LEADERSHIP

PLANNING MANAGEMENT

Source: Ohmac 1982.

Strategic Thinking as the process of developing a vision of
where the institution wants to go and then developing man-
aging strategies (plans) on how to get there (in Hoadley and
Zimmer 1982, p. 16).

Notice the addition of "plans" to Om.,.n's statement. To re-
duce the ali-too-prevalent overuse of the term "strategy," it is
recommended that "strategy," "strategic," "strategizing,"
and other variations of the root word "strategy" be used exclu-
sively with the left side of the model, primarily because the ac-
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quisition of resources (money, students, faculty) is more
directly related to strategic choices made for direction tinding
relative to the resource- providing ecosystem. The use or modi-
ficatia, of the resource follows its acquisition. Once acquired,
the resources are employed to shape the institution. This left/
right distinction is illustrated more completely by the "bipolar
terms" in table 2.

Those who distinguish in an analytical process between
"doing the right things" and then "doing things right" use the
same bipolar terms. Doing the right thing is getting properly
positioned in the environment. Finding the right niche is getting
positioned strategically. Determining means to get to the appro-
priate niche is tactics or operations or simply doing things
righta restatement of the "what-or-how" or "ends-or-
means" arguments applied to the strategic concept (Drucker
1974, 1985).

The complete formulation for doing the "right things right,"
from strategic planning as formulation to management planning
as implementation, with leadership providing integration, may
be expressed as a strategic thinking triangle (see figure 2). Stra-
tegic planning is, was, and always will be a way of thinking
(Chaffee and Tierney 1988).

The cases in the next section illustrate different approaches
to the process of strategic thinking; thus, they emphasize the
left sides of tables 1 and 2 and figure 1. Yet as the triangle's
greater complexity suggests, "formulation and implementation
merge into a fluid process of learning through which creative
strategics evolve" (Mintzbcrg 1987, p. 66). Strategic planning
is in essence and at its best an idea-driven, intellectual pursuit,
involving at least creativity, leadership, vision, and wisdom.
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CASES IN CONTEXT

This section illustrates the strategic concept in action. The case
examples are from a wide variety of institutions: from a com-
munity college to a major state university, from a college in a
public university to a small, distinguished private university.
Some case examples represent complex processes; others are
quite simple)

Given the complexity inherent in all that may be -ken into
account to undertake strategic planning or whole-system plan-
ning, the task fnr those wishing to implement a strategic con-
cept is challenging (Bennis and Nanus 1985): This is an era
marked with rapid and spastic change. The problems of organi-
zations are increasingly complex. There are too many ironies,
polarities, dichotomies, dualities, ambivalences, paradoxes,
confusions, contradictions, contraries, and messes for any or-
ganization to understand and deal with (p. 8).

The following cases describe how colleges and universities
have nevertheless attempted to respond to the known complexi-
ties. Each case is presented to illuminate structure, (what of-
fice, function, and staff were involved) process (the steps
followed), and outcome(s) (what choices were made and with
what results). Each case has a context as well, for context fre-
quently determines the best structure and process. Each case il-
lustrates the application of one or more attributes frequently
found in applying the strategic concept. Each case is presented
in approximately the same way: first a guide as to what to look
for, then a description of context, a description of how the in-
stitution went about what it called strategic planning, and fi-
nally some illustration of the results.

Sometimes the institution can be identified, but in other
cases, the institution is not revealed for a strategy frequently is
best kept secret. For example, a large private institution, identi-
fied in this section as Center-Right University, has developed a
cornerstone strategy to keep larger-scale, four-year, public in-
stitutions out of its prime market. Publicly, Center-Right Uni-
versity promotes the idea that it fully serves its prime market;
privately, the staff knows its actions are to secure its position
in that market.

1. Other cases abound in the literature. See, for example, Chaffee and Tierney
(1988), Cope (1978), Keller (1983), Pailthorp (1986), Steeples (1986), and the
forthcoming work of the National Center for Postsecondary Governance and Fi-
nance under the direction of Frank Schmidtlein. See also Meredith, Lenning,
and Cope (1988).

Each case
has a context
as well, for
context
frequently
determines
the best
structure and
process.
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What the cases have in common is usually the creation of a
document that says, "The world is changing and we must
too." Sometimes that document is written by an individual,
such as University of Minnesota President Robert Keller's
"Commitment to Focus" (1985); sometimes it is the result of a
group effort, such as Academic Prospectus, prepared at Bradley
University by the steering committee for strategic planning.
Such documents usually contain summaries about changing de-
mographics, economics, politics, and technologies and then
either propose a set of directions for the future (Keller, for ex-
ample) or describe a process for determining direction (Bradley
University).

In every case known to the author, the entity's chief educa-
tional officer (CEO) president, dean, or chaircreates a spe-
cial, temporary committee or task force that is usually given a
specific "strategic" title, such as "The Strategic Planning
Committee," or a generic policy title, such as "Academic Pol-
icy Committee." Even when a standing committee for "big de-
cisions" already exists, the newness of the strategic concept
appears to call for a new group.

That group is usually charged with the responsibility to rec-
ommend ways to "carry the institution into the 21st century."
George Keller's Academic Strategy (1983) is frequent!) as-
signed reading, along with docui .mts on what is changing in
the world around the institution. In membership always ap-
pears representative of the faculty, usually includes administra-
tors and students, and sometimes includes trustees and alumni.

An all-campus or similar special session is usually held for
the academic community in which the CEO charges the com-
mittee with the responsibility to perform admirably in its delib-
erations, to communicate widely, and to finish its work by a
certain date, all of it frequently based on a previous resolution
from the board of trustees requesting a report. The committee
usually goes off on a retreat to start its work. Frequently, an
advisor from outside the institution is invited to recommend
ways to proceed.

Most processes begin when a substantial change has occurred
within the institution (a new president) or, more often, in the
environment: a downturn in the state economy, a threat from a
competing institution, time for reaccreditation, or impetus from
the state coordinating board seeking to define mission and role.
In the last instance, strategic planning is usually done to defend
the institution from the dictates of the state agency.

4-,
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Most processes should result in improved strategic frame-
works for addressing the future opportunities and threats in an-
ticipated environments (see, for example, Carnegie-Mellon
University and Millikin University). Some processes have lim-
ited objectives, such as the department-by-department academic
program reviews at Bradley University. Some processes have
ongoing strategic objectives, such as those in the example from
Edmonds Community College.

The first case illustrates a simple structure and process for
starting strategic planning; the following case fills in more con-
tent. The remaining cases illustrate a variety of approaches,
some simple, some more complex. Woven within the cases are
descriptions of strategic/col.`extual planning models.

Iowa State University: A New President, A State Needing
Economic Development
What to observe and learn from this case
This case involves a very simple model for getting started with
the strategic concept: the Strengths + Opportunities (S + 0)
Model (Cope 1988).2 It assumes that an enterprise's best set of
strategic choices (or key success factors) results from a
combination of salient strengths leveraged on opportunities.

Note also at least two driving forces in the context (a new
president and a governor emphasizing the role of higher educa-
tion in economic development); how faculty were involved be-
fore the retreat, which was for administrators, and how they
were then involved at the retreat; that "opportunities" are de-
fined as conditions "out there" in the external environment;
and finally that everyone was challenged to work toward a stra-
tegic frameworkthe structure or at least a set of understand-
ings that allows the institution to fulfill its mission while
competing successfully for resources in future environments.

Context
Throughout the early and mid-1980s, the midwestern farm
economy was in serious decline, and Iowa was in the midst of
the worst conditions. Iowa State University's CEO, Robert
Parks, was to retire after over 20 years as president. During his
tenure, the university moved from emphasizing primarily sci-
ence and technology to becoming a broad-based university;

2. It is, in fact, the basis for the title of this monograph.

Opportunity from Strength
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new colleges in business and design and new institutes with in-
ternational orientations had been created. Iowa State Univer-
sity, for a long time in the shadow of the University of Iowa,
was on the move. The question became "Where are its next
moves?"

Further, Governor Terry Branstad exempted colleges and
universities from budget cuts and even proposed adding funds
for technology development to a lean state budget. It was 1986.

Process
Executive Vice President George Christensen, wanting to help
the incoming CEO get off to a good start, arranged to have a
one-day on-campus, strategy planning retreat for all the 130 or
so senior campus administrators.

The retreat was preceded by a series of hosted luncheon
meetings for about 60 faculty members in groups of five or six.
They were to come up with ideas on what to do to "make ISU
an even stronger university in the years ahead." Their ideas
were recorded, summarized, and presented at the retreat by a
member of the faculty.

The retreat started with a slide presentation by two distin-
guished faculty economists on the status of Iowa in a world
context. The what-to-do ideas from the faculty luncheons were
shared next, setting the stage for an hour of small-group discus-
sions. Half the participants discussed the salient, internal
strengths of ISU; the other half discussed the external opportu-
nities. By the end of the morning, individual groups were able
to report on ISU's primary strengths and key opportunities.

One primary salient strength was clearly the large collection
of scientists in the biological sciences, both on the campus and
working in many government and private laboratories in and
near Ames. And one key opportunity was the worldwide atten-
tion given to the potential of biogenetics.

Lunch featured a presentation of case examples of strategic
frameworks that had evolved at other institutions, including
Carnegie-Mellon University and Rensselaer Polytechnic Insti-
tute. Each case example illustrated how internal strengths were
related to external opportunities.

During the early afternoon, participants returned to their
same tables and were challenged to relate ISU's salient
strengths (where they had a comparative advantage) to key op-
portunities. This arrangement established a competitive atmo-
spl-ere in which each table tried to come up with strategic
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frameworks at least as good as those presented during lunch.
The "goodness" of each framework depended on how well it
related to the morning's interpretation of primary strengths and
key opportunities.

During the late afternoon, tables reported their conception of
the best strategic framework for ISU. All participants voted on
"goodness" by a show of hands as each set of ideas was pre-
sented. The results were recorded.

A "direction of travel," for example, that received a large
number of endorsements included more clearly linking ISU's
impressive strengths in the biological sciences and technologies
to the state's economic development in a larger world context.
Specific examples of how to implement this direction of travel
became parts of the reporting: become more involved in the In-
ternational Trade Center under construction in Des Moines, cre-
ate "international professorships," and assist in the governor's
proposal to build a new biotechnology research centerof
course on the ISU campus.

Initial outcome
The day ended with a statement of next steps. A report on the
retreat would be circulated for comments from the wider cam-
pus community, including legislative bodies, alumni, and re-
lated trade associations. Funds would be set aside to implement
initiatives for the more highly endorsed strategies. Annual re-
treats would be held to review progress and to assess the need
for redirection.

The new president then appointed a professor of economics,
Jean Adams, to continue the strategic planning process. That
process, with much publicity in Iowa, is under way.

The Case of the Bourbon College of Home Economics:
Targeted Program Review; Assessing the Environment;
Finding Direction; The Complete Process
This partially hypothetical case example illustrates a situation
facing many departments and colleges of home economics. The
case is built, however, upon the reality of a number of prob-
lems around the country, particularly the widely reported diffi-
culties of the College of Home Economics at the University of
Missouri (Smith 1987). While the situation presented is "hypo-
thetical," the social, demographic, technological, and eco-
nomic trends are real. The case again illustrates the simplified
strategic planning process: Strength related to opportunity leads
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to strategic direction.' The process is recommended for any ac-
ademic department, college, or educational organization.

What to observe
Note that the strategic concept can be related directly to any
unit within the Institution. The business community calls them
SBUs or "strategic business units," dependent but relatively
freestanding enterprises within the whole. The SBU could be a
department, a college, a service, or a research unit. Note that
this process is more complete yet builds upon the simple S +
0 Model. Note the presence of a guiding, possibly entrepreneu-
rial, administrator or two. The driving forces in this instance
are the Board of Trustees and turf warfare. Strategic planning
is "demanded" as a price for survival. Note also the involve-
ment of the outside constituency, beneficial both for ideas and
for support, if necessary. This process would be ordinary aca-
demic review (or needs assessment), except that greater empha-
sis is placed on the external environment.

Context
The Bourbon College of Home Economics at Midwestern State
University (MSU) must review its own curriculum. The univer-
sity's trustees are considering the possibility of reorganizing or
closing the college, and the president of the Board of Trustees
is on record as having said, "There is probably no need for a
college on cooking and sewing, family finance, and clothing
design, given the university's new emphasis on research lead-
ing to reviving the state's rapidly declining economy." MSU's
central administration has appointed a special committee and
asked for the review to be completed during the next five
months. A five-member, all-university review committee will
make recommendations to the central administration.

The review is to involve all the college's faculty and any
other stake holders the college's faculty review committee feels
might contribute ideas about future directions for the college.
Thus, this process involves two new, ad hoc committees: all-
university and all-college. The report from the all-university re-

3. This case was used and its conclusions drawn from strategizing observations
by 150 administrators attending a strategic planning workshop at the 1987 Joint
Conference of the Association of Administrators of Home Economics and the
National Council of Administrators of Home Economics. See Cap les (1987) for
a full report of the proceedings.
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view will be submitted for comment to the Faculty Senate's
standing Curriculum Policy Committee. The central administra-
tion will then make a recommendation to the trustees.

The decision on what to do about the College of Home Eco-
nomics will be based on five criteria commonly used for pro-
gram review: quality, contribution to the university's mission,
need for the program, comparative advantage, and financial
considerations.

The college and its mission
The broad mission of Bourbon College is its concern with help-
ing families and individuals attain and sustain self-management,
self-reliance, and control of their destiny under the broad um-
brella of family and individual well-being.

The college has 30 faculty members and 525 students in
three departments of about equal size: home and family living,
textiles and fashion design, and foods. Because only a few new
positions have been available to hire new faculty over the past
15 years and because very little turnover has occurred among
existing faculty, the majority of faculty are within five years of
55 years of age. Six of the faculty are men.

Most of the students (90%) are undergraduates, and most of
them are in teacher-education degree tracks. The market for
teachers of home economics is declining slowly, but the college
has an excellent placement record. Nearly all the students are
women. Starting with the deanship of Nancy Bourbon (1939 to
1958) and continuing through subsequent deans, the college has
had a strong connection with its graduates. While they contrib-
ute very little money to the college or the university, they are
unusually loyal followers of college affairs and are the main
reason the placement of graduates has been excellent through-
out several midwestcrn states.

Departmental issues
The faculty in the Home and Family Living Department is es-
pecially concerned about the growing importance of "nonhu-
man factors" in university decisions, and they fear the
possibility of their department's closing in a reorganization.
The Textiles and Fashion Design Department is pleased about
the review and the possibility of reorganization because it has
been unsuccessful in making its case before the dean (whose
background is in foods); faculty want to align the department
with the Department of Chemistry and the School of Engineer-
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ing, emphasizing chemical research on new textiles and the es-
tablishment of small manufacturing businesses to produce new
artificial fabrics to compete with imported clothing from Asia.
The Foods Department has not indicated concern with the re-
view, feeling the dean will take care of its interests; faculty are
certain the curriculum design that has served the department
well for the past 20 years is adequate.

The dean's views
The respected dean, Nancy Cornmash, recently submitted an
article to the leading journal of home economics about the
profession's imminent death because all the other professions
are moving onto its turf. Although many of her examples came
from her own campus, many are found throughout North
America. The faculty believed her article accurately reflected
the external environment and used it as a beginning for the en-
vironmental scanning.

The article calls attention to numerous examples of encroach-
ment taken from the journals of other professionsnurses re-
searching the relationship between family health and nutrition
and studying such matters as the effect of divorce on raising
children; business schools giving advice on family investments;
colleges of building and design offering courses and doing re-
search on home construction and family sociology; colleges of
natural resources emphasizing the "blue" revolution (fish farm-
ing, and fish-based diets); chemistry departments researching
techniques of food preservation; a department of continuing ed-
ucation in cooperation with a business school developing paid-
subscription, adult education courses for delivery into homes
via telephones and video screens.

One example is MSU's Department of Sociology and the
newly established Medical School, which are cooperating on
research funded by the National Hospice Organization on how
to treat the family-related effects of care for cancer and AIDS
patients. She points out that the Computer Engineering Depart-
ment is building experimental robots to do housework; tha: the
Transportation Department in the Business School is studying
the effect of two-earner families on home life when one com-
mutes to work two states away; that Proctor and Gamble, the
Campbell Soup Company, Nabisco Cookies, and Pepperidge
Farm all have contracts with the College of Agriculture for a
variety of projects related to the packaging and sale of frozen
foods; and that the giants of the candy industry (Hershey, Nes-
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tle, and Mars) all have market research contracts with members
of the Marketing Department in the College of Business.

She believes that "the greatest challenge to home economics
is the challenge of interpreting in anticipated environments the
relevance of the profession to others." Her article concludes
that "the handwriting is on the wall" and adds, "If the profes-
sion of home economics cannot establish firmer footing on de-
fensible turf within five years, what is known as home
economics today will be history."

Strategic planning
MSU's president has suggested the college engage in strategic
planning. From her alumni-supported Excellence Fund, she al-
located 520,000 for planning expenses, to pay for luncheon
meetings and one retreat, saying, "Strategic planning seems
suited to helping a college make transitions in a changing
world. When done well, the planning process will be powered
by the basic need of the faculty to reexamine, to refocus, and
to seek creative new ways for accomplishing their purposes."

The president suggested the starting point for determining
what the college needed to do to position itself favorably for
the future was to begin by examining what it already does well
(its salient strengths). Then the college needed to examine eco-
nomic, demographic, political, and technological changes to
identify opportunities. Next, she suggested, the faculty needed
to relate the strengths to emerging opportunities, resulting in a
collective sense (a vision) of what he college needs to do to
become outstanding.

She recommended a simplified, :our-step process, with each
step to take about one month (ti..is meeting the five-month pe-
riod available to the college). The president noted that too
many strategic planning processes last too long and are too
often driven by unnecessary paperwork. She suggested the
process should be simplified and driven by ideas.

Step one: Look inside the college. First identifying salient
strengths should be emphasized: 'What does the college have
that it can build upon? Where are the college's greatest
strengths? The president suggested those involved in the plan-
ning process should think about location, reputation, values,
connections to knowledge, technology, finances, physical plant,
and so on. Anything the college has that it can use as leverage
would be a salient strength.
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The president suggested that strengths be determined by hav-
ing a series of luncheon meetings involving college faculty,
alumni, and invited professors from other departments. Each
participant should read one or more helpful references, such as
Keller (1983). The participants, however, should not forget that
strategic planning is a simple ideastrengths related to oppor-
tunityand that strategic planning is common sense.

Step two: Look outside the college. During the second
month, the same groups would again meetagain over lunch
to look beyond the college. During this process, called "envi-
ronmental scanning," they would look for new opportunities in
the changes that are occurring. Before the luncheons, the par-
ticipants read books and articles about the future by Cleveland
(1985a, 1985b), Naisbitt (1982), and Taller (1981).

Believing it is necessary for the college to at least consider
the implications of several changes as well as the commitment
the university has been asked to make to assist the state reverse
its economic decline, the president identified several major
shifts already taking place from reading the futurists: economic,
technological, demographic, and social changes.

The United States is going through a transformation from an
industrially based to an information-based society. The nature
of work is changing. The position of the United States in world
trade has changed. Patterns of employment have changed.

While more service jobs are available, there are far fewer
jobs in agriculture and blue-collar industries. Research and de-
velopment has created new driving technologies in microelec-
tronics, biogenetics, lasers, fiber optics, and solar and sea
exploration and exploitation.

The United State's share of world trade has been cut in half
since 1950, but the number of those employed in world trade in
the United States has more than doubledfrom about 6 percent
in the 1960s to 15 percent in the 1980s. If our share of the
world market had not been cut in half, a much iarger propor-
tion of the U.S. labor force would be working in jobs directly
connected to trade.

The composition of the work force has changed substantially.
In 1982, 53 percent of American women were employed, com-
pared to 38 percent of all women in 1960. Whereas 28 percent
of working mothers had children under six in 1970, 45 percent
of those working in 1982 had one or more children under age
six.
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While the economic shifts have been a source of worker dis-
placement, blamed for the dissolution of families, and led to
urban decay in smoke-stack states, people are still regarded as
the most important resource in determining a nation's destiny.
A considerable graying of America has occurred. In the 1950s,
approximately 17 working-age people supported each social se-
curity recipient. During the 1990s, that ratio will shift to about
three working-age people to one social security recipient. And
by 2020 most baby boomers will be retired.

Substantial racial-ethnic shifts have occurred, with at least
California, Texas, and Florida soon to enter an era when the
majority of students in primary and secondary schools will be
Cuban, Mexican, Southeast Asian, Korean, or Chinese.

In the 1950s, 60 percent of the family units included a father
we king outside the home, a homemaker mother, and two or
more children. That description fits less than 10 percent of the
family units today.

Step three: Propose directions of travel. During the third
month, the same groups connected strengths to opportunities to
recommend "directions of travel." Directions of travel might
be thought of in terms of a compass. Given the many changes
that cannot be controlled by the college or the univer4 'y and
rather than thinking a map can be made for directing travel, it
is better to believe in following a path determined by a com-
pass. The president pointed out that plans with goals and objec-
tives are useful but pertain only to those things that can be
controlled. She believed strategic planning is about only what
cannot be controlled, whereas strategic management is about
what is under the control of the institution: shifting internal re-
sources, appointments, curricular offerings, and so on.

Step four: Develop a vision. Vision provides conceptt:al glue
and momentum, and illuminates shared purpose. It provides
meaning.

During the fourth monthat a retreatall those participating
in the luncheon meetings compared their "directions of
travel." Everyone then worked, in small groups, to relate
strengths, opportunities, and the directions of travel into a via-
ble, visible future. At the retreat, everyone met in different
small groups.

The president, drawing on Peterson's seven Rs of planning
(1984), suggested using words like Redirect, Reshape, Renew,

Vision
provides
conceptual
glue and
momentum,
and
illuminates
shared
purpose.
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Risk, and Reaffirm to shape direction. Given the five Rs for
guidance, each group was to propose a strategic framework
based upon a few directions of travel.

All participants then voted to determine the best strategic
plan, identifying how strengths are related to opportunities and
how the resulting directions of travel come together in a vision,
to present to the All-University Review Committee. The presi-
dent noted that a good plan would help her and the board see
what the college looks like and what it would be doing five
years from now. The strategic plan might include directions of
travel that could involve the following elements:

1. Redirection: A shift toward assisting individuals in career
preparation from an emphasis on serving individuals in their
roles as homemakers.
2. Redirection: A shift from consumer protection to a pre-
ventive approach in teaching, service, and research.
3. Reaffirmation: Reenforcement of the importance of the
multidisciplinary base of knowledge of honie economics.
4. Reshaping: Changing the knowledge base to become
more useful in health matters, especially as related to the
growing proportion of elderly dependents.

The president thought this set of strategic plans (directions
of travel) would result in a vision along the lines of a college's
renewing its emphasis on multidisciplinary foundations while
shifting resources toward health and careers and becoming
proactive about preventive issues. Such a vision could satisfy
the five criteria adopted by the university for program review.
She also thought such a revamping would help MSU position
itself more effectively in an environment emphasizing economic
development.

Implementation
After the administration had an opportunity to review the col-
lege's strategic planprobably no longer than five or six
pages--the next stage of planning would move toward imple-
mentation. Each of the four elements of strategic direction
(place of offering, product/program, price, and promotion)
would involve annual choices, time lines, and resources.

Additional comment
This partially real case illustrates many of the practical funda-
mentals of strategic choice making. An "outside" force for
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change exists. The CEOs (prcsidcnt and dean) are involved.
The time line is short. While the dean and president exhibit
substantial leadership, involvement of other groups is also
widespread. A simple model is followed. Direction- finding
choices are separated from management decisions on implc-
mcntation. Finally, multiple stake holders within and without
the institution mean complexity and that the eventual solution
will be one of finding a good enough resolution of the many
interests.

Center-Right University: Strategy at Two Levels
University and College
What to obsen.e
Note that strategic choices are best if made at two or more
reinforcing levels in an organization. Note how the SBU is in a
better position to make its choices when the all-institution
choices arc "announced." Note also that the number of
stratcgic choiccs (the anticipated key success factors) is limited.

This case illustrates two main points. First, the complctc
process of planning involves the corporate whole and its
constituent parts. Each academic department or program within
could in turn detcrmine its own strategic best directions; thus,
the complete process is layered, starting with the corporate
level. Second, it might be observed that somc strategics may be
kcpt "invisible" in a competitive environment.

Context
Ccnter-Right University is nearly always listcd among the top
10 institutions in its class: mcdium-sizc, private univcrsity. It is
located in the second largest urban concentration of a northern
state and is affiliated with a religious organization. It is located
or: nne campus near the center of Northtown. The public sector
is represented within a 50 -mile radius only by a well-regarded,
multicampus community college. The state's legislature periodi-
cally explores the possibility of building a four -year institution
in Northtown, which Ccntcr-Right University perceives as a
major threat.

The year before strategic planning started, the acadcmic vice
president had requested that every academic unit submit a long-
range plan to take the university into the 21st century. The
plans were submitted, but little sense could be made of them
because they all used largely different assumptions about what
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teas important to the university and what would happen in their
external environments.

The president, academic vice prcsidcnt, and dean of the
graduate programs decided the only way to make sense of the
plans and make them coherent was to engage in strategic plan-
ning at two levels university and school. The university, com-
prised of five colleges, wct, fiscally sound.

Structure
The CEOs created a university-level strategic planning council
of about 35 members. All the members were from the faculty
except the chair, the academic vier president. Each college
elected five members to join a nine -mcmbcr standing planning
committee already appointed by the president. The Board of
Trustees passed a resolution requesting a plan be submitted to
them in one year. That plan would be the basis for a major
capital campaign. The board's executive committee also wanted
monthly updates on progress. The univcrsity's Strategic Plan-
ning Council would critique and endorse plans developed
by the colleges.

Process.
The director of planning served as staff for the Strategic Plan-
ning Council. The process began with a presentation by a noted
expert on strategic planning practices to the full faculty. The
prcsidcnt, vice president, and a member of the board were
present to endorse the process.

A series of three one-day retreats over six weeks with the
Strategic Planning Council then resulted in a university-level
set of proposed plans containing four directives:

I. Serve (secure) Northtown.
2. Emphasize even more the orthodox religious tones of the
institution. Move even farther to the "right."
3. Create even more options among students to move within
and among the colleges. Design, for example, more graduate
programs building on baccalaureate programs. (Note: This
directive is not a strategic choice as defined in this report, as
it does not relate to the external environment!)
4. Reduce reliance on tuition income.

Each college then went into its own series of one-day re-
treats, build:ng on the university-level directions/directives.
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Each retreat followed the same format: assess salient strengths,
assess opportunities, determine directions of travel. For exam-
ple, the 10-page report from the School of Business Adminis-
tration's retreat opened this way: "The one-day retreat had
modest purposes: Review the School of Business Administra-
tion's salient strengths (those providing at least some compara-
tive advantage in the marketplace) and recommend strategic
choices (directions of travel) to guide resource allocation deci-
sions in ways (as far as possible) consistent with the four direc-
tions of the university's strategic plans."

The School of Business Administration produced four initia-
tives: (1) To assist in securing and serving Northtown, it would
create a center for cooperative, applied business and economic
research airectly related to the needs of Northtown's business
community; (2) to contribute to the university's religious orien-
tation, the School of Business Administration would create an
institute on poverty and ethics consistent with the university's
religious orientation; (3) to enable graduates from other school.
at Central-Right University to qualify for management positions
in more than just business, the School of Business Administra-
tion would develop more options in the MBA program; and (4)
to build on a significant strength, it would extend its already
strong accounting program toward a broadened conception of
information processing.

Each college came up with its own set of initiatives for re-
view by the Strategic Planning Council. The initiatives were
commented upon, sent back for further clarification, and even-
tually submitted to the trustees for endorsement to guide the
capital campaign and to provide guidelines for budget alloca-
tions. First priority for the capital campaign and for new funds
was given to those college-level initiatives consistent with the
endorsed outcomes of the university-level strategic planning re-
treats.

Millikin University: If It's Not Broken, Don't Fix It
What to observe
While it is common for a strategic planning process to result in
some innovations, perhaps even a risky move, if an audit of the
situation reveals no particular problems, then the focus shifts
toward what is working well.

Context
Located in Decatur, Illinois, Millikin University is usually
listed in reputational studies among the top colleges in its class:

Opportunity from Strength 25

4 -:



small, comprehensive universities. The central administration
decided that, at its next annual retreat for administrative offi-
cers, it should review what was leading to its successes. Thus,
the purpose of the review was to clarify in a "strategic" sense
just what seemed to be providing this evidence of vitality: Pres-
idents of other colleges said Millikin was among the best (U.S.
News and World Report November 1985, October 1987); fac-
ulty salaries were increasing at rates faster than similar institu-
tions; the numbers seeking admission were increasing; the
average ACT scores of entering freshmen were increasing; job
placement was very good.

Process
Only senior administrative officers attended a two-day, three-
part retreat. Part one consisted of a review of current opera-
tions: admissions, indicators of success, preliminary statements
about what seemed to be working well. Part two was an assess-
ment of what was happening "out there" in demographics,
economic trends, employment trends, among similar private in
stitutions, and at the public institutions of Illinois. Part three
was to address what should be done in the future.

Outcome
The retreat clarified Millikin's strategic framework and pro-
posed no new directions. The directive to do what the institu-
tion was doing, but better, consisted of increased awareness
and commitment:

1. Maintain a lively curriculum. Reviewers concluded that
smooth faculty and administrative procedures allowed the
introduction of new courses and degree programs rapidly.
"An idea one year can be up and running the following
year."

2. Continue to be large and small. Keep the enrollment at
about 1,200. Maintain many small departments and many
degree options. Innovate frequently. Support the many
departments and degree options with larger-than-usual ap-
propriations for the library and learning resource center.
Continue to offer a wide range of intramural and intercol-
legiate sports. Support a strong fraternity and sorority sys-
tem. Simply, continue to say to undergraduates, "You
can get almost everything the University of Illinois has to
offer in our small institution on our small campus."
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3. Continue the applied emphasis of the othenvise liberal
arts curriculum.

4. Continue an active involvement in the social, cultural,
and economic life of Decatur. Serve that community.

5. Maintain the present viable variety of small constituent
colleges: business, nursing, arts and sciences, and educa-
tion, including the "engineering" program residing in the
business school.

It should by now be clear that a strategic process can be sim-
ple, take little time, and consequently cost little. And it does
not always mean change.

Carnegie-Mellon University: Keep Improving
on a Viable Strategic Framework
What to observe
Carnegie-Mellon's story is a success story built on adroit
presidential leadership. Carnegie-Mellon has been innovative
and taken risks. Significant resources were foc.sed in ways that
might have been viewed at the outset as speculative. Note that
leadership shifted over time from the strategically oriented
mind of the president to widespread strategic thinking among
all staff. Almost no documentation exists in the form of
"strategic plans," but a vision is woven with two or three key
success factors: a national university on the leadi..,-; edge
focusing and sharing resources.

Context
Pittsburgh's Carnegie-Mellon University, under the hand of or-
ganizational psychologt.t Richard Cyert, who became president
in 1972, was probably the first institution to adopt the strategic
planning concept. When Cyert became president, the institution
was operating in the red. It was a collection of programs result-
ing from the 1960s merger of Carnegie Tech and the Mellon
Institute.

Process
The strategic planning process started in 1972, with Cyert's
proposal that every department head submit a strategic plan to
the Faculty Policy Committee, a committee appointed by Cyert
from "the most forward-looking professors" (Keller 1983).

Departments were reviewed one at a time. By 1974, the Fac-
ulty Policy Committee evolved into the administrator-dominated
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Long-Range Planning Committee, chaired by Cyert. Some de-
partments were closed (education) and others cut back (foreign
languages), while other specific departments (computer science)
or whole areas of disciplinary focus (applied social sciences)
were strengthened. Every shift of resources was for the purpose
of gaining comparative advantage.

A vision emerged of Carnegie-Mellon's becoming a nation-
ally r( 7, ognized professional university. According to Cyert,
"The aim of strategic planning is to place a campus in a dis-
tinctive position. We must face the fact that colleges and uni-
versities are in a competitive market."

In the early years, President Cyert dominated the process,
which has evolved to moving initiatives from the departments.
The organizational aim has been to instill a way of thinking
throughout the institution. Again according to Cyert, "The key
element in strategic planning is to get everyone in the organiza-
tion to think that way."

A strategic framework
Perhaps the most important lesson in the Carnegie-Mellon
model is clarification over time of a "strategic framework"
that defir-s how the structure and processes of the institution
contribute to how well the institution will play the competi-
tive game.

In the Carnegie-Mellon model, each department is expected
to focus on what it does best and relate that strength to a lim-
ited number of broad themes; thus, concentrated strength (fo-
cus) is linked to themes for flexibility. Two themes, for ex-
ample, are professional application and information; thus, the
psychology department emphasizes cognitive processes and
how the mind processes information, the mathematics depart-
ment emphasizes applied mathematics, the computer science
and engineering departments emphasize information through ro-
botics, and the history department has an unusual Ph.D. pro-
gram in applied history. Strength gives competitive advantage;
themes allow that strength to be shared across departments
among selected themes.'

4. An outstanding example of how the concentration of resources in a depart-
ment is related to broader themes and contributes to viability is the 1978 Nobel
Prize awarded Herbert Simon. Professor Simon has an appointment in the De-
partment of Psychology, regarded as among the top five psychology depart.
ments in the country. Yet the Nobel Prize was in economics for how financial
institutions process information.
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Furthermore, to give competitive edge to strength and earn
distinction, each department is to "move early into the intellec-
tual frontiers of tomorrow."

Finally, the "framework" operates with little or no docu-
mentation of plans. Once the strategic spirit is instilled, the cul-
ture supports it. The only continuing element of process is an
annual retreat to examine and reexamine strategies. Each an-
nual retreat focuses on the activities of different stake holders:
the applied institutes, the trustees, graduate programs, interdis-
ciplinary education and research, and so on.

Other institutions have adopi2d variations of Carnegie-Mel-
lon's strategic framework (see figure 3). (Because the draft
statement in figure 3 is an "internal" document, the identity of
the university is purposely obscured.) The left of the page iden-
tifies particular targeted disciplines. The middle column, Pro-
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gram Clusters, is somewhat like the themes of Carnegie-
Mellon. The final column identifies specific initiatives. To-
gether, they make a framework. A quotation from the universi-
ty's Plan for Distinction demonstrates how this university's
strategic thinking drives interpretation:

Economics is identified as a pivotal social science. It is dis-
tinctive for the breadth of its theory and the rigor of its
methodology. This unit is already strong at [this university]
and contributes to work in the professional school of man-
agement, as well as policy-related research and education. It
al.',..7 affords a framework for collaboration with law, educa-
tion and social policy, and medicine (internal document).

The University of Minnesota:
A Big Institution Moves Slowly
What to observe
The difficulties at the University of Minnesota are no doubt the
result of many factors: It is among the largest universities in
the world; recent presidents have pushed a top-down model of
strategic planning; little actual participation has occurred; out-
side stake holders can focus on the single giant; the legislature
forced system-wrenching retrenchments twice during the
processand so on. Observe that a strategic process may last
many years through many study groups and many reports.
Valuable changes in the way resources are allocated may not be
any more obvious than the quality of strategic thinking that
takes place slowly throughout the institution.

Context
Among the largest institutions in the nation, me University of
Minnesota also has had one of the longest experiences with the
strategic concept. The strategic concept was initially introduced
there by President Magrath in the mid-1970s.

Process
in the beginningand largely continuingthe process was al-
most completely top down, with Magrath's writing a mission
statement and creating a planning council to begin a compre-
hensive planning process. The Planning Council argued for
three years about how the university should plan (Keller 1983),
inviting leading planners and financial analysts to campus for
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one-day-, how-to-plan seminars. A major conclusion after the
three years was that the university should have 40 bottom-up
planning units and that each should plan its own strategy.

During the late 3070s and early 1980s, the 40 units came up
with individual five-year plans. Typical of such efforts, the
plans tend:A toward the optimistic and grandiosemere wish
lists. Then the legislature twicein 1980 and 1981required
the university to return large sums, upward of $60 million, to
the general fund. The emphasis turned to retrenchment, mostly
across the board. A growing awareness of costs translated itself
into cost comparisons with other similar programs across the
campus and across the nation. "Strategic planning turned out to
have some teeth in it and succeeded in significantly shifting re-
sources (Clugston 1987, p. 153). Those resourcesat least ir.
the College of Arts and Sciencesshifted to departments
ranked high on quality from departments ranked low.

Perhaps little more was gained during those difficult years
that translated much beyond survival strategies for retrench-
ment. Important, however, was the growing awareness of the
need to begin planning institutionwide and laterally, with new
processes, that attempted to provide for more attention to the
external envivonment and to such matters as comparative ad-
vantage and how to get it.

The Magrath presidency and the budget cuts paved the way
for the presidency of Robert Keller. In 1985, while interim
president, Keller wrote the cornerstone cf the current strategic
planning efforts, a 22-page document called "Commitment to
Focus." 'Basically, the document calls for the university to fo-
cus resources, become 8,000 students smaller over about six
years, and become firmly ranked among the top five public
universities in the nation.

This document clearly sets direction. It was followed by a
document entitled "A Strategy for Focus," which laid out
guidelines for future program development that, for example,
explained that increased resources would not be based upon in-
creases in size but on program changes. "A Strategy for Fo-
cus" represents a shift in orientation for program development
at the University of Minnesota: Growth in resources is n " the
primary means to improve programs; change is the primary
means to improvement.

The beginning of implementation was a 144-page document
produced by a faculty advisory committee, Plan to Focus (June
1987). The report contained 238 specific recommendations; two

Important
was the
growing
awareness of
the need to
begin
planning
institutionwide
and laterally,
with . . . more
attention to
the external
environment.
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of the recommendations called for the closing of two schools.
A storm of protest r:sulted. The regents refused to follow those
particular recommendations.

In September 1987, the Academic Affairs Planning Commit-
tee (largely a committee of senior administrators) prepared an-
other "background paper," describing the basis for future
university planning. This document is largely a restatement of
Keller's "Commitment to Focus" with more operational guide-
lines that build on some of the major recommendations of the
Plan to Focus.

Comment
The University of Minnesota's attempt at strategic planning dem-
onstrates the difficulties of moving a massive, loosely coupled or-
ganization set in a political lar dscape. Citizens, the governor, and
the legislature all watch the institution. Some observers inside and
outside believe u is moving too fast; others believe it is moving
too stow. It appears that centrally directed decision-making guide-
lines are becoming accepted. For example, comparative advan-
tage, demand, centrality, quality, and efficiency are becoming the
accepted criteria for program review.

Decision making among departments is becoming more im-
portant. More lateral thinking is occurring. Dozeas of piece-
meal strategies are blending into more of a federal union, with,
for example, requirements that lateral departments become in-
volved in new faculty appointments. Needs of the Medical
School are more clearly exnressed in appointments in the De-
partment of Biology.

Outside pressures and better management appear to be bring-
ing about more external, farsighted thinking about the whole
enterprise. But progress is slow. For large, multi-div!sional or-
ganizations, this way may be obligatory. For such institutions,
it may be possible to manage change in seemingly small ways:
Discussion documents, awareness sessions, new processes, new
criteria, small interventions added to natural organizational
forces add up over time.

Perhaps this example is the most valuable one of attempted
application of the strategic concept for the past 10 or so years.
It is valuable in its lengthy history of attempts to move a large
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institution by central administration. The story is still being
written, however.5

Bradley University: A Finely Tuned
Program Review Process
What to observe
This case illustrates the use of the strategic concept in cross-
campus departmental review. Note that two of the key criteria
are external (demand and comparative advantage) and three are
internal (quality, centrality, and cost). Note how the faculty
approved the process at the outset, because of the probable
consequences of the review, and note that a temporary steering
committee started the process and proposed the model
to the faculty.

Context
Bradley University, in Peoria, Illinois, recognized it was in the
center of a state anticipating a decline by approximately one-
third in the number of students graduating from high schools.
Furthermore, largely because of the declining fortunes of the
Caterpillar Company, the local economy was severly depressed.
It was 1981. The university's administration, largely at the urg-
ing of Academic Vice President John Hitt, adopted the strategic
planning concept. The cornerstone of the effort would be pro-
gram review, academic and nonacademic.

Process.
A four-member steering committee of faculty and administra-
tors was appointed to recommend a planning process to the
Faculty Senate. The steering committee prepared a document,
An Academic Prospectus, which reviewed the history of the in-
stitution and placed that history into the then-current environ-
ment. A major point was that difficult decisions were required
to preserve the institution's viability. At that point, the presi-
dent, vice president, and members of the steering committee ar-
ranged to visit with the faculty in every academic department,
one at a time, over a six-week period. Each visit provided an
opportunity to discuss the situation of the university and the
needs of the departments.

5. For more details on the University of Minnesota, see Baker 1982; Clugston
1986, 1987; Hearn and Heydinger 1985; and Keller 1983.
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A companion document proposed a detailed plan to review
every department. The details of the plan to review all depart-
ments included a set of five criteria now frequently used by
universities for academic reviews (see Cope 1981; Smith
1987): four primary criteria of quality, centrality, demand, and
comparative advantage and the additional criterion of
cost/efficiency.

The plan also provided for the creation of a 14-member stra-
tegic planning committee with faculty members elected by the
Faculty Senate and administrators appointed by the president.
The first responsibility of the committee was to review all aca-
demic and nonacademic departments, considering the same cri-
teria. It was clear some departments might be closed, others
restructured. The Faculty Senate approved the plan.

The department headsfrom Admissions to Zoologywere
asked to provide evidence of performance, using the four y
mary variables. Costs were computed separately. All the evi-
dence vas reviewed, and the Strategic Planning Committee
voted separately on perceived performance on each primary cri-
terion on a five-point scale from "very strong" to "very
weak." For example, the Department of Economics received
the highest ratings for centrality and quality but somewhat
lower ratings for demand ano comparative advantage. The
highly regarded Admissions Office received top ratings
in each category.

Outcome
More than 60 academic and over 50 nonacademic departments
were rated. As a direct result of the review, about six academic
departments were dosed or merged with others; a similar num-
ber of nonacademic departments were reorganized.

Cr.; lug Arts College: A Complete, Str..ctured Model
Applied to Enhance Strategic Thinking
What to observe
This example illustrates a logical learning process from review
of mission to plans for implementa'ion. That process is sup-
ported by a six -seep, contextual planning model (Coin 1985%).
Learning is stressed in this case. Because the :acuity and most
administrators in this institution nad little real experience in
thinking about how to plan for the institution's future and be-
cause one of the goals was to implant a continuing capacity to
plan, the planning committee was taken throtigh a thorough,
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step-by-step, strength-by-strength, reasoned planning process.
One goal was learning; the other was to make strategic choices.

Also note that the model does not address weaknesses until
the stage of implementationstep six. See the extended com-
mentary at the end of this case, which explains why institu-
tional weaknesses are properly, but not usually, addressed late
in the process.

Context
The church-related Caring Arts College, located near the center
of one of the nation's larger cities, obtained a Title III planning
grant, hired a director of planning, created a 13-member stra-
tegic planning committee (students, faculty, administrators, and
trustees), and spent 18 months in a planning process. That
process followed six steps in the model for contextual planning
(sec Cope 1985a).

Process
The first step of the model (see figure 4) requires a review of
mission. Step 2 is a determination of salient strengths, one at a
time. Step 3 is a situation analysis of each strength whose pur-
pose is to look for evidence that that strength might be ercded,
either by a market trend or the actions of competitors. Step 4 is
a reassessment of each strength according to how well it has
been deployed and how it may be deployed to greater advan-
tage in the future. Step 5 is a complete statement of intended
strategy. Step 6 moves the strategy into implementation.

The Strategic Planning Committee went on a one-day or a
two-day retreat to conclude each step. Between steps, task
forces worked on particular issues, gathered additional informa-
tion, or simply communicated to stake holders (trustees to trust-
ees, faculty to faculty, and so on).

The committee concluded that the mission had three em-
phases: to convey the liberal arts, to prepare students for ca-
reers, and to imbue students with the special caring and human-
itarian flavor of human relations so much a part of campus life
and a cornerstone of the religious order that had originally es-
tablished the college to educate Catholic women. (Men had
been admitted 10 years earlier.)

Step 2 determined, partly through market studies, that the in-
stitution's salient strengths included its central location in a fa-
vored residential portion of the city near excellent transporta-
tion, parks, and museums. Other strengths included strong
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FIGURE 4
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departments preparing individuals to work with the handi-
capped, its particular site and beautiful campus, a dedicated
faculty, and a quality image.

Step 3 assessed each strength individually to determine any
actual or potential erosion. For example, it was determined that
the college's locational advantage was being eroded in two
ways: the competing six or seven institutionsmostly in the
suburbswere nearly all setting up annex operations in Caring
Arts College's "backyard"; in addition, the students tradition-
ally served were moving to the suburbs as the inner city contin-
ued its decatks-long decay. On the other hand, the strength of
programs related to the handicapped was not being eroded by
competition, and the general market was becoming more favor-
able as increased federal and state attention was given to the
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needs and rights of the handicapped. Telephone surveys done
by an independent firm indicated the college's quality image
was on the wane. Each of six strengths was similarly assessed.

During step 4retreat 4each strength was again examined
one at a time and tentative conclusions reached: Make better
use of the advantage of location by illustrating it with maps in
publications, using nearby museums in course requirements,
promoting the good transportation system to the nearby busi-
ness community and to parents of present students who could
attend evening continuing education programs; start an advertis-
ing program to shore up the waning image.

During step 5, it was decided to adopt a two-phase strategy.
During the three-year first phase, selective strengths (education
to care for the handicapped, location, site, faculty) would be
built so that in the three-year second phase, a substantial move
upward, from 'nearer the lower end of the range among compet-
ing institutions to among the top third, could be made on tui-
tinn. One matter was not resolved: Should a branch campus,
largely to serve adults, be established in the suburbs? Later it
was decided to do so.

In step 6, after many meetings between the heads of func-
tions and members of the Strategic Planning Committee, a
complete set of plans for implementation was proposed and en-
dorsed. For example, convince the trustees of another Catholic
institution that its tuition level was also too low: "Move up to
make room for us." Other conclusions were that the business
studies program should be trimmed somewhat to provide addi-
tional resources for the college's traditional strength in educa-
tion to care for the handicapped, that a more aggressive
promotional program linked to a development initiative was re-
quired, and that the business office should attempt to lease of-
fice space in one of the residence halls to raise funds
specifically to enhance the caring and humanistic attributes of
campus life (improved student lounges, comfortable chairs and
lamps for faculty offices, for example).

Additional obsermtions
The model shown in figure 4 provides an orderly process for
structuring the interpretation of information and choosing
among alterr,tives. Some authorities oriented toward psychol-
ogy suggest at, models should be like psychotherapy: The solu-
tion (correct behavior) is within the collective person (the
organization); therefore, the model is a facilitator (therapist)
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helping the group (the enterprise) find the right solution (appro-
priate strategy) to her or his own problem.

The contextual planning process imbedded in this model is a
decision-making/learning process. First and foremost, contex-
tual planning provides for a shared interpretation or meaning. It
is also an organized, encountering process. The participants
learn a conceptual approach to frame the variety of variables in
the institution's context.

Participants propose, evaluate, and choose a solution to the
"problem" situation. They learn what is relevant and how to
use the information they collect. In this process of participa-
tion, they become more committed to their own institution's di-
rectional paths.

Caring Arts College followed the observation that weak-
nesses are handled best during implementation rather than dur-
ing the formulation of strategy (Steiner 1979b). For example, if
weaknesses had been addressed early in the process, one weak-
ness would have been the lack of the latest computer technol-
qy in the business program. Because business (high tech) was
to be deemphasized and the caring, humanitarian atmosphere
(high touch) emphasized, homey lamps and comfortable chairs
were more important than more computer stations.

It seems appropriate to address weaknesses only in the con-
text of implementing an already-agreed-upon set of key success
factors. For example, Caring Arts College seeks to increase the
proportion of men on campus from 15 percent to abput 25 per-
cent. Doing so will require more male-related provisionsfrom
bathrooms to sporting activities. But ;pore bathrooms and mrsre
sporting activities will assist in the achievement of the "posi-
tioning" strategy: to increase the attractiveness of Caring Arts
College and make it more like other coeducational colleges.

Another reason for addressing weaknesses later in connection
with agreed-upon strategic direction is that an early assessment
of weaknesses is devisive, while a purpose of strategic planning
is to gain greater consensus. Displaying weaknesses, whether
agreed upon or not, encourages division and defensive, turf-
protecting behavior.

A review of mission, like addressing weakness, can be de-
ferred until late in the process. Mission (as reviewed in step 1)
is the organization's present purpose, position, and strategy. It
results from the current mix of strengths, commits: oppor-
tunities, and competitive forces. For the currently r
ganization, mission is the wisdom of today.
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While mission occupies a prominent location in the model, it
is usually not fruitful to begin a strategy retreat or longer
process with a review of mission. Consider instead a mission
restatementif at allafter new directions of travel are tenta-
tively decided upon. Then see whether the new initiatives (if
any) require any change in mission. Millikin University's strat-
egy review, for example, did not require any mission revision.

Vision (as an outcome of step 5) is the future focus, and it
should be a part of step 5. Vision grabs attention. Vision is the
combination of strengths related to opportunities projected for-
ward. Visions provide road maps that guide the implementation
through what may be a tangle of complexities. Vision sets the
agenda in context. Vision inspires, animates, and transforms
mission into action. It is the conceptual glue. The right vision
and key success factors sweep energy back and forth in subtle
ways.

The first five steps in this model are the left portion of the
two-part model in figure 1. Implementation (the right side of
the model) might simply be conceived of as the management of
vision.

The central task of the strategic process is to consolidate (as
in Millikin's case) or challenge the wisdom of today (as in the
mission of Caring Arts College). The process should be con-
ceived of as a process for self-discovery, a creative process
aimed at finding opportunity.

Learning
This model supports a learning process (Bennis and Nanus
1985; Mintzberg 1987). Participants develop a wider and
deeper working knowledge. Eventually the institution as a
whole, through the increased capacity of its staff to think stra-
tegically, builds a strategic framework of tuition, degree op-
tions, location, themes, as well as a culture of strategic think-
ing. This process is institutional learning. Participants learn a
conceptual approach and a knowledge-organizing framework
for focusing on a variety of variables in a given situation; they
can generate and redesign strategic solutions. They learn what
to focus upon and learn how to determine strategic direction
consistent with mission, strengths, competition, and the institu-
tion's culture.
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Historical perspective
Furthermore, an accurate learning process is reinforced still fur-
ther if the process is couched in a historical perspective. As
there is much to learnand much to choosefrom among con-
temporary events, the institution's history adds perspective. His-
tory gives a view of organizational development that is more
accurate than the one obtained by seeing such matters only in the
present. Participants need a broad canvas to account for the pas:
and to project well into the future. Therefore, it is often recom-
melded that a strategic planning retreat begin with a slide show
history of the institution, including old pictures of buildings, stu-
dents, employees, laboratories, locations, and so on.

Then the process can begin with a mission review (if it is not
simply a fiction) or an assessment of strengths.

Leadership
The leader who plans contextually relies on expressions of his-
tory, of intuitive, felt, or tacit knowledgethe substances of
self-discovery. The strategy of the actors is choice based on
layers of values and interpreted realities. These values can only
be known by the participating actors (faculty, adminiorators,
and so on)at least initiallyin the manner of tacit knowing.

The contextual leader elects to make the actors themselves
the primary data-gathering and information-interpreting instru-
ments, L.cause the actor-as-instrument, although not perfect (in
fact, messy), is infinitely insightful and adaptable. The result is
a strategic framework consistent with the realities and values of
the participants.

Southwest Joint Center for Education:
The Straw Model for Planning
What to observe
This case presents an exception to the orientation toward
participatory self-discovery of most of this report. Because time
is short or many factions are involved, a consulting facilitator
may be called :a to undertake strategic planning, which
happened in this case. Sometimes a straw model is useful to
get consensus.

This case discusses the "issues approach" to formulating
strategy. An issues approach usually begins by listing a set of
problems/issues that need to be resolved in planning: adequate
-glary levels, state or federal government initiatives, general
education, faculty morale, role of the faculty senate, and so on.
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Commonly, task forces address each issue and report to the
whole group. An issues approach might have been the model to
use for the Southwest Joint Center, but time precluded its use.

Context
The Southwest Joint Center for Education in Washington state
was proposed by a coalition of business, political, and commu-
nity interests in 1983 to deliver education and training related
to economic development for southwestern Washington. Four
existing colleges were joined in a collaborative enterprise: a
state university, a four-year public college, and two community
colleges. By 1986, after three years of operation, the need was
apparent to look into the future. How were the four institutions
to cooperate? How were emerging high-technology industries to
be served? How were local school districts and the community
to be served?

The management group in this instance was the politically
influential Advisory Council, whose membership included four
state legislators, four representatives of leading firms in the
area, four representatives of the cooperating institutions, four
representatives of the community at largeone of whom was
considered the "father" of the original ideaand two represen-
tatives from local school districts. Director and political scien-
tist George Condon was responsible for the center's daily
management. According to Condon, "The political, demo-
graphic, and economic forces operating in this instance were
substantial."

The opportunity for economic development in the area is
great (see figure 5). The location is at a significant transporta-
tion hub. This areaalong with the Panama Canal regionis
probably the least developed area with so much potential for
transportation on the entire east shore of the Pacific from
Alaska to the tip of South America. It has open land, a new
interstate bridge across the navigable Columbia River connect-
ing the site to an internatimal airport, and an emerging high-
technology industry. It is also a desirable location from the
standpoint of recreational opportunities and climate. It is a
good place to live, and substantial numbers of people are mov-
ing north from Portland. The area has obvious opportunities for
further business expansion, with its rare minerals, water qual-
ity, low power rates, land, transportation, and location on the
Pacific Rim.

Both major state universities were potential actors as well.

AAL

It is often
recommended
that a
strategic
planning
retreat begin
with a slide
show history
of the
institution.
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FIGURE 5

TWO VIEWS OF AN IMPORTANT LOCATION ON THE
EAST SHORE OF THE PACIFIC OCEAN

The University of Washington in Seattle is a leading annual
contender for federal grants and positions itself as the flagship
university within the region, while Washington State Univer-
sity, already "positioned" among the four cooperating schools,
seeks to be the state university. One of the cooperating colleges
(Evergreen State College) was showing signs of leaving the
consortium because its faculty strategic planning committee
wanted to concentrate resources on its main campus, 60 miles
to the north.

Governor Booth Gardner and the state legislature were con-
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FIGURE 5 (continued)

TWO VIEWS OF AN IMPORTANT LOCATION ON THE
EAST SHORE OF THE PACIFIC OCEAN

MAP 2
WASHINGTON

OREGON

tenders for the honor of which was doing more for economic
development by encouraging new business and by reforming
Cie common school system while developing higher education.

Thus, the stage was set for contention.

Process
In a case with many competing interests, a general technique is
to create a series of "strawman" models, each a potential stra-
tegic solution to the problem at hand.

First a strawman model solution is created that contains all
points of view from all the interested parties (the stake hold-
ers); then a second and a third and a fourth model are created.
Each model gets closer to one that stake holders will eventually
agree upon. [See Hart et al. (1985) for more insights into how
this model works.]

The process is one of first letting stake holders know that
they will see a series of straw models and that they will cri-
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tique each in turn. Creating the models is best accomplished by
interviewing and then meeting in a group. During the inter-
views, the pieces of the model are constructed; during the
group meetings, the critique takes place and stake holders bar-
gain/negotiate in public. Figure 6 outlines the general process.

ThP first round, from introductory meeting to first critique,
sUould take about a week to a month; after that point, new
models and critiques should take place about every week. The
whole process, to the point of reaching agreement, should take
about two monthscertainly no more than threeand require
about five meetings among stake holders.

Additional Comment
To seep the process "strategic," it is necessary to remind stake
holders of the environmental forces involved, so it is a promi-
nent part of the first and every meeting. The "goodness" of
each model is then critiqued emphasizing the play of environ-
mental forces, not the interests of the factions.

In this case, participants agreed that it was desirable to invite
Washington State University to become the dominant player
among cooperating institutions and to expand graduate offerings,
but not to develop anything specifically like a research park for
the time. The structure of governance was rearranged slightly.

The issues approach
Sometimes institutions follow an issues approach to strategic
planning. Usually faculty groups are assigned to report back to
the administration or to the faculty government on each issue
after a retreat or some months later if task forces are involved.
The issues a, proach has its ploblems, however.

The main problem revolves around seeing the whole view
quickly. The issues approach may lack the capacity to bring
about a common view on the necessarily integrated set of key
success factors. For example, Strategic Decision Making, a re-
cent publication for trustees (Frances et al. 1987), lists 42 stra-
tegic issues, from the need to ensure sound financial manage-
ment to changing mission as necessary to match changes in the
external environment. Each issue represents a critical decision
area, and too many of the issues are limited solely to internal
matters. Setting priorities is thus particularly difficult with so
many issues, and issueskey decision areasfrequently get
separated by working task forces. The CEO, whose attention is
critical to implementation, probably cannot give sufficient at-
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FIGURE 6

STEPS IN A STRAWMAN MODEL

Week I Process

3

4

5

6

Description

All stake holders meet:
Examine environmental forces
and agree to strawman
process

Straw
model I
created

Meeting for
group critique

7-8-9. .. .

I e.--
Straw
model 2

Meeting for
group critique

Interviews
conducted

Interviews
conducted

tention to the tasks, especially as the issues approach usually
takes quite a long time to reach even a tentative conclusion
frequently 12 to 18 months.

The result of the issues approach is that apparently nothing
happens. If the purpose is to forestall action while seemingly
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encouraging strategic planning, then the CEO or a steering
group appointed by the CEO should develop a list of issues and
have the usual factional interests have a go at it. One reason
some campuses have found that strategic planning did not work
is that they took the issues road.

College of Education, San Diego State University:
Strategic Planning with Pictures
What to observe
It is necessary to keep group processes fresh. During the 1950s
and 1960s, T-groups were prominent. During the seventies and
early eighties, retreats with standard flip charts became the
fashion. Now some strategic planning has been done with
pictures. Observe in this case the importance of leaders'
continuing to reinforce the importance of key success factors
after strategy is formulated. Finally, as this example again
illustrates how to use the S + 0 Model in a retreat only to the
point of formulation, note how "quick starts" begin the
process of implementation.

Context
Dean of Education Ann Morey wanted to formulate strategic
plans in collaboration with over 100 faculty at San Diego State
University. Within the California system and among instituti.-ns
nationally, some of the college's programs are seen as on the
leading edge.

Morey decided to ask for help from a group facilitator and a
graphic designer. She arranged to have two faculty retreats, at
which attendance was optional. The first retreat was for college-
level directions of travel; the second focused on the departments.

In both retreats, the facilitator led the faculty as it thought
through its salient strengths and considered opportunities.
Small-group meetings and meetings of the whole were held.
Everything said was recorded graphically in colors as it oc-
curred. If someone said "school," it was drawn. If someone
said "computer," a conyuter appeared on the design paper
that covered the walls (see figure 7). Everyone not only heard
but also saw the points developing. Soon faculty were present-
ing their own ideas with pictures.

For the college, the faculty decided on three "directions of
travel"three strategic directional choices emphasizing (1)
multicultural leaf:ling, (2) expanded service to the urban com-
munity, and (3) applied research. The dean added her own
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FIGURE 7

CONTEXTUAL PLANNING WITH PICTURES
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challenge to the faculty: "Dare to lead in those three direc-
tions." A design emerged. Consensus emerged. Then the ses-
sions moved to "quick starts"actions that could begin the
following day, week, or month.

Comment
The directions of travelthe agreed-upon designappeared to
represent the multiple interpretations of the realities these fac-
ulty members knew as tacit knowledge. (See the later section
on the importance of visualizing, seeing the whole picture, and
tacit knowledge.) Strategic planning with pictures has been
found successful in several settings and is recommended when
the services of a designer or cartoonist are available.

Since the retreats, the dean has consistently allocated faculty
appointments, leaves, special research funds, and so on on the
basis of the faculty's three choices. This college is now one of
the most highly externally funded colleges of education on at
least the West Coast.

Edmonds Community College: A President
Getting Alh;ad of the Institution
What to observe
Sometimes a college does not need to discover a set of key
success factors in a planning process. In this instancelargely
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because of the entrepreneurial style of the campus presidem
the college had already taken key initiatives, but it was
necessary to affirm them. It was necessary to give the faculty
an opportunity to "see the institution" as if through the
"eyes" of the office of the president.

Observe too how voting contributes to a necessarily democratic
process. Thus, the purpose of the reheat was less formulating a
good set of strategic choices than it was an opportunity to
participate and communicate. An observer of the process
concluded, "Faculty representatives now have new opportunities
to participate in planning, and communication has opened up
between faculty and the president" (Jacob 1987, p. 8).

Context
The college is located north of Seattle near the path of a devel-
oping high-technology co.lidor and south of major assembly
operations for the Boeing Aircraft Corporation. The college
started in the late 19Qs in makeshift facilities with a curricu-
lum emphasizing jobs and the local industries (metal fabrica-
tion, fishing, wood products) before the emergence of high
technology. The current president, Tom Nielson, was criticized
by the largely arts-oriented faculty for an entrepreneurial style
of leadership, for ignoring transfer students and the liberal arts
programs at the college while he created highly visible partner-
ships with industry. Less than half of the college's operating
funds are now provided by the state. As the college appeared to
find its "corporate partnerorganizational niche" (Bennis and
Nanus 1985), the liberal arts faculty felt left out and demanded
the creation of a college planning committee.

Process
One of the first tasks of the College Planning Committee, un-
der the direction of Executive Vice President Jennis Bapst, was
to plan a one-day strategic planning retreat. The retreat fol-
lowed the simplified strategic planning model: Campus
strengths re:ct-A to environmental opportunity determine stra-
tegic direction. Before the retreat, his committee obtained a
resolution from the trustees that the college must plan strategi-
cally.

The retreat's participants included all the trustees, the execu-
tive cabinet, all division directors, and the 13 members of the
Planning Committee. About 35 people attended. The partici-



pants concluded the retreat by voting on a best proposal put
forth by one of the participants. After the strengths and oppor-
tunities were pictured and reviewed (by mid-afternoon), each
participant wrote her or his own set of key success factors and
posted them on the walls fc- every other member's vote. Each
participant voted twice.

A best proposal was one that had to demonstrate it was built
on present strengths and was related to the opportunities "out
there." The proposal obtaining near complete agreement had
five directions of travel, including more emphasis on matters
related to the international scene (particularly the Pacific), serv-
ing the growing presence of Naval facilities, serving business
and industry, retraining needs for new technologies, and serv-
ing the needs of the less advantaged, particularly the growing
proportion of senior citizens.

The picture form of image sharing was used during the re-
treat, as the faculty included a former professional cartoonist.
The president, clearly backed by the trustees, promised that he
would follow the directions set by the retreat in making deci-
sions. The results of the retreat were shared widely by memo
for additional comment; they continue to live as the Planning
Committee continues its deliberations. The illustrations from
the retreat Ivere hung in the faculty dining room as a constant
reminder of the directional choices endorsed.°

Summarizing Observations
RE: Preplanning

1. A document describing the history and current situation of
the institution with an emphasis on anticipated environ-
ments is essential. It should be widely distributed.

2. The trustees should endorse the concept.
3. The chief educational officer needs to demonstrate that

the process will result in guidelir :s that will determine
how resources will be shifted.

6. In a similar retreat at Mount Union College in Ohio, the courageousand
right-thinkingpresident, Harold Kolenbrander, took all 18 individual state-
ments prepared by faculty at an opportunities rctrcat back to the m in campus
for all the faculty to vote on. The set of propositions receiving the largest num-
ber of votes at the rctrcat was not revealed. The "at-home" facultyafter a
review of the strengths and opportunities decided on at the retreatvoted
again. They endorsed the same set of propositions.
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RE: Content

1. Focus on opportunities in the challenges of the external
environment.

2. Separate external strategic choices from internal opera-
tional decisions.

3. Concen rate on a limited number of strategic choices. Re-
duce complexity by recommending that groups focus on
pairs of ideas. For example, move internationally and de-
centralize, or emphasize selected themes linked to stronger
departments like computers to biological systems.

4. Emphasize the qualitative directions of travel over quanti-
tative goals during the planning phase.

RE: Process

1. The CEO must exhibit a continuing and visible
commitment.

2. Staff at all levels and from all functions should
be involved.

3. Pro Nide a modest structure like the simple models
illustrated in th..! cases.

RE: Content of process

1. Move meetings to retreat settings. Most large-scale, big-
picture considerations require new perspectives. If the set-
ting is close to the campus, thinking will be restricted.

2. Focus on directional choices and frameworks rather than
on specific outcomes. The directional choices or the stra-
tegic frameworks provide longer-term utility beyond the
particular goals.

3. Recognize the professional ethos of the institution's cul-
ture. Allow participants to learn about that ethos as
groups learn together.

4. Keep communications open. Allow the discussion to be
come larger than the agenda so all interests can be heard.
Allow all issues to come out. If an issue gets in the way
of the process, however, assign it to a task force.

5. Present the same information in different ways to accom-
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modatc different styles of perceiving. And keep the infor-
mation tased on numbers to a minimum.

6. Recognize that while groups are usually more. :fective
than individuals in generating sets of ideas, individuals
arc often more effective in integrating those ideas in a
single vision.

7. Identify "quick starts" and provide for annual reviews.

RE: Outcomes
The process should result in institutional understandings about
several factors:

Clientele: What needs of the potential stake holdersstu-
dcats, firms, other institutions, alumni, government, and
so onwill be met?
Program air: What range of educational, service, re-
search, and economic development offerings will be avail-
able from the entity?
Geographic service area: What region is to be served?
Comparative advantage: What position(s) will the institu-
tion occupy in the marketplace? This position should be
defined particularly in regard to its strengths or special ad-
vantages relative to other institutions of higher education.
Basic mission: How do the role and scope of the institu-
tion incorporate all of the above factors? The mission
should be reviewed for any changes after the process of
strategizing is completed to allow more likelihood for
change to be contemplated wisely.

A mission statemclt consist( at with what has been suggested
so far in this report should (I) differentiate it from other institu-
tions, (2) define where the institution is going rather than
where it is, (3) inspire others, and (4) stand up to disagree-
ment. Statements about "maximizing growth potential" or
"providing an education of the highest quality" cannot be disa-
greed with and are not worth stating.

Finally, the results of a strategic planning process should
provide participants with the glimmer of something perhaps im-
probable, surely difficult, and maybe even remote.
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FUNDAMENTALS OF APPLICATION

This section explores fundamentals of applying the strategy
concept. The range of homegrown, innovative practices among
colleges is already substantial and Llmirable, and the tech-
niques illustrated next should add to the richness of further ap-
plications.

It is contended, however, that one of the major shortcomings
in the application of the strategic concept has been the lack of
awareness of the concept's rich heritage. A lack of understand-
ing is apparent. Those foundations are the subject of the last
section. The serious student of the strategy concept needs defi-
nitions, cases, and experience with applications and will even-
tually want to think deeply about the concept's historical and
theoretical origins. First, however, this section contributes addi-
tional perspectives on the practices seen in the case examples
of the previous section.

Those applying the strategic concept will find it valuable to
differentiate between directional planning and internally di-
rected managerial decisions. They will also develop a deeper
understanding of the environment as ecosystem, determine that
for effectiveness it is necessary only to achieve a "satisficing"
level of accomplishment with our necessarily loosely coupled
institutions, and adopt other matterssuch as participative
managementthat are related to leadership and organizational
behaviors (Chaffe and Tierney 1988; Cope 1981, 1985a, 1988;
Norris and Poulton 1987). Much of this section addresses these
interrelated concepts (.vhich are also part of the primary model
illustrated in figure 1).

The concept of "loosely coupled" is fundamental to how the
academic organization is perceived. What is an academic or-
ganization? For the purposes of this report, stressing as it does
people and ideas, an academic organization is people and ideas
(Chaffee and Tierney 1988; Cope 1988; Peterson 1980; Peter-
son et al. 1986). An organization is a culture made up of
needs, values, sagas, history, and future direction. An organi-
zation is a constructed entity, negotiated, renegotiated, and ere
ated by participants in given contexts.

An academic enterprise, saturated as it is with professional
expertise, is viewed as a loosely coupled and loosely bound as-
sortment of people sharing some common reason for collective
action in an environment. Our academic enterprises are thus
taken to be democratic cultures existing in a resource-providing
ecosystem (Cleveland 1985b).

The remainder of this section recommends fundamentals this

There is no
question
about the
importance
of sharp
arrows, but
concentrating
on arrow
sharpening
leads to
starvation.
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loosely coupled, democratic enterprise may apply in undertak-
ing strategic planning.

Differentiating "Where" and "How"
At the simplest level, the distinction ttween "where" and
"how" must be made clearer. (This distinction is more fre-
quently made with "what" and "how," but where is more in
keeping with the planning concept of direction finding.) To
tu.n to the earliest application of that fundamental difference,
consider an analogy to the early food gatherers: "Where" is
doing the right thing by stalking animals collectively; sharpen-
ing arrows around the campfire is a "how" activity, doing
things right. The cellege CEO focusing on cost containment,
the government agency focusing on reporting requirements, and
the firm stressing cost of production are all sharpening arrows.
There is no question about the importance of sharp arrows, but
concentrating on arrow sharpening leads to starvation.

A Compass as Metaphor: Pathfinding
A recent criticism of the approach of industry to strategic plan-
ning emphasizes the metaphor of a compass (Hayes 1985). The
compass points direction. The environment ;s a swamp. The or-
ganization finds its way by determining a direction of travel
through a swamp. Some writers cell it pathfinding (Peters and
Waterman 1982); others distinguish between the "Cook's
Tour" approach to planning and the "Lewis and Clark"
model:

The Cook's Tour defines a precise schedule on a well-de-
fined route; it moves in an orderly T. egression past known
landmarks. Its aim is to avoid contingencies and the un-
known and to structure planning in a scheduled, ordered,
and routine manner. On the other hand, the Lewis and Clark
model incorporates a sense of adventure in the exploration of
new planning frontiers. Lewis and Clark had a clear sense of
context, direction, and what to look for, but their actual
course was unknown (Enarson 1975, voted in Norris and
Poulton 1987, p. 3).

The college deciding to emphasize community service more
makes a strategic choice. That is a direction of travel. Hiring
the right person to direct the continuing education program is a
tactic, a step taken toward getting there.
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The university hospital first carefully analyzing health needs
and then services offered by competing hospitals and then
choosing to emphasize short-term, emergency, and at-home,
family-related services chooses a strategic market niche to oc-
cupy. Advertising its service on buses and over the radio be-
comes implementation. Hiring doctors and nurses with values
and skills emphasizing family, emergency, and short-term care
is implementation.

The short-term university president (he lasted about three
years) who was immersed in issues such as the appropriate va-
cation allowances for various members of staff, the appropriate
faculty (business or public administration) to teach general
management courses, and the appropriate roles of various ad-
ministrative committees was spending too much time
sharpening arrows.

While the university president was sharpening arrows, one
faculty group was conducting retreats that focused on mission
review without considering anything occurring in its environ-
ment (Cope 1988). The issues tended to be on whetlu.: research
or teaching was more importantor what research was. This
faculty appeared to be oblivious to dozens of reports and arti-
cles calling for reform, the emphasis on world competitiveness,
the information age, and the crowing concern of the state's
governor and legislature about what the tax dollar was buying.
They appeared to be on a path going nowhere in particular. Or
maybe they were on the wrong path: Some faculty were still
adding courses focusing on developments in Europe and the so-
ciology of American industry while Japan became the world's
leading manufacture of automobiles, South Korea became a
world contender in steel production and shipbuilding, and Ma-
laysia became a leading exporter of semiconductors.

The application of the concept of "where," when articulated
by the leadership and reinforced by rewards (read "budget allo-
cations") improves the alignment of the institution's semiauton-
omous departments and functional units (see figure 8).

Positioning as a Major Integrating Concept
Whether the topic is planning models (Peterson 1980; Petersun
et al. 1986), organizational models (Cope 1985a), systems of
strategy (Chaffee 1985), strategic leadership styles (Chaffee and
Tierney 1988), or some other paradigm in the jungle of organi-
zational and management theory, it is important to identify a
viabie perspective or set of perspectives from which to work;
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FIGURE 8

FOCUSING ON DIRECTIONS TO OBTAIN INTEGRATED EFFORT

RESEARCH

OR

CLINIC

DISJOINTED EFFORT
INTEGRATED EFFORT

RESEARCH
SERVICE

DEPT. A
OR

INSTRUCTION

PRESIDENT

OR

SERVICE

thus, positioning is frequently offered as a means to integrate
thinking. Positioning is a simple, yet powerful construct.

Positioning is important in two senses. On the one hand, it is
helpful to take a position, albeit tentatively, toward the theoret-
ic21 constructs suggested by those who write about the strategy
concert; on the other hand, positioning is advanced as an im-
portant perspective to determine what t.:ust be done relative to
the envirc.ment to acquire the resources that contribute to the
bottom line. An important question relative to the bottom line
is easily overlooked when doing strategic planning: "How do
organizations acquire resources?"

The answer, according to most business literature, is that
they position themselves favorably. They find the right niche.
Every enterprise exists in an environment that has technologi-
cal, cu:tural, social, demographic, and physical properties to
which it must adapt. Survival depends on resource gathering in
that environment. And effective resource gathering depends on
positioning in that environment. Colleges and irtiverC.cies are
not exempt (Cap les 1987; Trachtenberg 1985). Figure 9 illus-
trates positioning and niche.
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C NEEDS )

( DELIVERY )

Positioning in the three dimensional space illustrated by fig-
ure 9 is a matter of coalignment among needs, segments, and
delivery of alternative products, technologies, prices, and
places. Needs are the things people desirefrom sex to secur-
ity. Segments are societal groupsfrom embryos to those re-
quiring hospice care. And alternatives are those programs,
prot ..ts, services, prices, and technologies employed to
fulfill needs.

Positioning in higher education's competitive marketplace is
illustrated by a marketing study of competing colleges in the
Pacific Northwest in figure 10 (Leister 1975). SU, UPS, and

FIGURE 9

DEFINING POSITION ALONG THREE DIMENSIONS
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CUSTOMER,
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Source: Adapted from Abell 1980; Kotler 1982.
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PLU (upper right corner) are close competitors for students.
The University of Washington (UW) (lower right) is almost
alone; it has no local close competitors for students. With an-
other set of variables, say adding reputation for most forms of
research, UW would still stand apart from this set of competi-
tors; however, if the "playing field" is national or interna-
tional, then the competitors and means of competition change.

Using this form of analysis, a college deciding to give
greater emphasis to quality, or to community service, or to
lower relative pricing for tuition makes a strategic choice con-
sistent with a direction of travel in the environment that results
in a repositioning. This college has chosen a "direction of
travel" to keep itself favorab'y positioned relative to potential
resources consistent with attainment of its mission. Harvard,
Bennington, Carlton, and the California Institute of Technology
all maintain positions in the market. Sony and Panasonic posi-
tion themselves as technology leader and technology follower.
Ford positioned itself early as an international automobile firm,
getting a positioning jump on GM, which Ford maintains with
its Escort and Tracer. And so it is with the divisions of any
enterprise. IBM competes with dozens of clones in the personal
computer market and with Digital Equipment, Xerox, and a
few others when it comes to large, integrated systems.

Positioning is both macro and micro: An institution's posi-
tioning is macro, its departments' positioning micro. Macro and
industry environments parallel to macro and micro positioning
(see later discussion).

Thus, to restate several '..ey principles:

1. Organizations acquire all resources from their environ-
ment. And to acquire resources they seek to position
themselves advantageously.

2. Planning for an enterprise is an expression of leadership
in whole system design?

3. Strategic planning moves and "strategic" management
shapes the enterprise.

The Environment as Ecosystems
The environment may be seen as a big river of ideas and op-
portunities. For example, Rensselaer Polytechnic Institute (RPI)

7. "Whole system design" is a term taken from a master's degree program of
Antioch UniversitySeattle.
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FIGURE 10

JOINT-SPACE MAP OF INSTITUTIONAL MARKET
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SMSt. Martin's College
SUSeattle University
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TCCTacoma Community College
HCCHighline Community College
FSCCFort Steilacoom Community College

Vocational schools:
CPVTClover Park Vocational-Technical
KBCKnapp Business College

Opportunity from Strength 59



and Carnegie-Mellon University saw, as early as the 1970s, the
opportunity in this big river of ideas to emphasize computers
and information systems as integrating themes in their curricula
and research.

Every college can look al )und and see other institutions
looking into the future and moving earlyreading the antici-
pated environment today and making today's choices. In Ohio,
Hiram College moved faster than its sister Ohio Athletic Con-
ference institutions into the adult market, while Washington
state's Edmonds Community College moved fastest among
community colleges into industrial training, business incuba-
tors, and Pacific-oriented, international programs (Borton
1987b). In like fashion, RI% in the late 1970s, decentralized
student recruiting and job placement to the midwest, southwest,
am! southeast to reposition itself to avoid the effects of the de-
cline in high school enrollments in New York; in early 1972,
RPI took a leading position regarding computer technology, in-
dicating it would become the most compute,-Intensive institu-
tion in the United States. About the same time, Carnegie-
Mellon University began positioning academic resources around
the theme of information to unite programs as diverse as his-
tory and electrical engineering. Seattle University's School of
Engineering saw the growing importance of software when the
PC revolution hit in the late 1970s and began the nation's first
degree program for software engineering.

The environment, that big river of ideas, is filled with oppor-
tunity, and leading institutions and businesses pay close atten-
tion to their environments and the key actors in those environ-
ments (Peters and Waterman 1982). A study of university
budgeting practices points out that "to understand the behavior
of an organization, you must understand the context of that be-
havior. Organizations are inescapably bound up with the condi-
tions of the environment. indeed, it has been said that all or-
ganizations engage in activities [that] have as their logical
conclusion adjustment to the environment" (Pfeffer and Salan-
cik 1978, p. 117). The truth of that observation is demonstrated
in a detailed study of the connection between the organizational
positioning behaviors of the University of Michigan and the
Michigan lc, islature over two decades (Gill 1987).

Positioning in the big river is most effective when it builds
t. related currents. Lufthansa, fa. example, scanned the
emerging transport environment and saw the importance of the
convergence of two trends: faster delivery and smaller compo-
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nents. The airline became a world leader in moving freight by
air by capitalizing on those trends by ordering, as early as the
late 1970s, the first all cargo B-747s.

Many colleges and universitiesalong with firms like Sony,
Phillips, and Motorolaare moving as fast as possible today to
relate to the flow of an annual $200 billion in salts of telecom-
munications; they all see that telecommunications has a leap of
about a century on the computer industry (Johnson 1984). The
computer industry, the publishing industry, and the demand for
offices are other main streams converging with the main stream
of telecommunications. Faster and ever-faster information re-
trieval, word processing, and communications are demanded.

Thus, the turbulence in the big river of the computer industry
is already made up of voice, picture, and data transmission.
And a new tributary is the disk in a CD-ROM system, each of
which will store about 250,000 pages of printed material, more
than enough for a dictionary. Some leading firms and institu-
tions are reading the environment of telecommunications and
moving strategically to position themselves ahead of the com-
petition (Borton 1987a; Johnson 1984).

Do Organizations Forget the Importance
of Positioning in the Ecosystem?
Surprisingly, or so it seems, the answer is "yes." While peo-
ple organize for collaborative efforts designed to achieve cnds,
a high proportion of resources is necessarily expended to main-
tain the organization itself. Sometimes, however, the pursuit of
inward-looking maintenance as a means becomes an end in it-
self. Organizationssometimes whole industriesappear to
miss messages from "out there."

At a failing midwestern college, for exan-71e, meeting the
payroll was becoming a month-to-month question, with the is-
sue again the computer (Cope 1988). The business manager
wanted it largely to keep track of costs and thus to control ex-
penses. The director of planning wanted to use it to study mar-
ket segments and successes and failures in admissions, and to
ingrate it into the business curriculum. The faculty just
wanted it. The president did not know wi;:ch way to go first.

Befcre the decision was made on what computer for what
purpose, with the full participation of all staff, the college de-
cided on what it saw as a two-part, turnaround strategy summa-
rized as "maintain to gain." Part one was to contain, maintain,
and reduce costs; therefore, the computer's capability was used

Every college
can look
around and
see other
institutions
looking into
the future
and moving
early
reading the
anticipated
environment
today and
making
today's
choices.
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there firstan internal management decision. Part two was to
gain; the long-run strategy was to reposition itself as a higher-
quality, higher-cost institutiona plan to reposition itself in the
external environment. As it was necessary to get the college's
financial house in order first (while it seems contrary to the
propositions of this report regarding the primacy of external
choices in strategy formulation), in a case such as this one, it is
appropriate to combine the internal move with the external en-
vironment and call the whole lump a "stategy." But as the re-
sults of the next two studies indicate, decisions that are domi-
nated by internal matters do not appear conducive to long-term
success.

An examination of enrollments from 1977 to 1981 at over
300 colleges in the United States found most reporting declin-
ing enrollments (Cameron and Chaffee 1983). Some were hav-
ing severe difficulties with enrollments and finances; others
were thriving. A targeted followup of 40 northeastern institu-
tions reported that those deciding to concentrate on conserving
resources already acquired as a basic "strategy" were less suc-
cessful in gaining enrollments and less successful financially
when compared to those taking initiatives in the environment
(Cameron 1983). Even worse, the creative staff with the new
ideas at inward-looking institutions were leaving to join institu-
tions taking more initiatives in their environments.

Another study compared 12 institutions engaged in strategic
planning with 12 matched institutions not so engaged on their
comparative ability to gain resources (Meredith, Lenning, and
Cope 1988). It found institutions with higher strategic scores
were more successful in obtaining funds over six years (1981
through 1987) than less strategically oriented institutions.
Worse, those institutions not following good strategic planning
practices were actually poorer after six years. They had less
money per faculty position and per student.8

More will be said later about the primacy of the environ-
ment, the academic enterprise's ecosystem, and how to make
sense of it. Most authors take an indirect approach to consider-
ing the environment's contribution to the bottom line. Conse-
quently, they include much more under strategies. For exam-
ple, changing compensation policies, acquiring hardware and
software, replacing older members of middie management, con-

8. Similar research is under way at the National Center for Pos .condary Gov-
ernance and Finance as part of its Institutional Planning Project.
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taining costs, and so on mignt all be called strategies, but they
frequently dc *ot make the distinction about the environment's
being the source of all resources. They confuse positioning for
the purpose of the acquisition of resources with every conceiv-
able issue of management, from equipment purchases through
introducing new programs to changing the nature of the college
entirely. This report takes probably the narrowest conceptual
view about what is real'y important in the long term: what the
academic enterprise must do to fulfill its mission while getting
the resources "out there?'

Satisficing and Loose Coupling
Colleges and universities tend to be democratically governed,
and control is thus neither complete nor considered desirable.
As they are democraciesand given the complexity of whole
system planning in changing environments and the diversity in
individualsthey understand the best any institution can expect
is to "satisfice." "Satisficing" is a useful term coined by No-
bel Prize winner Herbert Simon to designate efforts to attain
some level of satisfaction that is less than perfect. To satisfice
is to do "well enough." Winston Churchillever the optimist
was more philosophical than his down-under cousins when re-
flecting on the differences between democracies and totalitarian
regimes. He concluded that democracy, despite its problems,
was simply the best of all possible systems. It would satisfice.

The satisficer's orientation is much like the political noti o
of the "art of the possible." Achieving near consensus on an
institution's purposes, given the reality of divergent profes-
sional orientations (read "egos"), is possible only if the pur-
poses are believed desirable and feasibleand if the actors
share a view of what is "out there."

And given the diversity of professional orientations within
most colleges and universities (even those with a reasonably
well-defined mission) and the volatile possibilities in the eco-
system, it is positively desirable not to haveas some theorists
call them"closely coupled people or structures" (Weick
1976). The Walla Walla prison is 2losely coupled. Organization
is tight. Control is comp!'ie.

A certain amount of loose coupling and diversification
among staff and within the structures of the kinds of organiza-
tions addressed by this report should permit simultaneously di-
vergent efforts. That diversity permits a greater possibility that
the organization will innovate in response to a shifting ecosystem.
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The greater danger is to a college or department with a single,
possibly inappropriate purpose as the ecosystem changes.

Is the Strategic Concept Equally Useful
for Any College and University?
While the comparisons that come next are overstated, they are
included to make an important point: The strategic concept is
not equally useful at all colleges.

Compare General Motors's strategic issues with those of
Richard Vincent and Washington state's Walla Walla prison.
Richard Vincent operates a 2,400 acre sheep ranch in southwest
Oregon with about 1,500 sheep. General Motors, still the
world's largest industrial company with annual sales of about
$100 billion and over 750,000 employees, makes about 7 mil-
lion L,tomobiles annuCly. The Walla Walla prison restrains
about 1,200 inmates.

While these groups are of different sizes, size is not impor-
tant regarding what is or is not strategic. The first consideration
is still the environment.

GM is a global industry that operates at 80 to 90 percent of
capacity. GM can build more cars than it can sell. Vincent is
also in a global industry, but he can sell as many sheep as he
can produce. The Walla Walla pr:son is already over capacity.

GM faces two environmental issues: worldwide overcapacity
and, at the time of this writing, declining interest in buying
GM cars. GM is responding by slimming down production
(largely an internal adjustment) and by introducing new models
to escape the impression that GM cars are all made with the
same cookie cutteran external adjustments

Because Vincent does not interact directly with the consumer
of his sheep, he simply has to take the price available at the
time of sale. His primary drive is to make his land productive
by clearing forests, planting the right grasses, moving sheep to
the rIg'it pastures, and keeping them healthy

The prisonnot so simplyfinds places for those sent by the
courts. Neither Vincent nor the Walla Walla prison can reposi-
tion themselves. They have no external strategy ti consider.

GM, however, can redesign models, change prices, change
locations, and decide on various promotional messages to sell
GM cars. It can control the primary strategic variables: price,
place, product, and promotion.

And so it is with divers' colleges and universities. The Uni-
versity of Michigan sets its own tuition; the University of
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Washing:on cannot. Some legislatures limit the number of out-
of-state students; others do not. Some institutions are con-
strained from offering new degree programs or presenting the
older degree programs in new locations; others are not. Institu-
tion-to-institution and state-to-state differences (cf. Birnbaum
1983; Freed 1987; Gill 1987) are extended to a variety of or-
ganizations in figure 11.

Because an organization has control over pricing its service,
its location of operation, and its program/product mix, it will
find the strategy concept more useful (high applicability); that
institution will have more "strategic" power and it may decide
more of what to do and where to go. With little flexibility in
price, location, or program, it has little opportunity to strateg-
ize; its options are more managerial and are likely to have to
focus on matters of efficiency.

Different Levels of Planning
One of the deficiencies of planning in higher education has
been not recognizing the need for planning at different "lev-
els." Shirley (1983) devised a helpful typology for colleges
and universities. His "four levels of strategy" recognize that
planning is dealt with not only at the institutional level but also

FIGURE 11

APPLICATION OF THE STRATEGY CONCEPT
TO ORGANIZATIONS

LOWAPPLICABILITY.. HIGH APPLICABILITY

WALLA DIVISION OF CENTRAL TAHOMA DEPARTMENT YONTOONNE MILLI KIN VEVLR I.AMIW
WALLA VOCATIONAL MISSOURI INDUSTRIES OF COLLEGE UNIYERMTY I IAEUSER PASTRY
PRISON REHABILITATION STATE SPECIAL COMPANY SHOP

UNIVERSITY EDUCATION

EFFICIENCY/HOW

EFFECTIVENESS/WHAT

NO/OR LOW PRICE IIIGIIER PRICE
FLEXIBILITY FLEXIBLITY

NO/OR LOW LOCATION EASIER CHANGE OF
CHANCE LOCATION

SERVICE PRODUCTION PRODUCT/SERVICE
FIXED FLEXIBLITY
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by colleges, departments, and other functional units. The sys-
tem level was added later (Pailthorp 1986).

n.ihaps Shirley too overworks the term "strategy" by not
differentiating between strategizing and planning and by not
differentiating between what the institution cannot control add
therefcre. must strategize about and what it does control and can
reshape through planningthe strategic concept central to this
report. Nevertheless, his levels include: (1) institutional strat-
egy, which deals with matching environmental opportunities
with internal strengths to determine clientele, goals, program
mix, geographic domains, and comparative advantage; (2) cam-
pustvide functional strategies, which deal with the specifics of
finances, human resources, enrollment, and facilities to achieve
the strategies defined in level 1; (3) program strategies, which
are academic department plans made in response to plans at
levels 1 and 2; and (4) program -level fund on strategies, which
are the specific plans cnr admissions, curriculum, staffing, and
budget made by departments to translate strategy into opera-
tions.

Is Strategic Planning an Expression of a
Different, Special Form of Leadership?
"Planning is something we do in advance of taking action; that
is, it is anticipatory decision making. It is a process of deciding
.. . before action is required" (Ackoff 1970, p. 2).

This observation is a simple one. Many examples of strategic
planning and ci comprehensive, master or long-range planning
are filled, however, with "decisions" already made on all
manner of details. These misdirected planning efforts often in-
volve staff in activities taking many months, not uncommonly
12 or 18. The resta.t is often a document of about 120 pages
already filled with decisions for the next five or ten years.
Planning documents of this size appear to be assumed magic
like a term paper of 30 pages.

The reasons the 120-page document is mistaken are, first,
that future conditions for organizations in turbulent environ-
ments cannot be known and, second, future states require sets
of interdependent decisions made in response to the changing
environment. To illustrate the significance of the complexity of
interdependent decisions in a stable environment, for example,
consider planning a house, where a decision to place the living
room in a particular corner has an effect on the location of every
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other room and hence on the "performance" of the house as a
whole (Ackoff 1970).

Add a changing environment to the design of the house. The
angle of the sun changes. The sun begins to rise in the west, or
the south. The angle of the land shifts. The prevailing winds
shift. The climate changes to more rain, or less sun, or sleet

stead of snow. The placement of rooms, window blinds,
drainage, house plants, windows, and so l 'rth must be adjusted
to the changed context. This is the reality of organizatt,ons in
turbulent environments.

While this repert, mirroring as it does trends in the current
management literature, emphasizes the collaborative/participa-
tive forms of campus decision making, it titres not deny the im-
portance of leaders' anticipating the future. All levels of our
college have a place for executive leadership.

Robert Mc Hale, for example, is president of California's
DeAnza Community College. DeAnza is frequently identified
as one of the outstanding colleges of its type in the United
States. It plans strategically. Mc Hale keeps the college on
course by providing a style of planner leadership. He borrows
from the scriptures when he says to his staff, "The planners
shall inherit the college budget."

The application of the concept draws on many concepts of
planning and organizational behavior. Given the whole system
view of strategy, an eclectic approach to process and tech-
niques is suggested. Particularly useful ideas include (1) the
importance of separating externally directed decisions (strateg-
izing) from internally directed decisions (management), (2) re-
cognizing that comprehensive strategizing and planning take
place in at least four organizational levels, and (3) noting the
limitations inherent in loosely coupled institutions that have
varying capacities to plan strategically.

The next two sections are about the environment and about
information. Together they are about strategic thinking, which
is itself about how individuals scan environments, gathe- and
display information, and make choices. "Strategic issues arise
from the flow of information for analysis, design, and action"
(Schwartz 1987, p. 4).
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ENVIRONMENTAL CONTEXT: The Big Picture

Peter O'Toole, the eccentric academic in the film Creator, ad-
vises a student to sign up for 12 credits in the "Big Picture."
This section is about th environment, the society, the ecosys-
tem, and how institutions appear to make sense of the "Big
Picture." It is about planning in two contexts: internal and ex-
ternal. The task :n the challenge in the Big Picture is to create
awareness and knowledge with scanning techniques like those
illustrated for joint-problem solving.

Institutions of higher education can no lonber be clearly dif-
ferentiated from their environment.

Isn't the importance and significance of the environment
this total of circumstances affecting institutions of higher ed-
ucationself-evident? I believe it is not. Colleges once were
fairly insulated institutions, and the period of collegiate edu-
cation was sharply set off from the secondary education that
preceded it and the work life that followed it. This is no
longer true. Neither institutions of higher education nor the
experiences of their students are as sharply marked off from
the "outside world" as they used to be (Jonsen 1986, p. 5).

The outward-looking charact ir of strategic planning takes
into account a growing awareness and significance of the out-
side environment (Keller 1983). This growing awareness of the
outside environment is the single most important contribution
of strategic planning to institutional decision making, and three-
quarters of all change at most institutions is "now triggered by
outside factors" (p. 145).

Business firms and higher education look at the term "envi-
ronment" differntly, it should be noted. In higher education,
"environment" usually conjures up the climate or culture within
the instil :ion; in business firms, the same term nearly always
means w" at is "out there." This section is about what is "out
there."

Environmental Scanning
The literature on strategy refers to environmental scanning,
sometimes futures research, as a set of techniques to debrmine
what is out there. Techniques for examining the future range
from passive scanning to Monte Carlo and Trend Impact
Analysis (Morrison, Renfro, and Boucher 1984). Passive cun-
ning is what we all do everyday. We scan continually. "Pas-
sive scanning has tradition li; been a major source of
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information about the external world for most decision makers
and hence fo. their organizations" (p. 19).

Monte Carlo and various techniques of Trend Impact Analy-
sis are probablistic forecasting te,:hniques requiring quantitative
manipulations of substantial complexity. Mid-range techniques
for environmental scanning include variations of the nelphi
technique and cross-impact analyses (Cope 1978, 198:1; Morri-
son and Cope 1985). The application of any of these techniques
should result in two outcomes: first, a greater awareness and
knowledge about what is likely to happen and, seco. i, a grow-
ing consensus about how the institution should respond.

This section describes the passive to mid-range techniques
for scanning already in use.

Sources of Information
Changes in the environment are difficult to follow or anticipate.
Interest, for example, in the drug culture was high in the early
1970s, nearly disappeared by the end of the 1970s, and is
peaking again as this report is written. So it is with other mat-
tersaging, energy, sexism, insurance coverage, nuclear
waste, education, medical care, and tax reform. Groups doing
an environmental scan therefore need to be aware of the niffer-
ence between a cycle and a trend. A shift in interest (a cycle)
changes faster than basic problems or opportrnities.

Many sources of information are available (see, for example,
Ahumada and Hefferlin 1986; Halstead 1987, 1988; Morrison
1987). The Higher Education Bibliographic Yearbook, for ex-
ample, provides up-to-date information on what is currently the
best literature in the 34 topic areas summarized by teams of ex-
perts on higher education.9

9. They include teaching and learning; curriculum; faculty; libraries; graduate
education, research, and public service; student characteri..tics and develop.
ment; recruitment, admissions, and retention; student affairs and services; insti-
tutional mission, quality, and acc-eiitation; governance and the presidency;
institutional and academic management; institutional advancement; institutional
financing and budgeting; business and personnel administration; institutional
planning and research; academic and institutional computing and communica-
tions; campus and building planning end management; national and federal pol-
icy; national system comparisons and development; statewide planning and
coordination; finance and resource allocation; assessment, evaluation, and o .t-
comes analysis; educational opportunity; student financial assistance; wor!,, ed-
ucation, and industry; history; philosophy; law; economics; sociology,
anthropology, demography; independent higher education; community colleges;
private career schools; and adult and continuing education.
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Another source of expert information comes from centers for
assessing environmental trends or specific events, such as the
center that existed from 1985 to 1987 at the University of
Southern California. To help organizations anticipate events,
the School of Business Administration at the university estab-
lished the Club of 1000 in 1985. One thousand experts contin-
ually assessed information and provided opinions to the Center
for Futures Research on the likely developments in 45 areas,
from agricultural biology to welfare. Analyses of the results of
the expert assessments of the future make it obvious that "ex-
pert" knowledge comes largely from the popular literature,
whichwatch outmight be quite wrong.

For example, in response to a question in 1985 about the
possibility that Mexican oil reserves could prove to be as vast
as those in Saudi Arabia, 53 percent of the respondents identi-
fied their source for knowing this fact was the popular litera-
ture, 4 percent claimed first-hand knowledge, 33 percent knew
from professional literature, and 10 percent knew it was likely
from some form of oral communication.

Only in the narrow matters, such as the likelihood that so-
phisticated software could be developed capable of creating its
own computer programs to solve complex analytic problems,
were respondents more likely to form their opinions from first-
hand knowledge plus ;,rofessional literature (81 percent); only 8
percent of respondents knew it from the popular literature and
11 percent knew it from some form of oral communication.
The popular literature was identified as the prime source, or
was at least as good as any other source, in 151 out of 197
events.

Thus, it seems, if we can rely on the experts on onr cam-
puses and on tht popula- literature, little needs to be added to
the current fund of knowledge among knowledgeable people
who are actively, although passively, scanning the environment
all the time. In most of the cases of strategic planning illus-
trated earlier, little attention was given to specialized data gath-
ering. More will be said in the next section o iformation
about the limited data necessary for making s ,tegic choices.

Mid-Range Models for Environmental Scanning
One purpose of this section is to point out what is not so ob-
vious about what we call "the environmental context," to dem-
onstrate why that environmental context is frequently
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underexplored and that it operates on at least two levels: mega
and industry.

Professionals are all scanning passively nearly all the tine.
The process is at play when we read the Sunday paper or the
morning edition of the daily paper; it is at play whet: we listen
to the hourly newscasts, watch documentaries, read government
reports, and attend professional meetings. We constantly make
personal forecasts.

Individuals as Storehouses of Information
Individually, each student, faculty member, administrator, and
so on, is a warehouse of information. To tap the wealth of ex-
isting information, resourc fulness, and creativity amons
professional staff, only a little structure is necessary (Cope
1988; Morrison and Cope 1985; Morrison, Renfro, and
Boucher 1984). One simple structure is STEP: systematically
review Scciodemographic changes, then Technology changes,
then Economic changes, and finally Political changes (Cope
1988; Jonsen 1986; Morrison, Renfr-O, and Boucher 1984; Wil-
son 1974). STEP is built into the next, more complete environ-
mental scanning model.

STEP/SOS System
A more complex risibly more completeapproach to scan-
ning is iAustrated in figure 12, a simple device to help a group
explore what it already knows. It is calleu the Braudel-Wilson
system, or the STEP/SOS system.

Fernand Braude! was a European historian who wrote a fa-
mous history of the Mediterranean during the Age of Philip the
II (1556-98). Ian Wilson is a management consultantfuturist
with the Stanford Research Institute.

Braudel, in preparing his history of the Mediterranean, dis-
covered history occurred on three concurrent levels: (1) ine
day-to-day developments read in the morning papyrus scrolls in
Rome; (2) the larger structural changes occurring as, for example,
when Wilice grew and then declined as a commercial power; and
(3) individual opinions, attitudes, beliefs, and values.

"These three levels of history can alsu serve as a means for
viewing the future" (Morrison, Renfro, and Boucher 1984,
p. 5). Most forecasting is based upon surface changes, such as
changes in employment, rates of inflation, sales of houses, hous-
ing starts, and sales of automobiles. They are the matters on the
front page of the daily newspaper or reported in the Chronicle of
Higher Education. This level of analysis is inadequate, however,
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FIGURE 12

STEP/SOS ENVIRONMENT
ASSESSMENT MODEL
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because underlying shifts of longer-term significance are not
sought. The result has been the surprise development that upsets
the long-term trend analysis based on surface indicators.

For example, at the surface of education in today's newspa-
pers are endless reports of inadequacies among graduates who
cannot read or write or who do not know the facts of geogra-
phy. At the same tin' . is occurring an underlyingand there-
fore more important- trend in industry: The percentage of
nonjudgmental, routine jobs is declining rapidly. The long-term
result will be an increased demand among graduates to know
how to think and how to make judgments in a global economy.

A second level is to look for the implications of structural/
institutional changes, such as the shift from factory -based to
office-based employment, the movement of post-WWII babies
through the decades, and the shift of the center of economic
activity from the Atlantic to the Pacific Basin. They are the
megatrends.

The third level of analysis (again from Braudel's formula-
tion) is the process of exploring the value changes occurring
over time. For example, data gathered annually by the Cooper-
ative Institutional Research Program at UCLA have illustrated
that freshmen college students are changing their life expecta-
tions. During 1967, over 80 percent of the freshmen entering

Jilege--- across the United States wanted, during college years,
to "develop a meaningful philosophy of life." By the late
1980s, that proportior had shifted to less than 50 percent. In
1967, fewer than 50 percent emphasized "being well off finan-
cially," but in recent years, that criterion became important to
over 70 percent.

Braude! looked backward to learn how t, interpret the pres-
ent and the future. Wilson looks forward from he present.

Ian Wilson was a lea .ing administrator in the nation's early
programs of exploration in space and a pioneer of sociopolitical
forecasting. He suggests the value of looking for trends in four
arena- political, sociodemographic, economic, and technologi-
cal (1974).10 Figure 13 shows a conceptual representation of
environmental cross impacts.

10. Jon= (1986), writing about the r vironmental context of higher educa-
tion, applies approximately the same system: demograpl ic, eco=nic, political,
technical, social, and organizational environments. (The usual breakdown of
external forces combines social and demographic.) Because organizational is
internal, even Jonscn's _zheme follows the usual four cross impacts (economic,
social, technical, and political).

'14
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FIGURE 13

CONCEPTUAL REPRESENTATION OF
ENVIRONMENTAL CROSS IMPACTS
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Wilson's arenas can be remembered by the acronym STEP:
socio-demographic, technological, economic, and political.
Braudel's levels become SOS: superficial or surface (day-to-
day) events, pinions (more deeply held values and beliefs),
and structures (major shifts in organizations or society). To-
gether STEP and SOS summarize forces working in the envi-
ronment that suggest contextual opportunities and warn of
threats.

It seems clear that forces operating within any of Braudel's
levels or Wilson's arenas are probably recursive. That is, a
technological breakthrough in a' arena, such as the birth con-
trol pill, can be seen as either a cause or a result or changed
attitudes toward sexual values, the dynamics of the baby boom,
the need for two-worker households, emerging personal roles
for men and women, and so on.

Braudel argued that a change in any level could cause a

change in another level. A change could be "initiated" in any
level, causing changes in the other levels. For 7:xample, the
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FIGURE 14

GENERAL SCHEME FOR ENVIRONMENTAL
SCAIININr
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surface occurrence of seeing more beggars on the streets of the
once-prosperous, smaller Roman or Greek towns during the
middle period of the Roman Empire's prosperity was "initi-
ated" (Braudel's term) by the trade monopoly and increased
use of slaves in a few dominant city-states like Venice or Flor-
ence. At the same time, a surface change was the noisy proces-
sion honoring newer gods, such as Dionysus or Bacchus, gods of
wine and life, while an underlying decline occurred in morals.

Completing the r.,odellike filling the squares of a cross-
word puzzlethat interweaves Braudel's levels with Wilson's
fo.tr domains is a useful device for informing judgment about
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FIGURE 15

EXAMPLE OF STEP IN AN ENVIRONMENTAL
SCANNING MODEL
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what is really happening "out there." Members of a planning
committee can be asked to think through an environmental scad
with an enlarged form of figure 12, perhaps on legal size pa-
per. Then they can compare what they filled in to start the
anat.ysis.

Other Devices for Environment Scanning
The general scheme in figure 14 is also useful for registering or
noting changes occurring "out there." Again inembers of a
planning committee can fill in the spaces and make compP,ri-
sons starting with what is occurring locally and extending ob-
servations outward to global observations. The categories are
arbitrary for this illustration. Note, for example, it includes no
arena for technology. The general schematic should be adapted
for a given institution; categories can be added or subuacted as
appropriate.
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Figure 15, developed as part of the preparation for a strategic
analysis at the University cf Guadalajara, Mexico, is a mega-
level of analysis useful to develop the fullest contextual per-
spective among those who will participate in the institution's
policy choices. It is an actual example of the general scheme
shown in figure 14, modified with STEP from figure 13. Note
that the institution is at the center, including dimensions of its
mission (ends and means), relating in the quadrants to the so-
ciodanographic, technological, economic, and political envi-
ronments.

More detailed assessments of til:; trends, for example, in the
technology quadrant (upper right) would lead to a sense of the
priority to give the "means" identified in the economics quad-
rant (lower right). One of this illustration's more desired fea-
tures is the presentation of the institution in its largest context
on one page. The actual analysis for this institution was sup-
ported by maps of Guadalajara (the city), Jalisco (the state),
and the adjacent regions of Mexico. In k.-Idition, the presenta-
tion included a substantial body of demographic information
(on the single page) beyond the detail already shown in the up-
per left quadrant.
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INFORMATION IN CONTEXT: Minds Perceiving

This section is about bits of data and individual minds prof:ess-
ing information.

Harlan Cleveland, formerly president of the University of
Hawaii, now director of the Humphrey Institute at the Univer-
sity of Minnesota, and author of The Knowledge Executive
(1985a), says some provocative things about knowing, informa-
tion, and knowledge. In discussing leadership, he says, "Your
responsibility increases in direct ratio to your ignorance." He
calls attention to executives who, as they rove up the ladder in
a complex, ever-changing world, manage more while under-
standing less. He also observes, "The obvious escape from this
dilemma is not to learn more about the details of whatever-it-is
but to learn more about its context" (p. xvi).

The premise of Cleveland's book is that the progress of sci-
ence and technology, driven by the fusion of computers and
telecommunications, is changing the world for those who get
things done by leading others. Each has to "graduate from the
mind-set of an expert to organize his or her :nind for the analy-
sis and projection of breadth" (p. xvii).

That our society is becoming an information society is now a
cliché. Information is at the heart of the decision process. In-
formation is the substance of communication. Communication
is the substance of leadership. Strategic thinking is a matter of
information 'rocessing. Strategic leadership is helping all those
who will do the strategic thinking learn about context
(cf. above).

This section progresses from summarizing the more tradi-
tional ways information has been conceived of to the more re-
cent ways of looking at information. In summary, the more
traditional tended to look at information as information in bits,
categorized by form, and by the ways it was applied. The usual
references were to management information systems or decision
support systems.

More recent views have placed knowledge (as derived from
information) in a larger context of how the mind perceives and
processes information and how information in varying forms is
used to create a vision and communicated to influence. "Know-
ledge has become inseparable from power in modern society"
(Rolf 1987, p. 2).

Information and Organizational Purpose
With the widespread introduction of organizational theory and
strategic/contextual management concepts into enterprises dur-

=MEM
Communication
is the
substance of
leadership.
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ing the 1970s, the need for an additional perspective on infor-
mation requirements became evident (Peterson et al. 1986).
The technically oriented information requirements of the sixties
and early seventies were being supplemented by "managerially
oriented" systems. It became clear that the information for
strategic purposes available to institutions is less costly, sim-
pler, and can be more directly related to the long-term success
of the institution (Baker 1982; Carroll et al. 1984; Cope 1986;
Rockart 1982; Sapp 1985; Sullivan 1985).

The cuIrent introduction of the contextual/strategic planning
concepts requires a new approach to information. The "techni-
cally oriented" information requirements of the seventies and
early eighties needs supplementation by strategically oriented
systems. Most information systems, whether computerized or
not, were designed for operating and contra! purposes and pro-
vide internal, historical information, whereas strategic choices
require information frequently in the form of intelligence about
future, external conditions.

Cope (1986) following Ohmae (1983) has proposed a stra-
tegic triangle concept (see figure 16) for systematic information
gathering for making two types of sequenced decisions: first for
strategic choices and then for shaping, resource allocation and
control (cf. figure 1). Key success factors help discriminate fur-
ther the information required at each vertex of the triangle
(Su 'Ilya i 1985).

FIGURE 16

THE STRATEGIC INFORMATION TRIANGLE

INSTITUTION

STAKE HOLDERS COMPETITION
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The Strategic Triangle for Information
The triangle concept is deceptively simple. keduced to its es-
sentials, effective strategy deals with the interplay of institu-
tion, competition, and stake holders.

Stake holders are students, government agencies, founda-
tions, communities, and so on. Any entity having a partic-
ular interest in the "products" of the institution becomes a
stake holder (Mitroff 1983).
Stake holder's :;gfondation must include (or so it seems)
trend analyses on application rates, admitted students, in-
dices of students' quality, retention-to-graduation ratios,
changing characteristics over time, and so on. Additional
informationdepending on the institutionwould include
new initiatives in government-sponsored research, chang-
ing initiatives of foundations, the attitudes of alumni,
and so on.
Competitors' information is about competing institutions
on matters such s faculty salaries and benefits, levels of
student financial aid offered, new program ventures, ac-
creditation reviews, tuition levels, and so on. It is clear
that the least developed and potentially most valuable set
of information that is not developed at most institutions
concerns its competition.
Institutional information must include indices of program
quality, market viability, faculty turnover, costs, rnd so on.

Key Success Factors and Key Success Indicators
Key success factors (KSFs) are those few key choices around
which favorable results are necessary: secure the local market;
move to the upper third in tuition levels, retain a 1:vely curricu-
lum. Information systems should develop key success indicators
(KSIs) to assess progress on a KSF. For example, the college
intending to increa :e its tuition needs to track annually the
competition's tuition charges. KSIs are necessary to assess
progress along the direction of travel relative to the external
environment.

In addition, some KSIs at each point of the triangle are uni-
versally important (student numbers and quality, for example).
Other KSIs will differ, however, depending on the strategic
choices already made. (It may be useful to look again at figure
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1.) When Rensselaer Polytechnic, for example, decided to
broaden its ',lase of recruitment, declining proportions of stu-
dents from its traditional areas was an indication of success. As
the private liberal arts college in that midwestern city (men-
tioned earlier) decided to move its tuition level from the bottom
third into the top third of the institutions in its zones of compe-
tition, relatively lower tuitions charged among competing insti-
tutions was an indication of s;ccess. When the University of
Michigan decided to shift millions of dollars out of some col-
leges over five years to other uses, the changing ratios were
signs :hat certain goals were being achieved. (Note, however,
that the Michigan example may not have been for strategic ob-
jectives; that is, objectives may not have been directly associ-
ated with the external environment.)

The triangle concept of information about KSFs and KSIc
implies that a successful strategy must be defined as an en-
deavor by the institution to differentiate hself in the larger mar-
ketplace positively from its competitionon those three
dimensions. A strategic move changes the institution, its stake
holders, and its competition. Anything less is not strategic,
only tactical, as in the example of the University of Michigan
r.bove.

When RPI announcedover 10 years agothat it would be-
come the 'lost computerized American university in the coun-
try, initiated r' ciuiting and job placement in selected locations
in other parts of the country, and developed new contractual re-
lationships with startup, high-technology businesses, it changed
the instiration, it developed new communities of stake Itc:dets,
and it differentiated itself further from competing institutions.
These moves were clearly strategic, bast. upon strategic
choke:, Each institution should devel( its own KSFs and
KSTs, qr,-pending upon its distinctive strategy (Cope 1986).

Information Follows Purpose
The strategic planning process, the strategic plans made
(choices), and the resulting strategic management .controls,
structures, rewards, and so on) require far less information than
is commonly available and need it selectively, infrequently, in
aggregated form, and with low accuracy. Table 3 contrasts
characteristics 'If useful information across three purposes, from
operational to ,trategic.

For further understanding and the eventual design of distinc-
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TABLE 3

CHARACTERISTICS OF INFORMATION AND INSTITUTIONAL PURPOSE

Characteristic Purpose

Tactical planning
Strategic
planning

management control,
and guidance

Operational
control

Time horizon Present and future Past and present
Source of information External Internal
Type of information Qualitative Quantitative
Level of detail Aggregate Detailed
Accuracy Low High
Range of variables Wide Narrow
Frequency of use Infrequent Frequent
Currency of
information

Low High

Source: Arns and Curran 1982.

tive institution-based and academic unitbased information re-
quirements, some additional distinctions from the traditional
perspectives on the uses of information are useful. Data or da-
tum is understood to mean a single element or a fact. Informa-
tion is an aggregate of data so used as to become knowledge.
"Data" has no intrinsic significance until it becomes informa-
tion, and information itself is meaningless until related to some
purpose. The information that is the subject of this report is
seen to serve thret, institutional purposes: operations, control,
and strategy. The emphasis, however, is on the strategic plan-
ning purpose, as that is where the deficiency is greatest (Hey-
dinger 1983), because college and university planning itself has
developed through four stages (Heydinger 1983): Budget Plan-
ning (1) to Goals and Objectives Planning (2) to Forecasting
(3) to Strategic (4). As each form of planning was adOpted, ap-
propriate supporting information systems developed.

Operational information is maintained on a day-to-day basis
to record and ensure performance; it is a highly accurate and
detailed record of the past and present about students, expendi-
tures, facilities, and so on. It has almost no strategic value. It
is gathered as unfocused by-products of operating system re-
quirements. Reports from the operating system are essentially
spin-offs from a system designed to perform routine, bottom-
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Structured

Semistructured

Unstructured

up, paperwork processing. Too much emphasis is still placed
on this mind-narrowing information among offices of institu-
tional research.

Information for the purpose of guidance and control involves
yearto-year tactical decisions about the deployment of re-
sources and their effective and efficient application. Informa-
tion for strategic purposes aids in the delineation of alternative
courses of direction that have time horizons three to ten years
away. Operational information is for maintenance, information
for control is for managing and guiding the institution, and in-
formation for strategic purposes is for adjusting new situations.
Adjusting to new situations requires the selective gathering of
data and convening those data to information, subsequently to
knowledge, and ultimately to sound strategic choices.

Computers or Intelligence
Much strategic information is in the form of unstructured "in-
telligence." Intelligence is future oriented, quickly assembled,
subjective, often delivered word of mouth from creditable
sources. The strongest advocates of the need for intelligence
may conclude that all computer-based reports will be useless
for strategy. Table 4 shows the relationship between the types
of decisions and decision-supporting information systems sug-
gested here.

TABLE 4

EXAMPLES OF TYPES OF DECISIONS AND
DECISION-SUPPORTING INFORMATION SYSTEMS

't

Operations Management Strategic

Billing students
Registrar's records

Class scheduling
Inventory control

Installation
Of PERT

Computer

Admission of
students

Class registration

Mix of students

Cost analysis Location of
Fund management functions

Useful

New equipment
or marketing
effort

New degree
programs
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Table 4 is an extension of the concept presented in Table 3.
Here, the information required depends on both the purpose
(operations to strategic) and the degree of regularity (structure
in the institution). The most important decisions for change are
unstructured and relate most closely to features of the environ-
ment.

As decisions are less structured, less routine, less frequent,
and move away from operating tasks, the need for environmen-
tal scanning, intelligence, and the application of wisdom in de-
cision making increases.

In summary, data and information systems are usually devel-
oped from transactions in functional units (admissions, accounts
payable, and so on) and provide information bottom up. By be-
ginning with KSF strategies and ideas about indicators of suc-
cessful movement KSI's, one reverses the process by which
institutions develop information systems.

The job of supplementing existing thta and information sys-
tems is not as 'irge as it may seem, because only a limited
number of key variables are available to capture. Some are
temporal, key for a time. The list of factors differs from insti-
tution to institution and from strategic academic unit to unit,
from one set of personal preferences to another set of personal
preferences.

At least three benefits accrue that may not be so obvious for
developing sets of information following the strategic triangle
concept with its related KSIs:

1. Managers, chairs, presidents, deans, and so on, are
clearer about those factors requiring attention. The process of
determining strategy and KSFs and KSIs ensures that signifi-
cant factors receive scrutiny.
2. Identifying KSFs and KSIs allows for a limited definition
of the amount of information that must be collected regu-
larly.
3. Acknowledging the temporal nature of the information re-
quirements put the information system in constant flux, with
new formats of reports accompanying new ways of thinking
about strategic choices.

Most information systems already in place in our institutions,
whether computerized or not, have been designed for opera-
tions (paying bills and collecting funds, for example) and con-
trol (meeting the requirements of government agencies,
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determining unit costs, for example). This information provides
essential internal, historical information. The information im-
portant to the leadership role identified throughout this report
(strategic choices, making sense of purpose) requires data,
facts, information, knowledge, even rumors obtained through
intelligenceall leading to tacit understanding or wisdom.

The synthesis sought may be in Cleveland's thinking from
The Knowledge Executive (1985a). Regardless of the type of
organization, he identifies a hierarchical system starting with
data, then information, then knowledge, and finally wisdom.
Strategic plans he places at his level of wisdom. He is con-
cerned that wisdom will be lost in the search for more data,
more information, and more knowledge.

Information is horizontal, knowledge is structured and hier-
archical, wisdom is organismic and flexible. Any diligent
student can, with the help of a computerized system, acquire
vast amounts of informationfor instance, the population of
eve?), township in the United States. But the data are pretty
useless because they are stretched out at one level. (Informa-
tion is horizontal.) For the data to be usefulcome to life,
as it werethey have to be linked to another rung or cate-
gory of data. The result is knowledge. (Knowledge is struc-
tured and hierarchical.) Eve?), teacher knows how difficult it
is to pass knowledge, as distinct from information, to stu-
dents; hence, we give objective tests to determine how much
information, rather than knowledge, they have acquired. As
for imparting wisdom, it has much to do with personal chem-
ist?), and slow osmosis (Yi-fu Tuan, quoted in Cleveland
1985a, p. 23).

Visual knowledge sharing (as illustrated in the case examples)
may be the most powerful means to convey meaning. Through
visual cues constructed by the participants, they may have been
better able to see into the experience of others. The visual rep-
resentations mixed together, in almost random streams of reali-
ties, out of which strategic sense making was possible.

Nobel Prize winner Czelaw Milosz says of this largely un-
verbalized territory:

The human imagination is spatial and it .s constantly con-
structing an architectonic whole from landscapes remem-
bered or imagined; it progresses from what is closest to what
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is farther away, winding layers or strands round the single
axis, which begins where the feet touch the ground (quoted
in Cleveland 1985a, p 7).

If all this sounds fanciful, consider that the University of Penn-
sylvania's seminars on strategic management and leadership
teach planning using managers' drawings of firms. Senior exec-
utives from business firms draw pictures. The seminar's direc-
tor says the exercise forces the participants to think of their
company as a whole. "The drawings express the holistic sense
of where the company is and where it is going" (Davis 1984).

Researchers at the University of Washington are studying
how individuals, from the mentally handicapped to intellec-
tually gifted graduate students, process images containing both
words and pictures. They test the use of graphics and maps on
retention of knowledge in what they call a "chunking strategy"
(remembering clusters of elements in groups). Their research,
like that of Nobel laureate Herbert Simon, blends the verbal
and visual, the linear and intuitive, the cognitive and affective
intellectual powers in ways still little understood except as tacit
knowledge (Rolf 1987).

Insofar as whole system planning is a shaping process akin
to the spatial demands of pottery, architecture, and design, it is
useful to know planning research among those planning build-
ings and urban settings acknowledge that among the six or
more senses, the visual is the most important (Porteous 1982).
We may be more influenced by pictures, charts, and stories
than by data sets. Pictures and stories are whole and "real,"
data abstract. Several of the case examples presented earlier
demonstrate contextual planning with pictures. Visualizing is
thought to be especially compatible with the strategic concept;
that is why this report uses a substantial number of illustra-
tions.

Visualization Leads to Synthesizing
Visual cues are multidimensional. Because the cues are multidi-
mensional, synthesizing is more complete and the synthesis has
more depthit has integration. Visual presentations evolve
from hindsight,, therefore capturing the traditions of the organi-
zation. A world view provides for seeing and interpreting new
developments and trends in the largest geographic perspective.
Depth perception is enhanced if factors are illustrated in appro-
priate detail. The responses of other competing or collaborative
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organizations or other stake holders is taken into consideration
by providing peripheral vision.

Vision itself, of course, is essentially foresight. It is the cul-
mination, the pulling together of hindsight, the world view, pe-
ripheral vision, and depth perception. Finally, the contextual
process leads to re-vision. Revision changes past strategy and
revises, continually, institutional strategy as environmental
changes are re-viewed.

The Mind
Furthermore, it is contended, only the properly prepared human
mind, operating at milliseconds, is able to assemble the variety
of views necessary for strategic choice making. Only the hu-
man brain has the transcending ability to integrate so many sig-
nals, images, and forecasts and select from among alternative
actions. Only the mind can get into the space beyond ordinary
planning to assemble images that are at once clear and
energizing.

Only the mind is capable of constructing word pictures in the
form of metaphor that captures the emotional and intellectual
rightness of what is to come: the vision.

When the problems to be solved are more than trivial, the
recognition processes have to be organized in a coherent
way and they must be supplied with reasoning capabilities
that allow inferences to be drawn from the information re-
trieved, and the numerous chunks of information combined.
Hence, intuition is not a process that operates independently
of analysis; rather, the two processes are essential comple-
mentary components of effective decision-making systems (Si-
mon 1987, p. 61).

Right-Brained and Left-Brained Thinking
Aristotle concluded the heart was where humans did their
thinking. The brain was simply little more than a "radiator,"
something simply to cool the blond. Twenty-two hundred years
later, in our era of brain surgery and :.zart transplants, it may
be amusing to think of Aristotle's miscalculations, but much re-
mains to be learned about the brain.

The literature on conceptualizing has been dominated by
speculations on brain hemispheres. One side is associated with
logic, order, reason, linear thinking, mathematics, the other
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with art, feeling, openness, subjectivity, and imagery. C.P.
Snow, in Two Cu luxes and the Scientific Revolution, hypothe-
sized the existence of two cultures, the scientists and the hu-
manists.

A synergistic alliance must result between the logical and in-
tuitive sides of our dispositions, and the same synergistic alli-
ance must exist among our colleagues who exhibit both tenden-
cies. It is, however, "the generalists, for better or worse, who
box the compass, chart the course, and say where we shall go
together" (Cleveland 1985a, p. 47). So it is the perspective of
the generalist the strategic concept seeks, whatever our skills.
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FOUNDATIONS OF THE STRATEGIC CONCEPT

Because it has been claimed in this report and elsewhere (Gray
1986; Hayes 1986) that both conceptual and pragmatic confu-
sion has blunted the potential value of the strategic concept,
this section explores the foundation providing intellectual sub-
stance. It is written more for the student of the strategic con-
cept than for the administrator.

Much of the existing confusion results because few of those
who advocate or claim they are using the strategic concept un-
derstand its foundations. They do anything and modify it with
the term "strategic." But there is an important distinction:
"Strategic issues are those that deal with the organization's re-
lationship with the environment and affect most of the organi-
zation. Thus, all strategic issues are important, but not all
important i,sues are strategic" (Norris and Poulton 1987, p. 14).

Although the distinctions found among the following founda-
tions are not always operationally clear, it will be helpful to the
planner and researcher to be aware of the foundations to make
appropriate adaptations in practice and in research.

The literature appears to offer at least four foundations for
understanding current practices and approaches to research: (1)
historical-intellectual origins (Cope 1981, 1985b); (2) general
management practices (Ansoff 1965, 1969, 1979, 1984; Chan-
dler 1962); (3) planning models (Peterson 1980); and (4) or-
ganizational theory (Cope 1985a, Peterson et al. 1986).

Leadership is woven within each foundation but addressed
separately by insightful writers about organizations in general
(Bennis and Nanus 1985; Cleveland 1985b; Drucker 1974) or
higher education institutions in particular (Chaffee and Tierney
1988; Guskin and Bassis 1986; Kauffman 1984; Kerr 1982).

Historical-Intellectual Origins and
General Management Practices
It is frequently assumed but not true that the strategic planning
concept began in 1962 with the publication of Alfred Chan-
dler's Strategy and Structure: Chapters in the History of the
American Industrial Enterprise. That book summarized the his-
tory and expansion of 100 of the nation's largest firms during
the previous 100 years. Seen as the first scholarly work demon-
strating that firms prosper more as they anticipate opportunity
it future environments, the book built on the relations between
economic and business history.

No doubt Chandler's book is of great importance, as it ad-
vanced the proposition that a firm's success results from how
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well it reads the environment. Some firms are more responsive
to the environment than others. Some firms make better stra-
tegic decisions.

The next seminal work in the general management literature
was Igor Ansoff s Corporate Strategy (1965). Ansoff recog-
nized three classes of decisions: strategic, administrative, and
operating, each related to different aspects of converting re-
sources. Strategic decisions, Anceff pointed out, are concerned
primarily with external rather than internal processes, such as
what to produce for what markets. Administrative decisions
emphasize internal hierarchical and structural dimensions,
while operating decisions maximize the profitability of current
operations. Most of what is written today in the business litera-
ture is similar to what was Ansoff espoused in 1965 (cf. Ansoff
1969, 1979, 1984).

Thus, Corporate Strategy has been a forerunner in the field
of strategic management. It was the first serious attempt to
synthesize and unify business problems into an overall ana-
lytic approach to solving the total strategic problem of the
firm. (Toftoy 1987, p. 49).

Today's definitions and applications of strategy come largely
from business school authors like Chandler and Ansoff (Chaf-
fee 1985), but those authors and business school strategy
courses seldom acknowledge an intellectual debt to far earlier
geopolitical theories or to more recent general systems theories
(Cope 1981, 1985b). Geopolitical-military theory extends back
at least to Sun Zi, a Chinese general who wrote about the art of
warfare 2,500 years ago on bamboo sticks (Cope 1985b).

More recent geopolitical-military concepts have been ad-
vanced (Mackinder 1904; Mahan 1890). Mahan's most cele-
brated work, The Influence of Sea Power on History, 1660-
1783, traces the growth of maritime powers during the 17th
and 18th centuries and offers six propositions for nations to
achieve economic power relating to geographic positioning,
form of government, the deployment of resources, and the atti-
tudes of people and government.

Mackinder, a British geographer, presented a 24-page paper
at a Royal Geographic Society meeting in 1904, postulating the
end of closed political-economic systems that could be insu-
lated from global trends. His paper is still seen as the founda-
tion of the modern science of geopolitics.

92



All the newest propositions advanced as modern strategic
conceptswhether advanced as "planning," "management,"
or "leadership"can be found in these earlier geopolitical
works and the works of military science.

In addition to geopolitical concepts, the serious student of
the strategic concept should consider the implications of what is
called "general systems theory" at it mirrors the macro con-
cerns of the strategic concept, addressing the omn; resent fea-
tures of biological, behavioral, and sociological fields in
multivariable interaction (Bertalanffy 1955, 1967). One fre-
quently overlooked, perhaps even now fading cornerstone of
management theory, contingency theory (see Ginsberg and
Venkatraman 1985), draws directly on general systems theory
(Lawrence and Lorsch 1967). The multivariate, contingency in-
teraction has been described as follows:

The contingency view of organizations and their management
suggests that an organization is a system composed of sub-
systems and delineated by identifiable boundaries from its
environmental suprasystem. The contingency view seeks to
understand the interrelationships within and among subsys-
tems as well as between the organization and its environment
and to define patterns of relationships or configurations of
variables. It emphasizes the multivariate nanire of organiza-
tions and attempts to understand how organizations operate
under varying conditions and in specific circumstances. Con-
tingency views are ultimately directed toward suggesting or-
ganizational designs and managerial actions most
appropriate to specific situations (Kast and Rosenzweig
1974, p. ix).

It is still the challenge of the strategic concept: to respond to
environmental and organizational complexity in practical ways
that will result in attaining mission (success) with the acquisi-
tion of resources (prosperity). Much of this report attempts to
take the complexity apart one piece at a time, examine that
piece, then put it back together with case examples. A part of
the complexity is imbedded in the many conceptual models of
planning.

Planning Models ..

Although neither a proven best model nor a pure model of
planning exists, six quasi-models or approaches to planning
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have been identified in the literature (Peterson 1980, p. 127).
The following outline is a summary of Peterson's six models.

Formal-rational model
The most frequent form of planning is described as one built
upon a rational/scientific, step-to-step paradigm (see figure 17).

Organizational development model
The organizational development model may start with the same
steps as the formal-rational model, but it is far less concerned

FIGURE 17
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with the formality of the planning process itself and the deci-
sions about goals and is more concerned with understanding the
institution as a social or liuman system. Planning is viewed as a
process of learning for all members of the institution. The pri-
mary emphasis is internalfocusing on the members them-
selves.

Technocratic 'empirical model
This Tiscudomodel relies on rational techniques embedded in
such systems as management by objective, Delphi surveys,
management information systems, and various performance
budgeting systems. Implicit in the approaches of such empirical
techniques is the fundamental assumption that the basic units of
a college or university are quantifiable, measurable resources
that can be carefully tracked and directed.

Philosophical synthesis model
Strictly speaking, the philosophical synthesis model is not a
model as illustrated in figure 17. As a planning device, this
"model" requires asking fundamental questions about the pres-
ent and future nature of society, humankind, and knowledge. It
assesses the mission of the institution. The emphasis is on rea-
soned discussion, debate, and persuasion. While not well
understood, this form of planning is believed to have resulted
in such new institutions as Hampshire College, the Evergreen
State College, and Empire State College (Peterson 1980).

Political advocacy model
One process of reaching decisions about resource deployment
includes issues arising around which interest groups converge
and attempt to influence others. Eventually, the interest groups
manage to translate the issue into legislation by a recognized
planning or governance group, and it is enacted (see Baldridgc
1971).

Coordinated anarchy
The underlying assumption of this model is that professionals
in autonomous units are best ab!c to foster progress in their do-
main. The institution adopting this planning process is de-
scribed as an organized anarchy (Cohen and March 1974).

These forms of planning are present in varying degrees in
each institution, which otherwise tends to operate with one
model dominating.
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Organizational Behavior Models
Organizational behavior here is meant to mean how individuals
working together play out their roles. Five primary models are
found in colleges and universities (Cope 1985a).

The collegial model (Mil lett 1978) assumes a collegium of
scholars participating fully in decision making. This model
presumably works where a shared sense of values, com-
mitment to the institution, a spirit of cooperation, and a
view that there is not much if any hierarchy are present.
"Let us meet and talk until we can agree" is the dominant
mode of interaction.
The bureaucratic model gives more attention to a formal
organizational structure, with roles, predetermined regula-
tions, and set procedures. "Let us see what the faculty
code book says, then make a proposal through channels."
The political model, in contrast to both the previous ones,
assumes that a conflict of goals, values, and preferences is
present and natural. Decisions are based upon negotiated
compromises arrived at informally and verified through the
formal organizational processes (Baldridge 1971). "Let us
see if we can get the arts and sciences faculty to join us
before we . . . . "
The organized anarchy model (Cohen and March 1974)
sees the institution, because of ambiguous goals, systems
of rewards, and market connectiveness, unable to manage
itself rationally. "Let us agree it is a hopeless situation if we
try to get any agreement, so we might as well do whatever
each of us wants to do, when we want to do it and how we
want to do it."
The rational model, in contrast to the organized anarchy
model, sees opportunities for strategic choices that are log-
ically determined by using management information sys-
tems, environmental scanning, and similar techniques
borrowed from industry (Cope 1978, 1981; cf. Enderud
1980). "Let us determine how to shift resources after the
institutional research office and consultants provide us
with the information."

Given that the strategic concept as applied by most authorities
(but not this author) involves the total institution inside and
outside, it may be appropriate to rename the "strategy" con-
cept, as has been done here and there in this report. Calling it
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the "contextual" concept is preferable (Cope 1985a), as we are
dealing with "the organizational context for teaching and learn-
ing" (Peterson et al. 1986). Throughout this report, to ap-
proach a synthesis of models, "contextual" has been linked
with "strategic."

A contextual model recognized two contexts: external and in-
ternal. The external context refers to the forces operating in the
environment beyond the institution. The internal context refers
to the values, strengths, weaknesses, and history of the institu-
tion: its behavioral norms. The internal (figure 1) consists of
the structure, rewards, culture, and controls of the enterprise.
Strategic planning in the contextual model weaves the internal
context into external anticipated environments.

Others have attempted synthesis. One of the more valuable
syntheses of the many competing planning and organizational
behavior paradigms is Chaffee's (1984, 1985). She observed
three systems of strategy (linear, adaptive, and interpretive),
and Chaffee and Tierney (1988) describe them in a familiar

FIGURE 18
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context by analogy. Linear systems are like the skeleton in
which characteristics are easy to identify and are highly predict-
able. The location and nature of a break in the skeletal system
is easy to identify, and the consequences are predictable. These
properties make linear systems to strategy predictable, rational,
and goal oriented. But strategy can also be adaptive. Just as
people adapt to circumstances and changes, institutions by
perceiving of the external environment as a complex, ever-
changing set of constituency changes, use an adaptive strategy
to realign resources to adapt to the new environment. Institu-
tional structure is changed to meet environmental exigencies.
The third system in the analogy recognizes that people are cul-
tural and social. They receive, process, and send messages.
They have values. Institutions are thus interpretive systems
seeking to understand the institution and its environment. And
each approach to strategy contributes to a college or universi-
ty's effectiveness. (Chaffee and Tierney 1988).

Depending upon one's angle of vision, other variations could
be suggested. Organizational saga, for example, does not fit
easily any of the above paradigms/models/systems, but it may
fit a fourth level in the evolution of strategic decision making
(see figure 18). In working with colleges of home economics,
Cope (1987) has attempted to define better Glueck's four-phase
system (1980) and extend Chaffee's three-level system (1985)
into an even more useful fourth level or phase (figure 18).

It is suggested that beyond Chaffee's interpretive level exists
an expressive level, one in which the participants in an organi-
zation not only interpret their present situation (what is) but
seek to strive to fulfill a vision of what can be by creating a
vision-driven, strategic framework for competing for resources
in future environments. Glueck's strategic management phase is
enriched by extending it to an expressive level.

In addition to seeing the strategy concept at four levels, it
may be positioned between the two major lines of teaching and
research found in schools of management: applied and theoreti-
cal management (Cope et al. 1987).

The concept of applied management as it is applied in col-
leges and universities should largely draw on the central tenet
that the best fit is between anticipated environmental conditions
and institutional capability. The central variables are the institu-
tion's capabilities (strengths and weaknesses) and the trends in
the environment (opportunities and threats). The challenge is to
find or create a strategic fit to ensure the institution's vitality.
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The emphasis is largely applied. [See Andrews (1971), Steiner
(1979a, 1979b), andparticularlyBourgeois (1985) for the
origins of the "applied school."]

On the other hand, the "theory school" draws fundamentally
on a contingency theory paradigm positing that degrees of tur-
bulence in the environment determine the best institutional
structures and best administrative practices for achieving vital-
ity. The central variables are changes in the way environments
are perceived, the complexities of environments, the goal orien-
tations and decision styles of institutional participants. The
scholar's challenge is to learn how the hman organization be-
haves. The emphasis is largely research. [See Lawrence and
Lorsch (1967), Pennings (1975), and again, Bourgeois (1985).]

In conclusion:

Whether identified as "strategic planning," as most of the
literature does, or as "contextual planning," as Cope does,
the substance of the strategic concept follows a path between
these two schools of thought (applied and theory), draws
heavily on Thompson's notion (1967) of coalignment, and
emphasizes the role of vision (Bennis and Nanus 1985; Haul-
man 1984) to fuse the many variables competing for atten-
tion. The strategic /contextual models thus attempt to blend
the applied strategic management and organizational theory
perspectives. From the strategic management perspective,
the competitive circumstances and the strategic position of
the academic enterprise are merged with the human process
emphases of organizational theory (Cope et al. 1987, p. 7).

A Summary of Foundations
The strategy concept developed from a long and deep underpin-
ning in the geopolitical sciences and biologically based, open-
system disciplines. The biologically based underpinnings point
to the importance of finding the niche. The geopolitical sci-
ences offer clues to how to maintain vitality in the niche and
offer clu,..i to the means of enlarging the niche. Cultural an-
thropology and psychology probably have much to contribute to
the strategy concept as well; however, except for Mitroff
(1983), little has been suggested from these disciplines.

But ultimately it is probably the arts and humanities that will
provide the most valuable insights into the illusive interpreta-
tion of the strategic concept. Perhaps this small work will ad-
vance the strategic perspective somewhat.
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