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FUTURES RESEARCH ‘AND THE STRATEGIC PLANNING PROCESS: °

' . - “IMPLICATIONS FOR- LONG-RANGE PLANNING IN HIGHER EDUCATION

America's collg@es.and universities are currently undergoing as profound

a change as_ that which transformed the nineteenth century world of small

religious colleges 1into the era of universities and land grant colleges. Much

of this change is a consequence of thé larger change in American society into

which we are entering, the “information age." Certa%n]y rapid techno]ogica1~".
developments in computers and telecommunications are revolutionizing current

thinking with respect to instructional and management practices in our

institutions of higher learning. ﬁoreoyer, as a congeguence of a rapidly
changing economic workplace, more and more aduits arzeiéfentering
" postsecondary education not only for eﬁQancement,of their quality of life, but

for wital and needed retraining. - The role of research, training and

-

development in higher education as we enter this new era has become more

important than ever. = ) ﬂi

¥

But om1nous clouds threaten: higher educa%qon as it exists today. Almost ~

el d

all American co11eges and universities are faced with the necess1ty of
retrenchment and budget cuts, constr1ct1ng flnances, new 1eg1s1at1on and
regu]at1on, increased compet1t1on, and chang1ng markets where some degree

programs are overflowing and other degree programs are-ha]f full. Such

a

uncertainty makes it more and more evident thatwthe traditional planning
¢ . -

T . 3

methods, with their inward focus, are inadequate for our world as wev;noy'it
- today. .. ! . L
" The purpose of this paper is to first de1ineafe'thele%ncepts "TonQQrange
.paanning" and. "s%rateg{c p]anning.f We lhen describe a p1ehring mode1,-

\
emerging from one portion of the futures research c0mmun1ty, 1ssues

e .
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management , whjch we term the envjronmenta1 scanning model and argue that this
-quFJ is congruent with the concept of strategic'pdanning. Furthermore, we
argue'that it is possib1e to merge these two planning mode]s intn a third,

t which we term the strategic’ p]ann1ng process model. 'Ne conclude that given
most colleges and universit‘es are currently in the 1ong range planning mode,
such a merger will enhance their capability to olan more effectively in this

changing world.

Strdcegjc and Long-Range P]anning
The word "strategy“ comes from a-Gréek noun and verb. The noun;
strategos, refers to a mi]itary genera],_combining stratos (the army) and ago
_(to lead). The prime'tasks of strategic management are to understénd the
environment define organizational goa1s, identify options, make and implement
decisions, and eva1uate actual performance. Thus, accordinry to\Drucker 1980,
p. 61), strateg1c pIann1ng a1ms to exp1o1t the new and d1fferent opportun1t1es
of tomorrow, ALE contrast to 1ong range p1ann1ng wh1ch tries to opt1m1ze for
tomorrow the, trends of today. a - ‘ " _ d\
, | Cooe (1981) has contrasted 1ong range versus strateg1c p1ann1ng as ' \_
‘fo11ows: 1ong range p]ann1ng assumes a c1oséd system within which short- range‘\; o
.five to'ten-year blueprints are constructed, whereas strateg1c planning |
assumes an“open system‘whereoy organizations musttconstant1y Change as they
‘integrate information from turbu]ent'environments._.ConsequentTy, long-range -
'p1anning focuses upon tne final b]ueorint*of a plan; strategic planning
.focuses upon the process of p1ann1ng. Long- range p]anning focdses en internal

ana]ys1s, applying quant1tat1ve formu]as and models for resource dep]oyment

.....
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.‘Judgmenta] decisions based on qua11tat1ve information regard1ng Pesource
comm1tments, and on 1ntegrated participatory involvement. Long-range

'.p]anning uses ex1st1ng data on which to proJect future plans; strategic
'p]ann1ng is based on cqrrent and prOJected trends to make current and ‘not '

future decisions. Thus, long-range planning emphasizes the science of

] 0

'management, p1anning, and decision making. In strategic p1annin§, the focus
is on changes outside the organization as to-values, govérnmenta] actions, and
what' competing agencies and organizat%ons are like1y to do,uwith
correspondingly ‘less attention to computer‘pode1s that project/:nteqpa1 o

~ : .
resource and staff requirements over the next five to ten years. Cope states, .

"long-range plans focus upon organizationa1 goals and objectives five years
) from now; strategic planning asks'what‘decision is-appropriate today based

~vpon an'un&erstanding of where the critical external variables will be five

¢ . i

years from now." "(p. 1) Thus, 1ong-range'p1anning'is~Viewed as scientific,

. using detailed and interrelated data sets, agency plans, and extrapolations .of

current budéets. 'Strategic p1anning-depends upon intuitive and creative

"dec1s1on mak1ng as to how to gu1de the organ1zat1on over time in a turbulent

\n/ v

env1ronment. It is an organ1zat1on-w1de process that ant1c1pates the future,

~ -

'and cu1m1nates in statements of 1ntent1on that match strengths W1¢h \

opportun1t1es and the management of th;eats. As Ke11er (1983) maintains, it

1s an effort to "make th1s year.s decps1ons more inte]Tigent py_\ook{ng toward
"the probable future and.comp]ing the'decisions;to overa]l institutional
strategy"‘(p. 132)

Most colleges and un1vers1t1es are cﬁrrent]y in a 1ong range p1ann1ng
mooe, Howevei, 1t 1s.poss1bL$ to augment this mode n1th‘strateg1c p1ann1ng
concepts; and,fthereby, enhance the.abi1ity of-theserinstitutions to steer'a

°
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course in a chanéing externaT environment. In order to ngjnce this argument,
we wi]] first exam1ne the trad1t1ona1 Tong-range p]anning model, then examine
the env1roqmentgﬂ scanning.model, which, when merged with the long-range
planning model, resnlts in the,strategic p]anning'procesg. .

The Long-Range Planning Model

The traditional long-range planning model is based‘upen the concept that -

»

plann1ng rons1sts of at 1east four key steps built around these questions: R
4
(1) where is the organ1zat1on now? (2) where is it go17Q? (3) where does it

want to go? and (4) what does it have to do to change where it is going to

i @

where it wants to go? In the planning ‘context, these four‘quest1ons are .

monitoring, forecast1ng, goa] setting, and 1mp1ement1ng. This is a continuing
\

process that, for example, produce9 a f1ve, ten, or 15 year plan every year.
v . g-
The long-range p]anh1ng cyc]e beg1ns by monitoring seletted trends of 1nterest

to the organ1zat1on, forecast1ng the future.of those trends (normally based
npon extrapolation .from historical data:using regression or other techniques).
setting organizational goals in response to these forecasts, implementing

operational plans based upon these goals, and monitoring the effect of these

plan¥ on those selected trends and issues. (See Figure 1)

Insert Figure 1.
about here e

-

One of the major -limitations of the trad1t1ona1 1ong range p]ann1ng mode]
is the lack,of systematic inclusion of 1nformat1on about the changing externa]
/?nVTronment. Without this 1nformat1on, the 1ong-range p]enning prqcess may be '

-Tocked in the present'dUe to an assumption that since we cannot predict




changes in the externatl environment,, we must baée our planning on information

_we know from the bast and immediate present. Or, certainlyf the inside-out

»

perspective implicit in traditional planning models restricts the amount ,of

‘information from the external environment available to dec1s1on-makers.}

»

The Env!ronmenta] Scanning Model

The environmentel&scahning model begins with scanning the externali'-

environment for emerging trends and-issues which‘pose threats or "pportuﬂit1es
. L
to the organization. Each potential issue or trend is then analyzed in the
. ] :

evajuating/ranking stage as to the 1ikelihoqﬂathat it will emerge and the} '
nature and, degree of’its impact on fhe organization. ., This stage’b?%duqeé}a

rank ordering of the issues and trends according te their importghce to

current or planned operations. The naxt stage; forecasting, foeuses on-'E

Uy

developing an understanding of the ixely-'future for the: most 1mportant 1ssuesl

- and trends. In this scage, any of the modern forccast.rg techniques may be

fdsed. Once Lne forecascs are mede, earh of the issues and trends are

S lews

monitored for the1r COuC]ﬂU“C relevance dnd for the accuracy of the forecasts -

made in the proceed1ng stage. Mon1tow1ng, in effect, 1dent1f1es areas for

additionaT_and continued scanning. For example, suppose the mon1torlng

suggests that a demographic forecast is incorrect. This impiies the need for
: N

additional scanning and analysis to develop a more credible forecast. +(See

Figure 2) B . . oL

- .-Insert Figure 2 _ ) 0
v ) /
- n,  about{ here
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The environmenfal scanning model 1s;congruent w1th stratagic planning : '
because it directly addresses tﬁe prob]em “of. obtaining and processing
information from the externa] env1ronment. With this 1nfqrmat10n, decision .
makers are able to make and 1mplement p1ans vis a vis the a]]ocation or
reallocation of resources in order to respond to threats or opportunities in

. an-12Ereasingﬂ9”fompet1t1ve marketpface. Of course, another requjrement‘of
stfhteg{c planning is that p1ans be based on an ane1ysis of the strengths and’
wea&nesses'of the organizatidh (byertl 1983), a requirement- usua11y met by
tradgt1ona1 long range p1ann1ng mode1s w1thAthe1r inside-out orientation.

o The Strat%g1r P1ann1ng#Process Model

' T ese two models of p1ann1ng, the 10ng range p1ann1ng mode1 and the

env1ronmenta1 scann1ng model, may be merged. As portrayed in F1gure.3, the

1ntgrre1ated mode] the strategic p]ann1ng process, consists of six

%
N

\\\ R Insert Figure 3
\ \\\ ] ] about here

. B
Re ]

" PP o Ny . . .
identifiable stages: ‘environmental scanning, evaluation of issues,

\

'forecasfing, gda] setting, imp1eﬁentation, and monitoring. The merged model,
then, allows inforﬁatien'form'the extesna1’enViroﬁheht in the form of.emerging

| rends and 1ssues to engec the trad1t1ona11y 1nward1y forced p1ann1ng systems,
thereby enhanc1ng the overall effectiveness of co11ege and university

planning. More spec1f1ca11y, the4@erged mode] ]dent1f1es how subgects-that
3 . . @
should be added to those used in the monitoring stage of the long-range

’

planning. model. . Too, it allows.the identification of isSues'ahd-trends“which' ’

must be used to modify the forecasts of the internal issues derived in

1 -
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monitoring. stage, 1.a., the: surprise events that are used in trend- 1mp;tt )
analyéis. policy-~impact analysls. and probab1l1st1c system; dynamics, as well
as other r1gorous forecasting methods used in the trad1t10na1 1ong rdnge
planning process. » : o
Conclusion |

The arqument of this paper {g that giveh a comm1tmdnt to the lTong-range |
planning mode] merging' this model with the gnvironmental scanning model
enhances the overa]] effectiveness of co]]eg:\and»university planning. The
' significance of this argument may be seen 1n two alternative futures: one.

where the future happens to the 1nst1tut1on and' orfe where the future happens

for’ the‘Jnstttﬁt1on. In the future that happens to the_1nst1tutiqn, issues,’
. 4 o : » ,
trends and new devé1opments are not anticipated before they force their way to
. o B )
the top of the agenda, demanding crisis management and the latest . ,/' N

fire-fighting techniques. In th1s future, 1ssues are def1ned by ot ers whose

interests  da not necessar11y 1nc1ude those of the 1nstvtut1on or 155 purpose.

I

Not.only are threats .from the external env1ronment not ant1c1pated as ear]y as

poss1b1e, key opportun1t1es will e1ther ‘be missed or d1m1n1shed 1n va]ue.

)

e

... In-the future that happens for the 1nst1tut1on\jadm1n1strat1ve 1eadersh1p .

* is focused ‘more in the f1re -prevention mode ‘and less lp—the f1re f1ght1ng

mode.” Thus 1t is able to exerc1se more careful Judgment in the rder]y and
- efficient a]]eg;;gon of resources. Certa1n1y this, future W111 stilll have
-.unforeseen deveTopments, but they W111 be fewer in number. Thus institutions

“wWill be able to address their. m1ss1on w1th greater conf1dence and cunt1nuwty

i

v
. ) 3

as they arev1nterrupted by fewer and sma]Ter f1re-f1ght1ng exerc1§es._

vooN
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