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The purpose of this project was to develop and recom-

mend a strategic planning model that can be used by music 

executives in their management of music programs in insti-

tutions of higher education. Specifically, the study sought 

to (1) determine the aspects which influence the planning 

process, that are unique to the administration of a music 

program in institutions of higher education, and (2) develop 

a model that incorporates the major concepts of strategic 

planning and that can be applied to the planning process in 

music programs in institutions of higher education. 

Because of the nature of the problem, it was necessary 

to investigate related literature in three different areas. 

Literature in business administration was reviewed because 

it is within this discipline that strategic planning origi-

nated. Two areas of educational administration were 

considered: planning models in educational administration 

and strategic planning in educational administration. The 

literature in music administration was reviewed by considering 

textbooks, articles, and dissertations which have been 

written in the area. 



In addition to these three areas, a survey was formu-

lated to assess the current planning practices of music 

executives. The survey was sent to forty-nine music execu-

tives in both state-supported and private institutions; the 

return rate was 71 per cent. The survey results indicated 

that music executives are involved in and concerned with the 

planning process but a systematic approach to strategic 

planning does not exist. 

The related literature supported several concepts which 

were critical to this study: (1) strategic planning is an 

effective means of planning, (2) business techniques can be 

successfully applied to educational organizations, (3) a 

model is an effective means of communicating a system, and 

(4) music executives are interested in developing management 

skills. 

A discussion of the ways in which music administration 

is unique among educational administration was derived from 

personal interviews and readings in the literature. The 

discussion centered around the nine main areas of respon-

sibility of a music executive: faculty and personnel, 

curriculum, organization, fiscal management, facilities and 

equipment, community services and public relations, music 

students, scheduling, and library and audio center. This 

discussion highlighted many planning variables which a 

music executive must consider and emphasized the complex 

nature of music administration. 



The actual planning model was derived by comparing and 

contrasting many strategic planning models found in business. 

The conceptual model was presented in both descriptive and 

chart form. The model consisted of five main stages and 

seventeen sub-units. Each sub-unit of the model was 

described and explained from a business perspective and 

then applied to music administration. 

The model was evaluated by five music executives who 

were given four packets of material relating to the model: 

Packet A—Introduction to Strategic Planning 

Packet B—The Model in Descriptive and Chart Form 

Packet C—The Model from a Business Perspective 

Packet D—The Model Applied to Music Administration 

The results of the evaluation confirmed the validity 

and usefulness of the model. Because of this confirmation 

and the support gained from the related literature, the 

model is recommended to music executives to be used in one 

or several of the following ways: 

1. As the primary planning tool (on the strategic level). 

2. As a supplement to any planning system currently 

being used. 

3. As an aid to develop "strategic thinking" among 

those involved in the administrative process. 
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CHAPTER I 

INTRODUCTION 

For several decades, management techniques developed in 

business administration have, to an increasing degree, been 

applied to and utilized by various other disciplines. Social 

work, health care, governmental agencies, and others have all 

benefited from the use of these techniques. 

Education is no exception. In recent years many systems 

such as Management by Objectives, Systems Approach to Adminis-

tration, Zero-Based Budgeting, Planning, Programming, and 

Budgeting Systems, Operations Research, and others have been 

successfully applied to the education system. In 1964, the 

American Association of School Administrators created the 

AASA Commission on Administrative Technology to identify 

developing concepts pertinent to school administrators. The 

commission stated that " . . . the complexity of educational 

operations, the scarcity of resources available for edu-

cational programs, and the growing demand for evidence of what 

results can be expected from increased fiscal inputs calls for 

new planning, analyzing, and evaluating approaches." 

"̂AASA Commission on Administrative Technology, Admin-
istrative Technology and the School Executive (Washington, 
1969), p. 49. 



The common situations and problems faced by administra-

tors in education and business have provided commonalities 

among functions and processes which can be used in the two 

disciplines. Bibbero reaffirmed the functions of planning, 

organizing, staffing, directing, and controlling to be prin-

ciples common in both business and higher education. A panel 

of educational administrators unanimously agreed that these 

functions apply to their professional duties. 

In a similar study, Allen observed six school systems 

and six business enterprises over a one year period to deter-

mine if common methods of administration were used. The 

results indicated that there is a basic, universal process of 

administration which is applicable to both fields. Other 
a 5 

studies by Cloe and Fletcher affirm the use of basic skills 

of administration by educational managers. 

D. S. Bibbero, "A Study of Management Functions Common 
to the Administration of Commercial Businesses and Institu-
tions of Higher Learning," unpublished doctoral dissertation, 
University of Southern California, Los Angeles, California, 
1967. 

3P. M. Allen, "The Administrative Process: A Compara-
tive Study of Educational and Business Administration," 
unpublished doctoral dissertation, University of Nebraska, 
Lincoln, Nebraska, 1956. 

4 
Ernest Lee Cloe, "Administrative Competencies Needed 

in Academic Administrative Positions in Institutions of 
Higher Education in the State of Indiana," unpublished 
doctoral dissertation, University of Indiana, Bloomington, 
Indiana, 19 73. 

5D. E. Fletcher, "Administrative Activities and Organi-
zational Networks Utilized by Collegiate Academic Department 
Heads in Selected Higher Education Institutes," unpublished 
doctoral dissertation, University of Denver, Denver, 
Colorado, 1965. 



Music administration likewise requires extensive manage-

ment skills. Bonelli states, 

A successful music administrator combines the role 
of the musician with that of executive manager. To 
meet these dual responsibilities two fundamental 
qualifications should be emphasized: 1) musical 
knowledge and abilities that will provide the neces-
sary breadth for decision-making based on value 
judgements, and 2) organization and leadership 
skills, which should include a knowledge of be-
havioral science and technology for application to 
the management of change and the management of the 
music unit.6 

Although higher education administrators have, for many 

years pursued the improvement of their systems of management, 

the last decade has seen an increased interest in the study 

and application of formal and often involved systems of 

management. This increased interest can be attributed to 

several problems which have surfaced in the 1970's. These 

problems are often interrelated and their interaction adds 

to the complexity of the situation facing higher education. 

The increased cost of higher education has drastically 

affected patterns of administration, forcing administrators 

to seek greater levels of efficiency and effectiveness. 

Another issue facing the higher education administrator is 

one of accountability. In providing income for the univer-

sities, the public is rightly asking for increased production 

from the universities and for more information on the 

6Eugene Bonelli, "The Role of the Music Administrator," 
Monographs on Music in Higher Education, No. 1 (197 3), 
p. 77. 



workings of the university. Administrators are being asked 

to justify the cost of educational outputs. Many other 

issues could be mentioned: increased cost of research, 

collective bargaining, competition from other educational 

opportunities in the community, the internal government of a 

university, and others. Present day administrators are being 

forced to pursue better ways to manage their "business." 

For this reason, interest has been generated concerning more 

effective types of planning which can be used in an edu-

cational setting. 

Planning is one of the most important functions of 

management. The nature of planning requires that it should 

precede other managerial responsibilities and the extent of 

success achieved in the process of planning determines the 

degree of potential success in subsequent managerial func-

tions. The dominant position of the planning function is 

due in part to the fact that all other functions are con-

ducted as a result of or with reference to planning. 

A general consensus exists among authorities that good 

planning not only concerns itself with future decisions and 

their impact on a system but also the futurity of present 

decisions. In either case, the future is the fundamental 

concern. It is often argued that the unpredictability of the 

future diminishes the need for planning. However, the very 

fact that the future is unknown gives credence to the 

planning function in that though it may not successfully 



predict future change, it can provide a means to control change 

and actually influence the future by strong positive action. 

Recent literature has attempted to group the various 

aspects of planning into two basic types: strategic and 

operational or tactical planning. Steiner has listed several 

of the major differences between the two types of planning. 

1. Level of conduct. Strategic planning is 
conducted at the highest levels of management (at 
headquarters and in major divisions) and relates 
exclusively to decisions in the province of these 
levels. Tactical planning is done at and relates to 
lower management levels. 

2. Regularity. Strategic planning is both con-
tinuous and irregular. The process is continuous but 
the timing of decision is irregular for it depends 
upon and is triggered by the appearance of opportuni-
ties, new ideas, management initiative, crises, and 
other nonroutine stimuli. Tactical planning is done 
for the most part on a periodic cycle that is on a 
fixed time schedule. 

3. Subjective values. Strategic planning is 
more heavily weighted with subjective values of 
managers than is tactical planning. 

4. Range of alternatives. The total possible 
range of alternatives from which management must^ 
choose is far greater, by definition, in strategic 
than in tactical planning. 

5. Uncertainty. Again, uncertainty is usually 
much greater in strategic planning than in tactical 
planning. Not only is the time dimension much 
shorter in tactical than in strategic planning, but 
risks are much more difficult to assess and are con-
siderably greater in strategic planning. 

6. Nature of problems. Strategic planning 
problems are unstructured and tend to be one of a 
kind. Tactical planning problems are more structured 
and often repetitive in nature. 

7. Information needs. Strategic planning re-
quires large amounts of information derived from, 
and relating to, areas of knowledge outside the 
corporation. Most of the more relevant data needed 
relates to the future, is difficult to get with 
accuracy, and is tailored to each problem. In mind, 
for example, is information about competitors, 
future technology, social and political changes 



affecting corporate decisions, and economic develop-
ments altering markets. Tactical informational 
needs, in contrast, rely more heavily on internally 
generated data, particularly from accounting systems, 
and involve a higher proportionate use of historical 
information. For example, tactical plans to control 
production rest heavily upon internal historical 
records of past experience. 

8. Time horizons. Strategic planning usually 
covers a long time spectrum but sometimes is very 
short, and varies from subject to subject. Tactical 
planning, in contrast, is of shorter duration and 
more uniform for all parts of the planning program. 

9. Completeness. Strategic planning con-
ceptually covers the entire scope of an organization. 
While at any one time only selected areas of business 
activity may be the subject of strategic planning, 
no corner of corporate activity is excluded from 
attention. Tactical planning covers the whole of a 
suborganizational unit responsible for executing 
parts of strategic plans. For example, tactical 
planning may include new product plans, construction, 
machine replacement, production, and so on, and 
coordinates these for the whole activity of a sub-
unit. 

10. Reference. Strategic planning is original 
in the sense that it is the source or origin for all 
other planning in an enterprise. In contrast, 
tactical planning is done within, and in pursuit of, 
strategic plans. 

11. Detail. Strategic plans are usually broad 
and have many fewer details than tactical plans. 
The further out in time the strategic plans stretch, 
the fewer still are details. 

12. Type of personnel mostly involved. Strategic 
planning for the most part is done only by top manage-
ment and its staff. Included in the concept of staff 
here would be line managers when acting as staff to 
top management. The numbers of people involved are 
comparatively few as contrasted with tactical planning 
where large numbers of managers and employees usually 
participate in the process. 

13. Ease of evaluation. It is usually con-
siderably easier to measure the effectiveness and 
efficiency of tactical plans than of strategic plans. 
Results of strategic planning may become evident only 
after a number of years. Very frequently it is diffi-
cult to disentangle the forces which led to the 
results. In sharp contrast, tactical planning results 
are quickly evident and much more easily identified 
with specific actions. 



14. Development of objectives, policies and 
strategies. The objectives, policies, and strategies 
developed in strategic planning are new and generally 
debatable. Experience may be minimal in judging their 
correctness. At the other extreme, there usually is 
much experience to guide the development of tactical 
plans. 

15. Point of view. Strategic planning is done 
from a corporate point of view, whereas tactical 
planning is done principally from a functional point 
of view.^ 

Strategic planning involves sound consideration of 

issues which most strategically affect the life and operations 

of an organization. The result would answer such questions 

as: What is the nature of our organization? What is our 

purpose for existence? Who are our customers? Who are our 

competitors? What are our strengths and weaknesses? What 

will be the scope of our organization? How will we relate 

to environmental and governmental constraints? 

Miller has defined the essential thrust of and dif-

ference between strategic and tactical planning in these 

statements: 

Strategic planning is concerned with top management 
decisions about the company's businesses and its 
product-market competencies and with major decisions 
about asset acquisition or disposal. Since all these 
are matters that require an extended period to effect 
or whose impact will be felt over an extended period, 
it follows that strategic planning, in most cases, 
deals with the longer-term horizon.8 

n 
George A. Steiner, Top Management Planning (London, 

1969), pp. 37-38. 

O 

Ernest C. Miller, Advanced Techniques for Strategic 
Planning (Washington, D.C., 1971), pp. 19-20. 



Operational planning, in contrast, takes the resources 

at hand and deploys them effectively to achieve the near-term 

phases of the company's objectives and the immediate aspects 

of strategic decisions. At the operational level, the con-

cern is with the detailed sequencing and phasing of the 

company's various functional activities. 

Cope has defined strategic planning within the context 

of educational administration. 

The results of strategic planning set the direction 
for the institution. For example, most insti-
tutions classify as "planning" activities such as 
scheduling classes; assigning faculty members to 
classes; scheduling rooms; controlling student 
registration; implementing admissions rules; sched-
uling and assigning staff members; formulating and 
controlling detailed budgets; planning and con-
trolling personnel levels; determining curriculum 
changes; hiring faculty and staff members; and 
measuring, appraising, and improving personnel per-
formance. The proper term for activities such as 
these is "operations management" or "operational 
control." 

Strategic planning is concerned with the long-term 
development of the institution, its essential 
character, its personality, its essence. Therefore 
strategic planning is concerned with decisions which 
have enduring effects that are difficult to reverse.9 

Strategic planning in an institution of higher education 

would concern itself with decisions such as acquisition of 

major facilities, starting or dropping new majors/degrees, 

gross resource allocations, choosing mission and broad 

objectives, and deciding on organizational structure. 

9 
Robert G. Cope, Strategic Policy Planning: A Guide 

for College and University Administrators (Littleton, 
Colorado, 1978), p. 9. 



There is often confusion concerning the difference be-

tween strategic and long-range planning; some writers even 

use the two terms synonymously. The reference to long-range 

planning specifies a particular dimension of planning, that 

of time, whereas strategic planning implies not only a time 

dimension (which generally is long range), but also suggests 

organizational, subject, and characteristic dimensions. 

Therefore, there is a distinct difference between the two. 

An aspect unique to strategic planning is the emphasis 

on external parameters which may affect the organization in 

addition to internal ones. Analysis of competition, market 

surveys, and constraints such as government, ecology, and 

the environment are all external considerations which form 

the basis for the strategic planning system. 

The concept of strategic planning is not new. Any 

organization that has ever functioned successfully for any 

length of time has participated in strategic thinking. 

Until fairly recently, the strategic problems facing an 

organization were usually handled in an entrepreneur style 

by top management who relied heavily upon experience, in-

tuition, and judgement. 

However, modern leadership has discovered that the 

dynamics and complexities of this age require more than con-

ventional wisdom and experience. Rothschild has stated, 

For the first time in more than three decades, the 
American businessman and the nonprofit organization 
leader find themselves faced simultaneously with new 
government and social demands, a scarcity and 
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accelerating cost of financial and material re-
sources, and worldwide competition—all in degrees 
that would have been unthinkable a few years ago.-*-0 

In response to these factors, an established, formal 

process began to be developed which provided for the explo-

ration of these changing elements through comprehensive and 

systematic analysis, synthesis, and evaluation. The re-

sulting process is termed strategic planning. 

Strategic planning has enormous and immediate applica-

bility to educational and music administration. With 

increasing concern it is recognized that many institutions 

of higher learning are maladjusted to their environment, and 

that an apparent mismatch often occurs between the product 

of the university (the student) and the marketplace. 

General education has begun to adopt the concepts of 

strategic planning in what is called "open systems theory." 

However, the large majority of educational planning techniques 

which have been "borrowed" from management science have been 

in the realm of operational or tactical planning. Tanner"'""'" 

lists seven of these systems which are in current use: 

Bayesian Statistical Decision Theory, Cost/Effectiveness 

Analysis, Forecasting, Simulation, Critical Path Method, 

Program Evaluation and Review Technique (PERT), and Linear 

Programming. Others include Zero-Based Budgeting, Management 

"^William E. Rothschild, Putting It All Together: A 
Guide to Strategic Thinking (New York, 1976) , p. 1. 

"'""'"Kenneth C. Tanner, Design for Educational Planning 
(Lexington, Massachusetts, 1971), p. 10. 
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by Objectives, and Planning, Programming, and Budgeting 

System (PPBS). 

Music administrators have much to benefit from the con-

cept of strategic planning. Though the need may be apparent, 

a concise and applicable model is not available. Schroeder 

has commented, 

The authors have found that most college adminis-
trators are anxious to make use of management 
science techniques to assist them in operating 
their organizations. Despite their positive atti-
tude, however, the administrators seem to lack a 
systematic method of approaching their specific 
organizations to decide which areas of application 
and what techniques should be introduced. Part 
of this lack of approach is due to a lack of under-
standing as to what is available. Another factor 
is the inability to assess what benefits and cost 
will be derived from the various effects and what 
interaction exists between different applications. 
Moreover, there is the question of how the respon-
sibility for analysis effort should be placed 
within the organization. Faced with these 
deficiencies, administrators in education have 
shied away from endorsing applications of manage-
ment science to their o r g a n i z a t i o n s . 1 2 

Statement of Purpose 

The purpose of this study was to develop a strategic 

planning model that can be used by music executives in their 

management of music programs in institutions of higher 

education. 

i 2 
Roger F. Schroeder, "A Survey of Management Science 

in University Operations," Management Science, 19, No. 8 
(April, 1973), pp. 10-16. 
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Statement of the Problems 

Specifically, the problems of this study were the 

following: (1) to determine the aspects which influence the 

planning process, that are unique to the administration of 

a music program in institutions of higher education; (2) to 

develop a model that incorporates the major concepts of 

strategic planning and that can be applied to the planning 

process in music programs in institutions of higher education, 

Definition of Terms 

The term "music executives in institutions of higher 

education" refers to those who assume the top management 

positions in a music department of a post-secondary school. 

(Exampls: Deans of the School of Music.) 

The term "model" refers to a structure which represents 

all the principles, relationships, and functions of a system. 

The term "Management by Objectives" refers to a type 

of management in which employees contribute to the develop-

ment of clearly defined objectives which become the prime 

motivation and justification for all activity. 

The term "Systems Approach to Administration" refers to 

a type of management in which the entire organization is 

viewed as a unified, purposeful system composed of inter-

related parts, with the activity of any one part affecting 

the entire organization. 
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The term "Zero-Based Budgeting" refers to a management-

budgeting process in which an organization's funds are 

allocated on the basis of a cost-benefit analysis of each of 

the organization's major activities as opposed to allocating 

funds based on previous budgeting structure. 

The term "Planning, Programming, and Budgeting" refers 

to a management—budgeting system in which the basic objectives 

of an organization's programs are specified and analyzed, the 

output of these programs are compared to the objectives, and 

resources are allocated toward those areas of the program 

which are most productive. 

The term "Operations Research" refers to a quantitative 

approach to management in which a mixed team of specialists 

analyze a problem, usually using mathematical models, and 

develop a rational base for making a decision. 

The term "Strategic Planning" refers to a type of 

planning system which concerns itself with the major issues 

of an organization and one which is in sympathy with elements 

outside the internal environment of the organization. 

Delimitations 

1. This study did not deal with the implementation of 

a strategic planning system, but rather the conceptual con-

tent of a strategic planning system within the context of 

music administration. 
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2. The developed model presented general concepts 

of strategic planning and therefore did not take into con-

sideration "situational design" which would be necessary if 

the model were applied to a specific situation. 

Methodology 

The first problem was to determine what aspects of 

music administration are unique among higher education admin-

istration and how these variables would affect the planning 

process. This was determined through personal interviews 

with music and higher education administrators, a question-

naire sent to forty-nine music executives, and thorough 

readings in the literature. A general guide listing the 

basic aspects of music administration was compiled and used 

to ensure a comprehensive coverage of this problem. 

The questionnaire consisted of fourteen key questions 

dealing with the current planning practices of music execu-

tives. The results of this survey provided data to be used 

in problem one and also provided a context for the entire 

study in that it revealed the extent of long-range strategic 

planning currently being used by music administrators. 

The second problem was to develop a strategic planning 

model to be used by music executives, based on the concepts 

of strategic planning as outlined in business administration, 

The model was developed by comparing and contrasting four 
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existing strategic planning models which resulted in a com-

prehensive process model. 

The model, which consisted of five main stages and 

seventeen sub-units was presented in both chart and descrip-

tive form. Each sub-unit was briefly explained from a 

business perspective and also applied to music administration 

In order to test the predicted effectiveness of the 

model, it was submitted to five music executives for their 

evaluation. A personal interview was held with each execu-

tive to solicit feedback. An interview guide was developed 

and used in each case. 

Chapter two presents literature which is related to the 

present. Three areas are covered: business administration, 

higher education administration, and music administration. 

Chapter three includes a discussion on current planning 

practices among music executives based on the survey which 

was distributed, and also considers unique aspects of music 

administration. 

Chapter four describes how the model was developed and 

evaluated, gives the results of the evaluation, presents a 

brief summary of the entire project, and suggests further 

research. 

Three appendixes include the cover letter and survey 

used to determine current planning practices of music execu-

tives, the cover letter and four packets given to the 

executives who evaluated the model, and the interview guide. 



CHAPTER II 

RELATED LITERATURE 

Because of the nature of the topic, it was necessary to 

consider related literature in three areas. Music adminis-

tration is the basic area of concern so this area was care-

fully reviewed. Higher education administration is closely 

aligned, therefore, it was explored; and finally, business 

administration is the discipline from which the model was de-

rived, so it was also necessary to do research in this area. 

The related literature is presented in this order. 

Business Administration 

-Strategic planning in business administration 

-Relating business administration to higher edu-

cation administration 

Higher Education Administration 

-Planning models in higher education administration 

-Strategic planning in higher education adminis-

tration 

Music Administration 

-Textbooks on music administration 

-Articles on music administration 

-Dissertations on music administration 

-Survey of current planning practices of music 

executives 

16 
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Business Administration 

Strategic Planning in Business Administration 

An enormous amount of literature exists on strategic 

planning in the field of business administration because it 

is in this area that it is most widely used. Five repre-

sentative works were chosen for comment. 

Sweet"*" presented a conceptual study on strategic 

planning, producing a model representing a theoretical 

structure of the process of strategic planning. The model 

was tested in three different ways. The first field test 

consisted of in-depth interviews which made use of an exten-

sive questionnaire. The test involved identifying concepts 

of the model which were present in the questionnaire results. 

The second test offered the model for critical examination 

to executives having planning responsibilities in both a 

small and a large organization. The third type of field test 

involved testing the model against two case studies in the 

planning literature. Except for minor changes, the model 

survived all tests with the conclusion that it was compre-

hensive and pertinent. 

The model consisted of ten major concepts: strategic 

comprehension, competitive orientation, directional dimen-

sions, environmental predictions, strategic postulates, 

1Franklyn H. Sweet, Strategic Planning—A Conceptual 
Study (Austin, Texas, 1964). 
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strategic formation, strategic pre-evaluation, strategic 

control, strategic implementation, and strategic renewal. 

These concepts represent many but not all of the major ele-

ments of a strategic planning system. The model is presented 

in a strictly theoretical way and gives no examples of 

application. 
2 . . 

In a more recent publication, Rothschild identifies 

elements necessary for "strategic thinking" which is the 

foundation for strategic planning. Although he does not 

test the premises, he does apply them to both profit and non-

profit organizations, illustrating their applicability. The 

major tenets of his model include the following: 

1. Mission development: type of organization, planning 

resources, uniqueness, vision, and stakeholders (all groups 

that have an interest in the organization). 

2. Customer analysis and market evaluation: customer 

characteristics, customer expectations, and consumption trends. 

3. Analysis of competition: classification of compe-

tition, anticipation of new entrant, and industry character-

istics . 

4. Resource analysis: ability to conceive/design, 

ability to produce, ability to market, ability to finance, 

and ability to manage. 

^William E. Rothschild, Putting It All Together: A 
Guide to Strategic Thinking (New York, 1976). 
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5. Sensitivity to changing environment: influence and 

impact of society, government, the economy, and technology. 

6. Defining investment decisions and related strategies: 

market factors, competition factors, financial and economic 

factors, technological factors, and socio-political factors. 

7. Development of alternatives from strategies: iden-

tify strategies, identify opportunities or threats which 

relate to the strategies, determine success factors and 

compare resources (abilities with those of competitors, 

develop alternatives, evaluate cost, rewards, and risk of 

each alternative, and select preferred alternative.) 

8. Strategy review: reconstruct assumptions based on 

strategy formulated and compare strategy with that of com-

petitor, stakeholder review, extent of change review, 

matching human resources and strategies. 

9. Contingency Alert Systems: development of assump-

tions, impact, confidence factor, influence, tracking, 

triggers, and options. 

The elements are presented in a highly practical 

manner with numerous hypothetical examples given. Though 

presented in an informal way (the major tenets are not tested 

or their origin given), the steps toward strategic thinking 

are sound and the text communicates well the concept of 

strategic planning. 



20 

Another approach to strategic planning is given by 

Ackoff3 who cites five interdependent aspects of a strategic 

planning system. He suggests that the parts be developed 

simultaneously, hence giving no particular order in their 

development. 

1. Specification of organizational objectives and 

goals. 

2. Operating policies need to be established for each 

subunit of the organization. Only those policies that in-

volve interactions between the largest components of the 

organization should be considered. 

3. Determination of resource requirements, how they 

are to be generated, and how they should be allocated to 

components of the organization. Four types of resources 

exist: men, equipment and facilities, materials, and money. 

4. Design of the organizational structure required to 
carry out the plan. 

5. Design of controls over implementation of the plan. 

Provisions should be made for detecting errors and ineffi-

ciencies and for correcting the plans accordingly. 

Ackoff's writing does not present a sequenced model 

but rather acts as an introduction to strategic planning. 

Many important elements are left out but those which are 

3Russell L. Ackoff, "Toward Strategic Planning of Edu-
cation," Efficiency in Resource Utilization in Education, 
essay published in a collection (Paris, 1967), p. 33. 
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mentioned are treated well. His concept of strategic 

planning leans more heavily towards operational concerns 

than does the writings of other authors. 

Another more complex strategic planning system is out-

lined by King and Cleland.4 The major elements involved are 

listed: 

1. The development of strategic data bases which in-

clude management viewpoints and values, organizational 

strengths and weaknesses, business and industry criteria, 

competitive profiles, and environmental opportunities and 

risks} 

2. Development of tentative organizational mission, 

objectives, strategies, based on strategic data bases, 

assumptions, and forecasts of future environmental plans; 

3. Development of goals, programs, and contingencies; 

4. Development of detailed financial plans and budgets. 

The text is very comprehensive and detailed, especially 

in the area of developing strategic data bases. Although 

it does not propose a systematic model, it does cover most 

of the major elements of a system. 

Research by Hignell^ developed a detailed, systematic stra-

tegic planning model and combined it with a self-instructional 

4William R. King and David I. Cleland, Strategic 
Planning and Policy (New York, 1978). 

^Douglas Frederick Hignell, "The Development and Testing 
of A Self-Instructional, Systematic Approach to Strategic 
Planning," unpublished doctoral dissertation, Stanford Uni-
versity, Stanford, California, 1971. 
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teaching method. The teaching method teaches planners both 

the concept of strategic planning and the specific syste-

matic model, in addition to guiding the user in the develop-

ment of his own strategic plans. The methodology is included 

in one text and three workbooks. 

The actual test of the teaching methodology to determine 

its estimated effectiveness was based on an experiment com-

ducted at the California State College at Hayward using MBA 

students randomly assigned to one of two groups. These two 

groups were required to follow specific procedures in pre-

paring a five-year written strategic plan for a case being 

used in their strategic planning course. The experimental 

group members were required to follow completely the detailed 

systematic methodology. The control group members were 

asked to develop a strategic planning outline based on 

information learned in the course and then to use the proposed 

manual to develop their five—year written strategic plan. 

Plans presented by the two groups were then judged by a jury 

of experts who were asked to grade the plans according to 

their potential effectiveness. The experimental group, those 

who used Hignell's workbook, were rated as superior over 

the control group. 

Using a self-instructional approach to teaching the 

concepts presented in the study was an asset for it required 

Hignell to present the system in a very concise, systematic 

manner which could be adequately grasped without the aid of 
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other helps. The Hignell study was a good source of mfor 

mation for this project, particularly in the area of applying 

the proposed model to music programs. 

Relating Business Administration to Higher 
Education Administration 

In the past ten years, an increasing amount of attention 

has been devoted to the application of business management 

techniques to educational enterprises. Organizations such as 

the National Association of College and University Business 

Officers and The National Center for Higher Education Manage-

ment Systems have stimulated much interest in this area. It 

is now generally accepted that the two disciplines share 

enough in common that basic concepts can be transferred 

effectively, though usually requiring some modification. 

In a major study commissioned by the Department of 

Health, Education, and Welfare, The American Management 

Association examined the feasibility of improving the effec-

tiveness of educational institutions through business 

management principles.^ An investigation was made of the 

management problems of local and regional education agencies 

and institutions of higher education. The conclusions drawn 

from this investigation were the following. 

(1) The management problems facing educational agencies 
and institutions are analogous to those facing 
business and industrial enterprises. 

^Raymond E. Klawuhn and Alexander J. Basso, Adapting 
and Testing Business Management Development Programs for 
Educational Administrators (Washington, D.C., 1972. 
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(2) The management skills and techniques practiced 
by business and industrial enterprises could be 
modified and effectively applied by managers of 
educational agencies. 

(3) The management and organizational development 
programs of the AMA could be modified and adapted 
to the particular requirements of educational 
managers, thus enhancing the management of edu 
cational agencies and institutions.' 

Four main educational problems were identified and treated 

in the report: decision-making processes, organizational 

structure, converting education theory into practice, inte-

grating planning and educational objectives. 

A study by Ennis^ concerned itself with the use of 

management techniques in higher education and specifically 

with long range planning. The primary research tool was a 

survey. The instrument was sent to the chief executive 

officer of every college and university in Texas (129). The 

study included good related literature on the use of manage-

ment science in education. 

The result of the study indicated that 71.5 per cent of 

the institutions in the population had long-range plans, 

certain organizational features characterized those insti-

tutions having long—range plans (one which was the use of a 

working organizational manual), long-range plans concentrated 

7Klawuhn and Basso, Adapting and Testing Business 
Management Development Programs for Educational Adminis 
trators, p. 2. 

8Robert Ennis, "Planning and Management Practices Used 
in Academic Administrations in Institutions of Higher Edu-
cation in the State of Texas," unpublished doctoral disser-
tation, Texas Tech University, Lubbock, Texas, 1976. 
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on operational elements of the institution, and administra-

tors were basically open to new management techniques 

although a lack of training and understanding of the tech-

niques minimize their usefulness. The results of the study 

give positive implications to the present study in that the 

present study deals with long-range planning, it will produce 

a type of manual, it will emphasize strategic elements of 

the institution (according to the survey, operational elements 

are now emphasized), and it will be a means of familiarizing 

administrators with the management technique of strategic 

planning. 

A study by Casasco^ examines the current status of 

corporate planning models and explores the application of 

these methods and tools to universities. Several conceptual 

planning models relating corporate planning to university 

management are discussed. One particular model is discussed 

in detail and then transferred to an academic planning pro-

cess. (See Figure 1 on page 26.) The model, shown in chart 

form, represents the main component parts of a planning system 

applied to education. Casasco also utilizes a "nesting" of 

plans model which indicates areas of management responsibili 

ties and offers a breakdown of plans and subplans. The 

author's conclusions indicate that corporate planning models 

can be effectively adapted to university management. 

^Juan A. Casasco, Corporate Planning Models for Uni-
versity Management (Washington, D.C., 1970). 
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Fig. 1—Planning model—Casasco 

Source: Casasco, Corporate Planning Models, p. 14. 
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Another example of an educational planning model which 

is based on business planning concepts was developed by 

Steinert.1^ The model is based on the planning models used 

by twelve industrial firms throughout the country. The 

model was not tested. 

Higher Education Administration 

In the field of higher education administration, there 

is a great amount of literature dealing with planning. Be-

cause of the abundance of material available, two specific 

areas relating to this study were pursued: the use of 

planning models in educational administration, with repre-

sentative examples; and, strategic planning in education. 

The following sources provided the basis for this 

section of related literature: 

(1) ERIC Clearinghouse on Higher Education descriptors 

used were Planning, Systems Approach, and Management Systems? 

(2) Higher Education Planning—A Bibliographic Handbook, 

D. Kent Halstead, ed., U. S. Dept. of H.E.W., Washington, 

D.C., 1979; 

(3) Bibliography from EDHE 674 N.T.S.U; 

(4) Dissertation Abstracts—descriptor used, educational 

planning. 

10William F. Steinert, "The Construction of a Model for 
Educational Long-Range Planning Based on the Study of Long-
Range Planning in Business and Industry," unpublished 
doctoral dissertation, Marquette University, Milwaukee, 
Wisconsin, 1971. 
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Planning Models in Higher Education 
Administration 

A model has been defined earlier in this paper as a 

structure which represents all the principles, relationships, 

and functions of a system. It can be used to identify perti-

nent elements of a system and to indicate the form of the 

relationship existing between or among them. The use of a 

model to explain a system is particularly useful in that it 

provides a concise and systematic approach. Through a model 

one not only has a device for explaining phenomena but in a 

sense also has a substitute for those phenomena which can 

•4- 1 1 
increase his ability to analyze it. 

The most common models found in education and the type 

which will be used in this study is the descriptive model, 

one in which a system is verbally described. It is not 

unusual to convert the descriptive model into chart form to 

facilitate conciseness. Most models are also conceptual in 

nature; they present ideas of what the system should be in 

general as opposed to an operational model, one which is 

actively in use by an organization. 

Research revealed an extensive amount of models which 

have been developed for educational use. Many deal with long-

range planning and the majority deal with institution wide 

planning as opposed to departmental or unit planning. Several 

models were selected to be reviewed in this literature search 

Upaul H. Rigby, Models in Business Analysis (Columbus, 
Ohio, 1969), p. 3. 
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because their context seemed to be of higher quality than 

others or because the methodology used would provide a con-

text in which the present study's methodology could be 

examined. Several of the models are included in the dis-

cussion . 

Meng,^ in a dissertation from a department of business, 

developed a long-range planning model for statewide community 

college systems. The model is unique in that it emphasizes 

the on-going, continuous process of planning. Three phases 

are suggested in the model: redesigning, implementing, and 

monitoring. 

The redesigning phase of the long-range planning process 

is defined as those activities encompassing the formulation 

of new objectives and subobjectives, the development of 

alternative strategies, the evaluation of possible strategies 

in terms of resources, the benefits and risks of proposed 

alternatives, the evaluation of internal and external oppor-

tunities, and finally the choice of a plan and the commitment 

of resources needed to carry out the plan. The implementing 

phase of long-range planning involves getting actions to 

take place in accordance with long-range plans. The 

monitoring phase includes the activities of scanning the 

internal and external environments for significant changes 

"*"2Leroy Wolcott Meng, "A Model for Managing the Long-
Range Planning Process in Statewide Community College Systems," 
unpublished doctoral dissertation, The University of Arizona, 
Tucson, Arizona, 1977. 
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affecting the planning system. Data are collected, compari 

sons made, and deviations noted. Monitoring involves not 

only discovering when experience deviates from projections 

but deciding what, if anything, to do about the discovery 
„ • • 13 

and then taking actions based on these decisions. 

The model was tested for applicability by comparing its 

major elements to actual long—range planning processes which 

were currently being used in community college systems in 

thirteen states, at the time of the study. Evidence was 

sought to determine whether actual practice deviated from the 

designed model; and if such deviations were found to exist, 

whether the deviations revealed weaknesses in the model or 

whether the model revealed weaknesses in existing practices. 

The comparison was done by means of a questionnaire sent to 

those responsible for planning in the community college system. 

The results of the questionnaire were as follows: "The 

questionnaire replies showed strong evidence that practitioners 

of long-range planning were, in fact, following the three 
14 

phase process set forth in the conceptual model." 

The replies also validated the structural elements of 

the model, those subject matter elements which must be planned 

for in a particular system. 

"^Meng, "A Model for Managing the Long-Range Planning 
Process in Statewide Community College Systems," p. 70. 

14Ibid., p. 152. 
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The research data also supported the use of structural 
areas as outlined by the model. In most cases presi-
dents perceived facilities, programs, objectives, 
curriculum, site, financial, and enrollment to be 
critical structural components of long-range planning 
in community college systems.15 

This study was based on the assumption that long-range 

planning in community college systems was being successfully 

done, but that a model would allow administrators to recon-

ceptualize their long-range planning processes and would 

enable administrators to ask themselves questions about their 

long-range planning process not previously considered. The 

model dealt with long-range planning of operational concerns 

on a college-wide scale. Therefore it differs considerable 

from the content of the model proposed in the present study. 

Inman"^ describes a planning model which is composed of 

seven objectives of the planning process: 

(1) Determination of the mission and goals of the 

university 

(2) Translation of the mission and goals into programs 

(3) Determination of the resources required for each 

process 

(4) Synthesis of programs and resource requirements into 

a flexible and practical plan. 

15Meng, "A Model for Managing the Long-Range Planning 
Process in Statewide Community College Systems," p. 158. 

16Joseph C. Inman, Some Principles of Planning for 
Colleges and Universities (Chicago, 1971). 
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(5) Mandatory review of programs on a regular basis 

(6) Development of a data base to facilitate internal 

management and budgeting 

(7) Provision for a basis for fund raising. The author 

deals also with the organization for planning and the need 

for a) a planning officer, b) a planning committee, c) pro-

gram task forces, and d) an information system. 

Parekh17 develops a long-range planning system for an 

entire university based on six basic stages: mission, goals, 

responsibilities, activities, budget, and evaluation. The 

model is good in that it attempts to establish a firm link 

between idea and action, between plans and the actual imple-

mentation of these plans. The model is presented in both a 

descriptive form and through a set of matrices. Instructions 

are given relative to the development of each basic stage. 

(See Figure 2 on page 3 3.) Only operational areas are 

mentioned. 

A development team from Wayne County Community College 

has designed a Management Organization Systems Technique 

(M.O.S.T.), the stated purpose of which is to "create and 

integrate the procedures and subfunctions required of a sophis-
18 

ticated management system for educational administration." 

17Satish B. Parekh, A Long-Range Planning Model for 
Colleges and Universities (New York, 1975). 

1 8 
Management Organization Systems Technxque; A Manage-

ment System for Higher Education - The Planning Function 
(Washington, D.C., 1976), p. 2. 
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The planninq process which it suggests is based on the 

systems approach comprises four main functions: Creation 

and Modification of Mission Statement, Organizational Inte-

gration and Delegation, Evaluation, and Budgeting. This 

short pamphlet (twenty-seven pages) mentions several aspects 

of strategic planning (environmental analysis, internal 

resources and constraints) and provides a good overview of 

the planning process. 

Casasco19 provides a critical survey of twenty-one 

planning models which are designed for universities. The 

models are divided into two groups: (1) operational programs 

which include computer-assisted models or techniques which 

have gone beyond the research state and are operational, 

and, (2) developmental programs, those modeling efforts 

which are still being researched but which offer substantial 

potential for implementation. 

All of the cases cited are for university-wide planning, 

none are for departmental use. They basically deal with 

specific areas of concern such as information processing, 

budget control, facilities, and scheduling of students. Only 

29 per cent of the samples exhibited some degree of compre-

hensiveness in their planning approach. Most of the systems 

involve mathematical models or require the use of a computer. 

19Juan A. Casasco, Planning Techniques for University 
Management (Washington, D.C., 1970). 
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Klawuhn,2^ manager of the education division of the 

American Management Association, reports on a study sponsored 

by the A.M.A. in which two issues were considered. The first 

was to analyze the differences in the structure, behavior 

patterns, and attitudes which existed in business and edu-

cational organizations, and the second was to develop a 

comprehensive, strategic, planning model. Though the study 

is concerned with public school administration, it has sig-

nificant inferences to higher education administration. 

Three critical differences were observed. 

1) The most fundamental difference between the 
top management personnel in the business organi-
zation vs. the educational organizations appeared 
to be their perception of their roles. For many 
reasons, the top management of educational organi-
zations do not see themselves as either able to or 
uniquely responsible for coordinating, managing, or 
leading the process of organizational change and 
improvement. 

If judged by their behavior, they saw them-
selves as being responsible for: 

a) Maintaining good relations with the various 
publics which might cause problems for the 
organization. 

b) Solving current problems relating to finance, 
personnel, student facilities, curriculum, 
etc. 

c) Coping with demands for information or action 
originating with the Board of Education. 

2) The second major conclusion centers around 
the vagaries of the decision making process in the 
typical educational organization. For whatever 
reason, it is extremely difficult, in an educational 
organization, to generate a decision which will have 
the effect of producing long term, organization-wide 
effects. 

20Raymond E. Klawuhn, A Model for Comprehensive 
Strategic Organizational Planning as a Means of Increasing 
Organizational Effectiveness (ERIC, 1972). 
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3) Last but not least among our major conclusions 
was the recognition of the inadequacy of factual in-
formation related to the critical issues in education. 

Recognition of the difficulties involved in 
quantifying educational results or in establishing 
direct relationships between inputs and results does 
not change the fact that hard data is not available. 
Therefore decision making is a highly subjective pro-
cess. Evaluation is highly subjective which permits 
failure to be camouflaged behind platitudes and 
generalities, and more importantly denies the proof 
of success. Is it any wonder that few educational 
leaders will risk initiating innovative procedures 
which are sure to generate criticism when there is 
little hope of being able to factually demonstrate 
success even if it occurs. 

In summary, it appears to us, that if organi-
zations are to modify their behavior to establish 
and maintain their relevancy to a changing world 
these three things must occur before planning or any 
other system or concept can be expected to be 
effective. 

1. The Chief School Officer must perceive his 
prime responsibility and opportunity as 
that of insuring that the organization does 
adapt to the changing society which it 
serves. 

2. The organization must establish a decision 
making process which is clearly identified 
and which will produce significant decisions 
on a timely basis. 

3. Hard data must be generated which will permit 
increased objectivity in the decision making 
process and permit proof of success as well 
as failure.21 

Because both the form and context of the model proposed 

by Klawuhn is similar to the present study, the entire des-

criptive model is presented. 

THE MODEL 
The model is presented in abbreviated form as 

a sequence of ten steps to be taken to bring about 
increased organizational effectiveness through the 

2klawuhn, A Model for Comprehensive Strategic Organi-
zational Planning, p. 4. 
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introduction of "planning" as the keystone of the 
management process. 
STEPS IN THE PLANNING PROCESS 
1. Establish acceptance on the part of all members 

of top management of strategic planning as the 
most important aspect of their role in the organi-
zation. 

2. Develop an understanding of and commitment to 
comprehensive, strategic, organizational planning. 

3. Establish a clearly defined decision making pro-
cedure which will optimize the balance among the 
quality of decisions, the timeliness of decisions 
and the acceptance of the decisions by those 
whose support is required for implementation.^ The 
ultimate criteria of effectiveness of the decision 
making process is the extent to which results 
achieved are maximized in relation to resources 
consumed. 

4. Analyze the present situation in which the organi-
zation finds itself both in terms of the internal 
conditions which exist and in terms of the ex-
ternal environment in which it must operate during 
the period for which it is planning. 

5. Define the results which the organization aspires 
to achieve. Begin with idealistic statements of 
intent and then follow with statements of real-
istic measureable objectives for which a specific 
target date is established. 

6. Develop one or more long term strategies which 
specify the means to be employed to achieve the 
specified objectives of the organization. These 
strategies should recognize and reflect the 
priorities of the organization and its relative 
commitment to long term results achievement vs. 
the solutions to short term problems. 

7. Within the framework of long term objectives, 
established priorities and selected strategies, 
develop a series of short term action plans. which 
will maintain current effectiveness to the extent 
desired and Simultaneously create the conditions 
necessary to achieve the long term objectives. 

8. Establish unique responsibility for each person 
in the organization. Ensure that each person is 
fully aware of the result for which he is 
responsible. Generally, avoid holding two or 
more people responsible for the same result. 

9. Determine the information each person in the 
organization requires for him to determine 
whether current performance in his area of re-
sponsibility is occurring according to plan and 
ensure that such information is made available 
to him. 
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10. Establish a climate within the organization which 
encourages corrective action to bring performance 
into line with the plan without emphasis on 
sanctions for prior inadequacies. In other words, 
focus on the achievement of results contemplated 
in the plan rather than on spotlighting mistakes 
made in the process.22 

The great majority of educational planning models avail-

able are designed for institution wide planning. An 

example of a model designed for departmental use is offered 

by NCHEMS and is entitled "Academic Unit Planning and 

23 
Management." 

The manual presents six self-instructional modules 

which cover these topics: Identifying and Organizing an 

Academic Unit's Function, Identifying Academic Demand, 

Planning Faculty Resources, Planning Physical Resources, 

Planning Financial Resources, and Identifying and Assessing 

Outcome. The stated purposes of the manual are listed. 

1. To assist administrators in conducting a systematic 

examination of academic unit's responsibilities. 

2. To enable administrators to identify the infor-

mation they need to carry out their tasks and to organize 

this information in a fashion useful for making decisions. 

3. To help administrators identify alternative resource 

utilizations within their academic units. 

22Klawuhn, A Model for Comprehensive Strategic Organi-
zational Planning, pp. 5-6. 

23Glenn K. Miyataki and Maureen L. Byers, Academic Unit 
Planning and Management (Boulder, Colorado, 1976). 
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4. To bring about a better understanding of the role 

of academic unit planning in the overall institutional 

planning and management process. 

The content of the AUPM manual deals exclusively with 

operational concerns of the academic unit. For this reason 

it is quite different in content to the present study. How-

ever the form which the manual uses is very effective; each 

module is well organized, worksheets are included, and step 

by step instructions are given. 

Planning models by Kieft and NACUBO give further 

examples of planning systems which have been developed for 

institution wide use. Both studies deal mainly with the 

operational aspects of a university. 

Strategic Planning in Higher Education 
Administration 

Although there is an abundance of literature on planning 

in higher education administration, there is a relatively 

small amount on strategic planning. In a recent literature 

search by Green (19 76) he states: 

Practically nothing has been written on strategic 
planning and budgeting in higher education so this 
review is made primarily of various components of 
strategic planning and budgeting in commercial 
organizations. At this point it should be noted 
that the writer recognizes that a system of 

Raymond N. Kieft, Frank Armijo, and Neil S. Bucklew, 
A Handbook for Institutional Academic and Program Planning: 
From Idea to Implementation (Boulder, Colorado, 1978). 

25College Planning Cycle, People, Resources, Process -
A Practical Guide (Washington, D.C., 1975). 
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strategic planning and budgeting designed for com-
mercial organizations cannot be duplicated for use 
in higher education without substantial modification. 
One obvious difference is the nature of a profit 
organization versus the nature of a non-profit 
organization. There are, however, various princi-
ples involved which are applicable and easily 
adapted to higher education.26 

A concept similar to strategic planning that has been 

developed in education, although borrowed from general systems 

theory, is the "open system" concept. A system is open, as 

opposed to closed, when it is sympathetic to the environment 

in which it exists. Buckley states, "That a system is open 

means not simply that it engages in interchange with the 

environment, but that this interchange is an essential factor 

underlying the system's viability, its reproductive ability 

27 
or continuity, and its ability to change." 

Systems theory, including open systems, have been ex-

28 . 2 9 
tensively developed by Churchman and Cleland and King. 

Strategic planning can be viewed as a sub-unit of the 

open system concept. Two studies, by Green and Cope, were 

26John Lafayette Green, "Relationship of Strategic 
Planning and Budgeting to Financial Difficulty and Organi-
zational Climate in Higher Education," unpublished doctoral 
dissertation, Rensselaer Polytechnic Institute, Troy, N.Y., 
1976, p. 12. 

27Walter Buckley, Sociology and Modern Systems Theory 
(Englewood Cliffs, New Jersey, 1967), p. 50. 

28C. West Churchman, The Systems Approach (New York, 
1968) . 

O Q 
David I. Cleland and William R. King, Management: A 

Systems Approach (New York, 1972) . 
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found to be directly related to the present study. Green's 

study"^ attempted to describe a strategic planning and 

budgeting system for use in higher education, to describe 

financial difficulty and organizational climate in higher 

education, and to show various relationships of strategic 

planning and budgeting to financial difficulty and organi-

zational climate in higher educational institutions in 

New York. In a rather lengthy review of literature, Green 

describes major components of strategic planning, budgeting, 

financial difficulty and organizational climate in insti-

tutions of higher education. However, in his literature 

review, Green does not include any studies which resemble 

his studies in the area of methodology or content. 

In order to test the hypothesis developed for his study, 

a survey was constructed and sent to institutions in New York 

State. Of the 134 institutions surveyed, only 52 or 39 per 

cent responded but the author showed a reliability coef-

ficient for the three variables as .83, .82, .87 (using the 

Cronbach Alpha Method). Of the 804 potential responses 

(the survey was sent to six individuals in each institution) 

only 113 responded for a rate of only 14 per cent. 

The results of the survey were treated statistically, 

using different tests, depending on the nature of the 

30Green, "Relationship of Strategic Planning and 
Budgeting," 1976. 
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hypothesis. The more significant results determined by the 

survey dealt with the first two hypotheses. 

1) If an institute of higher education in New York 
State has a high degree of strategic planning and 
budgeting in use, the institution should have less 
financial difficulty than if it had a low level of 
strategic planning and budgeting in use. 

2) If an institution of higher education in New York 
State has a high degree of strategic planning and 
budgeting in use, the institution should have a 
higher degree of organizational climate than if it 
had a low degree of strategic planning and budgeting 
in use.31 

32 . 

This study was somewhat similar to the Meng study in 

that it assumed that an extensive amount of strategic 

planning was currently being done in the population explored. 

It did not recommend a strategic planning model but rather 

recommended strategic planning as a possible cure for two 

educational dilemmas, financial difficulties and poor organi-

zational climate. 

In a book which is centered around the concept of 

strategy, Cope33 offers a ten part planning process for 

college and university administrators. A very useful chapter 

on evaluation of strategies is included. Of all the litera-

ture reviewed, this book comes nearest to presenting the 

31Green, "Relationship of Strategic Planning and 
Budgeting," 19 76, p. 33. 

3^Meng, "A Model for Managing the Long-Range Planning 
Process in Statewide Community College Systems," 1977. 

33Robert G. Cope, Strategic Policy Planning: A Guide 
for College and University Administrators (Littleton, 
1978) . 
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the main concepts of strategic planning in an educational 

environment. 

Music Administration 

Textbooks on Music Administration 

It is important that a music administrator possesses 

skills and exhibits competence both as a musician and as an 

administrator. It is no longer permissible to allow one to 

function as an administrator based upon his years of faithful 

and successful music teaching. There are certain skills and 

techniques required of a competent administrator. 

Likewise the position of music administrator must be 

occupied by one who is trained in the discipline of music. 

Klotman states, 

In a society that places a high premium on function 
and materialistic gain, it might be tempting to 
imitate successful management procedures of business. 
In some school systems it has even been suggested 
that "educators" be replaced by successful business 
executives. This can be a dangerous direction for 
education and particularly education in the arts 
and humanities. A better solution is better edu-
cators, who understand what is needed, how to plan 
to accomplish their desirable goals, and how to 
implement programs.3 4 

A review of texts written in the field of music adminis-

tration supervision since 1965 reveals five main works: 

Robert H. Klotman, The School Music Administrator and 
Supervisor-Catalysts for Change in Music Education (Englewood 
Cliffs, New Jersey, 1973), p. 4. 
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Snyder (1965), Weyland (1968), House (1973), Klotman (1973), 

and Goodman (1975). A comparison of the five works indi-

cates a "balancing" in recent years of the two-fold aspect 

of music-administration, i.e., the administrator as musician 

and manager. 
35 36 

The earlier writings of Weyland and Snyder spend 

very little time dealing with management processes, other 

than cursory thoughts presented in the introductions. 

(Snyder does briefly develop some of the concepts presented 

by Jesse Sears in The Nature of the Administrative Process, 

New York, McGraw-Hill, 1950.) Generally, these two texts 

are concerned with developing areas specifically relating to 

music education: scheduling, facilities, budgeting, public 

relations, equipment, etc. These are treated from a 

"musician's" standpoint. 
37 38 

In the more recent works of House and Klotman more 

emphasis is given to administrative concerns. House devotes 

two chapters (one and two) to discussing administrative 

roles, functions, and processes, and writes twelve pages 

explaining the management process. (The basis of this 

35Rudolph H. Weyland, A Guide to Effective Music Super-
vision (Dubuque, Iowa, 1968). 

36Keith D. Snyder, School Music Administration and 
Supervision (Boston, 1965). 

o n 
Robert W. House, Administration in Music Education 

(Englewood Cliffs, New Jersey, 1973). 
O O 
Klotman, The School Music Administrator, 197 3. 
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management process is primarily taken from Koontz and 

0'Donne11 Principles of Management, 2nd ed., New York, 

McGraw-Hill, 1959.) 

Klotman's text is perhaps the most advanced in regards 

to introducing new management concepts to music educators. 

Two chapters in particular, entitled "The Process of Adminis-

tration and Supervision" and "Traditional Patterns of 

Organizational Structure and Behavior" are excellent attempts 

to mesh the two disciplines. 
O Q 

Goodman's text, the most recently published of the 

five, provides a good balance between presenting leadership 

skills in the context of music administration. In his intro-

duction he states the following: 
Most music executives are appointed and serve with 
little administrative experience. . . . There is 
limited literature available about music adminis-
trative leadership. . . . The author has been 
motivated to prepare a text that would assist the 
music executive in becoming more effective.40 

The text covers many areas of concern and treats both in a 

philosophical and functional way. 

All five books, designed to be used as textbooks, are 

very broad in their scope, attempting to comment on nearly 

every area of concern with which a music administrator would 

be confronted. As a result, few areas are exhausted but 

o q 
Harold A. Goodman, Music Administration in Higher 

Learning (Provo, Utah, 1975). 
40 ... 
Ibid. , p. in. 
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rather a wide overview is given. Very little is said of 

planning, other than the acknowledgment of its importance, 

and no aspect of strategic planning is mentioned. 

Articles on Music Administration 

The yearly publication of the "Proceedings of the Annual 

Meeting" of the National Association of Schools of Music 

(N.A.S.M.) provides the best and perhaps exclusive source for 

writings in the field of music administration in higher 

education. A survey of these bulletins from 1967-19 80 indi-

cates an awareness, on the part of N.A.S.M. officers, of 

current trends and issues and the bulletins offer represen-

tative speeches in these areas of concern. General concerns 

which are addressed throughout the years include finances, 

public relations, curriculum, teacher evaluation and others, 

which indeed, reflect the main concerns of music educators. 

More specific trends can be identified in the early 

1970's, where much attention is given to the relevance of 

music in higher education; the survival of the music depart-

ment, especially in small private colleges; and the problems 

and potentials facing music educators in the 1970's and 

19 80's. In the mid 70's attention was given to such issues 

as affirmative action, competency based teacher education; 

new curriculum and degrees such as music engineering and 

music merchandising; and others. 
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In 1976, a trend emerged which was of particular 

interest to the present study. As part of the annual 

meeting, a "Management Workshop for New and Experienced 

Music Executives" was held. Four papers were presented: 

"Time Management," "Personnel Procedures and Relationships, 

"Management Techniques," and a "Bibliography for Music 

Administrators." In the succeeding three years, this section 

on management has continued to be included in the proceedings 

In his introductory remarks to the 1977 Management Workshop, 

Timm commented, 

Most of us entered administration because we dis-
tinguished ourselves as performers, conductors, 
composers, theorists, researchers, teachers of 
music education or music history and literature. 
. . . The segments of our work for which we were 
least trained usually are management, budgeting 
and accounting, personnel matters, planning, and 
dealing with federal and state agencies and com-
puters .41 

These management workshops, sponsored by N.A.S.M. are 

indicative of the growing interest of music executives to 

improve their administrative skills and their increasing 

reliance upon traditional and current management practices 

to accomplish this desired competence. Of the nine papers 

presented in the workshops over a period of four years, none 

dealt directly with the concept of comprehensive planning 

but several were sufficiently related to this study to 

warrant attention. 

41Everett Timm, "Management Workshop: Introductory Re-
marks," Proceedings of the 53rd Annual Meeting, NASM (1978), 
p. 172. 
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In an article written on Program Planning and Time 

Management, Bonelli advocates the twofold development 

necessary for a music administrator. 

A music administrator should still be first and 
foremost a musician. But this alone will not be 
enough to guarantee success in a management role. 
In order to survive the conflicting pressures and 
constant change, we shall continue to confront in 
higher education, an arts executive must possess a 
fairly sophisticated knowledge of management theory 
and organizational behavior, as well as appropriate 
leadership skills.42 

Bonelli comments on five basic functions of executive 

leadership, program review, and time management. During the 

course of the discussion, several statements are made which 

can be identified as being similar to issues in strategic 

planning. Comments such as "I am convinced that we must 

strive to know ourselves as well as possible and capitalize 

on our strengths as we try to minimize our weaknesses.", "A 

high priority for higher education today is the identifi-

cation of goals and objectives which fully recognize the 

constraints and realities of the time in which we live.", 

and "We must make the best possible use of every resource 

that is available to us." refer to strategic planning 

(concepts). 

Wohlgemuth43 begins his article by emphasizing the im-

portance of a clearly defined mode of management as opposed 

42Eugene Bonelli, "Program Planning and Time Management," 
Proceedings of the 54th Annual Meeting, NASM (1979), p. 173. 

43Paul W. Wohlgemuth, "Analysis of Objectives," Pro-
ceedings of the 4 8th Annual Meeting, NASM (1973), p. 110. 
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to proceeding intuitively through management duties. He 

describes a process called "dynamic planning" which follows 

a pattern of situational analysis, setting objectives, 

selecting strategy, and implementing with feedback. This 

pattern is somewhat similar to the strategic planning process. 

In a paper presented by House, the author discusses the 

administrative management process and concerning the function 

of planning, he states, "Educational administration has 

learned and can apply many useful principles and techniques 

from the military and the business world. One of these is 

44 
the principle of planning. 

Several good articles by Key and others by Bonelli 

follow the same basic theme; the successful music adminis-

trator must be knowledgeable in both music and administration 

Dissertations on Music Administration 

There have been no dissertations written on any type of 

planning relating to a department of music. Of the rela-

tively few works written in music administration, most deal 

with broad aspects of the discipline, although some recent 

contributions have exhibited an interest in specific aspects 

of music administration. In searching through the litera-

ture, four studies were chosen for reporting because of 

44Robert House, "Questions You Always Wanted to Ask 
About Administrators But Were Afraid to Know," Proceedings 
of the 50th Annual Meeting, NASM (1975), p. 107. 
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their relation to the present study and because they are 

representative of other works done in this discipline. 

Jones45 sought to develop guiding principles for higher 

education departmental administration and then to develop 

administrative practices that are consistent with these 

guiding principles that would be applicable to the mechanics 

of higher education music department administration. Through 

extensive reading in the field of educational administration, 

Jones developed a list of 136 administrative practices, cate-

gorized under the following ten headings: Curriculum, 

Finances, Personnel, Plant and Equipment, Public Relations, 

Records and Reports, Scheduling, School Officers, Students, 

and Supplies. The author then submitted this list to four-

teen leaders in the field of educational administration, 

asking them to comment on the appropriateness of the 136 

functions. Nine jurors responded and indicated that 110 of 

the functions were believed to be applicable to higher 

education administration. 

The list of 110 functions were then sent to another set 

of leaders in the field of educational administration in 

order to translate these functions into guiding principles. 

Forty guiding principles were approved by majority vote. 

45Samuel Turner Jones, "The Development of Desirable 
Administrative Practices for Departments of Music in Insti-
tutions of Higher Education," unpublished doctoral disser-
tation, New York University, New York, N.Y., 1959. 
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This particular aspect of the study seemed somewhat redundant 

and confusing, the end result being that all the functions 

were combined and translated into more general concepts and 

"re-approved" by a larger jury. 

Another questionnaire was distributed to determine 

present administrative practices in music departments in 

higher education. This was sent to 160 higher education 

music departments. The departments were categorized into 

"dependent and independent" and "small, medium, and large." 

The questionnaire used the 110 practices as its basis, 

asking those surveyed in each instance, where the responsi-

bility lay for each function. Only 38.75 per cent of the 

questionnaires were returned and the mean percentage of 

conformity was 22.27 per cent with the median between 16.07 

per cent and 15.8 per cent. 

Yet another questionnaire was developed from the 

original 110 functions and this was distributed to thirty-

four higher education music department chairmen who were 

asked to give their approval or disapproval of the appli-

cability of these practices to music education. Twenty-four 

jurors returned the questionnaire. Of the 110 functions, 

all but two were approved by majority vote. 

Jones study is self-defeating. The list of 110 functions 

approved by one set of music administrators (108 of 110 

approved) is not approved by another group when asked to 

respond in a slightly different way (22.27 per cent 
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conformity). In addition, Jones assumes that all music 

administrative practices are derivatives of education admin-

istration, because his original list was produced from 

readings in education administration. 

Jones' approach to administration is primarily opera-

tional, thus having little relationship to the present study. 

However his method of reporting the results of his surveys 

is good and will contribute to the methodology of the present 

study. 
46 

The purpose of Baker's study was to obtain data about 

the current music administrative practices and problems 

among Southern Baptist College music administrators, to com-

pare this with data about current music administrative 

practices and problems among a group of selected church-

related college music administrators and to compare this 

data with standards and/or recommendations published by the 

American Association of University Professors, the National 

Association of Schools of Music, and the Southern Association 

of Colleges and Schools. 

Data for the study were derived from (1) bulletins and 

catalogs from the colleges studied, (2) extensive question-

naires completed by thirty-six Southern Baptist College 

music administrators (mailed to thirty-nine for a 92 per cent 
46George A. Baker, "Music Administrative Practices and 

Problems in Southern Baptist Colleges," unpublished doctoral 
dissertation, George Peabody College for Teachers, Nashville, 
Tennessee, 1967. 
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return, (3) questionnaires completed by twenty selected 

church-related college music administrators (sent to forty 

two), and (4) personal interviews with ten music administra-

tors and nine academic deans from ten selected Southern 

Baptist Colleges. 

The following areas were examined and data reported: 

1) concepts of the role of the music department, 2) sug 

gestions for improvement, 3) interests and attitudes, 4) 

sequence of authority, 5) policy making, 6) salaries, 7) 

tenure, 8) rank, 9) budget, 10) evaluation, 11) appoint 

ments, 12) dismissals, and 13) academic freedom. Other areas 

of reporting dealt with music administrative practices 

concerning music faculty, music students, public relations 

and promotional activities, and problems of music adminis-

trators . 

Baker reported no major differences between either the 

policies or problems of the thirty-six Southern Baptist 

Colleges or the twenty selected church-related college music 

administrators, and few differences between these two sets 

and the professional organizations he consulted. An informal 

approach was used in comparing data: no statistical measures 

were used. The information presented provides a good basis 

for determining administrative function but solely on an 

operational level. 
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The dissertation by Lovett4^ is more closely aligned to 

the present study than any other. In his introduction Lovett 

states: 

Certainly one can readily recognize that more value 
can accrue, greater efficiency evolve, and better 
all-round understanding prevail, if essential 
factors of administration and the application of 
such factors can be brought to bear on the music 
operation in the college today.48 

In lieu of this fact, he states "The purpose of this study, 

therefore, is to bridge the gap between essential factors 

of administration and the application of these factors in the 

49 

operation of a college music department." More specifI 

cally, the study sought to (1) point out key factors of 

administration, (2) indicate their application to music 

administration, and (3) to emphasize the importance of human 

relationships in the administrative process. 

In the first part of this work, Lovett reviews general 

components of administration from which basic principles of 

administration are drawn. He uses seven components as pro-

posed by Russell Gregg, an authority in the field of adminis-

tration. The seven parts used are Decision-Making, Planning, 

Organization, Coordination, Communication, Cooperation, and 

Evaluation. The study then attempted to apply these factors 

to the administration of a college music department with 

Robert Emerson Lovett, "Essential Factors and Con-
siderations in the Administration of a College Music 
Department," unpublished doctoral dissertation, Columbia 
University, New York, N.Y., 1964. 

48Ibid., p. 3. 49Ibid., p. 4. 
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particular emphasis on identifying and solving problems 

peculiar to the music operation. 

The paper proves to be a very thorough treatment of the 

administrative process, although due to the excessive number 

of topics covered, each area is only considered briefly. 

However, none of his results are evaluated and even the 

source of much of the information is not revealed. A large 

part of the work is based on the author's personal experience 

as a music executive. Lovett concludes his work by sub-

mitting nine principles as guide lines to the effective 

administration of the college music department. The present 

study is similar to Lovett's study in that it will attempt 

to show the advantage of using the science of administration 

in the field of music. However, the present study will 

limit itself to the area of planning. 

Hannewald,50 in his dissertation, sought to identify the 

administrative tasks and services performed in music depart-

ments. An extensive survey was sent to members of the 

National Association of Schools of Music. His findings were 

reported in four categories, according to the type of insti-

tution (conservatory, school of music, division of music, and 

department of music) and its size based on student enrollment. 

50Norman Hannewald, "Administrative Functioning of 
Member Institutions of the National Association of Schools 
of Music," unpublished doctoral dissertation, Indiana Uni-
versity, Bloomington, Indiana, 19 74. 
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The survey included eighty-one administrative tasks 

condensed into ten categories: policy and decision making, 

supervision, regulations and planning, faculty concerns, 

services to and for students, regulating and management 

of facilities and equipment, administration of curriculum 

and instruction, services to and research for the institution 

and its constituency, administration of finances, and public 

relations. 

The survey revealed both differences and similarities 

among the institutions in regards to administrative tasks 

and who performs these tasks. Several conclusions and 

recommendations were stated which have bearing on the present 

study. 

Well defined and clearly stated objectives from which 
viable policies could be formulated appeared to be 
needed by many of the music units. As was expressed 
by a number of music administrators interviewed, so 
many music units became engrossed in the day-to-day 
short term operations of the music unit that they do 
not advance to important future and long-range 
planning. 
Recommendations—1) It is recommended that every 
music unit, if it has not done so recently, study its 
goals, objectives, and policies which guide its 
activities, making clear and forthright statements 
of its philosophy for its benefit and others.51 

Summary 

In reviewing the literature related to this topic, 

three areas were considered: music, education, and business. 

51Hannewald, "Administrative Functioning of Member Insti-
tutions of the National Association of Schools of Music," 
1974, pp. 124-125. 
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As one moves through the former to the latter, the amount 

of literature on strategic planning, and the impact it has 

had on the particular discipline increases. The essence of 

this study is to proceed from the latter to the former in 

developing a model. The challenge will be to maintain the 

essential qualities of strategic planning as conceived in 

business, and yet make necessary modifications which will 

make the system applicable in the field of music adminis-

tration . 

The literature supports several concepts which are 

critical to this study: 

1. Strategic planning is an effective means of planning, 

(Steiner, King, Cleland, and others) 

2. Business techniques can be successfully applied to 

educational organizations. (Bibbero, American Management 

Association, Ennis, and others) 

3. A model is an effective means of communicating a 

system. (Meng, Klawuhn, Rigby, Heinlein, and others) 

4. Music executives are interested in developing 

management skills. (N.A.S.M. proceedings and texts) 



CHAPTER III 

UNIQUE ASPECTS OF A DEPARTMENT OF MUSIC AND CURRENT 

PLANNING PRACTICES OF MUSIC EXECUTIVES 

Music administrators are in general agreement that the 

nature of music administration imposes unique elements of 

concern which must be considered in the administrative pro-

cess. (All of the music administrators interviewed for this 

problem indicated that music administration is unique. 

Writings in the literature also support this statement.) 

Because of these unique aspects a music administrator should 

be a musician, one who is familiar with the discipline. An 

executive who is skilled in management techniques would not 

necessarily have sufficient qualifications to function in a 

position of music administrator. 

The first problem which this study dealt with was to 

determine the aspects which influence the planning process, 

that are unique to the administration of a music program in 

institutions of higher education; those which differ from 

general educational administration. Numerous studies have 

indicated that general concepts of administration are appli-

cable to many organizations but that these concepts must be 

adapted and tailored to fit each different situation. 

The managerial function of planning requires a broad 

and an indepth knowledge of the organization. Therefore, in 

58 
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order to make strategic planning applicable to music 

administration all the variables affecting the administra-

tion of a college music department should be considered, and 

for the purpose of this study, variables which are unique 

had to be defined. 

The information needed for problem one was accumulated 

through personal interviews with music executives and readings 

in the literature. A list was derived from the Goodman1 and 

House2 texts which represents nine areas of responsibility 

the music administrator must consider. The nine areas, 

Faculty—Personnel, Curriculum, Organization, Fiscal Manage-

ment, Facilities and Equipment, Community Services-Public 

Relations, Music Students, Scheduling, and Library-Audio 

Center, were used as a guide during the interviews and the 

information gathered is reported in the same sequence. The 

following information is a summary of the comments received 

during the interviews. 

Faculty-Personnel 

Specialization of Music Faculty 

A major problem facing a music administrator is the task 

of staffing a well-rounded music program. A comprehensive 

program requires many specialized areas of instruction which, 

for the most part, can only be filled by specialized teachers. 

"'"A. Harold Goodman, Music Administration in Higher 
Learning (Provo, Utah, 1975) . 

2Robert W. House, Administration in Music Education 
(Englewood Cliffs, New Jersey, 1973). 
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A Ph.D. in mathematics can usually teach 90 per cent of all 

undergraduate math courses offered in a department of mathe-

matics, but that is not the case in music. A Ph.D. graduate 

in choral conducting would be unable to teach applied instru-

mental classes and perhaps even feel inadequate in music 

theory or history. A graduate with an applied degree would 

be even more limited. 

Consequently, it is difficult, particularly for smaller 

colleges, to hire enough faculty needed to produce a compre-

hensive program. In order to have an outstanding orchestra, 

an applied teacher would need to be available for every 

instrument, which presents a problem, especially for instru-

ments which are less numerous such as the bassoon and oboe. 

The solution to this dilemma requires either the reduction 

of instruction offered (example, no instrumental program 

offered), the use of teaching assistants, part-time instruc-

tors or sharing teachers with other colleges in the 

community, or, the select hiring of unusually gifted and 

trained individuals who can function in many capacities. 

Recruitment of Faculty 

Because music is an art form which deals with aesthetic 

judgment and musical communication, it must be taught by 

persons who possess, in addition to educational skills and 

academic training, aesthetic appreciation which they can 

convey to others. Relative to the recruitment of faculty, 
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this means that an audition is required in addition to the 

normal interview. It is important for the music executive 

to assist the musicality of each candidate, for the quality 

of musical experience produced by the school will be directly 

related to the musical qualifications of its faculty. 

Faculty Evaluation 

The evaluation of music faculty in order to determine 

promotion, tenure, salary, etc., is often difficult. With 

applied teachers, formal college education may not have been 

obtained, in which case evaluation based upon academic 

achievement is impossible. Furthermore, in applied instruc 

tion the quality of the student determines to a great degree, 

the success of the instruction. 

Faculty Work Load 

The music curriculum is such that traditional means of 

determining faculty work load are often inadequate. Applied 

instruction is difficult to weigh as is the direction of 

performance ensembles where aspects such as extra rehearsals, 

tours, and recording sessions must be considered. 

Temperament of Music Faculty 

"Artistic temperament" is a highly subjective and 

greatly argued concept in the area of music psychology. 

Whether this actually exists or if it only exists in the 

minds of those who want to think it exists, is not the issue 

to be discussed in this study. Regardless of the validity 
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of artistic temperament, two of the music executives inter-

viewed remarked that it is an issue to be considered in 

dealing with music faculty. 

Other Personnel 

Because of the extensive range of activities of a music 

department, other personnel besides administration and 

faculty are required. Instrument upkeep requires piano and 

organ tuners, and facility upkeep usually utilizes more 

custodial help or part-time student employment. 

Curriculum 

Self-Contained Curriculum 

The music curriculum is less interdependent upon other 

fields and college departments than are most courses of 

study in other majors. A degree offered by the department 

of business may depend upon other departments in the insti-

tution to provide up to 50 per cent of the courses required 

for the degree. This is not the case in music which is less 

oriented to general education. Conversely, a department of 

music contributes very little to other departments within 

the institution with regards to course offerings. This 

self-contained aspect of the music curriculum produces a 

greater burden on the department in that it must provide 

more courses, covering a wider range, than do most academic 

units within the institution. 
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Length of Curriculum 

It takes more course hours to educate a student in 

music than in most other fields. In music, the development 

of a skill is required rather than just the learning of a 

certain set of knowledge. To become proficient, as a pianist, 

most often requires more than the typical four years of 

study. Additionally, while many majors do not begin major-

related courses until the junior year, the music curriculum 

is such that many aspects, such as the applied field, music 

theory, and proficiency barriers, must be started immediately. 

The music student generally takes several one— and two-

hour courses each semester. For an English student, twelve 

course hours usually represent four courses but for the music 

student it may represent up to six or seven. Many of these 

one- and two-hour courses require more classroom time than 

they indicate (a performance ensemble may meet three to four 

hours per week with only one credit hour given), and often 

require more outside work than the typical classroom-type 

course (a one hour voice lesson may require six hours of 

practice per week). 

Breadth of Study 

In music, the student is required to master a great 

variety of areas in the music curriculum. A music education 

major is trained in music theory, music history, the applied 

instrument, piano proficiencies, conducting, ensemble develop-

ment, music education, and general education, in addition 
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to areas required by the state such as history and govern-

ment. This places a unique demand on the student as well 

as the administration. 

Organization 

The internal organization of a music department pre-

sents no unique problems other than the fact that as the 

department gets larger it tends to specialize which produces 

more organizational units. Music education has an enormous 

range of units which are basic to a well-rounded department: 

music theory, music history, conducting, applied vocal, 

applied instrumental, ensembles, music education, composition, 

and others. As the department increases in size, more units 

are added and existing units are often divided into smaller 

units. Because of this, the organization of a music depart-

ment can become quite large and complex. 

Fiscal Management 

Expense of Music Department 

The music department is a very expensive academic unit 

to maintain. Special facilities and equipment are needed, 

upkeep on the equipment is required, student/faculty ratios 

are usually low, touring cost of ensembles, and other ex-

penses contribute to the large fiscal requirement. Although 

a lack of adequate funding is not unique to music adminis-

tration (it is a problem that plagues all of education), the 
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fact that the music department is a very expensive unit to 

maintain, generating little income but demanding great 

amounts of fiscal input, means that the music executive 

must develop skill in soliciting and justifying funds from 

the institution. It becomes of great importance for the 

department of music to justify its existence and to demon-

strate how it supports the institution's mission. 

Financing of Auxiliary Projects 

When necessary or desired items are not provided for 

through normal budgetary means, fund raising is often used 

to meet these needs. Raising external funds is generally 

more frequent in departments of music and presents additional 

responsibility for administration. 

Facilities and Equipment 

Special Requirements 

A music department is more dependent upon facilities 

than any other academic unit, with the possible exception of 

the physical education department. Not only are special 

facilities required, such as performance halls, practice 

rooms, studios, storage space, listening labs, and lecture 

rooms, but these areas must be specially designed according 

to acoustical standards and to meet specific needs. With 

increased specialization comes increased cost. 
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Flexibility of Facilities 

More square feet per student/teacher is required for 

music facilities and this space is less flexible than space 

in other educational departments. In case of rapid growth, 

other buildings on campus cannot be used without extensive 

remodeling, and in case of decline, other academic units 

would find the music facilities to be of little use. Even 

within the department of music there is little flexibility 

relative to space. A practice room can be used for nothing 

other than practice, and a recital hall has limited use 

other than that for which it was designed. 

Equipment 

An abundance of equipment is needed to furnish a music 

department. Large and small instruments, audio equipment, 

stage equipment, recording devices, listening labs, uniforms, 

and others require adequate inventory systems and control. 

Another concern is the upkeep of equipment and the scheduling 

of its use. 

Community Services-Public Relations 

Dependence Upon Reputation 

The development of a reputation is more critical for a 

music department than it is for other departments. A 

potential music student is attracted to a school with high 

musical standards and a good reputation. The reputation of 
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the individual teacher is also important, especially in the 

applied areas. Because of these facts, student recruitment 

is a major issue with the department. 

Public Relations 

Quite often the music department is expected to function 

in a public relations capacity, representing the entire uni-

versity. Care must be taken to insure that performing groups 

and faculty maintain a good public image, that the quality 

of music produced is good, and that public performances do 

not obstruct educational priorities of the student. In 

addition, the public relations requirement placed on the music 

department creates added fiscal requirements and problems. 

Community Services 

Though usually not required, a music department generally 

sponsors and provides services which are community oriented. 

This might entail providing musicians (both faculty and 

students) for local orchestras, ballet companies, churches, 

educational public television and radio, sponsoring clinics 

and workshops to which the public is invited, offering per-

forming groups involving the community, and others. 

Music Students 

Need for Special Talent 

A unique characteristic of a music student is that he 

must possess a talent capable of being developed. An English 
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department can accept anyone who is "interested in English" 

and the chances of the student successfully completing the 

course of study is good. To the contrary, a potential music 

student must exhibit more than an interest in music, he 

must possess a talent or skill in music which shows potential 

for being developed. This requirement limits the number of 

potential music students. 

Method of Measuring Achievement 

Because the education of a musician involves the devel-

opment of skills, it is not sufficient for the music student 

to simply pass courses or keep his grade point average up. 

Juries, which are unique to a music department, are required 

to assess skill development and barriers are developed to 

ensure that skills are developed to a certain degree. 

Type of Student 

Because the development of skills requires consistent 

work, usually over a long length of time, the department of 

music is less likely to have part-time and commuting stu-

dents, especially on the undergraduate level. Also night 

classes are less frequently scheduled. In general, more is 

required of a music student's time due to labs, ensemble 

rehearsals, private practice, performances, required recital 

attendance, and others, which means that a music student 

functions best as a full-time student. 
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Scheduling 

The areas that have been previously discussed have 

highlighted unique and difficult concerns of the music pro-

gram. In light of these, scheduling is an obvious dilemma. 

The coordination of a profuse amount of courses, rehearsals, 

practice times, and performances, into specifically designed 

facilities to be used by specialized students and faculty is 

a constant challenge to the music administrator. 

Library-Audio Center 

Although every discipline requires its own library, 

requirements for a music library are more extensive and the 

library itself, is more independent of other library 

holdings. 

In addition to regular books and periodicals, a music 

library must include a comprehensive set of music scores, 

both individual scores and multiple scores for the use by 

performing ensembles, and a complimentary set of recording 

with adequate audio equipment. 

A music library is less dependent upon the holdings of 

other departmental libraries and as a result, is of little 

value to non-music students and faculty. Very seldom does 

a music major use other parts of the academic library except 

in regards to a non-music course, and even more infrequent 

is the use of the music library by a non-music major. In 

much the same way as musical facilities are specialized, 

so is the music library. 
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The previous discussion concerning unique aspects of 

a department of music has tremendous inferences to music 

administration. First, it highlights many areas which an 

administrator must consider when planning and operating the 

department and secondly, it infers the possibility that the 

administration of a music department may be the most diffi-

cult of any department in a university. The more complex 

an organization is, the more important planning becomes. 

Similarly, the planning process becomes more complex as the 

organizational variables increase in number and complexity. 

Because of the nature of music administration, music execu-

tives must use proper planning techniques if the department 

is to prove successful. 

Survey of Current Planning Practices of 
Music Executives 

There is presently no indication in the literature as 

to the current involvement of music executives in the 

strategic planning process. Since the essence of this 

research deals with the planning needs and methods in music 

administration, it was deemed necessary to attempt to assess 

the current status of long-range/strategic planning in music 

departments in institutions of higher education. 

As a part of this pilot study, a three page question-

naire was developed. The questionnaire was first designed 

by the author, then submitted to four music executives for 

their comments relative to its content, form, and predicted 
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effectiveness. After each interview, the survey was re-

written to reflect the opinions and suggestions of those who 

reviewed it. The survey was sent to forty-nine music execu-

tives, selected at random from the 19 79 N.A.S.M. directory. 

Only schools which offer a graduate degree in music were 

chosen because these schools, by necessity, will have a more 

complex organizational climate which demands a more compre-

hensive planning process. The schools were also separated 

into two groups, state-supported schools (twenty-six) and 

private schools (twenty-three). This was done with the 

thought in mind that the planning process may be different 

between the two groups due to the state-supported schools 

receiving more requirements and restrictions from higher 

eschelons in the administration. 

Of the forty-nine surveys sent out, thirty-five were 

returned for a return rate of 71 per cent. Twenty-one 

responses were from state-supported schools (81 per cent) 

and fourteen from private institutions (61 per cent). 

An obvious disadvantage exists when one attempts to 

assess subjective subject matter using the questionnaire 

method. The results of a survey are of greatest validity 

when objective subject matter is being pursued. These issues 

had particular bearing on the present study. It is very 

difficult to determine the actual extent of planning prac-

tices in a school of music when only written communication 

was used. However, the responses were believed to be of 
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enough value to contribute to this research and to be the 

basis for several general assumptions. (See Appendix A for 

cover letter and survey.) 

Questions one through six concerned preliminary factors 

relative to the size of the institution and the position 

and title of the one responding to the survey. The state-

supported schools ranged in student enrollment from 137 to 

1,6 85 with a mean of 509 and median of 450. The private 

institutions ranged from 88 to 500 in student enrollment with 

the mean being 301 and the median 295. The number of full-

and part-time faculty differed according to the number of 

enrolled students and maintained a fairly consistent ratio 

(approximately 1 x 11 in private institutions and 1 x 10 in 

state-supported). In every questionnaire returned, it was 

indicated that the top music executive in the department 

completed the survey. 

The data were collected according to the size of the 

institution and whether or not the school was state supported 

or private. No significant differences were recorded among 

the four groups relative to their involvement in long-range 

planning. There was a slight indication that executives in 

private institutions with an enrollment in excess of 295 are 

more concerned in the long-range planning process. The 

first question in the body of the survey sought to determine 
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the extent of formal long-range planning in the department. 

The responses are shown in Table I. 

TABLE I 

THE EXTENT OF CURRENT LONG-RANGE PLANNING 

Survey Population Extensive Average Minimal 
Not 
Exist 

State supported—enrollment 
of 250 or more 2 7 • . • • 

State supported—enrollment 
of 250 or less 2 7 2 • • 

Private—enrollment 
of 295 or more 5 1 • • 1 

Private—enrollment 
of 295 or less 1 5 1 • • 

Total 10 20 3 1 

When asked if long-range plans are written (question 

number two), all but five answered in the positive with two 

executives indicating that "sometimes" the plans are written. 

The responses to these first two questions would indi-

cate that long-range planning is a managerial practice which 

music executives consider to be important and that the large 

majority pursue planning in such a way as to result in a set 

of written plans. Only two executives responded in a nega-

tive way to long-range planning. One executive indicated 

that long-range planning does not exist and another that a 
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minimal amount exists but that he considered it to be a 

waste of time. 

Question three inquired as to who is involved in the 

long-range planning process. As expected, every response 

was different. However, two general categories became 

apparent. The first was a planning committee composed of the 

dean, his assistants, and chairmen of various divisions with-

in the department of music; a smaller group consisting only 

of those who had some administrative responsibility. The 

other category consisted of those schools in which the entire 

faculty participated in the planning process. 

When asked if a planning model is used in long-range 

planning (question number four), twenty-nine responded in 

the negative, one indicated that sometimes a model is used, 

and only five responded in the positive. None of the five 

who use models sent one along with their reply as was re-

quested. The absence of a model in a majority of planning 

procedures could indicate that the process is approached in 

an informal manner and could even be indicative of an incon-

sistent system. It is reasonable to imply that a model does 

add formality, consistency, and comprehensiveness to a 

system, although the absence of a model does not necessarily 

imply the lack of these traits. 

Twenty-four executives stated that no particular 

planning process is handed down to them from a higher admin-

istration (question number five). Of the ten who are 
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required to follow a prescribed system only one stated that 

this requirement prevented him from using other planning 

systems. Of these ten executives, seven were from state-

supported institutions. 

A major tenent of strategic planning is its sensitivity 

to external factors. The sixth question attempted to dis-

cover the relative degree of influence that external factors 

have on the planning process. The results are given in 

Table II. 

TABLE II 

THE DEGREE OF INFLUENCE OF EXTERNAL FACTORS 
ON LONG-RANGE PLANNING 
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Student population 
and recruitment • # 3 + • 18 12 

The economy • • 5 1 18 9 

Market demand for stu-
dents who graduate 
in music • • 5 1 21 6 

Factors in your local 
community 3 18 1 10 1 

A large majority indicated that plans were made five 

years in advance (question number seven). Four indicated 
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that they plan ten years in advance and one as long as 

twenty-five years. 

Thirty-two of thirty-four periodically review and re-

vise plans (question number eight), and the large majority 

of these do so annually and some attempt a continuous review 

cycle. 

Another major tenet of strategic planning involves the 

assessment of internal strengths and weaknesses. Question 

number nine dealt with this issue and attempted to determine 

the degree of influence that internal factors such as faculty, 

facilities, reputation, and finances have on the organization. 

All but one indicated that both internal resources and con-

straints have considerable or extensive influence on the 

planning process. 

Every department surveyed had an established purpose/ 

mission (question number ten). All but five had no plans for 

changing their present approach to the planning process 

(question number eleven). Question twelve and thirteen were 

designed to provide information which will be used in another 

section of this research project. 

In summary, the music executives surveyed appeared to 

be involved and concerned with the planning process. Indi-

cations of "strategic thinking" were present, but a systematic 

approach was apparently lacking. 



CHAPTER FOUR 

EVALUATION AND RECOMMENDATION OF PLANNING MODEL 

The primary purpose of this project was to develop a 

strategic planning model which can be used by music execu-

tives in their management of music programs in institutions 

of higher education. 

A model is a helpful aid when instigating and operating 

a particular system for it provides an outline of the im-

portant elements of the system, usually in chronological 

order, and insures comprehensiveness. That is, all primary 

factors are considered. To be of greatest value, the model 

should be presented in general terms in order to insure its 

applicability to the majority of situations. However, it 

must be specific enough to relate to particular and unique 

situations. 

Many strategic planning models exist. The most compre-

hensive ones have been developed in and for business 

situations. As the related literature indicated, strategic 

planning has been developed to a limited degree in educational 

administration but a good working model was not found. 

The model presented in this study was developed by 

comparing and contrasting many existing models, and by 

utilizing the extensive literature which exists on strategic 

77 
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1 2 . 3 
planning. Four models, by Sweet, Ackoff, Rothschild, and 

King and Cleland,^ were the main models used in this study. 

When placed side by side, the four models revealed simi-

larities but also several elements which one author presented 

while the other did not. From this comparison, a compre-

hensive model was developed combining elements of all four 

models. (See Figure 3.) 

The developed model consists of five stages. (See 

Figures 4 and 5.) Two preliminary steps are mentioned: 

needs assessment and defining the planning group. These are 

concerns which should be considered before the actual 

planning takes place. The preparation stage consists of 

three elements which create a framework for the process, the 

development stage generates pertinent information, the formu-

lation stage involves the actual development of plans and 

strategies, and the continuation system provides for the on 

going of the process. The model consists of those items 

which would need to be considered in the implementation of 

a strategic planning system. 

1Franklyn H. Sweet, Strategic Planning—A Conceptual 
Study (Austin, Texas, 1964). 

Russell L. Ackoff, "Toward Strategic Planning of 
Education," Efficiency in Resource Utilization in Education 
(Paris, 1967), p. 33. 

3William E. Rothschild, Putting It All Together, (New 
York, 1976). 

^William R. King and David I. Cleland, Strategic 
Planning and Policy (New York, 1978). 
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Sweet Rothschild Ackoff King and Cleiand 

Strategic 
Comprehens ion 

Directional 
Dimensions 

Mission 
Development 

Specification of 
org. objectives 
and goals 

Development of 
org, missions 
and strategies 

Competitive 
Orientation 

Customer analysis 
and market 
evaluation 
Analysis of com-
petition 
Resource analysis 
Sensitivity to 
changing 
environment 

Determination of 
resource 
requirements 

Establishment of 
operating 
policies 

Strategic Data 
-Bases 
-Management 
viewpoints 
and values 
-Organizational 
strengths and 
weaknesses 
-Business and 
industry 
criteria 
-Competitive 
profiles 
-Environmental 
opportun it ie s 
and risks 

Strategic 
Postulates 

Defining invest-
ment and related 
strategies 

Strategem 
Formation 

Development and 
selection of 
alternatives 

Development of 
goals, programs 
and contingency 
plans 

Design of organi-
zational structure 
required to carry 
out the plan 

Strategem 
Pre-evaluation 

Strategy 
Review 

Strategic 
Control 

Contingency 
alert system 

Design of controls 
over implemen-
tation of the plan 

Strategem 
Imp 1 emen t at ion 
Strategic 
renewal 

Strategic 
Summary 

Development of 
detailed finan-
cial plans and 
budgets 

Fig. 3—Comparison of four conceptual models 
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Preliminary Considerations 

-Needs assessment 
-Defining the planning group 

Preparation Stage 

-Comprehension of strategic planning process 
-Development of organizational mission and objectives 

Development Stage 

-Development of strategic data bases 

1) Management viewpoints and values 
2) Customer analysis and market evaluation 
3) Analysis of competition 
4) Business and industry criteria 
5) Resource analysis—strengths and weaknesses 
6) Environmental factors 

Formulation Stage 

-Definition of decisions and related strategies 
-Developing alternatives and strategies 
-Contingency alert system 
-Pre-evaluation of selected strategies 

Continuation System 

-Strategic summary 
-Strategic renewal 

Fig. 4—The conceptual model in outline form 
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Each sub-unit of the model has been described and ex-

plained relative to the need of its existence as a part of 

the model and the essence of its function. Each sub-unit 

has been delineated even further with particular emphasis 

towards its application to music programs in institutions of 

higher education. 

In order to recommend the model to music executives as 

a useful and valid management technique, it was considered 

necessary to have it evaluated by several experienced music 

executives. This was done by submitting four packets of 

material to five music administrators who are currently in-

volved in music administration. The four packets contained 

the following information (All four packets are presented 

in Appendix B, along with the cover letter which accompanied 

the packets): 

Packet A—A brief summary of strategic planning designed 

to introduce to the reader the concept of 

strategic planning, its major tenets, and the 

difference between it and tactical planning. 

Packet B—The planning model shown in descriptive and 

chart form. 

Packet C—A brief description of each sub-unit of the 

model, from a business perspective. 

Packet D—Further explanation of each sub-unit with 

emphasis toward educational administration 

and specifically music administration. 
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An initial appointment was made with each executive in 

order to solicit their assistance in the project, to explain 

the four packets, and to apprise them of the format of the 

evaluation and what would be required of them. Each execu-

tive was given three weeks to read the material at which 

time an interview was scheduled for the actual evaluation. 

An interview guide was designed and used in each 

meeting. The guide is shown in Appendix C. 

The results of the evaluation indicated a unanimous 

support for the model and its relevance to music adminis-

tration. The following is a summary of the interviews, listed 

according to the interview guide. 

I. Background Information 

Executive A—Position - Chairman of the Music Department 
Years experience in music administration -

30 years 
Number of full-time music majors - 230 
Number of full-time music faculty - 20 
Degrees offered - B.M., B.MEd., B.A. 

Executive B—Position - Chairman of Arts Department 
Years experience in music administration -

12 years 
Number of full-time music majors - 45 
Number of full-time music faculty - 2 
Degrees offered - B.M., B.A., B.S. 

Executive C—Position - Chairman of Department of Music 
Years experience in music administration -

24 years 
Number of full-time music majors - 175 
Number of full-time music faculty - 30 + 
Degrees offered - B.M., B.A., B.MEd., M.M., 

M.A., M.M.Ed. 
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Executive D—Position - Chairman of the Division of Music 
Years experience in music administration -

11 years 
Number of full-time music majors - 275 
Number of full-time music faculty - 28 
Degrees offered - B.M., B.M.Ed., M.M., 

M.M.E., M.SM., B.M.Therapy, M.M.Therapy 

Executive E—Position - Dean of College of Humanities 
and Fine Arts 

Years experience in music administration -
8 years 

Number of full-time music majors - 160 
Number of full-time music faculty - 16 
Degrees offered - B.A., B.S., M.A. 

II. Concept of the Strategic Planning Model 

Relative to the importance of strategic planning to 

music administration, all five executives expressed a posi-

tive response. One administrator mentioned that the system 

becomes more relevant the larger the school of music, another 

noted that educators are often reluctant to embrace new trends 

(such as strategic planning), another mentioned that planning 

is usually not addressed as fully as needed, and another 

commented that any type of planning is important to music 

administration. 

All five executives felt that the difference between 

tactical and strategic planning was clearly conveyed. How-

ever, one executive felt that these two terms, and others 

used in the manuals, were not common terms to music execu-

tives and that this might be a problem with some who would 

read the manual. 

The use of a model as a means of implementing the 

planning process was viewed by all as both helpful and 
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necessary. Comments were made that a model must be in-

herently flexible and should be stated in general terms. A 

model provides both a starting point at which to begin the 

process and also outline all the steps necessary to complete 

the system. 

The format used to present the model was deemed adequate 

by all five executives. Several commented that there was a 

small amount of redundancy between packets C and D, but that 

the overlap was helpful in solidifying the concepts presented, 

III. Content of the Model 

The content of the strategic planning model was consid-

ered to be thorough and comprehensive by all five executives. 

It was not recommended that any elements of the model be 

deleted nor was it suggested that any be added. 

IV. Predicted Effectiveness of the Model 

The best way to test the effectiveness of a system is 

to implement the system in an existing organization and to 

record the results. For the purpose of this study, this 

method was considered impractical. It requires three to 

five years for a strategic planning system to reach its 

potential within an organization. This time framework was 

not within the scope of this project. Furthermore, it would 

be very difficult to establish a cause and effect relation-

ship between the implementation of the system and change 

which would occur within the organization. 
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An alternate means of testing for effectiveness in-

volves the questioning of experienced personnel, those who 

have a good perspective on the workings of an organization, 

soliciting their evaluation of the system from a hypothetical 

viewpoint. This was the method used in this project. The 

five music executives interviewed were asked to predict the 

effectiveness of the model if it were instigated in a depart-

ment of music. 

The first question asks if the use of the model would 

improve the planning process in a school of music. Three of 

the executives simply answered yes, another commented that 

it would depend upon what the current planning practices 

consisted of and if they were successful; if the current 

system is working, a new model would not necessarily con-

tribute to the improvement of the planning process. One 

executive felt that most experienced music administrators 

are currently doing approximately 90 per cent of the elements 

listed in the model, though perhaps in an informal way, but 

that all would benefit from the formal structure, especially 

young executives who have limited experience. 

When asked if the model would lead to the improvement 

of the school of music, the five executives had the following 

comments: (a) "If better planning makes a better school, 

and supposedly it does help, then yes.", (b) "Yes, any 

planning system would help.", (c) "Yes.", (d) "It could, 

'improvement' is a vague and unmeasurable term.", (e) "Yes, 
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particularly if the model was available to young adminis-

trators, it may save them five to ten years experience." 

Often, a great deal of benefit can be derived as the 

result of being exposed to a new concept or "way of thinking," 

although a formal approach and commitment to the concept is 

not adopted. With this in mind, the five executives were 

asked, "If the model was studied by a music executive but 

not formally used, would it still aid him in strategic 

thinking." All five executives responded in the positive. 

Additional comments were solicited. The replies in-

cluded the following. 

a) One executive commented that the "market demand" in 

music is not as critical of an issue as it is in business 

because of noneconomic purposes in education. For example, 

the limited job demand for musicology graduates should not 

deter the offering of music history courses. 

b) If a department of music is a member of the National 

Association of Schools of Music, it is required to do 

planning as a prerequisite for membership and also on an 

annual basis. Also, many objectives and policies are stan-

dardized such as curriculum and student/teacher ratios. 

c) The use of management techniques in music adminis-

tration will become more widespread—beyond the trend stage. 

Based upon the favorable results of the five interviews 

and upon the support given by the related literature, the 

derived planning model is recommended to music executives to 
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be used in the administration of a music department in insti-

tutions of higher education. It is recommended that the 

model be used in one, or several of the following ways. 

a) As the primary planning tool (on the strategic level). 

b) As a supplement to any planning system currently 

being used. 

c) As an aid to develop "strategic thinking" among 

those involved in the administrative process. 

Summary 

The purpose of this project was to develop and recommend 

a strategic planning model that can be used by music execu-

tives in their management of music programs in institutions 

of higher education. Specifically, the study sought to 

(1) determine the aspects which influence the planning pro-

cess that are unique to the administration of a music program 

in institutions of higher education, and (2) develop a model 

that incorporates the major concepts of strategic planning 

and that can be applied to the planning process in music 

programs in institutions of higher education. 

Because of the nature of the problem, it was necessary 

to investigate related literature in three different areas. 

Literature in business administration was reviewed because 

it is within this discipline that strategic planning origi-

nated. Two areas of educational administration were 

considered: planning models in educational administration 
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and. strategic planning in educational administration. The 

literature in music administration was reviewed by consid-

ering textbooks, articles, and dissertations which have 

been written in the area. 

In addition to these three areas, a survey was formu-

lated to assess the current planning practices of music 

executives. The survey was sent to forty-nine music execu-

tives in both state-supported and private institutions; the 

return rate was 71 per cent. The survey results indicated 

that music executives are involved in and concerned with the 

planning process, but a systematic approach to strategic 

planning does not exist. 

The related literature supported several concepts which 

were critical to this study: (1) strategic planning is an 

effective means of planning, (2) business techniques can be 

successfully applied to educational organizations, (3) a 

model is an effective means of communicating a system, and 

(4) music executives are interested in developing management 

skills. 

A discussion of the ways in which music administration 

is unique among educational administration was derived from 

personal interviews and readings in the literature. The 

discussion centered around the nine main areas of respon-

sibility of a music executive: faculty and personnel, 

curriculum, organization, fiscal management, facilities and 

equipment, community services and public relations, music 
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students, scheduling, and library and audio center. This 

discussion highlighted many planning variables which a music 

executive must consider and emphasized the complex nature of 

music administration. 

The actual planning model was derived by comparing and 

contrasting many strategic planning models found in busi-

ness. The conceptual model was presented in both descriptive 

and chart form. The model consisted of five main stages and 

seventeen sub-units. Each sub-unit of the model was des-

cribed and explained from a business perspective and then 

applied to music administration. 

The model was evaluated by five music executives who 

were given four packets of material relating to the model: 

Packet A—Introduction to Strategic Planning 

Packet B—The Model in Descriptive and Chart Form 

Packet C—The Model from a Business Perspective 

Packet D—The Model Applied to Music Administration 

The results of the evaluation confirmed the validity 

and usefulness of the model. Because of this confirmation 

and the support gained from the related literature, the 

model is recommended to music executives to be used in one 

or several of the following ways: 

(1) As the primary planning tool (on the strategic 

level) ; 

(2) As a supplement to any planning system currently 

being used; 
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(3) As an aid to develop "strategic thinking" among 

those involved in the administrative process. 

Suggested Further Research 

There is a dearth of research in the area of music 

administration, particularly in the area of management 

techniques. Consequently, there is a great need for research 

in this area. 

Following the basic concept of this study, research 

should be done in relating other management techniques to 

music administration. This could include operations research, 

management by objectives, cost/benefit analysis, motivational 

techniques and theories, the use of the computer in both 

strategic and tactical operations, systems approach, and 

others. 

Relating more closely to the present study, further 

research should include: study concerned with the implemen-

tation of the recommended model; the actual implementation 

of the model with monitored results; and, the development of 

any one of the sub—units (example: market analysis, develop-

ment of mission and objectives). 

Additional work should be done in the area of tactical 

planning, particularly in the development of models to be 

used in budgeting, scheduling, and other areas. 

Because of the increasing demands being placed upon 

higher education, it is mandatory that educational 
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administrators become mors adept at utilizing techniques which 

result in more efficient and effective work. Further re-

search in these areas will greatly facilitate the use of 

these techniques for the betterment of higher education. 
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201 N. Piano Road 
Richardson, Texas 75081 

Dear 

Enclosed is a survey being sent to 35 music executives 
in institutions of higher education. The results of the 
survey will be used as supportive research in my doctoral 
dissertation. The research area is music administration. 

- The survey is designed to take no more than 8 — 1 0 
minutes to complete. 

- The individual surveys turned in will be kept confi-
dential and all information will be treated in a 
tabular manner. 

- A summary of the results will be sent to you. 

- A self-addressed envelope is enclosed. 

Thank you for your consideration of this matter. Your 
participation is most appreciated. 

Sincerely, 

Don McMinn 
Graduate Student 
North Texas State University 
School of Music 

DM:vp Project approved by: 
Dr. Louise Alton 

enclosures (2) Major Professor 
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Return to: Don McMinn, 201 N. Piano Rd., Richardson, Texas 
75081 

CONFIDENTIAL 

LONG-RANGE PLANNING SURVEY 

Preliminary factors: 

1. Number of full-time music majors (undergraduate and 

graduate) enrolled in your music curriculum. 

2. Number of full-time faculty members in the department of 

music. 

3. Number of part-time faculty members in the department of 

music, T. A.'s excluded. 

4. Your position and title. 

Survey: 

1. What is the extent of formal long-range planning in your 

department? (For the purpose of this survey, long-range 

planning involves plans made 2 - 8 years in the future.) 

a. An extensive amount of formal long-range 

planning is accomplished. 

b. An average amount of formal long-range planning 

is accomplished. 

c. Minimal attention is given to the process of 

formal long-range planning. 

d. Formal long-range planning does not exist. 

Comments : 

2. Are long-range plans written? Yes No 
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3. Who is involved in long-range planning in your department? 

Do you use a formal planning model in your approach to 

long-range planning? Yes No (If yes, 

please attach a copy of the model.) 

Are you required to use a particular planning process 

given to you by higher administration? Yes No_ 

(If yes, does this still allow you to use other methods?) 

Yes No 

6. Please indicate the relative degree of influence these 

factors have on your long-range planning. 

Very Consider-
No Little able Extensive 

Influence Influence Influence Influence 

a. student population 
and recruitment 

b. the economy 

c. market demand for 
students who gradu-
ate in music 

d. factors in your 
local community 

7. How far in advance do you plan? 

8. Are long-range plans periodically reviewed and revised? 

Yes No If yes, how often? 

Please indicate the relative degree of influence these in-

ternal factors have on your long-range planning (factors 

such as faculty, facilities, reputation, finances, etc.) 
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Very Consider-
No Little able Extensive 

Influence Influence Influence Influence 

a. internal resources 
(strengths) 

b. internal constraints 
(weaknesses) 

10. Has the purpose/mission of your department been estab 

lished? (i.e., over-all objective) Yes No 

11. Do you have any plans for changing your present approach 

to long-range planning? Yes No (Please 

explain briefly.) 

12. What are some aspects of planning which are unique to 

music administration? 

13. As a music administrator what are some of your concerns 

for the future relative to music education in your 

school? 

14. Other comments: 
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To: 

From: Don McMinn 

Subject: Evaluation of Strategic Planning Model 

The essence of this research project is to describe a 
management technique—strategic planning—which has been 
developed in the business world, and then to apply this tech-
nique to music administration. 

A conceptual model has been developed which incorporates 
all the elements of strategic planning. The model has been 
applied to the context of music administration. The desired 
result is that this model will be an aid to music executives 
who desire to implement strategic planning in their organi-
zation . 

Packet A - A brief introduction to strategic planning 

Packet B - The conceptual model in outline form 
The conceptual model in chart form 

Packet C - A brief explanation of each unit of the 
model from a business perspective 

Packet D - Further explanation of each unit of the 
model with emphasis toward educational 
administration and specifically music 
administration 

Instructions 

Please read the enclosed information beginning with 
Packet A and continuing through Packet D. It is recommended 
that following A and B, Packet C be read through in its 
entirety, then read a second time along with Packet D, one 
unit at a time. In Packets C and D, the pages of each unit 
are numbered the same in order to facilitate ease in 
following. 

The packets are yours to keep so feel free to mark in 
them. 

After you have read the information an interview will 
be scheduled, at your convenience, in order to solicit your 
evaluation of the model. You will be asked to evaluate the 
content of the model, particularly relative to its through-
ness, logical progression, and consistency. 
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Please note: 
In this report, strategic planning is presented in a 

conceptual form. Because every organization is different, 
in order for the model to be operational, it would need to 
be tailored to fit the individual situational design. 

This project does not attempt to discuss the imple-
mentation of strategic planning, that is, the "how to do it 
aspect. It does present in logical sequence, the important 
elements of the system. 

Thank you for your cooperation, 
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A Brief Introduction to Strategic Planning 
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Strategic Planning—An Introduction 

"Business is like a war in one respect, if its 
grand strategy is correct, any number of tactical 
errors can be made and yet the enterprise proves 
successful." 

General Robert E. Wood 
Ex-Chief Executive Officer 
Sears, Roebuck, and Co. 

This statement by Gen. Wood identifies the two main 

categories of planning—strategic and tactical—and empha-

sizes their relative importance. 

Strategic Planning—deals with the broad purposes and 

objectives of an organization, its character, its essence; 

usually covers a long time spectrum; covers the entire scope 

of an organization; is usually the concern of top management; 

and is more difficult to change. 

Examples of strategic planning in educational planning 

choosing mission and broad objectives, deciding on organi-

zational structure, gross resource allocations, acquisition 

of major facilities, starting or dropping new majors/degrees. 

Tactical Planning—deals with operational plans, day to 

day decisions, usually covers a short time spectrum, and is 

a function of lower level management. 

Examples of tactical planning in educational planning— 

scheduling of classes, preparing budgets (annual or shorter), 

hiring faculty, regular or minor expenditures. 

An organization may overcome internal mistakes made on 

the operational level as long as its main strategy is sound. 

102 



103 

However, with an erroneous main strategy the organization is 

destined for failure even though its tactical plans and 

systems are adequate. 

The difference between strategic and tactical planning 

can be further explained in chart form. (See Figure 1.) 

"V" 

strategic 

V V-
v— 

tactical 

Figure 1 

Note: 1) Strategic planning involves fewer decisions than 

does tactical. 

2) Tactical plans are based upon and are derivatives 

of strategic plans. 

3) Plans become more measurable as they move toward 

tactical characteristics. 

4) The success of plans at the strategic end are 

more important than plans made at the tactical end. 

In past decades, society changed so slowly that there 

was little need for an organization to continually concern 
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itself with strategic issues. Quite the opposite is true in 

the dynamic society within which we live. The rapid rate of 

change which exist quickly outdates prior purposes and ob-

jectives. To remain "updated" requires rigorous attention 

on the part of management. 

Tenet #1—Strategic planning primarily deals with the broad, 

general decisions that an organization makes. The result of 

such planning will be the definition of the main character-

istics, the essence of the enterprise and the primary 

direction it intends to pursue. 

In 1964, John Mee, Professor of Management at Indiana 

University, noted in an article written for "Business 

Horizons,""'' that a "marketing dominated economy" was emerging; 

one which is sympathetic to its environment, both internal 

and external. In the article, he traces the philosophy of 

a major flour-milling enterprise from the early 1900's to 

the present. 

1910"s—"We manufacture flour."—emphasis on manu-

facturing 

19201s—"We sell flour."—emphasis shifted from production 

to selling 

19401s-1950's—"What does the market want?"—emphasis 

on marketing 

"'"Magee, John F. , "The Marketing-Dominated Economy," 
Business Horizons, (Fall, 1964), pp. 63-64. 
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1960"s—market dominated economy—customer values are 

marketed instead of basic items 

This trend illustrates a second major aspect of strategic 

planning; it is planning which places great importance on the 

environment of an organization, the external resources and 

restraints which surround it. 

A similar concept exists in systems theory when a system 

is considered to be "open" as opposed to "closed." The 

illustration below shows the main difference between the 

two. Environment 

Economy 
Technology 

Market 
Demand 

X Govt. 

Society 

Competition 

i 

\ 
Environment 

Buckley states, "That a system is open means not simply 

that it engages in interchange with the environment, but 

that this interchange is an essential factor underlying the 

system's viability, its reproductive ability or continuity, 

2 
and its ability to change." 

Buckley, Walter, Sociology and Modern Systems Theory, 
Englewood Cliffs, New Jersey, Prentice-Hall, 1967, p. 50. 
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Managers are realizing to an ever increasing degree that 

if an organization is to be successful it must be "open" to 

its environment, it must be sympathetic to conditions which 

surround it. Education is no exception. Educational adminis 

trators are being forced to look outside the "ivory towers" 

into the marketplace in order to remain current and competi-

tive . 

Tenet #2—Strategic planning is based on an open systems 

approach; it relies heavily upon assessment of both internal 

and external factors in the development of strategy. 

The concept of strategic planning is not new. Any 

organization that has ever functioned successfully for any 

length of time has participated in strategic thinking. Until 

fairly recently, the strategic problems facing an organization 

were handled in an entrepreneur style by top management who 

relied heavily upon experience, intuition, judgment, and 

often the "gut" feeling. 

However, modern leadership has discovered that the 

dynamics and complexities of this age require more than con-

ventional wisdom and experience. In contrast to the 

intuitive type approach to planning, a formal strategic 

planning system is organized and developed on the basis of 

a set of procedures. It is explicit in the sense that 

people know what is going on, it is based on research, it 

involves the participation of many people, and the decisions 

are usually documented and written down. 



107 

Steiner, a well-known author in the area of planning, 

has recently published a book entitled., Strategic Planning 

3 

What Every Manager Must Know. With a similar sense of im-

portance, this project recommends that educational adminis-

trators and music administrators must begin incorporating, 

to an increasing degree, strategic planning in their manage-

ment processes, and the project also recommends a particular 

planning model which can be used by music executives in 

their management of music departments in institutions of 

higher education. 

3Steiner, George A., Strategic Planning - What Every 
Manager Must Know. New York, The Free Press, 1979. 
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The Conceptual Model in Outline Form 

Preliminary Considerations 

-Needs assessment 
-Defining the planning group 

Preparation Stage 

-Comprehension of strategic planning process 
-Development of organizational mission and objectives 
-Development of strategic assumptions 

Development Stage 

-Development of strategic data bases 

1) Management viewpoints and values 
2) Customer analysis and market evaluation 
3) Analysis of competition 
4) Business and industry criteria 
5) Resource analysis - strengths and weaknesses 
6) Environmental factors 

Formulation Stage 

-Definition of decisions and related strategies 
-Developing alternatives and strategies 
-Contingency alert system 
-Pre-evaluation of selected strategies 

Continuation system 

-Strategic summary 
-Strategic renewal 
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A Brief Explanation Of Each Unit Of The 
Model From A Business Perspective 
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The Strategic Planning Model from 
A Business Perspective 

Since the advent of strategic planning, many represen-

tative models have been developed for businesses, educational 

institutions, and other organizations. By necessity, they 

are all different (reflecting the uniqueness of situational 

design), but they also all possess common elements which are 

basic to the process. 

For the purpose of this study, four conceptual studies 

were chosen for investigation and comparison. They are con-

ceptual in that they were not designed for a particular 

organization, but were designed to present basic, transferable 

1 2 . 3 
concepts. These models, by Sweet, Ackoff, Rothschild, 

and King and Cleland,4 when placed side by side in chart form 

(Figure 1), revealed similarities but also several elements 

which one author presented while the others did not. From 

this comparison, a comprehensive model was developed, com-

bining different elements of all four models. 

1Sweet, Franklyn H., Strategic Planning - A Conceptual 
Study, Research Monograph #26, Bureau of Business Research, 
The Univ. of Texas, 1964. 

2Ackoff, Russell L., "Toward Strategic Planning of 
Education," Efficiency in Resource Utilization in Education, 
O.E.C.D. Pub., Paris, (1967). 

3Rothschild, William E., Putting It All Together, N.Y. 
Amacon Pub., 1976. 

4King, William R. and David I. Cleland, Strategic Planning 
and Policy, New York, Van Nostrand Co., 1978. 

112 



113 

Two preliminary steps are mentioned; needs assessment and 

defining the planning group. These are concerns which should 

be considered before the actual planning takes place. The 

preparation stage consist of three elements which create a frame-

work for the process, the development stage generates perti-

nent information, the formulation stage involves the actual 

planning, and the continuation system provides for the ongoing 

of the process. 
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FIGURE I COMPARISON OF FOUR CONCEPTUAL MODELS 

Sweet Rothschild Ackoff King and Cleland 
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cial plans and 
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PRELIMINARY CONSIDERATIONS 

Before an organization involves itself in the strategic 

planning process, two issues must be considered. A needs 

assessment must be outlined and the planning group must be 

defined. 

Needs Assessment 

The first consideration to be noted is the organization's 

need and desire for strategic planning. It is possible that 

current planning systems contain a sufficient number of ele-

ments of strategic planning so that a mere modification of 

existing systems is adequate. If an organization is small 

enough or centralized to a great degree, it may be that 

"strategic thinking" on the part of the top executive may 

suffice. In a highly successful organization it may be felt 

that a new type of planning is not needed or antiplanning 

bias may be so strong that it would be detrimental to the 

organization or proceed further. 

It is recommended that the needs assessment be carried 

out not by the regular planning staff but by an ad hoc task 

force comprised of various organizational leaders. This 

involvement of personnel outside the normal planning group 

will add abjectivity to the assessment, enhance the credi-

bility of the assessment, and add increased support to the 

planning process if it is deemed necessary. 

The ad hoc task force would need to become familiar with 

the concept of strategic planning, particularly in regards to 
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its potential impact on the organization, how it differs 

from other types of planning, and the cost of implementation. 

The task force could center its assessment around the 

following considerations: 

1. Does a consensus exist within the organization con-

cerning its mission and major objectives? 

2. To what extent does the organization reflect its 

stated mission? 

3. How flexible is the organization in regards to 

environmental factors such as the economy, technology, social 

pressures, and market demand? 

4. Is the organization successful, according to criteria 

set by its business context? (criteria established by others 

in the same business) 

5. How effective is the current planning process? 

6. Is the organization able to support a strategic 

planning project? 

7. Does the organization desire a progressive posture? 

8. Are internal strengths and weaknesses recognized and 

dealt with? 

An objective report from a needs assessment committee 

indicating a positive response is the first step towards 

implementing a strategic planning process. If a negative 

response is registered top management should not porceed 

until barriers and concerns are sufficiently resolved. 
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Defining the Planning Group 

The second preliminary consideration deals with the 

definition and appointment of the planning group, those 

persons who will participate in and be responsible for the 

planning process. 

Because strategic planning primarily concerns itself 

with the broad directions of an organization, it will be per-

formed, for the most part, by top management and its staff. 

The planning group should be comprised of managers who have 

authority to make plans and preferably those who will ulti-

mately be responsible for the implementation of the plans. 

Professional planners may be used to facilitate the process 

but cannot themselves do the organization's planning. The 

chief executive officer must be a part of the planning group. 

It is generally recognized that the organizational 

structure that is best for operations may not be best for 

planning. King and Cleland comment:1 

The force of change that beset modern organizations 
serve to remind us that doing strategic planning 
through a tradiational organizational structure is 
inconsistent with the idea of change itself. Organi-
zations do tend to perpetuate their existing structure 
and way of doing things; however, strategic planning 
is concerned with orderly change in organizations, 
change brought about through the innovation process 
in product, process, and market development. A 
simple, traditional organizational approach cannot 

King, William R., and David I. Cleland, Strategic 
Planning and Policy, New York, Van Nostrand Reinhold Co., 
1978, p. 297. 



118 

provide the environment and. motivation for creative 
people to innovate within a strategic-planning con-
text. One must consider a variety of organizational 
designs and techniques for coping with the organi-
zational complexity and interdependency. 

Once the needs assessment has indicated a need and 

desire for the process and a planning group has been appointed 

the preparation stage can be initiated. 
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PREPARATION STAGE 

Comprehension of Strategic Planning Process 

In order to successfully implement the strategic planning 

process the top management of an organization should concern 

itself with two issues. 

First; a favorable climate must exist within the organi-

zation in regards to planning and specifically, in regards to 

the task and requirements of strategic planning. If such a 

climate does not exist, can it be developed and if so, at 

what expense? 

In order to analyze the organization1s; attitude toward 

planning the following should be considered: 1) attitudes 

within the organization toward the planning process, 2) quali-

fications of those who will be the most involved in strategic 

planning, 3) willingness of the organization to support the 

planning process, 4) the coordination and cooperation between 

planners and those who will be implementing the plans, 5) the 

commitment of top management to the process. 

In assessing the organization's adaptability to the 

strategic planning process, top management should consider the 

current systems being used. All organizations have some type 

of planning process, though it may be informally stated and 

implemented. Consideration should be given to existing systems, 

in regards to whether they will have to be terminated, and if 

so at what cost, or if they can be combined with the proposed 

process. Not only planning procedures, but all current systems 
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must be considered. For instance if a Management By Objec-

tives approach is being used, areas of potential conflict 

should be noted and discussed to see if the two systems could 

work together simultaneously. 

Secondly, strategic planning primarily involves top 

management, and the nature of the process necessitates that 

those involved be familiar with the total scope of the pro-

ject before the process ever begins. This educational need 

may be solved in various ways; through individual study, 

personal conferences, or through the use of group training 

sessions or a special seminar. 

Prior to the actual implementation of the strategic 

planning process it is imperative that the process be com-

prehensively understood by all who will be involved. Par-

ticular effort must be exerted to assure that this takes place, 

Additionally, a favorable climate must be developed and 

maintained wherein the process can be developed. 
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Development of Organizational Mission and Objectives 

Strategic planning begins with the determination of the 

organization's mission and objectives. The basic decision of 

what business the organization is in and the determination of 

the purpose for its existence must come prior to all other 

considerations. 

A hierarchy of decisions always exist. The following 

diagram shows the relationship that exist among different 

levels of decisions. (Particular terminology may differ 

among authors). 

'Mission̂  

Objectives 

Activities 

Goals and activities are usually determined and imple-

mented by middle management and are concerned more with opera-

tions. Therefore they need not be discussed in regards to 

strategic planning. 

Mission 

The broadest decision that an organization must make is 

the choice of its basic purpose, the mission of the organi-

zation. Although some would argue that the organization's 

mission is obvious or predetermined and that it need not be 

explicitly stated, strategic errors may occur if it is not. 
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King and Cleland2 list several reasons for explicitly delin-

eating mission and objectives. 

1. To insure unanimity of purpose within the 
organization. 

2. To provide a basis for the motivation of the 
organization's resources. 

3. To develop a basis, or standard, for allocating 
organizational resources. 

4. To establish a general tone or organizational cli-
mate, e.g., to suggest a businesslike operation. 

5. To serve as a focal point for those who can identify 
with the organization's purpose and direction and 
as explication to deter those who cannot from Pa^~ 
ticipating further in the organization's activities. 

6. To facilitate the translation of objectives and 
goals into a work-breakdown structure involving 
the assignment of tasks to responsible elements 
within the organization. 

7. To provide a specification of organizational pur-
poses and the translation of these purposes into 
goals in such a way that the cost, time, and per-
formance parameters of the organization's 
activities can be assessed and controlled. 

Because of the personnel turnover and environmental 

changes, organizations that do not discuss and write down 

their basic purpose will inevitably lose whatever consensus 

which may have once existed among its members. 

Most mission statements tend to be short and simple. Ex. 

"The purpose of Martin Steel Company is to make basic fabri-

cated steel shapes and forms at a profit and be a good 

citizen." Other, more lengthy creeds may include: interests 

to be satisfied and balanced, relations with the environment, 

management practices, and ethical codes of conduct. 

2King, William R., and David I. Cleland, Strategic 
Planning and Policy, New York, Van Nostrand Reinhold Co., 
1978, p. 124. 
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Different approaches exist to aid in the development of 

a mission statement. All the techniques incorporate top 

management in some type of free thinking atmosphere where 

alternatives can be openly discussed and developed. 

Objectives 

The stated objectives of an organization are often numer-

ous and complex. Generally the larger the organization the 

more numerous are the objectives. Objectives may be ex-

pressed for every element of an enterprise considered impor-

tant enough to be the subject of plans. 

It is not within the scope of this paper to discuss in 

detail the techniques involved in the development and use of 

objectives. An extensive amount of good literature exists on 

this topic. However, it will be noted that in light of stra-

tegic planning an approach to the establishment of objectives 

must begin with the identification of organizational claimants 

and the nature of their claims. Claimants are individuals, 

groups, or institutions who have a demand for something due 

from organization. Examples of claimants to a business firm 

may include: stockholders, creditors, employees, customers, 

suppliers, government, union, general public, etc. 

To be effective, a strategic planning program would 

have to have a definite statement of organizational mission 

and objectives. It could have no meaning, direction, and no 

conclusion without these guidelines. One of the main tenets 

of the strategic planning system is that it is externally 
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oriented. Orientation alons cannot exist, separate and apart 

from the establishment of purpose, much less orientation that 

seeks an external source. 
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Development of Strategic Assumptions 

In order for effective planning to take place a frame-

work of assumptions must be developed which serve to guide 

and control the planning process. All strategies are based 

on assumptions about the future and most information regarding 

strategic data bases is selectively secured with the aid of 

assumptions. Comprehensive assumptions should be made 

regarding both internal and external factors. They would 

serve as guidelines or benchmarks in the planning process, 

without which the process would be aimless and never ending. 

The fact that the future is often vague and seemingly 

unpredictable and that managers tend to avoid a "clairvoyant" 

attitude and stance is no reason to avoid making assumptions. 

The very fact that the future is unknown gives credence to 

the concept of forecasting and the development of postulates. 

Planning assumptions are always present, whether explic-

itly or implicitly stated. Despite the difficulty of making 

assumptions explicit, it must be done to avoid potential 

problems: 1) different staff planners will devise plans 

based on their individual assumptions, resulting in a lack of 

unanimity, 2) assumptions provide an alert system regarding 

changes which may effect plans, the absence of explicit state-

ments minimize the positive effect on this alert system, 3) 

without formal attention being given to the formulation of 

written postulates, the assumption may easily be made that 
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the future will be the same as, or a simple extrapolation of 

the past. 

A list of elements to which postulates would need to be 

3 

developed are given by Sweet. Though the list is non-

exhaustive it represents many major areas of concern: 

1) operating organization, 2) growth, (size, geography — 

domestic and foreign), 3) products (types and research and 

development), 4) markets (distribution methods, types of 

customers, and pricing principles), 5) personnel, 6) fi-

nancial growth, and 7) facilities (location, automation, and 

replacement). 

An inherent quality of any assumption is that it may be 

invalid. It may have been faulty in its inception or 

eventually become so because of changing conditions. Constant 

reviewing must take place as well as the development of con-

tingencies and alternate assumptions. 
3Sweet, Franklyn H., Strategic Planning - A Conceptual 

Study, Bureau of Business Research, The University of Texas, 
Research Monograph #26, 1964, p. 36. 
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DEVELOPMENT STAGE 

Development of Strategic Data Bases 

Perhaps the most critical aspect of strategic planning 

and the one which makes it unique among other types of planning 

is the emphasis placed on analysis of external conditions, and 

forces which may significatnly influence the future position 

and even existence of the organization. The dynamic nature 

of modern society demands sensitivity from managers who are 

responsible for planning. 

Reilley4 suggests two things that successful business 

strategy must be based on: 

A searching look within to identify the strengths of 
the business that can be capitalized on and the limit-
ations that must either be overcome or recognized in 
realistic planning, and, a broad look around to be sure 
that planning takes cognizance of the external factors 
affecting business success and adequately balances the 
company's obligations to customers, employees, owners, 
suppliers, and the community. 

Whereas traditional planning tended to accept the company's 

historical direction and build exclusively on it, strategic 

planning in contrast, attempts to reach company objectives by 

assessing current stregnths and weaknesses and then making 

plans in light of predicted future conditions. 

It becomes necessary then, in the process of strategic 
5 

planning, to develop strategic data bases. King and Cleland 

define and explain their importance. 

4Reilley, Ewing W. , "Planning the Strategy of the Business," 
Advanced Management, (December, 1955) 8-12. 

5King, William R. and David I. Cleland, Strategic Planning 
and Policy, New York, Van Nostrand Reinhold Co., 1978, p. 96. 
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Strategic Data Bases are concise statements of the 
most significant strategic items related to various 
clientele or environments that affect the organization's 
strategic choices. As such, they are the mechanisms 
through which the current situation and future opportun-
ities are assessed- The development of Strategic Data 
Bases involves the objective collection of manageable 
and therefore useful data in the planning process, which 
represent major conclusions regarding the environment and 
the organization's clientele. 

It is important to emphasize the need for significant 

information as opposed to the accumulation of merely a large 

quantity of data. Generally, a large amount of data can be 

gathered rather quickly but it will only hinder the decision 

making process unless significant analysis takes place to pro-

duce selective information. 

Strategic Data Bases should be developed regarding the 

following areas: management viewpoints and values, customer 

analysis and market evaluation, analysis of competition, busi-

ness and industry criteria, resource analysis, and environmental 

factors. 
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Management Viewpoints and Values 

Participative strategic planning often involves a large 

number of managers and staff planners. Because it is extremely 

time consuming, care should be taken that all efforts be focused 

in directions that satisfy the viewpoints and values of those 

who will ultimately approve or disapprove the plans, usually 

top management. 

There is little doubt that the top executives of an organi-

zation have qualitative concepts regarding what the organi-

zation is or is not, and what it will or will not do. If these 

constraints are voiced after the planning process is complete 

and they present conflicts, the results will be a severe loss 

in time and cost investment and may damage the morale of those 

involved in the planning process. 

Therefore, the general posture of the firm, stated in 

advance, serves to facilitate the planning process. 
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Customer Analysis and Market Evaluation 

r 

Drucker wrote, "...business is not determined by the 

producer, but by the customer." While this concept is univer-

sally accepted, most organizations do not invest adequate time 

in analyzing their customers and the market that they produce. 

An important element of the Strategic Data Base is to develop 

pertinent information regarding the customer. 

The first step involved in this process is to identify 

and classify major customers in groups according to the reasons 

they buy the product or service the business provides. 

Rothschild suggests grouping the customers according to whether 

they buy for their own use (consumers, industrial users, regu-

lated users, governmental users), those who buy to incorporate 

another product or service (original equipment manufacturers, 

contractors) and those who buy to resell (consumer distributors, 

industrial distributors). 

Secondly, it must be determined which group of customers 

are most important to you and which are most important to your 

competitors, and the future importance of these groups. By 

assigning a percentage of sales to each group a relative impor-

tance can be assigned. 

The next consideration should be the determination of 

customer objectives. Obviously, an organization's ability to 

^Drucker, Peter F., Management; Tasks, Responsibilities, 
Practices, New York, Harper & Row, 1974. 

7 
Rothschild, William E., Putting It All Together: A Guide 

to Strategic Thinking, New York, Amacom pub., 1976, p. 30. 
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meet the needs of its customers in terms of satisfying the 

customers' objectives for purchasing, will influence its 

relationship to the customers. Rothschild breaks down objec-

tives into three categories: 1) economic objectives which 

may involve the purchase price, the cost of operating the 

product or service, and the cost of service and maintenance, 

2) functional objectives which relate to customer needs and 

expectations, and 3) psychological objectives which relate to 

intangible aspects of a customer's perceptions such as the 

satisfaction he gets simply from owning or using a product or 

service. 

Finally, in analyzing customers and markets, thought must 

be given to the causes and implications of change. There are 

various factors which can precipitate change in an organi-

zational market. A customer's environment may change due to 

the economy, competition, or government intervention; a cus-

tomer's abilities and resources may change based on his ability 

to finance purchase, his ability to develop a product or service 

himself, or his growing familiarity with a product or service; 

and finally the strategies of a customer may change, which would 

have an impact on his relationship to the organization. Change 

is inevitable and consequently, change in the consumer market 

must be closely monitored and adapted to. 

^Rothschild, William E., Putting It All Together: A Guide 
to Strategic Thinking, New York, Amacom, pub., 1976, p. 37. 
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In summary, the customer and the market he creates must 

be considered in the development of a thorough Strategic 

Data Base. Customers must be identified and classified, 

their needs and objectives must be probed, and potential 

changes in their status monitored. 
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Analysis of Competition 

Competitors are vital elements of the environment and must 

be considered when an organization is developing its strategy. 

Although the presence and impact of competition is apparent, 

quite often no systematic plan is developed for proper analysis 

and evaluation of information regarding competitors. The 

acquisition of such information can and should have considerable 

impact on strategic planning. 

Several factors must be considered in analyzing competition: 

1. Who are the most threatening competitors? 
2. What are the strengths and weaknesses of the compe-

tition? 
3. What was the past strategy of the competition, how 

did they go about achieving results, and how success-
ful were they in attaining their strategies? What 
are their current strategies? 

4. What are the competitors resources in terms of: ability 
to conceive and design, ability to produce, marketing 
ability, financial abilities, and internal management 
structure? 

5. Does the competitor's performance, strategy, resources, 
or strengths, and limitations provide any opportun-
ities or threats to your company? In essence, how 
does and will the competition effect the strategy of 
the enterprise? 

The information necessary to answer the above questions is 

best acquired through a well developed information system. 

Since an extensive amount of literature has been published on 

Management Information Systems, this particular aspect will 

not be discussed in detail other than to note that an adequate 

system must provide the following stages: system input-the 

collection of information, analysis and processing of informa-

tion, analysis of credibility and reliability of information, 
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Business and Industry Criteria 

An important but often overlooked Strategic Data Base 

that should be developed concerns itself with business and 

industry criteria for success, or, "what does it take to be 

successful in this business." 

In every organization there are critical elements of 

"business sense" which are requirements for success. Though 

top management normally has a good recognition of these ele-

ments, in order to insure continuity and comprehensiveness, 

these factors should be made explicit and available to those 

participating in the planning process. These inputs help to 

guide the process. 

An example of business and industry criteria for an 

educational institution might be as follows: 

1. The ability to attract and maintain quality 

faculty, 

2. Research capabilities and the availability of 

research grants, 

3. Ability to attract students, and other criteria. 

Usually these criteria can be easily developed by a 

team of top managers, using an open discussion type format. 

Although this approach requires little or no formal data 

gathering, if possible, data should be gathered to sub-

stantiate the factors that are critical to success. 
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and system output-the distribution of information to those 

persons who need it and are entitled to receive it. 
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Resource Analysis - Strengths and Weaknesses 

An important consideration in the planning process is the 

present and projected future resources that are available to 

the organization. Therefore it is necessary to develop a 

strategic data base which gives concise and candid statements 

relative to internal strengths and weaknesses. 

The term "strengths" should be thought of as any asset 

which helps the organization to achieve its objectives, and 

"weakness" as any liability which may hinder this purpose. In 

the planning process a weakness should not be thought of as a 

problem to be solved but rather attention should be given as 

to the strategic implications of the stated liability. A 

resource analysis should not be merely a quantitative listing 

of resources or the lack of them but rather a qualitative 

evaluation of the organization's status. 

Internal analysis should be viewed in two contexts: 

1. Compare resources against the requirements of the 

objectives you are pursuing. 

2. Compare resources against those of others aiming at 

the same objective. 

If necessary, a relative degree of importance may be 

attached to the different items listed since some assets may 

contribute more to the strategic thinking process than others. 

Items to be evaluated should include the following: 

1. Ability to conceive/design - this would include basic 

research, applied research, advanced engineering and 
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design engineering and would consider key people 

involved, size and sophistication of laboratories 

and equipment and funding in terms of size, consis-

tency, and source. 

2. Ability to produce - this would include costs of 

materials, labor and inventories, productivity, and 

capacity to serve. 

3. Ability to market - included would be analysis of 

sales force and distributors. 

4. Ability to finance - this would include ability to 

obtain funds, control costs, finance sales, minimize 

taxes, etc. 

5. Ability to manage - the management team's ability 

should be considered in light of experience and turn-

over, planning ability, staff utilization, control and 

measurement, and personal values and objectives of 

management. 

6. Organizational image - the way in which an organization 

is perceived by outsiders, particularly its customers 

is an important aspect to be considered. 

The result of this evaluative process should be a concise 

list of the more important areas of strength and weaknesses. 

Another list should be developed concerning projected future 

resources. This list can be developed by extrapolition from 

past trends or simply based on assumptions. 
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Environmental Factors 

The most accessible and best understood data and infor-

mation available to an organization is that which deals with 

internal considerations. Such information is routinely avail-

able for the support of strategic decisions. A more difficult 

source to tap, and yet one which has great bearing, is exter-

nally oriented information, or, information which generates 

from environmental factors. Since strategic planning aims 

at providing a sense of direction toward an uncertain future, 

forces in the environment must play an important part in its 

development. Different organizations have various levels of 

sensitivity to the environment, therefore the intensity of 

this particular strategic data base would vary in each case. 

Four aspects should be considered: society, government, 

the economy, and technology. 

Sociological factors (primarily public concern and 

opinion) to be considered might include: values and priorities 

involving environment and ecology, life style, product stan-

dards and cost, and industry practices; needs and expectations 

of goods and services; pressure groups; and demographic 

changes such as population shifts and composition of work 

force. 

Governmental factors (both local and national) are 

becoming more numerous and powerful. These may include: 

legislation controlling composition of work force, health and 



139 

safety, product standards, advertising and promotion, and 

environmental conditions; regulation dealing with wages and 

price, trusts, exporting and importing; and taxation, kinds 

and rates and collection and payment requirements. 

The economic environment would include general economic 

conditions and the economic condition of the specific in-

dustry the organization is engaged in. The level and impact 

of inflation would be considered as would other economic 

indicators. The availability of economic forecast are 

plentiful and therefore should not pose a problem in regards 

to gathering information. 

The forecast of technology involves new and existing 

technology, incorporating new and existing applications, 

degree and types of changes, and consideration of technology 

lag. 

All four areas, society, technology, the economy, and 

the government, overlap in thier interaction. Often a 

sequence of events will involve all four, creating a chain 

reaction effect. Cognizance of this interaction can help 

predict changes in the environment, which in turn provides 

important information for the strategic planning process. 
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FORMULATION STAGE 

Definition of Decisions and Related Strategies 

Successful planning must culminate in a set of plans. 

All too often managers are satisfied or exhausted with the 

compilation of a mass of data and information but fail to 

utilize the information in defining decisions and related 

strategies. 

It should be remembered that strategic planning concerns 

itself with the most broad aspects of the organization. It 

does not deal with specific, tactical plans but rather with 

the mission, objectives, and major strategies and policies 

governing the organization. The result of a strategic plan 

will not be an itemized budget but it may indicate in what 

general way capital funds should be spent over the next five 

years. It will not specify the interior design of a new plant 

but it may suggest the geographical area in which the plant 

is to be located. 

The first step in formulating strategies, after adequate 

information has been gathered is to re-evaluate the mission 

and objectives of the organization. An initial statement of 

these must be made in order to guide in the development of 

strategic data bases but after all such information is 

acquired, organizational leaders may see the need to alter 

the mission statement and broad objectives. For instance, 

the Baldwin Locomotive Works might be a profitable company 
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today if after considering technological advances, they had 

changed their corporate mission from "making steam loco-

motives" to "providing motive power for railroads." 

The next step in the formation of strategies involves 

9 
identifying "strategic factors." Barnard defines these as: 

If we take any system, or set of conditions, or 
conglomeration of circumstances existing at a given 
time, we recognize that it consists of elements, or 
parts, or factors, which together make up the whole_ 
system, set of conditions, or circumstances. Now, if 
we approach this system or set of circumstances with 
a view to the accomplishment of a purpose (and only 
when we so approach"it), the elements or parts become 
distinguished into two classes: those which if absent 
or changed would accomplish the desired purpose, pro-
vided the others remain unchanged; and these others. 
The first kind are often called limiting factors, the 
second, complementary factors . . . the limiting 
(strategic) factor is the one whose control, in the 
right form, at the right place and time, will establish 
a new system or set of conditions which meets the 
purpose. 

Every organization should inquire as to what the major 

strategic factors are which will make it successful. 

^Barnard, Chester I., The Functions of the Executive, 
Cambridge, Mass., Harvard University Press, 1954, pp. 202-203. 
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Developing Alternatives and Strategies 

The cornerstone of the strategic planning process lies 

in the formulation of strategies. Having identified key areas 

of the organization, areas where strategies should be developed, 

it is then a matter of developing these choices and alternatives 

Steiner10 suggests that strategies can be developed in 

one of two ways. 

On the one hand, strategies may be very obvious. In this 

case, much is determined by the intuition, experience, and 

innovative genius of executive leadership. 

The alternative to this method is needed when feasible 

strategies are not readily identified. Then it becomes a 

matter of methodical and analytical examination of relevant 

forces. There are many existing systems which can be used 

to aid in this formalized approach to strategy development. 

1. Business Screen Assessment - this technique can be 

used to evaluate various strategic factors in terms of the 

Business Unit 
Position High Medium Low 

High 

Medium 

Low 

•^Steiner, George A. and William G. Ryan, Industrial 
Project Management, New York, Crowell-Collier & Macmillan, 

1968, p. 248. 



143 

potential attractiveness of the industry in which the organi-

zation is competing and the position of the organizational 

unit within that industry. 

2. Organizational Development (OD) - refers to a wide 

variety of behavioral methodologies (such as team building, 

transactional analysis, etc.) for systematically attempting 

to bring about organizational change. There are important 

aspects of OD which strongly relate to strategic planning. 

3. Analytic Models - PIMS - is a statistical model 

(multiple regression) used to analyze data on business char-

acteristics and performance especially as it affects the busi-

ness' ROI. However, this technique, because of the information 

it generates, can also serve in development of strategy as well. 

4. Adaptive Search - in this approach, rules, or major 

decisions are formulated in gross terms and the alternatives 

are successively refined through several stages as the solution 

is sought. 

During the process of developing strategies, alternatives 

must be maintained and analyzed as to the potential usefulness 

of each, the cost involved, the practicality of each alternative, 

as well as other considerations. This will provide a basis 

on which to operate a contingency alert system if necessary. 



144 

Contingency Alert Systems 

Strategy is aimed at the future and built on assumptions. 

Since both these factors possess a certain degree of uncertainty 

the question must be asked "What if reality is different from 

our predicted future and what if basic assumptions prove to 

be faulty?" These potential issues create the need for a con-

tingency alert system. 

Rothschild11 suggests five steps to such a system. 

1. Discriminate selection of assumptions to be monitored. 
It is impossible to monitor all the assumptions upon 

which strategies are built. Therefore, a selective group 
of assumptions must be chosen, for which a contingency 
system will be developed. The criteria used to make this 
selection should consider: The impact on your results if 
the assumption is wrong, the degree of confidence you have 
in the assumptions, based on probability and the source of 
data upon which the supposition was developed, and the 
degree of influence you have to control certain events 
relative to the assumptions. 

2. Formulation of hypothetical variances to selected 
assumptions. 
For each assumption which is selected to be monitored, 

"what if" questions should be raised. In other words, if 
the assumption is not valid, what are the most probable 
possibilities and how will these affect strategic plans? 

3. Development of monitoring plans for keeping tabs on 
variances from key assumptions. 
This step calls for the specification of the type of 

information that will enable one to know whether strategies 
are on target or not. It should also establish who is 
responsible for the monitoring and the maximum cost the 
tracking system should involve. 

4. Definition of "triggers." 
Having developed a monitoring plan it is then necessary 

to identify triggers which will activate the contingency 

11Rothschild, William E., Putting It All Together: A Guide 
to Strategic Thinking, New York, Amacom pub., 1976, pp. 223-234. 
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alert system. The trigger may involve an event, 
conditions, or economic factor, or a combination 
of several or all of these. To be useful, these 
warning elements must provide sufficient time to 
change strategy before damage is done. It is also 
important to authorize who is responsible for 
initiating the change, once an alternative is needed. 
Someone must be assigned the task of implementing 
the contingent plan. 

5. Provision of options. 
The final aspect of a contingency alert system is 

that it should include outline options which may be 
considered if necessary. Having various options 
would allow one to quickly choose the response that 
seemed most appropriate. 

If strategic planning is to be adaptive in nature, every 

major strategy and the assumptions on which it was developed 

must also be expressed in terms of contingencies. Sen-

sitivity to external and internal changes in light of current 

action is necessary if the organization is to avoid possible 

havoc. 
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Pre-Evaluation of Selected Strategies 

Prior to the implementation of strategies, they should be 

pre-tested for feasibility and effectiveness. The more impor-

tant and primary the plan, the greater the need for testing. 

The result of testing may show the plan to be unsatis-

factory in which case the plan should be altered or discarded 

in lieu of a contingent plan. 

The scope of a strategy would determine the ease or diffi-

culty with which it could be evaluated and to some degree would 

determine the test method used. Strategies which involve long-

range organizational direction would be very difficult to test, 

whereas the decision to offer a new product would be tested 

with relative ease using sample market tests. 

The oldest and most commonly used methods of testing 

include: the preparation of a short-term planning budget, the 

scale-model plant, sample market test, simulation exercises, 

and mathematical and ecological models. 

Pre-evaluation of plans can become very costly and time 

consuming. Management would have to carefully weigh the need 

for such testing with the overall investment necessary to 

adequately carry out the testing procedure. 
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CONTINUATION SYSTEMS 

Strategic Summary 

It has been said that successful planning must result in 

a set of plans. The truth of this statement is apparent for 

without a concise written outline of strategy, all the assets 

invested in the planning process may be jeopardized. 

For the sake of uniformity and, as a useful portfolio 

to share with organizational stakeholders and subordinates 

who were not involved in the planning process. This summary 

would include: 

1. Statement of organizational mission and objectives -

what type of business have you chosen to be in and 

how does this compare with what you have been in 

the past. 

2. Strategic postulates and assumptions that have been 

made relative to the company and its environment. 

3. Highlights of the strategic data bases. 

4. Key areas of the company where decisions need to 

be made and the strategies which have been developed 

for these areas. 

5. Outline of the contingency alert system with accom-

panying alternatives and options. 

This summary would not only serve as a communication tool 

but would act as a guide for the implementation of the stra-

tegic plan. Because of the confidential nature of the 
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information contained in the strategic summary, copies of 

it should be carefully distributed and guarded from com-

petition. 
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Strategic Renewal 

One of the fundamental concepts involved in planning is 

that of change. The goal of strategic planning is a successful 

future, one which in some ways is always sought but never 

attained. If an organization does one-time strategic planning 

and then begins to "coast," it will eventually return to con-

ditions which existed before the process began. 

Therefore, it is extremely important that strategic renewal 

take place. This is a process which involves reviewing of cur-

rent plans, an updating of environmental predictions, the 

development of new strategems, the changing of assumptions when 

necessary; in essence the perpetual continuation of the planning 

process. 

This continuous attention to the planning process would 

best be handled by one or more executives, depending on the 

size of the organization, who could direct their full attention 

to future plans and strategies. They would, of necessity, be 

in touch with daily operations and would receive operating 

reports. 

Strategic renewal would in essence provide a feedback loop 

which would ensure that continuous attention be given to the 

strategic planning process. 
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Further Explanation Of Each Unit Of The Model With 
Emphasis Toward Educational Administration And 

Specifically Music Administration 
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PRELIMINARY CONSIDERATIONS* 

Needs Assessment 

Defining the Planning Group 

Aspects of Music Administration to be Considered 

The needs assessment committee for a department of music 

should be composed of personnel who have a good understanding 

of the department, are acquainted with its recent and distant 

past, and yet are in a position to be objective in their assess-

ment. Adequate information must be made available to this 

committee. Members from outside the music department and per-

haps even the university would add a necessary degree of un-

biasness and objectivity. The committee would proceed in 

carrying out its purpose and report its results, in written 

form, to the chief executive officer of the music department. 

The planning group would most easily be appointed by the 

chief executive officer of the music department. The group 

would consist of the chief executive officer, one or all of 

his assistants, those who have responsibilities over major 

divisions (chairman of voice dept., coordinator of graduate 

studies in music ed., etc.), and perhaps several key faculty 

members. The group should be small enough to be manageable 

and large enough to involve a thorough representation of 

needed experience and perspective. 

*In applying the model to music administration, at 
times it was considered unnecessary to elaborate further on 
the sub-unit itself so only aspects to be considered in music 
administration are given. (As above) For other sub-units, 
additional information about the unit itself is given but 
its application to music administration was not thought to 
be unique enough to comment on. 
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PREPARATION STAGE 

Comprehension of Strategic Planning Process 

This section of the process involves four areas: dealing 

with antiplanning biases, the development of a planning manual, 

soliciting support from higher management, if any exist, and 

the education of the planning group. 

If a planning system is to operate effectively, management 

must be capable of pinpointing and dealing with antiplanning 

biases. Whenever a new system is introduced there is little 

doubt but that it will initially meet with resistance from 

within the organization. Steiner^" lists some of the more sig-

nificant psychological causes of antiplanning biases and gives 

several methods to overcome this biasness. 

Planning alters personal and work relationships, which in 
turn generates ambiguities, uncertainties, fears and doubts. 
Planning changes information flows, decision making, and 
power relationships, which also generates uncertainties, 
apprehension, and resistance to change. 
Planning highlights conflicts in organizations such as those 
between divisions and headquarters and among divisions. 
The typical operating manager is highly skilled in solving 
current problems and resists getting involved in the more 
risky task of strategic planning, whose outcomes must remain 
uncertain for some years in the future. 
Planning introduces new risks and fears of failure into the 
lives of managers, which they resist. 
Planning places new intellectual demands on managers that 
they may find difficult to meet. 
People feel uncomfortable with uncertainty. Although 
planning is supposed to reduce uncertainty it also can 
increase it. 
Planning stimulates authority conflicts that have roots in 
child-parent relationships. 

"'"Steiner, George A. , Strategic Planning-What Every Manager 
Must Know, New York, The Free Press, 1979, pp., 107-108. 
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Some of the principal methods to overcome antiplanning biases 

include: 

Top management must recognize the problem of biases. 
The better the total management of the company the less 
likely there will be antiplanning biases. 
Top management must strive to meet all of its major 
conceptual responsibilities in developing an effective 
planning system and must insure that itsoperational 
roles reflect fully the needs of the people who are to 
do the planning. 
The planning system ought to be introduced into an organi-
zation only after considerable discussion among people 
about who is to do what, where, when, and how. 
People should not be asked to do something they cannot do. 
Committees should be composed with care so as to avoid 
the unique problems that can arise from poorly chosen 
committees. 
The reward system should be related to effective and/or 
poor strategic planning. 

A planning manual is a guide which details the step by 

step processes which are involved in the planning system. It 

is the plan to plan. Planning manuals will differ with each 

organizational design and situation but should generally include 

the following items: a statement from the chief executive 

officer regarding his commitment to the process, a glossary of 

key terms, a brief outline of procedure (brief explanation of 

the model), specification of who is to be responsible for each 

phase, a timetable for the process, a clarification of what is 

expected from each planner, and perhaps any information which 

already exists which can be used such as current position, 

strategy, or policies. 

When necessary, the planning manual can have a pegagogical 

orientation and can be used as a training manual. This would 

necessitate the manual being of greater length and of more 

detail. 
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Soliciting support from higher management is merely a 

precautionary measure. In some instances there may not be a 

higher authority in which case it is not a concern. To get 

prior project approval from higher eschelons would ensure that 

the planning process did not get short-circuited at some point 

during the process. It would also be an opportunity to re-

affirm with higher authority important policies and philos-

ophies which would have influence on the planning process. 

2 

According to Sweet, in order for an organization to engage 

in strategic planning on a sound and fruitful basis, the top 

management of an organization would have to: 

1. comprehend the true import of strategic planning 
2. believe that an organization needed such planning 
3. be willing to make the appropriate sacrifices for 

the process 
4. support the planning effort strongly in all its 

ramifications 

The planning group must be educated as to the concepts of 

strategic planning and the demands which will be required of 

them. This can be done through personal study (recommended 

reading list), a workshop or seminar in which the entire group 

is trained, personal conferences, or the use of the planning 

manual. 

Before planning is commenced it is imperative that those 

who will be involved in planning are thoroughly educated as to 

2 
Sweet, Franklyn H., Strategic Planning - A Conceptual 

Study, Research monograph #26, Bureau of Business Research, 
The Univ. of Texas, 19 64, p. 25. 
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the concepts of the process, their responsibilities, and the 

extra effort that will be required. Furthermore, a favorable 

climate must exist wherein the process can be developed. 

Aspects of Music Administration to be Considered 

The comprehension of the strategic planning process in 

a department of music would present no unique problems or 

considerations other than the fact that antiplanning biases 

might be stronger in an institution of higher education due 

to such things as; organizational complexities, tenured faculty, 

perceived lack of time, education's reluctance to change, and 

others. 
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Development of Organizational Mission and Objectives 

The concept of stating the mission of cin organization 

involves identifying the major, overall thrust of the organi-

zation, the prime reason for its existence.. It is usually 

recognized that different organizations serve different ends. 

To this degree they are all unique in their prescribed mission, 

which also implies differential purposes from which to choose. 

A mission statement tells what the organization is, why 

it exists, and the unique contribution it can make. It should 

be stated in broad enough terms to allow for flexibility in 

responding to changing circumstances and yet be specific enough 

to define an organization's uniqueness in the market wherein it 

exists. Usually several short paragraphs are adequate to con-

vey the mission statement. The mission of a department is 

likely to remain unchanged even though there are substantial 

changes in the year-by-year operational procedures. 

Broad objectives are next in the hierarchy of decisions 

that an organization must make. Objectives are proposed re-

sults that the organization hopes to achieve. They must always 

remain consistent with the mission statement to the degree 

that if all the objectives are successfully achieved, the 

mission will be accomplished. Objectives should be stated in 

general, nonquantitative terms and be designed to remain valid 

for at least five to ten years. 

Aspects of Music Administration to be Considered 

A mission statement for a department of music should con-

cern itself with at least four major variables. 
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1) Sponsorship - The difference between a public and 

private sponsorship would most likely influence the mission 

statement. A department of music in a Seminary setting, par-

ticularly one sponsored by a denominational body, would be 

obligated to center its mission toward the betterment and on-

going of the denomination. A community college strategically 

placed to cater to certain social and ethnic groups would also 

have to consider its sponsorship. 

2) Selective or open admissions - There would be a deci-

sive difference between a music department which prescribes 

certain standards for entry and those who enroll students 

regardless of musical and intellectual ability. 

3) Residential or commuting students - Consideration of 

whether the music students are campus residents or commuters 

should be considered in the mission statement as this will 

have influence on scheduling, faculty, and other operational 

concerns. 

4) Program - The major distinction between departments 

of music is based on programs. One institution may concen-

trate on producing applied music majors (ex. Conservatories 

of Music), some may be more interested in producing music 

educators (State Teachers College), some research, and others 

on maintaining a balance between several or many concentrations, 

Other differences which could be considered include: 

public interest including social expectations, the need for 
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the department, and program review, internal aspirations of 

the administration, faculty, and students. 

The vast majority of departments of music are linked to 

institutions of higher learning. In these instances the mis-

sion of the entire institution must be considered as it will 

have considerable influence on the mission statement of the 

department. 

Objectives for a department of music should be formulated 

for each major program and service. This would involve at 

least the following areas. 

1) Instruction - graduate, undergraduate, continuing 

education, occupational, and vocational, and prepatory and 

adult basic education. 

2) Research - individual and project research, research 

centers. 

3) Public service - community programs, extension ser-

vices, public relations concerns. 

4) Student service - social and cultural development, 

tutorials, student organizations, counseling and career guid-

ance, financial aid. 

Examples of Mission Statements 

Example A 

The School of Church Music 

The purpose of the School of Church Music of the South-
western Baptist Theological Seminary is to provide grad-
uate professional education for men and women preparing 
for the Christian ministry in church music. 

The School of Church Music seeks to provide competent 
music leadership for churches, colleges, denominational 
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agencies, and mission fields. Specialized church music 
courses and general music instructions are made avail-
able for students in the Schools of Religious Education 
and Theology. 

A constant effort is made to provide an educational 
environment which will be conducive to spiritual growth 
and a deepening awareness of the scope of the ministry 
of music and which will promote a harmonious under-
standing of the relation of this ministry to all other 
aspects of Christian ministry. 

Contributiions are made by the school to the knowledge 
of the church music field through performances, research, 
writing and music composition.3 

Example B 

The School of Music exists within the framework of Indiana 

University for the following purposes: 

1) To offer music courses of interest and value to all 
University students, so that they may acquaint them-
selves with music as appreciative listeners or as 
trained participants. 

2) To offer state-approved curricula for the preparation 
of administrators and teachers of music in the elem-
entary, secondary, public and private schools and in 
institutions of higher education. 

3) To offer instruction designed to prepare students for 
careers in the fields of radio, television, concert, 
opera, and orchestra. 

4) To offer special curricula for the preparation of 
private teachers, church organists, and choirmasters. 

5) To offer instruction designed to promote scholarship 
and research. 

6) To offer instruction to aid the progress of the 
invididual composer.^ 

3 
Bulletin 1978-1980, Southwestern Baptist Theological 

Seminary, Fort Worth, Texas, 1979. 
4 
School of Music Bulletin, Indiana University, 1978-79, 

Bloomington, Indiana, 197 8, p. 15. 
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Examples of Objectives 

Example A 

In the areas of instruction the school of music will 

maintain graduate programs in music education, theory, and 

history and will continue to emphasize quality in these ad-

vanced programs for professional musicians, in-service pro-

grams for the renewal and growth of teachers and professionals, 

and the professional preparation of graduates for entry into 

teaching. 

Example B 

In the area of research, the school of music will encour-

age its students and faculty to participate in advanced 

research and will provide annual financial assistance for the 

ongoing of joint research projects. 
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Development of Strategic Assumptions 

Assumptions provide a context within which planning can 

take place. The essential idea is to look into the future in 

an attempt to anticipate the future status of several key 

areas, to determine how they will affect the organization, and 

then make present decisions based on these predictions. Assump-

tions should be made for every major variable both internal 

and external that may affect the organization. Both favorable 

and unfavorable concerns should be noted. 

Aspects of Music Administration to be Considered 

The planning assumptions needed to establish a proper 

planning context will differ with each department. Regarding 

internal information required, the following areas suggested 

by Kieft5 would probably be included. 

-Enrollment projections (by level and program) 
-Student attrition 
-Student demography (race, sex, residence, age) 
-Student performance indicators (SAT or ACT scores, pre-
dicted GPA, rank in class) 
-Mix of students (part vs. full time, headcount vs. FTE, 
night vs. day, commuter vs. resident) 
-Class size (by academic unit and course level) 
-Student faculty ratios (by academic unit and course level) 
-Faculty and staff work-load measures (laboratory hours, 
private music-instruction hours, contact hours, committee 
assignments, credit hours) 

-Curriculum interaction (consumption and demand of courses 
by academic unit) 
-Credit-hour production (by academic unit and course level) 
-Unit costs (by subunit) 
-Outcomes (placement, alumni, follow-up information) 

5 
Kieft, Raymond N., Frank Armijo, Neil S. Bucklew, A Hand-

book for Institutional Academic and Program Planning: From Idea 
to Implementation, Boulder, Colorado, National Center for Higher 
Education Management Systems, 197 8, p. 28. 
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External considerations would include: 

Economic-employment, inflation, length of workweeks, 
demand for college graduates, family budgets 

Legislative-federal and state support for education, 
funding procedures and trends, local support 
for community college systems, federal aids 
to the arts 

Technology-educational television, computer networks, 
transportation systems, media 

Social-leisure time, shifting priorities, attitudes 
higher education, population growth rates, 
urbanization 

Educational-major trends, high-school graduates (number 
and characteristics), other educational oppor-
tunities , college attemdamce 

Examples of Assumptions 

Internal Assumptions 

Enrollment-

1. There will be less demand for music education 

graduates. 

2. There will be a greater demand for music/business and 

music/engineering degrees. 

3. The number of students in the 18-22 age bracket in 

four-year liberal arts colleges will decrease in the 

19 80s. Competition for students will be stronger. 

External Assumpstions 

1. The society will continue to seek purposeful leisure, 

music for entertainment will prosper. 

2. Urbanization will continue. 

3. State and local governments will continue to fund 

community college systems and these systems will 

continue to grow. 
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DEVELOPMENT STAGE 

Development of Strategic Data Bases 

It becomes necessary in the planning process, to have an 

adequate amount of information available; information con-

cerning every major variable which may affect the organi-

zation. Sound planning can only transpire when all the facts 

are available and useable in the decision making process. 

Strategic data bases is a term coined by King and Cleland 

to represent those areas in which research must be done in 

order to accumulate information. 

Considerable time will need to be spent in this area and 

the investment required to produce desired results should be 

considered. After the data bases have been initially com-

piled, they should be constantly maintained and improved. 

There would be great advantage in having the members of 

the planning group do the research for the strategic data bases. 

This would: add more credibility to the information (in the 

minds of the group), develop interest in the process (people 

support what they help to create), and, acquaint the group with 

the many complex variables involved in the planning process. 

The presence of data bases allows the planning group to 

diagnose the present position of the department, to identify 

actual and potential problem areas and areas of potential, and 

to provide a basis for monitoring progress after plans have 
g 

King, William R., and David I. Cleland, Strategic Plan-
ning; and Policy, New York, Van Nostrand Reinhold Co., 1978. 
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been implemented. Data bases should be developed in regards 

to the internal educational and financial operations of the 

department as well as the present and future effects of 

development occurring in the department's external environ-

ment. The following six areas should be considered as neces-

sary components of the strategic data base system. Management 

viewpoints and values, customer analysis and market evaluation, 

analysis of competition, business and industry criteria, 

resource analysis—strengths, weaknesses and. environmental 

factors. 
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Management Viewpoints and Values 

Aspects of Music Administration to be Considered 

A department or school of music is usually associated with 

or part of a larger institution, in which case it must answer 

to this higher authority. Developing a strategic data base in 

regards to management viewpoints and values consist of communi-

cating with higher administration, particularly those who regu-

late funding, in order to determine their current concept of 

the department of music and their flexibility to its change. 

Information should be obtained regarding: 

1. their concept of the type of instruction that should 

be offered by the department of music 

2. their thoughts as to the expansion and progression of 

the department of music 

3. their thoughts as to what the department of music should 

be in itself and as a part of the larger institution 

4. their openness to change in the department of music 

This information would serve as boundaries or guidelines 

within which the planning process could take place. 

Examples 

1. Higher administration views the department of music as 

one offering courses and specializing in vocal and choral music 

in order to train church musicians. (In this instance, a pro-

posed instrumental curriculum might meet with resistance.) 
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2> Higher administration is planning on the fine arts 

taking a less progressive role in the academic life of the 

university, with the sciences receiving the greater emphasis 

3. Higher administration will, to a greater degree, 

look to the music department to provide improved public and 

community relations for the university. 
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Customer Analysis and Market Evaluation 

In an educational setting, the "customer" would primarily 

be considered the student and the "market/" the environment 

from which the student comes from and the employment situations 

which the student may enter upon graduation. There has been 

much discussion concerning the difference between the "product" 

of a business and the "student" of an educational institution. 

There is an obvious difference between the two, however, there 

are likewise sufficient similarities which can be the basis 

for a discussion of how to utilize commonalities among their 

functions. 

It is extremely important that educators realize the impor-

tance of the student. Often educational plans are based upon 

a new idea or educational trend while the importance of the 

student is neglected. The student is what ultimately makes the 

institution successful and determines its degree of expansion. 

The educational "market" is twofold. One market consists 

of the areas from where students are recruited. This would 

include demographic considerations, high school graduate groups, 

age groups, and others. The other market which would need to 

be considered is the employment market, the demand for college 

graduates. Changes in this market would greatly affect the 

structure and content of instruction. 

Aspects of Music Administration to be Considered 

To complete a strategic data base relative to customer 

analysis and market evaluation, the planning group in a 
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department of music would consider the following issues. 

Students: 

1. Who are our students? 

—how can they be classified: graduate/undergraduate, 

resident/commuter, applied/not applied, major/non-

major, full time/part time, new/returning 

-which classifications are more important to us and 

to our competitors 

-will these classifications still be important in the 

future 

-how many graduates return for graduate studies 

2. How are our students geographically distributed? 

-in-state/out-of-state/foreign, local/non-local 

3. How are our students grouped in terms of degree sought? 

-applied (what instrument), music ed., theory, compo-

sition, musiocology, music therapy, and others 

4. How do we compare to other music departments with 

respect to the above categories? 

5. Why do our students come to our school? What are 

their objectives? Are these objectives likely to 

change? 

Market A (recruitment areas) 

1. What are our primary markets and what share do we 

have of each? 

-high school graduates, transfer students, former 

students, teachers (teacher training), professionals 
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2. Are our markets starting up, growing, matured, or 

declining? 

3. What is the market potential? 

Market B (employment opportunities for graduates) 

1. What are our primary markets by type and volume? 

-teaching in school systems (public school, private 

school, college level), church vocations, private 

music instruction, professional market (opera, sym-

phony, theatre), music industry (recording, com-

posing, engineering, sales) 

2. What new markets will develop? Which markets will 

decline? 

3. What alternatives do our students have, outside our 

primary markets? 

The results of this data base would equip the planning 

group with a clear understanding of who their students are, 

where they come from, and what demand there is for graduates. 

These considerations would enable the strategies generated to 

be more sympathetic with the ultimate interest of education -

the student. 
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Analysis of Competition 

Analysis of competition in an educational setting would 

involve several different aspects representing different pur-

poses. Three areas should be considered. 

1. Analysis of factors outside the educational environ-, 

ment which vie for potential students. 

The fact that higher education enrollment has declined in 

the last several years is indicative of the fact that higher 

education does have competition. Potential students are being 

drawn away from colleges and universities to other educational 

opportunities and other employment interest which provide lucra-

tive offers to the individual without a college education. 

The end purpose of this analysis would be to attempt to counter-

act the impact of these factors, thus attracting more students 

to higher education. 

2. Analysis of competing institutions of higher education. 

Although educational institutions share a common goal, 

the education of the student, real competition exist between 

institutions for student population. A careful analysis of 

the resources, strengths, weaknesses, and strategies of local, 

state, and even national institutions who compete for the same 

type student would allow an institution to develop a stronger 

position in the market. The purpose of this analysis would be 

to analyze the competition with the thought of assessing its 

position (strengths and weaknesses), in order that current 
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plans can be made which would produce a strong position for 

the university in regards to its competition. 

3. Analysis of other institutions of higher education. 

In this analysis other institutions would not be considered 

as competition but as resources from where information can be 

obtained to aid in the development of strategies. Plans and 

strategies which were successful in other educational settings 

should be studied and considered as to their feasibility for 

re-use. 

Aspects of Music Administration to be Considered 

Regarding the first aspect of competitive analysis (factors 

outside the educational environment), a music department would 

need to consider two areas. 

Apart from private music lessons, an individual has vir-

tually no alternatives other than a college or university for 

the serious study of music. This is not the case in many 

disciplines. Often large corporations provide extensive in-

service training programs for their employees in the areas of 

computer technology, sales, or even management. A department 

of music has no real threats as far as alternate learning 

systems for the person pursuing music as a career. 

However music departments are faced with fierce compe-

tition for the would be music student who has decided to major 

in another area. Many factors contribute to this delemna. 

The fact that music students must pass skill barriers restrict 

the number of potential music students. _The„lessening__deJJia£id 
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for music graduates deters many students and encourages them 

to pursue disciplines where more job demand is present. Music 

departments must be aware of these concerns and plan accord-

ingly . 

The second aspect of competitive analysis deals with the 

analysis of competing departments of music in other institutions 

of higher education. 

It would be of great advantage for a department of music 

to be apprised of the market position of other music departments. 

The closer the proximity of the competing school, the more 

important the analysis becomes although some schools a great 

distance away may pose as great a threat because of similar-

ities in instruction and other resources. 

For example, in formulating strategic plans it would be 

advantageous for the planning group to know that a department 

of music in the same city has already begun to expand their 

opera department: hiring select faculty, updating facilities, 

etc. In light of this information, resources might be channel-

ed into areas which would strengthen the department's position 

relative to this move by a competing school. 

The third type of competitive analysis involves keeping 

informed with the activities of other departments in order to 

glean potential ideas and strategies. In essence, what 

"worked" elsewhere should be considered as a viable alternative. 

A highly successful concert series combining faculty, guest 

artist, and select students sponsored by one department of 
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music may be the inspiration for a similar project at another 

school. 

Items to be considered in an analysis of competition 

would include: 

1. Physical resources - department size, capacity, 

facilities, age, location, equipment, instruments. 

2. Human resources - faculty, artist-in-residence, 

key personnel, administrative staff, guest faculty. 

3. Student population - quantity(classified into 

groups), quality of student (entrance requirements, etc.) 

4. Instruction - degrees offered, strengths, weak-

nesses, unique offerings, ensemble activities. 

5. Finances - sources of revenue, total amount avail-

able, major expenditures, budgeting systems, tuition, special 

fees. 

6. General - public image, basic mission and philos-

ophy, policies, publicity activities, future strategy. 

Analysis of competition will involve three major steps: 

identification of current key competitors (which departments 

have the greatest effect on your position); evaluation of 

these key competitors (their past, present, and future 

position relative to key factors listed above; and, deter-

mining implications of the analysis, (does the competitor's 

performance, strategy, resources, or strengths and limitations 

provide any opportunities or threats to your department.) 
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Business and Industry Criteria 

Aspects of Music Administrat ion to be Considered 

The criteria which exist for the successful development 

of a music department would, to some degree, fluctuate with 

each different department. Differing philosophies and mission 

statements would necessitate the presence of various criteria. 

However, in a broad sense, there are general statements 

which can be made as to what is required of a department of 

music in order for it to be successful. 

1. It must recruit and maintain quality faculty. 

2. It must recruit and maintain students who exhibit 

high musical aptitude. 

3. It must maintain high quality performance ensembles. 

4. It must provide proper facilities and equipment con-

ducive to musical training. - and others 

Though success criteria may seem obvious to all concerned, 

it is helpful to vocalize these items and to include them in 

written form as part of the strategic data base. 
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Resource Analysis - Strengths and Weaknesses 

Resource analysis involves the development of a very 

candid appraisal of the internal essence of an organization. 

Every major aspect must be considered in terms of strengths 

and weaknesses. In order for an organization to progress 

toward the fulfillment of its mission it must be aware of its 

strengths in order to capitalize on them and must know its 

weak areas so that they will have the least amount of impact 

on the forward movement of the organization. 

Aspects of Music Administration to be Considered 

The internal audit will primarily deal with the same 

elements as did the competitive analysis (see list under 

analysis of competition). Throughout this process it is 

important to remember that it is not the mere collection of 

data which is desired but rather pertinent information from 

which inferences can be made. The fact that the department 

presently enrolls twenty piano majors is insignificant unless 

it is noticed perhaps that this represents a twenty percent 

increase over the previous year and also indicates the third 

consecutive year that an increase has been recorded; then the 

data might lead to an inference about the piano department and 

its potential future. 

An example of a summary of a strength/weakness strategic 

data base for a department of music is displayed below. 



Major Strengths 

Strong program in applied voice 

Good reputation among local and 
state constituency 

Good expertise in applied research 

Strong faculty in musicology 

New degree in music engineering 
receiving good response 
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Major Weaknesses 

Poor facilities for perform-
ance organizations 

Instrumental offerings are 
limited 

Recruiting system is non-
existent 

Decrease in funding starting 
Jan. 1981 

Faculty renewal program is 
minimal 

Rothschild' lists four things the completed analysis should 
provide: 

1. A listing of your resources and the main assumptions about 
how they will look in the future. 

2. A listing of assets, or positive features that provide 
competitive leverage if properly utilized. 

3. A listing of liabilities, or negative factors that need to 
be corrected or counterbalanced depending on the strategy 
selected. 

4. A listing of problem areas that should be improved regard-
less of the strategy you choose. 

Rothschild, William E., Putting It All Together; A Guide 
to Strategic Thinking, New York, New York, Amacon Pub., 1976, 
p. 118. 



177 

Environmental Factors 

The environment of an educational institution is the 

pattern of all external conditions (social, political, eco-

nomic, technological) that influence the institution's life. 

A continuous monitoring of the environment might appear 

to be an impossible task, however, a brief but consistent 

scanning of certain indicators would probably provide ade-

quate input. Sources where indicators could be monitored 

would include: 

1. literature of higher education 

2. reports from influential foundations (Carnegie, Ford) 

3. public statements from government figures 

4. legislative and judicial decisions 

5. local newspapers and periodicals 

6. speeches given at conferences and workshops 

Aspects of Music Administration to be Considered 

If a department of music is part of a larger institution, 

environmental factors would affect the individual department 

in much the same manner as it would the institution. However, 

it is possible for a department of music to fail or succeed 

regardless of the status of the institution within which it 

operates. A department could prosper in a non-favorable 

institutional setting or it could deteriorate even though the 

institution as a whole, was prospering. Therefore it would be 

advantageous for a planning group in a department of music to 
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carry-out its own environmental assessment, with particular 

emphasis on those factors which would affect music education. 

Areas to be considered would include: 

1. Economic- employment, key industries, energy, GNP, 

consumer spending, earnings, length of work week, family bud-

gets, demand for graduates, inflation, interest rates and 

others. 

2. Social- changing values, new lifestyles, demographic 

changes, environmental pressures, and others. 

3. Government- local, state, and national legislation 

and general climate, funding, planning, pressure groups, and 

others. 

4. Technology- educational and cable television, com-

puter services, media services, trends in new technology, new 

equipment, and others. 
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FORMULATION STAGE 

A major tenet of strategic planning is that before 

decisions and strategies are discussed, a large yet perti-

nent amount of information is obtained regarding both 

internal and external factors. This has been termed the 

"development stage" in this particular model. This collection 

of information provides a broad basis upon which decisions 

and strategies can be formulated. 

Upon completing the development stage, the obtained 

information should be put in summary form and given to every 

member of the planning group. The group should be familiar 

with the summary before the formulation stage begins. 

Definition of Decisions and Related Strategies 

The first step toward the formulation of strategy is 

the defining of what decisions and strategies should be made. 

The essence of planning is the making of decisions. In order 

to make pertinent decisions it must be decided in what areas 

decisions need to be made. This basically involves: 

re-evaluation of mission and objectives, analysis of current 

strategy, and selection of key, weighted areas which need 

strategic development. 

Although the mission and major objectives of the organi-

zation would have been developed earlier in the model (prepa-

ration stage), it is wise to re-evaluate these statements in 

light of the information obtained from the strategic data 
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bases. It is possible, though not probable that the mission 

statement may need to be altered or changed in light of envi-

ronmental or internal facts. It is generally thought that 

the mission statement remains unchanged and that lower case 

objectives are negotiated in order to successfully penetrate 

the environment with the mission statement, but in some cases 

the mission statement may be so erroneous that it must be 

changed. 

Major objectives are more susceptible to requiring alter-

ation and should be re-evaluated at this point. Certain objec-

tives may need to be deleted while others may need to be added. 

Most organizations, for better or for worse, are usually 

following some course of action, pursuing certain strategies. 

A necessary question at this point is: what are we currently 

doing to reach our objectives? 

Often, identifying current strategy is difficult. It 

may be that the strategy is implied but not articulated, strat-

egy may not exist at all, or there may be an explicit strategy 

that is not adhered to in true operations. If statements are 

not articulated the analyst may have to assume strategy from 

actual events. 

Upon identifying current strategy, it must then be analyzed 

as to itsr effectiveness. Each strategy should be evaluated in 

order to assess whether the same strategy should be pursued in 

its; present or modified form. 
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The final area to be considered deals with key elements 

of the organization which are "load-bearing;" those without 

which the organization could not exist. Information from the 

strategic data bases could be used here, particularly, business 

and industry criteria and management values and viewpoints. 

The end result of this phase of the model would be the 

listing of areas for which strategies must be developed, a 

listing of aspects of organizational life for which alterna-

tives should be developed and for which decisions must be made. 

Aspects of Music Administration to be Considered 

Conceptually, this aspect of the model would pose no 

unique problems for a music administrator. However, examples 

will be given to help clarify the process. 

-Re-evaluation of mission and objectives 

The mission statement for a church-related college may 

imply that its mission is the preparation of men and women 

for the ministry of music in the local church. Upon studying 

the strategic data bases it may be determined that other oppor-

tunities are available to its graduates, such as research or 

college teaching. In this case, the overall mission of the 

department might be changed to include the new areas of oppor-

tunity. 

An objective which states "provide graduate education in 

music therapy" may be questionable due to developments in the 

environment or due to internal changes. Because of increased 

community college expansion in its local, a department of 
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music may want to add an objective, "provide graduate music 

education in music education." 

-Analysis of current strategy 

Current strategy may include, "student recruitment pro-

grams through area high schools and junior colleges." This 

and all other strategies would be evaluated. 

-Key load-bearing elements 

Several examples from this group may include: recruitment 

of quality faculty, recruitment of quality music students, 

good performance ensembles, and others. 
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Developing Alternatives and Strategies 

At this point, a brief review of the previous steps used 

in the model would be advantageous. In the preliminary stage 

the need for planning is assessed and the planning group is 

defined. The preparation stage insures that the planning 

group comprehends the entire planning process, that the organi-

zation's mission and objectives are established, and that major 

planning assumptions are made explicit. 

In the development stage a large amount of information is 

gathered reflecting both endogenous and exogenous factors. 

In the first part of the formulation stage areas for which 

decisions must be made and strategies developed are identified. 

After the preceding stages have been completed, the actual 

development of strategy can take place. A well-acclimated 

planning group which has for its use all pertinent information 

can now begin to discuss alternatives and develop strategies. 

Most authors agree that the best environment for the 

development of strategies is one that is informal and imagi-

native as opposed to an approach that would stress exacting 
g 

quantitative methods. King and Cleland state: 

Formalized decision models and techniques, such as 
those associated with operations research and mathemati-
cal modeling, have proved to be of limited value in 
strategic choice. The expectations and hopes of prac-
titioners in those fields who expected successful appli-
cation of models in tactical and operation settings to 

8King, William R., and David I. Cleland, Strategic Plan-
ning and Policy, New York, Van Nostrand Reinhold Co., 1978, 
p. \2T. 
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be inevitably followed by similar success at strategic 
level have not been borne out. 

The formulation of strategy is essentially a creative 

activity, based upon the subjective knowledge and judgements 

of those participating in the planning process. Therefore 

mental skills techniques are usually an effective means of 

approaching strategy development. 

Cope9 and Steiner10 have elaborated on several of these 

techniques: a brief description of some of the methods are 

given below. 

SYNECTICS- a team approach for stimulating creative 
thought. It is a problem solving sequence which starts 
with a rigorous definition of the problem and then pro-
ceeds to a separation of imaginative thinking from analy-
tical and judgemental thinking. Its particular novelty 
is its forced withdrawal from the problem, during which 
an apparently unrelated tangent is explored in free associ-
ation which provides new ideas for solving the problem 
that attention has been drawn away from. 

LATERAL THINKING- a disciplined mechanism for freeing the 
mind from habitual solutions. This approach involves four 
different steps: introduction of the intermediate impos-
sible, introduction of random juxtaposition, a search for 
different ways of looking at the problem, and the use of 
chance. 

WOTS UP ANALYSIS- Is an acronym for the weaknesses, oppor-
tunities, threats, and strengths underlying an organi-
zation. It provides for a systematic evaluation of these 
factors and their impact on strategies. 

FOLLOW THE LEADER- involves the discussion of what others 
in the same field are doing and determining if it will 
work for the organization in mind. 

9 
Cope, Robert G., Strategic Policy Planning: A Guide for 

College and University Administrators, Littleton, Colorado, 
Ireland Educational Corp., 1978, pp. 36-43. 

10Steiner, George A., Strategic Planning - What Every 
Manager Must Know, New York, The Free Press, 1979, pp. 178-190. 
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ADAPTIVE SEARCH- formulates rules in gross terms and 
then successively refines alternatives through several 

stages as the generation of a solution proceeds. 

For each area in which a strategy is to be developed, 

many alternatives should be generated. Often a poor choice 

may be the result of a failure to consider all important 

alternatives. The end result of this stage in the process 

would be a listing of strategies, or action plans, that the 

organization will pursue. 

Aspects of Music Administration to be Considered 

A music department planning group would pursue the devel-

opment of strategies in much the same way as described above. 

An example of the process will help clarify its usefulness. 

Example: (hypothetical situation) 

A planning group determined in the first section of the 

formulation stage (definition of decisions and related strate-

gies) , that a decision needed to be made and a strategy 

developed regarding adequate facilities for major concerts. 

Using the brainstorming technique (another mental skills 

technique), fifteen minutes were devoted to the development 

of four alternatives: 

1. Use the city auditorium for major concerts. 

2. Perform massive renovation on present auditorium. 

3. Submit a formal request to the university for a 

new auditorium. 

4. Continue using present facilities and begin charging 

for admission to concerts, thus reducing attendance. 
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After considerable discussion of the four alternatives, 

number one was considered the proper choice to pursue due to. 

assumptions about the economy (price of construction and inter 

est rates), governmental concerns (decline in funds allocated 

for higher education), and social concerns (the community is 

accustomed to free concerts). 
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Contingency Alert System 

There are basically two reasons why a planning system 

should include a control system: the planning which was done 

may have been poor planning, or, the internal and external 

conditions may so change that plans which were originally 

sound become outdated. 
, 11 

Relative to the first reason, King and Cleland says: 

The need for a special variety of control in planning 
is created by the obvious, but sometimes overlooked fact 
that planning is not inherently good. Poor planning may 
be worse than no planning at all merely because no plan-
ning really means an absence of organized planning activ-
ities. In a no planning environment, planning is done in 
a decentralized and often uncoordinated way which may some-
times be superior to organized planning that is done badly. 

Secondly, internal and external factors, upon which 

assumptions were made can change so rapidly as to make invalid 

a strategy that was valid when first conceived. 

Therefore it is imperative that the planning process 

include the development of a perpetual system, which monitors 

key areas of the environment and also one which judges the on 

going success of the accepted strategies. This system should 

also be equipped to suggest alternatives when a strategy is 

found to be in error. 

Aspects of Music Administration to be Considered 

A contingency alert system in a department of music would 

provide for the monitoring of ongoing strategies and plans. 

1'LKing, William R. , and David I. Cleland, Strategic 
Planning and Policy, New York, Van Nostrand Reinhold Co., 
1978, p. 350. 
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This implies that certain criteria be established for each 

strategy if it is not already measurable in nature. 

The monitoring of external and internal factors would 

include areas in which assumptions were made, the strategic 

data bases, statements regarding internal strengths and weak-

nesses, and the changing posture of competition. 

The responsibility for monitoring could be handled in 

a variety of ways but would preferably remain within the 

planning group. One individual could be assigned the task 

or different ones asked to monitor different areas. 
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Pjre-Evaluation of Selected Strategies 

Pre-evaluation of strategies, before they are implemented, 

allows for the initial testing of strategies to determine their 

potential degree of success. This evaluation could be done in 

two ways: some type of experimental method in which the strat-

egy is implemented in a highly controlled test situation (scale-

model, simulation exercise, sample market test, etc.), or, the 

strategy could be verbally evaluated by someone or a group of 

persons outside the planning group. 

The latter method would involve submitting the plans to 

persons who could offer different points of view other than 

those present in theplanning group. In a department of music 

the plans might be submitted to: a music executive in another 

school, faculty members, select alumni, deans in other depart-

ments within the university, or select members of the commun-

12 

ity who are interested in the music department. Cope list 

ten questions which can be used as a guide to pre-evaluating 

strategy in a department. 
1. Is the plan identifiable? Does it contain statements 

with operational substance, statements which can be translated 
into action. 

2. Does the strategy build on the department's strengths? 

3. Does the plan build on opportunities in the environ-
ment? 

12Cope, Robert G., Strategic Policy Planning: A Guide for 
College and University Administrators, Littleton, Colorado, 
Ireland Educational Corp., 1978, pp. 97-105. 



19:0 

4. Is the plan consistent with the expectations of the 
most important constituencies? 

5. Is the plan consistent with competencies and resources? 

6. Are major portions of the planning strategy inter-
nally consistent? 

7. Is the strategy compatible with the personal values 
and aspirations of the faculty and administration? 

8. Is the strategy consistent with ethical values? Is 
it socially responsible? 

9. Will the plan stimulate personal effort? Will it 
serve as a stimulant to good minds, resulting in productive 
performance that satisfies? 

10. Is the strategy something that has been tried some-
where else where it was successful? 
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CONTINUATION SYSTEM 

The last two steps in the model, strategic summary and 

strategic renewal, would be handled in the exact same way as 

described in the business related model. 
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Interview Guide 

I. Background Information 

1. Position of executive being interviewed. 

2. Number years experience in music administration. 

3. Size of Music Department. Number of students 

Number of full-time faculty 

Degrees offered 

II. Concept of the Strategic Planning Model 

1. Is strategic planning an important concept to 
music administration- does it have relevance-
is it something to be considered. 

2. Do the four packets convey clearly the difference 
between tactical and strategic planning. 

3. Is the use of a model a workable means of imple-
menting the planning process. 

4. Is the format used in presenting the model adequate. 
Are the elements of the model presented in a clear 
and concise manner. 

III. Content of the Model 

1. Should any additional elements be added to the model-
should any be subtracted. 

2. Evaluation of each sub-unit. The following 
questions will be asked about each sub-unit. 

a. Is the purpose of this unit clearly stated. 
b. Is this unit necessary in the planning process. 
c. Is enough information given to adequately fulfill 

this process. 
d. How can this part of the model be changed to 

make it more effective. 
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IV. Predicted Effectiveness of the Model 

1. If this model were used would it improve the planning 

process in a school of music 

2. Would it eventually lead to the improvement of the 

school of music. 

3. If the model was studied by a music executive but not 

formally used, would it still aid him in "strategic 

thinking." 

4. How should the model be modified to make it more 

effective. 

V. Additional Comments 
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