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e etlicr vrganinations, [t therelore, hecomes very paramount 10 x-ray the

Plaaning L‘vrﬁ::l”\( ith 2 view to distilhing lessons for 21 1mproved tmanagement
f Nigerian tertiany institutions.  Unfortunately, many orgenisational failures
erising from planning have heea attributed to fack , of knowledge and
nderstanding of the fundamentals of planning. This chepier will unveil tese
undamentals.

"LANNING: An Overview
lanning is as u‘d as mankind and its developmeni ia the business and nvn-
usiness cmleq has heen as revolutionary a movement as techaclogical revoluton,

ne Cymamic naturz of the working environment mekas pla : ning not enlv
porant but a sine qua nen for the organisalion’s mar ‘ag ment effurs.
hersfore, in designing 2n environment for the effectve performance of
dividuals working together in groups, a chief executive officer’s most essenia
K is 10 see that everyone clearly understands the group's purposes an
jectives and its methods of atta aining them. Again, the group’s efforts can only

{ pzopiz know what, how and when they ar2 cxpecL to accomplish
m. This is the main function of planning, which has been known to bz (2
sis for a!l managznial functions.

it

effective if pzople

: v

anning has been ¢xfined by many authors. Incidentally, there has always bee:
Lﬁnder‘.:v to zme rlanning emotive connotatiors, pn"lf“‘.ariy in the context ¢f

=

-y

scurz the true meaning and purposz of the planning process. Ours hers wi
Sumvent this p;ﬂoach. Billy (1949}, many -y2ass &g0 sew p‘a‘m::z

-ail E

2
A balle. & P - b &
acamentaliv choosin _2 and said that "2 P laﬁmﬂg Il oblem arisas on n wnen an
emalve course of action is discovered”. - This definition ignorss L'ﬂe fumne
C alamamima = a ~n A~ - 1 T A
pleaning aad "*er; ore unacceptahle. Comprehansively, Simon

TAAt A wr
ratterisiics of
S o
2l {183 7), d2fined planning as "that acuv ity that conzems itself with pro; nosels
.

kY

-l I L—\ ~V Lt

he futura, with the evaluation of a2ltemative proposals and with the met
which these proposals may be achieved”. Thus, pianzing is concemed x\i':.
=7¢ duman behaviour and involves two acuvites:

Ak 4 antis] .
Ultimate actvives which are thosz anticipatad |

~
2

S COnLroversy hetwesn md.\ idualism and collecuvism. This approach tends :0

~ gasy tn s2ethatam ajo| programme, such

(i)  Istermadiate activities which ar2 thgse required o carmy out the plan

L

Essentially, piar: ng invelves setection of missions aad objectives and possible
means of achieving them. it deuunu in advance what o o, when 10 do and
t bridzes the gap from whare we zre to where we want (g 20.

who st do 1t |
It makes it pessible for thiags o oceur which would not otherwise happen. Thus,
the priniacy puﬂosb of planaing is to offset future uncerainues by reducing the
risk surrounding the vperations of e organisaion while at the same time takin 'y
advantage of available opportunities. Tn» f“am;:rs position in the planai ning
process makes him assume a rol2 somewhat akin to that of a fortuneteller byt iq

this case, very scientific. Althou gh the exaci future can seldom be pradicted any
factors: ‘veyonu control may intarferz with the best-laid plans, unless there s
planning, events are left to chance. Plannmr‘ 15 an intellec mally demanding
process; it requiras the conscious determination of courses of action and the basmu
of decisions on purpose, knowl*dl-’ and considered esimates (Harold anJHemz
1990). Planning is anchored™ia four principizs namaiy: contribution to purpose
and objecuves, primary of plaum“g_ pervasiveness of planning and efficiency of
pians. ©

Planning 15 1a pwsab“ to th2 institution administratve

process as aay decision and con ﬂqucm cuvities carried out to achisve the
objectves of um dacision will fimit the range of choices available to the

adminisirator in future owing (o the limited nature of rewurus Principalty,
planning and contolling are closely inter-refated as pias ish the standards of
control. # % swien s

g ) cational managers
1gent of their exisience. T‘nisha. h ous mp!mmn
12 among our teru Ir\ insu ’UUOns
nant and perivrmance very poor, i is

as one of building a students” hostel is
a plan. But what is sometimes gveriooked is that 2 number of other courses of
futere action are also plans.  They differ in naturz and scope and include:

-

pUPOSES of  mussions,” objectives, strategies, policies. rules, procedures,

£

1]



. .
prograsmes, projects amd budgen Plans can alo b classifiad from the
\'-—u;,p'M of Tunctionel arzay ey, Academic plans, physicul plaity, cie, wi
accordiag o ihe period of lime vver which they ars projected (short-venes ng- _”w Plasning Prucess
range plans) or wiih r-\pgu (o their 1':&1 vency of use (steading versus sgieu W

Raud eartier defined planaing as a progass of canhlivh.ay snierprise ohjsctiveg
plam). Summary of x tanding and sirzele-use plans iy shown in tible 1.

and <:.:v.':m; a future course of actien for their accomplishment, To fully

Tahle | Summany of Standine and Sinzle-use Plans undersinitd the m'mm g function, it s hetier (o ek atihis pricesses involved
i e > s ' ¢

: 1 . Basicalty, five repelitive and interactive phases are recognised in
NaFtatid oapel ! ’ )
Tiea - Rfiaition Lusgle ! (fyg 1)
| !
. i

| . ,
. o 3 Ceualepeent of Decision 1zt ing BT TR Maluati
L B ) garenal statenand that quides cecision o | i Ly becisian waning RS IH w‘i? I Sraluation of
k s ’ | presises irsaof action | resylig
1k 3 1
q i [ 3
_ ' | [dantification of
3 Fromdune b saries of relitad stes to be follovad | “Travel srases wust b Hllied fa for | altamatives
ir an esiatlished crder to achizve d reinhursant’

Tvalugting of

altasnatives

qT:.‘ st

) R A stetanact TRal eiher presciins of Mo ealing 2l i sl : :
pradisits action By specifying whal az 1 :
individaal nay e n2y ot ds ina H
spacific st tuatiss, : )
v i £i7. 1: Thes2s in the plaaning process .
{ Ty Lplas et vith e futere . Lilocatiza axd wtilimtien ¢f 5 On each phase. an institulion should loex both gheed aad hack to determing how
alocationg and wiilization of vinitws | Bowrs. other phases alfect implemantition at 3 particular tine. Again, they must study
% 3§1¢ :” vaivitiss ol on d t the feasibility of possible courses of action at ¢ach stage. For example, in
j B orer & 5 ! “esiahlishing objectives, iUis necessary to have some idea about the premises
e . ! Suttic drigrny underlying the plans. An ainbitious OhJCCl-‘-“ of ineraasinyg studeat inake hy 505
; : | o '~ in subsequent acadzmic ssssions may be unrzabistic if the human and xnéicrinl
‘ 1 i reguirzments have not been properly putin place. This impiies that the phases
y i | gt i s St 2 el in the planning provess must be considersd siaulisnzoes!y.
S Ay b!.)‘\:;"\""‘ Tad, co., Chizagu: {he Diniden Fras, : .P.:L‘a'(c L. Hslahlightng Objectas 6o
1989, 7 105 I'ne fiest phase in the plarning process is the estabiihimany of an institation's
- ohjectives or goals and thiat of its sub-units. ‘i hey are an essential starting poiny
singe they provide dizection for all other managerial activities, Ohjcu'vc\ q-\cu[/
3 ) where we want o he and what we want to accomplish and whea to aceomplish



£ Befiee objectives are estarished, the mdnager shouid he aware of existing
opportungies as this should form the hasis of establishing 2ay objective(s). For
stance. fmo Staie Universiiy 's decision o mount part-time degree programs in
some disciplines is informed by apportunities existing within it surrounding

enavironment.

Phase 2. Developing Premiszs

Once 2n institution’s ohjectives have been determined, vaderstood and stated,
developing premises about the fulure environment in which they are tu b2
accomplished is essential. This basically involves forecastng evenis or conditions
likely to influence goal atainment. Premises, then, are planning assumptions.
In other words, they constitutz Uie expected environment of plans in operation.
That is, & what edvironmant, intermal or external, will our plans operate?

Phase 3. Decision Makiag

This phase involves selecting e best course of action 10 be pursued from the

possible alternaives. This best course of action selectzd shoulg be able 1

accomplish stated objectives. This phase involves three si2ps.

(1)  Availahle altemnatives ar2 identifi2d;

(2) Each alternatives is evaluated in light of premises about the future;

(3)  Tae zliemative with the highast probability of seacass, provided it s
within 2n insttution's czpabilites, is selected. Itis at this final step that
2 plan of action is adontzd and the climax of what is tarmed the decision-
making process 0CCurs. "

Phase 4. [raplementing 2 Course of Action

Once a plan of action hes hezn adopted, appropriatz action must 02 initiated
ensure i proper implzmaniztion. Plans alone are nd guaraniss of success. Tha

1 ' shaus g N ;.1 1s A A 7 -
hest plazs are worhlass if iy we improperly implemenid and propei
1 e : 2 ey rnaiaa Al el : wy T wl Lo PR L
implzmestation raguires managenial sxili. This phas2 is e Koy 10 ehidCune

planning and very crucizl to the insuiution’s SUCCess.

As soonas the plan of actios is adopied. detziled and workzbie provisions must
be made for its impiementaton and 2il those who will &2 invoived must be

informed and appropriate resources must be ellocated. [Uhas 1 be emphasizey
that sound implemantation is. in every bit, as importani as selecting zn alt:mari:e
from "among availeble courses of action. In this regard, although we hhavc
identified implementation as an indispensudle phase of planmng: it is more
fundamentally a featurs of Lhe entire managemant process. Itis a basic aspect o}
each managerial function. The problem of implemantation of plans can be seen
as:

(1) Managers resisting plans because tey do not unders2nd thenm,

{2)  Managers resisting plans because they haven't besn soid to L“.c'm,

Phase 5. Evaluating Results

This is an assessment of performance based on what is hoped 10 be achievey
Plans and their implementation must be subjecied to constant evaluation, Thié
phase is very critical in the success of the institution and it should take place a
2!l managerial levels, from top manager (o first-lice officers. Both during ang
after implementation, follow-up and control on form of feedback is essenLiZl ﬂ‘)r
effectiveness in plans a5 well as refining of future plaas.

Evaluation enables managers to learn from ex'perience and thus increase (heir
capacity for developing future plans. No matter how careful and thorouch an
institution may be, deviations abound. Such deviations may be from forces
internal o external to the institution.

So plans should not be szen in any way as salc. There may be tmes when
parceived upportunitizs do not materialise, vbjectives are uarealistc, planning
nremises are inaccurate, or the plan of action selected is 1n2pprupriate, Thesz
dzviations can only be identified if and only if an evaluaton of the entire process
s carried out. It is imporiant to stress-here that managers should not consider
themselves failures on seeing any of these deviations or variations. Rather, these
variations should be considered as @ normal but chall2nging managariyl acti»'i(:,v,

Wwhy Plaa?
The question, "why plan?”, is easy to answer but at the same time demands some
thorough answer.  The place of planaing in the life of any organisation or

institetion cannol be over-emphasized. - An instiwtion without plan is like a

-
z

8



christian without Christ. The unly thing he can be sure of 15 ciernal deuth

Essentially, mnstitutio fis plan for four basic reasons izrnsed dbelow.

(h Planning hdps institutions succeed. Ccateris paribusT(all things heing
cqual). :

2)  Planning provides direction and a sense of pumpuse.

3)  Planning helps inaragers cope with change.

4) I’l_lnnmg coniributes to the performance of other maragerizl funztons.

Why Managers Resist Plaming

Despile the windfalls of planning to the institution and the fact thal managers
possess tha skills and foresight n2 essary for effective planning, they sill resist
i Arthur (1989) sttzd 2 number of reasons as fullows:

(3)  Managers have many functions to perform, and planaing is only oae of

several activites competing for their attention.

(b)  Managers prefr to act on immediate problems because they provid
instant feedback. [f manager (Director) helps a contractor 10 secure 2
local pu'chdv order (LPQ), the conuactor’s thanks are given aow.
Planning deals with future events, and its rewards are deferred.

(¢} Good planning is hard work.

(d)  Plans c-ub» usad to measurs result, and somedimes men g 5 dv not want
anyone else to know that thair plans were pourly devised or ce uld not be
accempli sh d. ;

(¢} Planning ofien involves serous thinking and exiznsive pepe

"J
'—n
/
(' -
)\‘

activitiss most managers do not like. I fact, one study founu L“a-:_

comorate exzcutives spend only 10 to 15 perceat of their tUme tinking
(Arthur, 1984). Managers tend to be doers.

Tha long period of raflection and thought reguirad for good plen fing can
h2 painful for pevpls who strive on 2 fast pace.

f)  Planning tzkes time. It is best done as 2 separate activiiy when few
interruptions zre Hkely W occur, 1t may be necessay o find Ridzawavs
and pmcm memants furpwm g, Many manager 2
this effort.

na

!

Nu reason can be civen I\)' any anagdr for fol planning Non-planners gre
alwayy [aced with hl__u probahitily ol misfortuac or & stlure, which they blame o
bad luck,

Stratcgic Planning

Strategic planning and-planming can he convasted.  While we have beeq
discussing the latter from an operationd! perceptive which tends 1o be inward-
looking, focustag on more irect aspect of the institution, the furmer Tocuses on
the institution’s long-term refationship its environment. Strale {egie planor Grand
stralegy as it is sometme called, serves define the vverall character, mission
and direction of an institution or enierprise. Oa focusing on the institution as a
total swﬂm strategic planning recog aises that &l insttutions face many
uneontroliable elements within their environments. Thus, iUis concernad with
shaping an iastitution or enterprise in the eccomplishment of its set goals.

Strategic planning is primarily developed by tup management. But managerial
pusitions mhs rategic plar‘mv responsibility a2 by no means resigigted 10 a few
seqior officers; in an organisation of much size and complexity Iu\e our lertiary
institutions, there are strategy managers up and down the management hierarchy.
The strategy planning function direc tlv involves all managers with line authori’tv
a1 the various levels of management. It should not be & high-level staff funu.tmn
performed by professionals who Lhen handover the Chief Executive Officer
approved plans 10 others 10 carry out in their respective areas of rpspong,mlm
Rather, the srategy-making/srategy-executing (as ks need to fal directly into the
laps of those managers who run thuse pars of the organisation where stratesic
results must be achisved. This creates room for a¢ &or"modaukm of pluralisiic
views if oaly to achieve swrategic suceess end raduc e chances of failurs,
Thers are many straizgic masegers in 2 oypical teriary institetion. For example,
well established university, the Vice Chancellor is @ strategy manager with
hrozd direction-setting responsidility anc saiegic decision~making authority over
the entire L-’m rsitv. The Provost in charge of a colisge 15 a strategy manager
zking and stralegy- mpler“mwo auionity over ail academic.
nd courdinaton r:spuns"bxhues for the whole

Wi §tr 12g)

student and nudgc'.a’;', progamminga

s SRS oo



colleyge

The Deung f the various faculties are sirateyy managers with dire.tion-setting
’_fi“lh“"-f»-.l responaibility for the academic programmes, buduets, studeats in [_'1;
faculty, el Fhe hepds of the various ecademic depanments are stratesy
RGeS Wity firsi-line strategic and supenvisury  responsibiliy for (he
d2partmar:al budget, the department’s undergraduate and  post-graduaie
pregramaie ofierings, students in the department, etc. Heads of non-academic

departments ars N ) an
m;x tments are sruieyy managers with strategy-planaing/stratesy implementation
Iy

Managerial jobs with strategy-planning/sirategy-implementation roles are thes
quite numerous and common. The need to understand e ins and ouls of srategic
Planning and 1 he skilled in suategy thinking, formal strategy analysis, an'mgzal
sualegy reviews and methods of strategy execution is a basic aspect of managing
and is not something that only top managers need to know and to worry 2bout.

in short, what sira tegic planning is and what it involves is something every _

Mmanager and would-he managers nead 0 know ahoul. This is because of 15

.o y =
‘L'lémﬁh ant place in the survival and growth of the institution. Research has shown
that Lhorouﬂ strategy analysis and effective strategy management practices have

;é’;&kl\“ Impacton organisation performances (Stanley House, 1970 and William
: )

Ssentially, managers derive a lot of benefits from engaging in strategic planning.
Cw?:;?:i f:q* and Strickland (1987) outiined the advantages of first raie sirategic
() %’bf»é »C_ &p Mo.m‘m.ent to the strategic management process to include:
usdznce it provides to the entire management hierarchy in muking
Just clear “what it is we are trying to do and to achieve?;
The mwl‘wmn it makes to recognising and Acmond ng to the winds of
& LT:;:“ Raw opnurm:ws and threazening developments;
' < falwnale it des for management in evaluating competing reguesis
, for l"\csm"lt c*pnu' and new staff’
) The coor Simation it adds 1o all the strategv-raiated decision making done
by munagars ucross (he urga...scqun )
[he praciice insizad of rezctiv 2 posiure at it gives to the vrganisation.

The fitth advantage is of 2hcoluiz imporance, as most managers (Chief Execytive
Officer, Directors, etc), ia the r2cent dacades, just rzact and defend managerial
issuss rather than initiatz and lead with a powerful strategy. This has continued
to mar the progress of the dastitutions. It is a well-known fact thiy high
periorming institutions of enzerprice dalinerately try 10 impact their market
targets-with a powerful, opportunistic stratzgy; they like to initiatg and feaq and
not just react and defead.
In their views, the real purpose and value of strategy is to cume up with an action
plan that will, among other things, iafluence the dirsction of industry change iy
thair favour and push performznce to superior levels - a standard for industry
miparison.
ft is imporant to stat2 hers that the hest method to 2 result-oriented strategic
planning is the WOTS Lp Analysis which is the assessment and diagnosis Of w -
eaterprise’s (institution’s) strengths and weaknessas as well as opportunities and
threats for planning purpeses. WOTS UP Analysis are acronyms for weaknesses
opporwunities, threats. sueagths, and underlying planning. Its purpose is to:
(1) Establish an enterprise’s cistinctive competencies '
(2) . ldentfy available opporwunities (market niche) for future growth,

REASONS FOR INEFFECTIVE PLANNING
A manager's efforts in ensuring an effective Planning have somsatimes heen
thwarted by factors intermal aadior external to his working environment.
Sometimes, he is responsible for his inzffectiveness. Kooniz et al (1972)
identified @ number of r2asons itemisad as follows:

(1y  Lackof comm'rm-"m: o) plawne.

(2) - Confusion of Plarning studies with Pla

(3) Failure t0 uw-’*‘ap and implemant sound SL'aicgies.

(&), Lack of meaningful otie cives or ooals,

(3)  Teadency to undar-esiimate the imporiance of planning premises,
(0)  Failure to ses the scape of plans,

(7y  Failurz 1o see planain g as 2 ratonal process,

(3) 'Fxc*\'%iw reliance on experience,

(9)  Failurz to use the principle of the limitag factor,

(10)  Lack of mp management Suppor,



(I Lack of Cear delegition

(12 Lack of adequate control techniques and mbormation
(13)  Resistance to change,
(14)  Failure to review and evaluate lung - ranye plans that have heen developed

by depertment and divisional heads,
(15)  Creating a planning program that lacks flexibility and simplicity and fals
to encourage creativity.

LIMITATIONS OF EFFECTIVE PLANM Nt

We have sean from above some of the practical difficultiss encountered in
planaing. A manager's planning skill may be good vet his planning efforts may
not be realised for reasons o'plamino limitations. These limitations should rot
scare and disceurage managers in their planning efforts, rather their awareness can
help i In equipping their adaptation skiil as well as remove many of the frustrations
in effective planning. Effsctive planning limitations include:

Difficulty of accurate premises

Problem of rapid change

fnternal inflaxibiliny

bxiernally imposed inflexibility

Time and expense.

SUMMARY

The place of planning is seen es very crucial e 2d it adoption a5 @ managemant
tool identifizd as necessitated hy the main fact that all enterprises, organisations
and ingtituiions operate in a dJvnamic eavironmant. Planaing involves selection
of missions aad objectives nacessary for their achievement. 1t can take varicus
fo"_’*’-‘I pumoses or missions, chjectives, strategies, policies, rules, procedurss,
projacts, 1d wdge s. 1t can 2ls0 he classified on the basis of functional argas,
according ¢ 1o the period of Ume over which they ar plc":cted or with respect i
the frequeady of use, Planning 2§ a process invoives five pheses: Establishin
O"JC'U""‘S D‘\“onm premises, Decision-making, Impiementng a cours2 0
ation and Evaluation of resuls.  Each of these phases 1§ considersd
simultansousiv.

ma G

oy

The reason for plenning are seen as henelits accruimg therelfrom and reasony for
the resistanee }x_."m' by managers ranges from, managers having imgny
functivas to perform, to time involved in planring

Planning and straiegic planning (Grand Strategy) ar e distinguished. While (he
former is inward-looking, the latter 1S ouiwa rd-looking, focusing on 2q

ierprise’s or institution’s loag-term relationship to its environment and servipe
(o Jd’mg its uverall character, mission and direction. The best method ohawv
2 result-oriented stratzgic plaa is the WOTS UP Analys: is which is the assessmeng
and diagnusis of an institution’s or enlerprise’s strengis and weaknesses, as we|
as,.uppoﬁunuies and threats for planning purposes.

Reasons for inelfective planning ranges from Jack of commitment 1 planning, 1
ealing a planning programme that facks flexibility and simplicity. Apan from
mm reasons, effective planeing is limited by 2 hu"mer of' factors including
difficulty in accurate premises, problem of rapid change, intemal and externai,
inflexibility and time and expense involved in the planning p.ocess

CONCLUSIONS AND RECOMMENDATIONS
Planning is an indispensable tool in the entire management process. Itis the main
determinant of the insttution's success or failure. Yet the level of aitention given
(0 it by manzgemant al various levels of the institution gives cause for concern.
This nzgative attitude has been attributed to factors and limuitations outined in (he
raper, on one hand and to factors incidenta! in nature, on the vther hand.
However, they can bz improved upon by ohjectively implemeniing the follgwine

s Iy th tahlichad and cyerql
£ \ sonment condutive o affzcuve p"“" e must D2 E5E0LNASC 2N0 suslayne
g B
ol

aqninz should szt at the top and U’.i supporl of oWner managers end
":h”rdiﬂalfs sort;

”u sirical and ohizetve forscasting of possible changes, ntemal and extemal to

he instiiution, should he carried out at the varous stages of te planning process;
Pl anine is a means (o 2n end and therefore no insdtution should spead more, in
lerms uf ime 2nd money, oa planning thaa the expected benefils;



r . '
Planning rmagtt be oryanised

'Manavers should not assume anything in the planning process except it is
sc1enuf'ul}7 trased.

vVaﬂOLs aspects of the plan must be effectively communicated to those already in
‘the process and those to be integrated in the future.

Planning mest be definite.

;%sourccs mecessary for effective planning must be made available to the
‘appropriate officers concerned and in time too.

.Always stat with a good idea.

Obtam employee commitment and involvement.

Dcvelup an implementation plan.
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