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Preface

This series of monographs on the processes and elements of
the system of management are based upon the lecture notes developed
by myself and my colleague, Alan J. Goldstein, in teaching the
AMvanced Management Course to eight successive classes of students
in the Alr Force Institute of Technology's Graduate Logistics Man-
agement Program. The monographs, entitled "Establishing Objectives
and Formulating Policles,” "The Planning Process,” "The Organizing
Process,” "The Directing Process," "The Controlling Process,"
"Decision Making," and "Communicating,“ are published by the School
as seven separate btut related reports -- AU-AFIT-SIl~1-72 through
7-72, respectively.

Since four different textbooks were used over the past few
years in teaching the management course, the lecture notes conse-
qusntly reflected a great deal of the philosophy and views of
¥illiam Scott in his Orsanization Theory:s A Behavicral Anplysip for

Management, of Joseph Massle in his Eggentials of Management, of
Palph Currier Davis in his Fundamentals of Iop Management, and of

Max Richards and Paul Greenlaw in their Management Decigion Making.

Also 1liberally drawn upon was material presented by Richard John-
son, Fremont Kast, and James Rosensweig in their book The Theory
and Management of Svatems, and by William Newman, Charles Summer,

and Varren Kirby in their text The Process of Management: Conoepts,

Behavior, gnd Praotioce.

Both Al Goldstein and I are indedted to all these authors, as
well as many others, for the material used in developing these
monographs. And, of course, all of us -- management professors,
students, and' practitioners alike =-- are indebted to them for their
significant contritutions to management thought, philosophy, and

ucatione Thus it is to theam that this series of monographs mn
nt is dedicated.

JJMES L. QUINN, L{ Colonel, USAF 1972

Chief, Graduate Elucation Wright-Patterson AFB

Division Ohio

School of Systems and Logistics b33
11
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MANAGEMENT

THE PLANNING PROCESS

Management is not new, Early man, for instance,
in joining with other primitives in tribal communes,
needed some degree of managerial ability and organi-
zational skills to survive the hostile environment of
his times, Indeed, throughout recorded history,
management has always been essential to the function-
ing of any purposeful organization.

Things have litctle changed today., Man and organ-
ization -- in order to function, to develop, and to
endure in our complex contemporary environment -- must
depand tc the utmost on all ths theories and concepts,
toels and techniques, and applications of wanageuent,
Decisicn-making, coordination of & muititude cf acti-
vities, and interrelating the people and the processes
of management with the purposes and goals of the organ-
ization are functions universal to all segiznts of
society -- past, present, and [uture, Managemeiit has
never been so important as it ic now in resclving the
problems of today and in meeting the challisnges of
tomorrow,

But what is managemanc? Many differenc defini-
tions hav: been offered; many new ones will likely
evoive, The various definitions depend upon the ori-
entation and basic discipline of the definer., To an
economist, for instance, management is but one of the
factors of production -- the others being land, labor,



and capital, To a political scientist, on the other
hand, management is a system of authority, a hierarchy
of command, a power function of the organization. To
the sociologist, it is & class and status system; to
the psychologist, it is a system of pressures inter-
related to human needs; &nd to the behavioral scien-
tist, nanagement is viewed as the system of relation-
ships becween individuals within the organization and
the eavironment surrounding the organization.l

Management theorists thamselves, however, often
look upon management simply as “the function of getting
things done through people.* In fact, John F, Mee,
one of the foremost writers on management thought today,
cites an early definition by Frederick Taylor, at the
turn of the century, as still being reasonably valid
even now, Taylor; usually considered as the Father of
Scientific Management, stated that management is "know-
ing exactly what you want men to do, &nd then seeing
that they do it in the bust and cheapest wly.'z In
Taylor's definitioa are the elements of all later man-
agement definitions: First, there must be some goal or
desired result --an established and accepted objective
for achievement by group effort, Second, some process
or ways and means of obtaining the goal is required --
a process based on logical and effective thinking for
guidance to achieve the objective, And third, human
effort nmust be utilized in the procese ~-- human effort,
facilitated by other resources, to achieve the objective
which has been established., Thus, management mighc be
viewed as "The process of setting and achieving objec-
tives or desired results in a given environment by the
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use of people and facilitating resources,” a defini-
tion which may be expressed by the simple equation:
“Management = Objective + Process + Human Effort and
Rnoureu."3

Systen of Mapagement

Management might be alternatively viewed as a
system whose elements are intricately related with one
another. A diagrammatic model which may be helpful
in iliustrating the relationships batween these
elements is shown in the accompanying figure,

Three dimensions comprise the cubical model of
the management systea, Within the first dimension
are the management functions of establishing objec-
tives, formulating poiicies, and making decisions,
in the second dimenslion are the traditional managenent
processes of planning, crgaaizing, directing, and con-
troiling. The third dimension represents the bonds
of coamuication which tie together all the elements
of the managewent system,

Within the first dimension ¢f management are cer-
tain overlapping functlions which are common to all the
other functions and processes of management, Any pure
poseful organization must have cicarly estabiished
objectives toward which i~s memters may direct their
energies and efforits, Pollcies must be formulated to
provide guidelines or general parameters within which
actions may be taken to attain these objectives. And,
declsion-rmaking is necessary throughout all the manage-
ment processes if the members of the organization are

3
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tc achieva the established goals witnin tine guidelines
prescribed for thelr actions,

The second diwmension includes the craditional
processes of management, The planning process celin-
eaces the specific steps which should be taken to
attain the organizational goals within the policy
guldelines, The organizing process estedliches
structurai relationships and fuactlional responsibili-
ties Jor the tasks required of cihe osganization and
its menbers, Direccting is the process by waich the
members of the orgunlizatica &re wotivated and zulded
in making decisions in accordaance with the pluns end
within the structursl design and policy constraints
of tile organization, And, controiling is the process
in which actual performance ig measured againsc speci-
fied plans and is redirccted, uv naccusery, tc attain
tine pre-established oojectives,

The final diwmension that ties togetcther ali the
other elemernts, functions, anc procusses of management
are the bonds of commuaication, Without coamunication,
tiie objectives could a0C be estudllished, the pcilcoles
foruulated, or the decisions mace, Nor csuld the
processes of planning, organizing, directing, und con-
troliing e effectively acccomplished end interrelacec
with each other so that ceciscns couid te made within
policy guldelines to achieve organizationtl objectives,

Thus it is evident tiat each of the elements of
the three-dimensional mcdel is an absolutely essential

parc of the management system, Although each elemen:
has been separately idencified, the elements are all



dependent upon ana ianterrelacea with each and every
element in Ttne nanagemeat model., Altaough artificial
bounaarieg are drawn between the diwmensions snowa in
the mouel and the elements illiustrated witinin each
dimension, it must be re-emphasized that no poundaries
exiat within a dynanic nodel of management, Statice
divigions are dissoived and flexibiw Laterrelation-
ships exlist to tha exteat thet the cubical design
separating cthe dimensions and elowants of manageirent
snouid de viewed, i1ustead, &s & spineroid within which
aiy Cche parts are inceraingied with oae anothwr,
furcnarmoxre, the gpnere itaelf would have no defined
boundaries, since Lt would be but a subsystefi of &
lacger gygtea in whicn nonagement i3 a partc of cthe
total envircrment in whieh social, politicel, c¢coaomic,
and technoclogleal faccors Lacvesfuce withi wad Lupact
upon ali the elcments wichin the naunagomcut sygtcil,

Nevertheiess, 1ur purpocus of study, e varlous
clements of the syscen wuot lacspendeatly and separste-
1y considerea so that tielr Laterdepend2acz with one
another and their contribiution to the overall system of
nansgeinent mey be more iuiliy appreclaced. Thusg, to
facilitate understanding ¢f these interrelatlonships,

a microgtudy of eacn elzasnc must be made in crder to
achieve a nacroview of Che manogenane sysien as & whole.

Th: Procece of Plearinx

The process of planning is very closely reiated
to the process of controlling. Planning looks to the
future; controlling checks cthe past., The two, thus,
jointly serve as perspectives for the manager who makes

6



decisions in the preunt.4 In this paper, only the
planning process will be addressed; discussion of the
controlling process will be held in abeyance until a
later paper in this series of monographs.

Although this approach would appear to clearly
separate these two processes, the close relationship
between planning and controlling cannot be overempha-
sized., Indeed, all the processes of management are
closely intereiated, one with the other.

Functions of Planning

What is the function of planning? In its simplest
context, plarming is merely putting a set of elements
in oxder, But this is only a static functionsl defi-
nition., Perhaps a more dynamic description nay be
foraulated by relating planaing te tihic other nanagement
processes, For inscance, objectives and policies con-
stitute the genipermenent fraamework within which the
managers of an organization must operate. The question
for the munager is just what activities the organiza-
tion should undertake znd how they will be undertaken
in order to achieve the objectives within the policy
franework ?

The function of planning, then, is to develop
speciic plans that will assist the manager in making
decisgions to take specific and realistic action in
attaining the organization's objectives in accordance
with policy gutdeltnoa.6 Thus, it is seen that plan-
ning is based on cbjectives, and objectives are set by
using some sort of planning process. And, as policy



is a more detailed way of expressing or delineating
objectives, so too is planning & way of further speci-
fying policy in a more detailed manner,

Similar examples could also be given to show how
planning is closely related to and interfaces with
the other management processes discussed in this
series of monographs. For example, decision-making
may be looked upon &8 the culmination of the planning
process, Decision-making is inextricably iinked to
planning, since docistong are necessarcy at every stage
of the planning process.’ Decision-making, however,
is also directly reiated to all the management pro-
cesses, since decisions are involved in establishing
objectives, formulating policies, and in organizing,
directing, and controlling the siewents and activities
of the organization. FMurcher elavoration of tie rola-
tion between planning and decision-meking wiil be made
later in this paper in discussing various conceptual
approaches or ways to lock at planning. Iirst, how-
ever, some of the obvious requireacnts for planning
will be considered,

Need for Planning

Ours is a dynamic society, and the modern indus-
trial environment is characterized by increasing change
a&na complexicy. The general peiiticzl, ecocnomic,
social, ethicali, and moral philosophies of our country
and of many of the free nations of the world have pro-
moted an atmosphere of freedom of change for the enter-
prise, At the same time, rapidly advancing technology



has fosteied greatly increasing coaplexity in the
operatinns of the organization., As the soclial, poli-
tical, technological, and industrial environments have
beccme more dynamic and complex, business organiza-
tions have come to rocogniio that to grow, even to
survive, in such a dynanic ciimate requires an ever
greater emphasis upon the use of planning &s a means
of coping with the uncertainty of the future,

Elannipz concepts

With a stable environment and uacomplicated
operations, fairly simple planning could be carried
out relatively easily with a short-range viewpoint,
But wita a nore dynamic environment and greater com-
plexity, the organization, as a subsyatem within the
total econonic system, must employ comprehensive plan-
ning in order to adapt to the changing requirements,
Thus, from a systems context, planning might be
broadly defined as the process by which the system
adapts its resources to changing environmental and
internal forces, the purpose being to provide an inte-
grated decision system which establishes the framework
for its aetivittee.a

This systems concept of planning, forwardad by
Johnson, Kast, and Rosenewoig. considers the enter-
prise as an integration of numercvus decision-making
subsystens, and that the function of management plan-
ning is to design an integrated system enhancing the
organizational performance, This involves (1) the
estadblishment of goals, objectives, policies,



procedures, andi organizational relationships on a
systenatic basis for guidance of decision-making and
pianning at various organizacional levels, and (2) the
provision for the flow of inforsation to and from
these planning oontcro.9

In his "Perspectives in the Planning Process,"”
Wroe Alderson cites tiwee ways or perspectives of look-
ing &t planning, all of which are closely num.m

The first approach cited by Alderson is the match-
ing of neans and ends., 10 recognize the need for plan-
ning is to concede chat there is considercbie complexity
either in the means or in the ends, or in both, Thue,
in conteuplating & piuraliity of both weans and ends,
planning is the design of a patter 3 aectivity to pro-
wote the achieveouwent ¢f a set of cbjoctives. But probe
leas arise as to the ways in wiich pilural objectives may
be reiated to euchi other, and parallel pioblems arise
as o the clagsification and wanmgeueat of neans to
achieve these ands.h

Alderson points out that, within & plurality of
ends, a pair of specific gouls nay be related to one
another in three differcnt ways -- tucy may be neutral
toward each other, complismentury, or coaflicting.
First, if the goals are neutral toward each other,
they are irelated chiefly through thicir coupetitive
claims on the available means. In this case, the plan-
ner has the relatively simpic task of alloocating the
resources or effort to each in the proportions relating

10
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to their relative priorities or degrees of dominance,
Second, in the event that a pair of goals may support
and complement each other, the degree of complemen-
tarity btetween the two poals may be either relatively
moderate or so grea:. &8s to make each goal an essential
condition for the attainment of the other, In this
caee, the planner must still make a decision as to
which goal is the doninant one, Third, two goals may
be in direct conflict so that success in one may in-
crease the risk of failure in the other. In this case,
the planner may have to eliminate one of the goals or
create separate orﬁniutiona to give concentrated
attention to each,

The means themselves may be classified in various
ways, First, they may be classified by function, For
instance, in the marketing function, the weans employed
could be classified by the functions of transportation,
advertising, or selling of goods. But a second and
perhaps more important classifiocation of means would
be by the factors affecting their manageability, For
instance, resources vary as to their degree of scarcity
or abundance, the extent to which they can be divided
into smaller units or must remain indivisible, and
their fitness for bdbroad, general use, or for narrow,
specialized uae.13

Decisjion-Making Framework

Alderson describes a second way of looking at plan-
ning by using a decision-making framework. Planning
can be characterized as a process of dealing with groups
of interdependent decisions, The interrelationship of

11
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decisions is fairly obvious, The information required
in making one decision has a bearing on many others.
One particular decision may set a linit on answers to
other questions, And two or more decisions may form

a decision complex which aust be considered as a whoie,
These decisons may be linked to each other over time,
over space, or among components of an organizational
structure, There is also the hierarchy of decisions
represented in the distinction detween strategy and
tacttc-.la

The key decisions which set the basic pattern of
a plan are properly called strategic decisions. The
choice of a strategy embodies a core idea concerning
the relation of means and ends, On the other hand,
tactical decisions relate to the detailed application
of effort in the execution of the core idea, The choice
of strategy establishes the framework for tactical or
routine decisicns, The test of strategy is how well it
can be implemented in other decision areas, And, since
these decisions constitute the substance of planning,
the test of planning is how well it deals with the com-
plex structure of means and ends in such a way as to
promote an optimal result for the organization.ls

Syaten Inputs and Outpyts

Alderson states that a third wey to look at plan-
ning 1s to begin by looking at the inputs and outputs
of the management system, The connection between the
inputs and outputs is obviously related to that between
the means and ends, The outputs are the ends toward
which the operation is directed, The objectives of

12
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planning are to increase these outputa or to improve
the ratio hetween the inputs and cutputs, Means may
be comprehensively defined as the resources available
to management, Inputs represent the use and applics-
tion of such resources in a stated operating potiod.l6

The relation between inputs and outputs is char-
acteristically different according to the length of
the planning period. Planning assignments are distin-
guished as short-range, intermediate, and long-range,
but the distinction cannot be sharply drawn in terms
of the length of tixe that is involved, For conveni-
ent reference, however, short-range planning might be
taken to refer to a period of a year or less, inter-
mediate planning from one to five years, and long-range
planning any period greater than five yaara.l

In short-range planning, the output which can be
measured at the end of the period is set off against
inputs committed at the beginning. In plamning for so
short a sran the planner is usually given a specific
goal or desired level of output as his target, His job
is to utilize the resources available to him, so as to
give the highest probability of achieving tha specified
outputs, The management requirements are exacting with
respect to the detailed programming of activities, but
usually involving no change in the basic strategy or
structure of the operatton.18

At the opposite extreme is long-range planning, in
which the planner visualizes the relation between inputs
and outputs in quite a different way. Some of the in-
puts will almost certainly be capital inputs, and, in

13
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fact, long-range planning often starts with a consider-
ation of capital requirements, Planning which looks so
far ahead is concerned, primarily, with fundanmental de-
cisions, Wit respect to long-range planning assign-
rents, the planner can seldom hope to start with sharply
defined objectives. Ths function of such planning is to
clarify objectives as unush as to detail the strategies
and programs “or achieving them, The planner does not
attempt to determine a pattern of action for the distant
future but to keep the possibilities open and to nreserve
the power to act as the need for action approaches, The
planner uses forecasts or predictions of the future to
construct & vision of developing needs and possibilities,
Yhis practice of peering into the future provides a frame-
work for rational decision-making today.19

Planning of the intermediate range of from one to
five years is in some resgpects a blond of short-range
and long-range planning and in other respects is the
prototype of planning, with the other two being the
liniting cases. Again, the real distinguishing feature
is the characteristic relationship of means and ends,

It couples an open mind as to the exact formulation of
objectives with a fairly precise detailing of the program
to reach these objectives, The period ies long enough to
realize desired outputs at the end of successive fiscal
years, Correspondingly, there is a range of discretion
as to wvhether inputs should be increased or decreased as
the period proceeds or as objectives are gradually modi-
fied. The period is short enough to predict with some
confidence the principal contours of the environament in
which decisions will take place.zo

iRt
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Definition of & Plan

So much for the approaches used to describe the
planning function, It might be ncted that the approach-
es cited by Wroe Alderson embody many of the factors
discussed in the systems/decision-making approach of
Johnson, Kast, and Rosensweig., Alderson has provided,
however, a much broader and multiple-faced view of the
function of plamming.

Attention will now be turned to the product of the
planning process -- the plan itself., A plan may be sinm-
ply defined as a predetermined course of action, This
definition indicates that a plan has three basic char-
acteristics, First, ir must involve the future.
Second, it must involve action, Third, there is an
element of personal or organizational identification or
causation; that is, the future course of action will
be taken by the planner or someone designated by or for
him within the organization, Thus, futurity, action,
and personal or organizational causation are the neces-
sary elements in every plan.21

A more comprehensive definition of & plan is pro-
vided by Richards and Greenlaw, who state that a plan
is "any information output from a substantive decision
transformation which either specifies or guides the
taking of future actions by its members geared toward
overcoming existing or anticipated pJ:-oble-a."22 Four
observations are made concerning this definition, First,
the term "information output” views plans as nessages or
communications transmitted by the planners to other men-
bers of the organization. Second, the phrase "either
specifies or guides” recognizes thst not all organiza-

15
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tional plans explicitly prescribe courses of action.
That is, some plans assume the form of overall objec-
tives, while others serve both as subobjectives and
means toward accomplishing overall ends or goals,
Third, the teyrm “future” recognizes that there is a
time interval between the statement of a plan and the
subsequer.t actions to be taken, Depending on the
purpose of the plan, the time interval will vary from
almost immediate action to activities to be undertaken
years in the future, Finally, the term "anticipated
problens” indicates that the &ction specified in any
pian may or may not take place, depending upon whether
the anticipated problems become a reality or not.23

Several characteristics of a plan are described
by R. C, Davis, A plan involves futurity in that it
usually specifies a time relationship for specified
actions, A good plan must also be objective, logically
sound, flexible but stable, comprehensive yet clear and
simple, A plan must be based upon objectives, It must
be factual, logical, and realistic with respect to the
requirements of the mission and its various undertakings.
It must be flexible enough to adjust smoothly and quick-
ly to changing requirements, yet be stable enough that
it will not have to be abandoned or subjected to funda-
mental modifications., It shculd be sufficiently com-
prehensive to adequately cover all required action, yet
not specify the nature and conditions of the action in
such detail as to be unduly restrictive, Obviously, it
should be unambiguous and simple enough to be understood
by those who must use tt.z
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Hierarchy, Futurity. and Specificity

Although touched upon somewhat in the preceding
discussions, there is a definite relationship between
the level or hierarchy of planning, the futurity or time
interval between the statement of the plan and the ac-
tion contemplated or prescribed by it, and the degree
of speclficity of the plan iteself,

The hierarchy of plans is described by Johnson,
Kast, and Rosensweig, essentially as follows, Broad
plans are established in the form of goals and objec-
tives at a higher organizational level, The top-
management planning function, under systems concepts,
is really one of systems design and should give consid-
eration to the overall goals of the organization and to
the integration of the operation of the subsystems toward
those goals, These broad goals and objectives are then
translated into more detailed and specific plans, which
aro further translated throughout the organization to
even more detailed and more specific plans., In effect,
the planning process is one of spreading out the planning
functions throughout the entire organizational system,
The abstract nature of the highest-level goals and their
value-oriented determination zakes it vitally necessary
for the managerial planning function to translate these
broad goals into more tangible operating objectives,
Thus, a systematic planning hierarchy is absolutely
necessary to insure that effective future action is un-

dertaken to achieve desired goalo.zs y
As R, C., Davis emphasizes, planning always involves
futurity. A time relationship for specified actions is
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normally expressed in quantitative rather than chrono-
logical times, At the higher management level, where
plans are concerned with organizational goals and
objectives, planning frequently involves a time span
covering years, But as we go down the hierarchical
structure, the required degree of futurity in planning
decreases until, at the operative level of the organi-
zation, the time span nay be nll.26

Richards and Greenlaw point out that there is a
decision problem associated with determination of the
time interval between planning and action --a problem
which is, incidentally, faced by planners at any organ
izationai level, The problem is simply that if the
interval between planning and action is either too
short or too long, the particular objectives for that
level of organization may not be fully nmet, Failure
to plan far enough in advance may result in insuffici-
ent lead time for the desired actions to be taken or
it may incur additional costs -- eicher monetary or
psycho-physiological. On the other hand, planning too
far in advance may also incur additional planning
costs, because the plans may have to be revised as a
result of the increased probability that circumstances
will have changed over the longer time 1ntorva1.27

Aldersor: described the planning relationships in
terms of the concern and responsibilities of planners
at various organizational levels., Long-range planning
is, primarily, the responsibility of top management,
assisted by the planning staff of the organization.

It is concerned with orientation to change and contenm-
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plates a future that is open to many possibilities,
and it leads toward some conclusions as to structure
or shape of things to come, Intermediate planning

is, primarily, the responsibility of the planning
staff, It is concerned with strategy, taking struc-
ture as largely determined and making some judgments
about the quantities of inputs and outputs within this
framework, Short-range planning involves greater par-
ticipation on the part of those managers who are close
to the line operation of the organization, It is the
responsibility of line executives, assisted by the
planning staff, It is concerned with current progranms,
taking both the structure and quancity of inputs and
outputs as fixed,
fies the application of the budgeted input to minimize
lost motion in achieving the target mxtput.z8

These relationships between futurity, hierarchy,
and specificity are illustrated in the accompanying
diagran of the three dimensions of planning (Figure 2),
The level of hierarchy is represented by the vertical
axis, the futurity of planning by the horizontal axis,
and the specificity of plans by the diagonal plot be-
tween these axes, Thus, planning activities and
responsibilities range from the highest to lowest levels
of the organization; planning intervals range from con-
cern with immediate actions to consideration of future
contingencies; and the plans themselves may range from
the highly specific to the Liroadly general in nature,

depending upon the level of hierarchy and the degree of
futurity involved,

13

The short-range planner merely speci-
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THE PLANNING
PROCESS

FUTURITY

Figure 2

The Relationships Between
Futurity, Hierarchy, and Specificity
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Perhaps an even better way of viewing these rela-
tionships is shown in the next diagram (Figure 3),
which uses an indifference curve approach to express
or illustrate the dimensions of the planning process.
This representation has certain advantages over the
previocus figure in that it shows that the higher lev-
els of organization are nornally concerned with long-
range planning of & genoral nature but that they can
also be involved in developing short-range, detaliled
plans, Oa the otheér hand, as onc moves down the org-
anizational hierarchy, the planning emphasis shifts
more and more toward shorter-range, specific plans
and iess and less >n long-range, general plans. The
diagram shows that lower echeclons of the¢ organization
will rarely, if ever, be involved plaaning of a gener-
al nature, Indeed;, at the cperatiag level, no matter
what aay be the interval bLatwesn the planning and the
contenpléted actions, manageuent is ilways concerned
with specific, detailed planaing of a procedural
rather than poiicy nature,

aypes of Plaps

According to Johnson, Kast, and Rosenswelig, pians
may be divided into threse broad groupes (1) plans for
gozls and objectives, (2) plans for non-repecitive
action, and (3) plans for repetitive action, Within
each of these dbroad groupings are & wide variecy of
plans, ranging from the broadest type of long-range
goals and objectives covering the operation of the
entire organization down to the detailed planning for
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the shorte-range activities of every individual within
the or;anizatton.zg

Goals and QDjectives

The establishing of goals and objectives was
previously discussed in relation to the hierarchy of
planning. Basically, goals are plans expressed as
resuits to be achieved, Used in this sense, goals in-
clude objectives, purposcs, wissions, standards, dead-
iines, targets, and quoctas., Long-range, higher-level,
strategic organizational goais &re translated by plans
intc more specific, shorter-range, tactical odjectives
for thw lower orgeénizational ievels.

Nen-Repetitive Actions

Plang foir nonerepetitive actions, often called
singleo-uwe plans, arc designed to deal with unique
probiems not normally encountered in the routine
operations of the organizetion. Titey set forth a
particuiar course of action to fit a specific situa-
ticn and may be obsolece wiien the gcal is reached.

There is a hisrarchy of single-us2 plans ranging
from (1) wajor programs, (2) projects, (3) special
progrars, to (4) dectailed plans. Theore are innumer-
&ble examples of planning ccuplex prograus, such as
the design, developuent, and production of a new space
systen, Rapidly advancing technology demands long-
range plaining of large-scale programs. The success
of 2 major program depcnds upon the establishment of
more decailed single-use plans, such as special pro-
grans and detailed plans. These single-use plans all

23



should be integrated into an overall system or hier-
archy of planning.>!

Reperitive Actions

Plans for repetitive action, often called stand-
ing plans, include policies, ctandard methods, and
standard operating procedures designed to cover the
variety of repetitive situations which the organiza-
tion freguently faces. Plans for repetitive action
become the habit pattern of the orgmtutton.n

Although the monograph on policy-making in this
series of papers cites R. C, Davis in stating that a
poliicy is not a plan, nevertheless, in the very
broadest sense, a policy is a plan of action that
guides the mombers of the organization in the conduct
of its operation., Policies generally set broad prem-
ises and limitations within which further planning
activities take pueo.”

Methods and procedures are what one generslly
thinks of when one thinks of standing plans. They are
geared toward providing responses to repetitive,
routine situations. There are several advantages
gained from the use of standing plans, First, they
relieve the manager from routine decision-making, by
providing him with pre-programmed decision rules that
may be applied whenever they are required, Second,
they provide an important vehicle for delegating re-
sponsibility to the lower organizational levels.
Third, they create uniformity of operations throughout
the organization, a similarity of action in meeting
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certain similar situations., Fourtch, they provide for
more equitable treatment of both the organizational
nembers and the organization's clients, by assuring
then of the uniformity of decision ruies, Ard final-
ly, they provide a vehicle by which the influence of
hizher managers nay be extended down through all
organizational 1evela.34

Despite the advantages of standing plans, some
disadvantages or problems are associated with their
use, Standing plans are of no usze when the situation
changes so abruptly that the plan doas not fit the
new situation, They may not permit the organizational
menbers sufficient flexibility in their responses to
declsion probiems, They may coatinue to ba used after
tie condicions whicn led to thelr establisimant no
loizer exist, Ard they may by go detuilied as to
stifle initiative, lead to nounocony, foster boredom,
and thwart the higher-leval paychological needs of the
mempers of the organization,

The Plapripg Procegs

Atteation is now focused oa wnet is often called
the planning process vy whilicih plans are developed,
The steps in the process &re easentially the same as
those discussed in the moaogrepn on the decision-making
process -~ which snould not be too ecurprising since
aecigicn-making is a aighly imporceat ractor in plan-
ning.

The first step in the planning process is estab-
lishing or identifying objectives., This step nay
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require & planning process in itself, espccially at
the top level of the planning hlerarchy where manage-
ment is concerned with iong-range, strategic objec-
tives for the organization. On the other hand, at the
lower levels within the organization, the objectives
may be merely derived {rom the given higher-level ob-
Jectives or policy guidelines, Nevertheliess, an
objective is required in ull plans at &ll hierarchical

1evels.36

The next step in the process ls to establish
pianning premises, These may be derived irom either
pitysical facts and policies or they may be based upon
assumptions about the future; i.,e,, forecasts ox pre-
dictions. Two exampies of ncw the wcesguitys from »nlan-
ring may vacy with tne veildity of che assuuptions or
planning premises are thoge of Seirs koeouck and of
Montgomery Ward in planning for »Hodt-wilr operations
following the Second World War, Montcgonery Ward's
Avery planned the coupsay's operations after the war
o tile premlise chat there weuld d8 a postwar depression,
Ward's is only now beginning te mecover fron the almost
aiszsTircus elfects of < [feulty ausumption which limited
the company's rate of expaacion, In contrast, Sears
Roebucik extensively expancod its retall outlets in the
postwvar period. Saars' actlons were btasea on che prem-
ise vy Wood that there weuld e 4 wijor population
movenent to urban areas, coupied wvith a greutly in-
creased use of cars when thne war was over, Wood is
alleged to have arrived at this premise by thumbing
through the statistical abstracts published by the
government and noting the trends reported therein,
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The translation of his idea into a planning premise
would seem to be a key factor accounting for Sears’
oucstanding growth success, One other example of the
importance of planning premises might be the military
planning which structured our forces for massive re-
taliation, based on the premise that our superior
nuclear weapons capability would provide full deter-
ence to aggreaaion.3

The third step in the planning process is the
search for and the examination of altermative
courses of action., The only points to be made re-
garding this step in the planning process are that
the planner should proceed with an open, creative
mind and that ali plans involvzs a decision choice be-
tween aiternacives, The Ifourth step in the process
is the evaluation of alternatives, weighing the f&c-
tors relating to each. The fifth step is the selec-
tion of the course of acticn deemed most feasible or
appropriate -- the point of decision-making itself,
As has been mentioned, these steps are all quite
similar to those discussed for the decision-making
process, 80 there is 1little need for further elabora-
tion., The finunl step in the planning process is the
formulation of iny necessary aerivatiwve plans for
subordinate echelons of tie organization.38

The requiremen+ for derivative plans is quite
obvious, since planned acvtiions must be undertaken by
the operating elements of the organization., The
higher the level of planning, then the greater the
need for derivative plans that wiil translate the
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planning into action. Less obvious, however, is that
derivative plans may be parallel in nature, Although
it is true that what is planned in one functional
area of the organization will have a determining im-
pact on other areas, planning in all affected areas
should proceed in parallel to the fullest extent that
is possible in orcder to save time, The latter re-
quirement is esgentially the same as the “concurrency
concept” developed by our military R& D pianners to
cut che lead tiues for development and deployment of

our weapons ana erospiace BYBCOES.Jg

The Planni Cycle

Some authori.ties prefer to describe the planning
procuess in ceriis of & planning cyclie that takes iato
congideration the time interval factor previously men-
tioned. First, the objective is estabiished or stated,
Second, the actions are planned --who is to periorm
the action, how and where it will be performed, and
with what rescuices., Third, the actions are scheduled
in quancitative, soretlires chronological, time se-
quences, depericing on the hierarchical level of the
pian, Fourth, the planned actions &are evaluated and
weasured, eltner by logicul analysis, simulation, or
actuai dry ruas o. pilot projects, Next, the plan is
correccted, as may o reguired, with feedback to chang-
ing and revising eicher the objectivie, the plaa, the
schedule, or all three, as the case may dictate,

Next, if correction is indicated and after the adjust-
ment is made, the plan may eicher be re-evaluated and
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re-peasured, or it may be implemented, depending upon
the degree of confidence the planner has in the ad-
Justments that were ude.l‘o

Progragnine

Ever increasing use is being made of programming--
a particular type of planning--within the military
services, the ressarch and development activities, and
many other business organizations. Many organiza-
tional actions are not routine., They are diatinctive,
or special in at least some respects, and their timing
for iwpiementation calls for specific focus and de-
tailed actention. For such activities, whether they
relate to the opening of a new branch office or the
planning of en interplanetary space venture, & program
is needed., A program is simply & detalled, time-~
scthecduled, single-uge plian, It luys out the principal
steps for accomplishing tha mission, and it sets an
approximate time [or each step or action to be accom-
pilshed, The prograa also indicates who should take
eacs step and what resocurces are atc his command and
disposai. !

Many prograuming problems can bte solved by follow-
ing six basic steps, aithough variations will be made
to meet individual situations, The basic stages in
programming are tos (1) divide into scteps the activi-
ties necessary to achieve the objective, (2) note the
relations between each of the steps, especially any
necessary sequences, (3) decide who is to be responsi-
ble for doing each step, (4) determine the resources

2S



e KA

tnat wuli be needed for each step, (5) vstimate the
time required for eacn scep, and (6) assign definite
dates for each part.42

These steps are quite similar to those involved
in settinrg up a PERT (Program Evaluation and Report-
ing Technique) netw rk, Aithoughh PERT is a special
techaique primarsiiy usad <o scheduie ana control
hignly complex proyrams, one of tne important bene-
fits gained from ity use is the fect that is focuses

accention on the aaecuiled planning for a program.43

The steps just listed ure biégsicelly representa-
tlve or stacic pregcauning which assumes that (1) the
action3 necessary Lo &acn.ove an objective are subjecc
to direccicn and maalpulaticn by manageament, and
(Z) management can foiecasc th: t.we factors -- both
availapility and elapuec Tlae --&ad the resources re-
qulred with considerabie wecurzcy, However, neither
of these ussumupticns may be vallad in muny casas --
wnere acclons, timing, und regources are uncertain or
outside the contre: of managonment ¢ are influenced
by extraneous variables, In this evenc, instead of
an inflexible blueprint, the program should be an
evolving patiern of action --a dynamic progrem in
which {eedback deta ie used as the work progresses in
orcder to adjust xl.: progran hen recessacy to deal
witin unpredictable and uncentrclleble conditions.
Dynamic prcgramming, then, includes toth the process-

es of planning e&nd of ccm‘cr'o'l.ling.("4
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Long-range piamirg, like prosramming, is re-
ceiving increasing emphasis within both govermment
and industry., In fact, long-range plamning is becoca-
ing an extremely vital function in a1l types of organ-
izations faced with the dynamic forces working within
our society.

There is no precise meaning for the term "long-
range planning,” but three concepts may be helpful in
giving it meaning. First, as was previously discussed,
long-range planning may be looked upon as the estab-
lishing of the basic strategy of an organization, the
planning that is a nucessary requisite to strategic
decision-making, the process of setting organizational
goals and objectives, However, long-range planning
may also be looked upor either as thinking of long-run
results of current decisions, or as developing an
integrated long-range program for the entire organiza-
tion, The former concept is one of “tomorrow's results
of today's actions,” while the latter is "today's
actions to prepare for tomorrow's reaulta.“45

In looking first at the former concept, we know
that during the course of a year, managers make deci-
sions taking many actions that will have a direct
effect on the health of the organization in future
years, These decisiones should be analyzed by extrapo-
lating their impact into the future, For instance,

a decision by a railroad to buy or not to buy a
thousand frieght cars will affect its income for a
quarter of a century, The future impact of this
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present decision should be closely analyzed. Instead
of basing actions on the assumption that present condi-
tions will continue, managers should try to read the
future, challenge the status quo, and apply imagination
in appraising the likely value of an action in years to
come, The latter concept is the one most generally
thought of as long-range planning -- planning today’'s
actions to prepare for tomorrow's results,

The long-range planning concept involves developing
a master program for the entire organization in order to
achiesve long-range objectives, This concept presupposes
that long-range planning has already been employed to
establish the long-range objectives., After the goals are
set, the actions necessary to achieve them are laid out
for each part or aspect of the organization., Typically,
the progress to made in each part of the total progranm
is specified for annual intervals ranging anywhere from
5 to even 50 years, For example, the Department of De-
fense employs a 15 year plan; and Crown Zellerback, a
pulp and paper manufacturer, must plan ahead for 50 years,
the normal period for a seedling to grow into a tree
ready to provide timber for the market,

Another example of long-range planning is that of
Bell Telephone Systems. In 1910, the company initiated
studies that, given the projected growth rate ol the
company, found the number of switchboard operators needed

|
to handle the forecasted demand for teiephone services i
would likely exceed the available labor supply. Thus the %
decision was made to switch over to the use of dial tele- i
phones instead operator-processed calls --a decision 3
g
#
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involving cons'derable costs for implementation at a time
period when such action was not then required to handle
the existing demand, However, the decision subsequently
proved to be wise since it is estimated that by 1954, had
Bell continued under the old system, over one and a half
million telephone operators would have been needed to
handle the demand for aervicon.48

One more detailed iliustration of long-range plannirg
can be found in the planning procedures of electric utili-
ty companies, deacribed by Newman, Summer, and Warren,
Long-term projections of the demand for electricity are
made for 15 to 20 years in advance. These projections are
later revised ard broken down by geographic areas for a
ten-year advance period; at that time sites are purchased
for generating plants and for transmission lines, Five
years in advance of the anticipated need for service, esti-
mates of capital requirements are prepared and tentative
financial plans are laid, Two years later a formal con-
struction budget based on enginsering studies is prepared.
Actual orders for equipment and construction are issued as
late as possible but still in time to have service avail-
able when it is needed, At any of these stages, adjustment
is likely in anticipated dates, volume, technology, or
other aspects of the progran.49

Generally, then, the essential characteristics of a
master plan or program are (1) that it is comprehensive in
that it encompasses the entire organization and all its
elenents in the plan, (2) that it is integrated into a
balanced and synchronized program for the entire operatiorn,
(3) that it is sequential in that it uses milestones for
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feedback purposes, (4) that it is continually reviewed
and updated, usually annually, and (5) that it is inte-
grated with short-range plans designed to implement the
phasing of actions required by the long-range )Ian.so

Concludine Remarks

In this monograph the process of planning has been
discussed as one of the elements of the management system
in which all the elements are intricately related with
each other, The management system has been viewed in
terns of a three-dimensional model in which one dimen-
sion consists of the functions of establishing objectives,
formulating policies, and making decisions; with the sec-
ond dimension being comprised of the traditional manage-
ment processes of planning, organizing, directing, and
controlling; and with the third dimension represaonting
the bonds of communication tying together all the other
elements of the management systenm,

Although the process of planning is very closely
related to the process of controlling, in that planning
looks to the future and controlling checks the past,
planning is also an integral part of all the other ele-
ments of the management system, Objectives, policies,
and decisions must be planned. Planning is necessary to
achieve effective communications. And, planning is
absolutely essential in organizing the elements, direct-
ing the actions, and controlling the activities of any
organization,
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LT. COLONEL JAMES L. QUINN

Lieutenant Colonel James L. Quinn, a member of the faculty of
the Air Force Institute of Technology's School of Systems and Loglis-
tics, is Chief of the Graduate Education Division, has served as
Head of the Department of Research Studies, and has developed and
taught graduate courses in Advanced Management, Logistics Planning,
and Case Studies in Logistics Management.

His militery experience ranges across a btroad spectrua -- from
the command of combat intelligence units, through the planning and
development of space systems, to his present role as a professor
and administrator in the academic environment. He has served as a
commander of classified operational units of the USAF Security
Service, as a special projects officer within the Directorate of
Operations, Headquarters USAFSS, as a project engineer on the nation's
top-priority space satellite system with the Office of the Secretary
of the Alr Force, and as the systems management officer for a major
space vehicle program with Headquarters Space Systems Division. He
commanded the unit which received the first Alr Furce Outstanding
Unit Awvard for combat operations, he has been a membexr of the United
States Intelligence Board, he represented his command at the first
International Space Symposiums, he was an original member of the
Veapon System Phasing Group that planned many of our present USAF
space programs, and he was the PERT (Program Evaluation and Review
Technique) officer for the first Alr Force space program employing
this sophisticated management and control device.

Lt Colonel Quinn's academic qualifications include a Bachelor of
Science in Engineering and graduate study in Law (both with homors)
from the University of Texas, a Master of Pusiness Administratiom
(Vith Distinction) in Engineering Management from the Air University
Institute of Technology, and a Doctoer of Business Administration
(With Special Recognition from the President) in Management and Be-
havioral Science from Indiana University. Among his many publica-
tions are articles on personnel administration and logistics educa-
tion, a series of casebooks on logistics management, a history of
mansgement thought and philosophy, and technical reports and mono-
graphs on performance appraisal and evaluation, human resources man-
agement, research and development management and evaluation, economic
concentration in industry, and logistics personnel management.

Lt Colonel Quinn holds the academic rank of Assoclate Professor
of Logistics Management and has received the Advanced Professional
Designation for logistics Management from the Society of Logistics
Engineers. His honoraries and memberships have included the Academy
of Management, American Institute of Mining and Metallurgical Engi-
neers, Arnold Air Society, Beta Gamma Sigma, Presiden‘s’' Association
of the American Management Assoclation, Ramshorn Engineering Society,
Scabbard and Blade Society, Sigma Iota Epsilon, Society of American
Military Engineers, and Society of Logistics Engineers.
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