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A bstract

The purpose o f  t h i s  in v e s t ig a t io n  was to  exam ine th e  p la n n in g , 
programming, b u d g e tin g  system (PPBS) a t  a sm a ll, p r iv a te  l i b e r a l  a r t s  
c o l le g e ,  w ith  a  view tow ard p ro v id in g  r e l i a b le  in fo rm a tio n  re g a rd in g  
i t s  o v e ra l l  e f f e c t iv e n e s s  and su g g e s tio n s  fo r  m o d if ic a tio n  in  p ro 
ced u res  and te c h n iq u e s .

I t  was a ls o  hoped th a t  an e x p lo ra tio n  o f  p ro c e d u ra l d e s ig n  and 
im p lem en ta tion , as w e ll as th e  d e te rm in a tio n  o f  p ro b a b le  re a so n s  why 
th e  i n s t i t u t i o n 's  s ta t e d  o b je c tiv e s  were ot were n o t a c h ie v e d , m ight 
p ro v id e  some u se fu l in s ig h ts  and in fo rm a tio n  to  o th e rs  exam ining th e  
p o te n t i a l  consequences and im p lic a tio n s  o f  a program  b u d g e tin g  sy stem .

The methodology involved  p ro c e ss  and perform ance e v a lu a t io n ,  
based  on d a ta  c o l le c te d  through p e rso n a l in te rv ie w s  w ith  key ad m in is
t r a t o r s ,  a q u e s tio n n a ire  survey o f  a d m in is tra to rs  and f a c u l ty  (w ith  a 
100 p e rc e n t response r a t e )  and a  s tu d y  o f  re le v a n t  w r i t te n  docum ents. 
U n an tic ip a ted  consequences were a ls o  s tu d ie d . The Mann-Whitney 
U -Test was used to  determ ine p o s s ib le  a s s o c ia t io n s  betw een r a t in g s  on 
th e  q u e s tio n n a ire  and independent v a r ia b le s  such as le v e l  in  th e  
o rg a n iz a tio n a l h ie ra rc h y ; school a f f i l i a t i o n ;  le n g th  o f  tim e a t  th e  
U n iv e rs ity ; and le v e l  o f  u n d e rs tan d in g  o f  b a s ic  id e a s ,  c o n c ep ts  and 
e lem ents o f  th e  PPB System.

The main b e n e f i ts  accru ing  from th e  system w ere th e  developm ent 
o f  more m eaningful program  g o a ls  and o b je c t iv e s ,  t i e d  to  o v e r a l l  
i n s t i t u t i o n a l  o b je c t iv e s ,  and improved q u a l i ty  o f  i n s t i t u t i o n a l  
p la n n in g .

The p r in c ip a l  problem s en co u n te red  were th e  need fo r  b e t t e r  
o r ie n ta t io n  among c o o rd in a to rs  and f a c u l ty  in  term s o f  how PPBS 
o p e ra te s  and what i t  i s  expected to  accom plish f o r  th e  i n s t i t u t i o n ,  
and th e  need f o r  in c re a se d  access  to  com puter f a c i l i t i e s  to  im prove 
th e  d a ta  base .

I t  was concluded th a t  th e  im plem entation  o f  a p la n n in g , program 
ming, budgeting  system  i s  a d i f f i c u l t  endeavor, r e q u i r in g  a g r e a t  d e a l 
o f  e f f o r t  and p a t ie n c e ,  bu t th a t  i t  does have a g r e a t  d e a l o f  p o te n 
t i a l .  Although f u l l  im plem entation has y e t  to  be a c h ie v e d , th e  
system  was co n s id e red  to  be c o n c e p tu a lly  sound. W hile i t  has n o t 
proved  to  be a  panacea fo r  a l l  p rob lem s, i t  has b ro u g h t about s u b s ta n 
t i a l  improvements in  th e  d e c is io n  making p ro ce ss .

The study  tends to  support th e  c o n c lu s io n s  reach ed  by Kademani 
and DeWoolfson, th a t  th e  more s u c c e ss fu l PPB e f f o r t s  w i l l  T e su lt  from 
a g rad u a l and c a u tio u s  im plem entation p ro c e ss , as opposed to  r e v o lu 
t io n a ry  change.

L i t t l e  s u p p o rt, however, was found f o r  th e  h y p o th e s is  advanced 
by Adams, K ellogg, and S chroeder, th a t  e x ten s iv e  o r  s o p h is t ic a te d  
p lan n in g  p ro c e sse s , such as PPBS, a r e  unwanted and in a p p r o p r ia te  
f o r  i n s t i t u t i o n a l  management in  sm all c o lle g e s ,
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Chapter 1

PROBLEM STATEMENT

G eneral Area o f In q u iry  

D e sp ite  th e  growing volume o f  l i t e r a t u r e  on P la n n in g , Programming, 

B udgeting  S y s te m  and the c la im s and c r i t i c i s m s  s u rro u n d in g  i t ,  very  

l i t t l e  i s  known about re a l l i f e  ex p erien ce  w ith  th e  c o n c e p t in  h ig h e r  

e d u c a tio n .

A lthough m yriads o f s tu d ie s  on e d u c a tio n a l PPBS have been p u b lish e d  

in  r e c e n t  y e a r s ,  they  ex p lo re , f o r  th e  most p a r t ,  th e  t h e o r e t i c a l  and 

c o n ce p tu a l a s p e c ts  o f  th e  system . W hile th e  l i t e r a t u r e  i s  r e p le te  w ith  

assu m p tio n s  and b e l i e f s  about th e  b e n e f i t s  as w e ll a s  th e  p rob lem s, 

th e r e  i s  l i t t l e  em p irica l ev id en ce  in  su p p o rt o f  th e s e  s u p p o s i t io n s .

Most o f  th e  s tu d ie s  to  date have fo llow ed  th e  n o rm a tiv e  app roach , which 

i s  co n cern ed  w ith  how o rg a n is a tio n s  should  behave in  o r d e r  to  ach iev e  

b e t t e r  r e s u l t s .  There are f a r  few er s tu d ie s  d i r e c te d  tow ard  d e s c r ib in g  

what th e  a c tu a l  consequences o f  th e  im p lem en tation  o f  P lan n in g , Program

m ing, B udgeting  Systems have b een .

The S p e c i f ic  Problem 

The p u rp o se  o f  t h i s  in v e s t ig a t io n  was to  e v a lu a te  th e  P lan n in g , 

Program m ing, Budgeting System a t  V irg in ia  Union U n iv e r s i ty .

10
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More s p e c i f i c a l l y ,  th e  s tu d y  was d e s ig n e d :

1 . To d e te c t  any  e x is t in g  d e f e c t s  in  th e  im p le m e n ta tio n  o f  th e
PPB System  i n  accordance w ith  th e  p ro c e d u ra l  d e s ig n

2 . To a s s e s s  t h e  e x te n t  to  w hich ends a r e  b e in g  a t t a i n e d  w ith
re s p e c t  to  th e  U n iv e r s i ty ’ s  s t a t e d  o b je c t iv e s  o f  th e  PPB 
System

3 . To exam ine th e  u n a n t ic ip a te d  consequences o f  im p le m e n ta tio n  o f
th e  PPB S ystem .

D e f in i t io n  o f Terms

Some te rm s used  i n  t h i s  s tu d y  la c k  a u n iv e r s a l  d e f i n i t i o n , ,  o r  m ay, 

b ecau se  o f  t h e i r  te c h n ic a l  n a tu re ,  b e  u n fa m il ia r  t o  t h e  r e a d e r .  T hese 

te rm s a r e ,  t h e r e f o r e ,  d e f in e d  below In  o rd e r  to  make e x p l i c i t  t h e i r  

m eanings a s  u sed  in  t h i s  s tu d y .

E v a lu a tio n  - The measurement o f  th e  e f f e c t s  o f  th e  sy s te m  a g a in s t  

th e  g o a ls  i t  s e t  o u t t o  accom plish  and an ex am in a tio n  o f  th e  u n e x p e c te d  

co n seq u en ces , a s  a means o f c o n t r ib u t in g  t o  su b se q u e n t d e c i s io n  making 

ab o u t th e  system  and im proving i t s  f u tu r e  o p e r a t io n .

P la n n in g , Programming, B udgeting  System  (PPBS) - T here i s  no 

s ta n d a rd  d e f i n i t i o n  o f  PPBS, a lth o u g h  th e r e  i s  g e n e r a l  ag reem en t w ith  

r e s p e c t  to  i t s  b a s ic  com ponents. F o r t h i s  s tu d y ,  i t  i s  d e f in e d  as 

fo l lo w s :  A p ro c e s s  w hich  w i l l  en a b le  th e  c o l le g e  a d m in i s t r a to r s  to

e v a lu a te  a l t e r n a t i v e  u s e s  o f  a v a i la b le  r e s o u rc e s  in  a  s y s te m a t ic  m anner 

and d e r iv e  a  lo n g -ra n g e  p lan  which w i l l  in c lu d e  th o s e  academ ic and 

s u p p o r t  s e r v ic e  program  p la n s  t h a t ,  i n  th e  judgm ent o f  th e  a d m in is t r a 

t i o n ,  b e s t  prom ote t h e  o v e r a l l  g o a ls  o f  th e  i n s t i t u t i o n .  (The te rm s 

PPBS; program  b u d g e tin g ; and P la n n in g , P ro g ra m in g ,  B u d g e tin g  System  

w i l l  be used  in te rc h a n g e a b ly  in  t h i s  s tu d y . )
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P lann ing  -  That component o f  th e  system  which in v o lv es th e  s e le c 

t io n  from among a l t e r n a t iv e s  o f  i n s t i t u t i o n a l  g o a ls » p o l i c i e s ,  p ro 

ced u res , and programs d i r e c te d  tow ard in su r in g  " r a t io n a l  c o n tro l o f  th e  

f u tu r e ."

P ro g ram in g  - That component o f  th e  system  which r e s u l t s  in  th e  

g e n e ra tio n  o f  a s e r ie s  o f  a l t e r n a t iv e  programs an d /o r a c t i v i t i e s  

designed to  achieve s ta te d  o b je c t iv e s .  P ro g ram in g  in c lu d es  m u lti-y e a r  

p lan n in g  and program rev iew .

Budgeting - That component o f th e  system  which in v o lv es th e  match

ing o f  programs w ith  re so u rc e s , o r th e  a l lo c a t io n  o f  funds among c a re 

f u l ly  conceived competing e d u c a tio n a l p la n s  and program s.

Long-range Plan o r  M u lti-y e a r  P lan - A f iv e -y e a r  p la n .

Program Budget - A f i s c a l  p lan  which d isp la y s  re so u rce  req u irem en ts  

by program s in s te a d  o f  th e  u sua l l in e - i te m  c a te g o r ie s  o f  t r a d i t i o n a l  

budgets.

Key A d m in istra to rs  - Members o f  th e  A d m in is tra tiv e  Council and th e  

Academic A ffa ir s  Committee, Chairman o f  th e  P lann ing  Team, Chairman of 

th e  A n a ly tic a l S tud ies  Team, th e  Head L ib ra r ia n , th e  D ire c to r  o f  

C ounseling S e rv ic e s , and th e  D ire c to r  o f  th e  Learning Resources C enter.

M ission - Broad, o v e r a l l ,  lo n g -te rm  purpose o f  th e  i n s t i t u t i o n .

Goal - Something le s s  rem ote th an  m iss io n , more d e f in i t i v e  and 

capable o f  achievement in  a c e r ta in  p e r io d  o f  tim e, perhaps f iv e  to  ten  

y e a r s .

O b jcc tiv e  - A c le a r ,  c o n c ise , s p e c i f i c  s ta tem en t o f  an end to  be 

accom plished , derived  from m ission  and g o a l s ta te m e n ts , and ex p ressed  in  

a form so th e re  can be no q u e s tio n  as  to  w hether o r  n o t i t  has been met.
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L im ita tio n s  o f th e  S tudy  

T h is  s tu d y  i s  U n i te d  to  th e  ex p e rien ce  o f  one e d u c a tio n a l i n s t i t u 

t i o n  w ith  th e  im plem entation  o f  th e  P la n n in g , P ro g ra m in g , Budgeting 

System . Because o f  t h i s  f a c t ,  th e  s tu d y  sh o u ld  be c o n s id e re d  a s  ex

p lo r a to r y ;  no g e n e ra l iz a t io n s  to  o th e r  i n s t i t u t i o n s  a re  in te n d e d .

A lthough i t  i s  n o t claim ed th a t  V irg in ia  Union U n iv e rs ity  i s  

r e p r e s e n ta t iv e  o f  a l l  e d u c a tio n a l i n s t i t u t i o n s ,  o r  even o f  a l l  sm a ll, 

p r iv a te  l i b e r a l  a r t s  c o l le g e s ,  i t  i s  f e l t  t h a t  an e x p lo ra t io n  o f  p ro 

c e d u ra l  d e s ig n  and im p lem en ta tion , a s  w ell a s  a d e te rm in a tio n  o f  p rob

a b le  r e a s o n s  why o b je c t iv e s  were o r  were n o t a c h ie v e d , may p ro v id e  some 

in s ig h t s  and in fo rm a tio n  which w i l l  be u s e fu l  to  o th e r s  exam ining th e  

consequences and im p lic a tio n s  o f  t h i s  c o n t r o v e r s ia l  in n o v a tio n . Only 

th ro u g h  re p e a te d  in v e s t ig a t io n s  o f  a c tu a l  s i t u a t i o n s  w il l  i t  be p o s s ib le  

to  s p e c i fy  w ith  a h ig h  degree o f  con fid en ce  th e  c o n d itio n s  u n d er which 

a PPB System  i s  most l ik e ly  to  succeed  o r f a i l  and th e  p ro c e sse s  by 

which su c c e ss  o r f a i l u r e  come ab o u t.

F in a l ly ,  th e  s tu d y  w il l  s u f f e r  from th e  norm al l im i ta t io n s  o f an 

ex p o s t  f a c to  s tu d y .



Chapter 2

BACKGROUND OF THE PROBLEM

Need f o r  t h e  Study 

Many s tu d e n ts  o f  e d u c a tio n a l  a d m in is t r a t io n  have shown a  grow ing 

i n t e r e s t  in  PPBS and have u rg ed  e d u c a t io n a l  i n s t i t u t i o n s  to  a d o p t i t*  

D e sp ite  t h i s  f a c t ,  v e ry  l i t t l e  i s  known abou t t h e  PPB System  i n  o p e ra -  

t i o n .  ’'The l i t e r a t u r e  i s  c h a r a c t e r i z e d ,"  a s  p o in te d  o u t by S h an i (1 9 7 0 ), 

’■by much p r e s c r i p t i o n  and l i t t l e  d e s c r ip t io n "  (p . 2) .

The need  f o r  b e t t e r  in fo rm a tio n  i s  em phasized in  an e d i t o r i a l  n o te  

from a p u b l ic  a d m in is t r a t io n  symposium r e p o r t  (W aldo, 1969), w hich  r e a d s ,  

in  p a r t :

To th e  e x te n t  t h a t  PPB p r e s e n t s  u s  w ith  new t o o l s ,  we need  to  
sh a rp e n  and t o  u se  them; t o  th e  e x te n t  i t  r e p r e s e n t s  m ake-work 
and  d e lu s io n ,  we need to  know i t *  Both u rg e n tly *  (p . 112)

A lthough t h i s  s ta te m e n t a p p e a re d  e ig h t  y e a r s  ago , th e  n eed  to d a y  i s

j u s t  a s  g r e a t  when a p p l ie d  to  PPB i n  an  e d u c a t io n a l  s e t t i n g .  Though i t

has been  re c o g n iz e d  t h a t  th e  i n t r o d u c t io n  o f  PPB i s  a lo n g  and d i f f i c u l t

p ro c e s s ,  t h e  l i t e r a t u r e  has te n d e d  t o  c o n c e n tr a te  on th e  PPB c o n c e p t

i t s e l f ,  r a t h e r  th a n  on th e  im p le m en ta tio n  o f  t h e  system  and on th e

e v a lu a t io n  o f  i t s  co n seq u en ces.

A side  from  th e  g e n e ra l  n eed  f o r  expanded know ledge w ith  r e g a rd  to

th e  e f f e c t s  o f  PPB in  an e d u c a t io n a l  s e t t i n g ,  t h e r e  i s  a  need  f o r  a

g iv en  i n s t i t u t i o n ,  h av in g  made th e  d e c is io n  to  im plem ent a new t o o l ,  t o

a s s e s s  i t s  v a lu e .

1 4
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The su ccess  o f  i n s t i t u t i o n s  o f  h ig h e r  e d u c a tio n  to d a y , p a r t i c u l a r l y  

s m a ll ,  p r iv a te  l i b e r a l  a i- ts  c o l le g e s  w ith  sm a ll endowments, I s  v e ry  

l i k e l y  to  be d ep en d en t, in  p a r t ,  upon th e  a b i l i t y  to  s u c c e s s f u l ly  employ 

te c h n iq u e s  t h a t  ho ld  p rom ise  o f  im prov ing  th e  d ec is io n -m ak in g  p ro c e s s .

I f  V irg in ia  Union U n iv e r s i ty  i s  n o t o n ly  to  su rv iv e  b u t a l s o  to  t h r i v e ,  

i t s  to p  p o l ic y  makers m ust have th e  k in d  o f  e v a lu a t iv e  in fo rm a tio n  which 

w i l l  en a b le  them to  a d d re s s  th e  i s s u e s :  Should a g iven  system  be con

tin u e d  o r  d isc o n tin u e d ?  I f  c o n tin u e d , sh o u ld  i t  c o n tin u e  w ith  th e  same 

p ro c ed u re s  and te c h n iq u e s ,  o r  sh o u ld  i t  be m odified?  I f  m o d if ic a t io n  

ap p ea rs  f e a s i b l e ,  in  what ways sh o u ld  i t  be done? R e lia b le  in fo rm a tio n  

w ith  re g a rd  to  th e  o v e T -a ll  e f f e c t iv e n e s s  o f  th e  PPB sy stem , im plem enta

t io n  o f  w hich began s ix  y e a rs  ago , i s  now a  n e c e s s i ty .

A ssum ptions

C onfron ted  w ith  th e  ta s k  o f  m anaging com plex, ex p en siv e  o rg a n iz a 

t i o n s ,  a d m in is t r a to r s  a t  i n s t i t u t i o n s  o f  h ig h e r  e d u ca tio n  have begun t o  

tu rn  t h e i r  a t t e n t i o n  to  to o l s  o f  modem management. They aTe se e k in g  

new ways to  make in form ed d e c is io n s ,  w hich w i l l  n o t on ly  a s s u re  s u r v iv a l ,  

b u t which w i l l  a ls o  s u s ta in  th e  q u a l i t y  o f  e d u c a tio n a l p ro g ram s. I t  i s  

assumed t h a t  th e  PPB model p ro v id e s  a  v ia b le  a l t e r n a t iv e  to  th e  conven

t i o n a l  d ec is io n -m ak in g  p ro c e s s e s .

I t  i s  f u r th e r  assumed t h a t  th e  t r u e  im port o f  any re f in e m e n t in  th e  

d ec is io n -m a k in g  p ro c e ss  l i e s  n o t in  th e  fo rm u la tio n  o f  an  e le g a n t  hypo

t h e t i c a l  m odel, b u t r a t h e r  in  a  d e m o n s tra tio n  o f  i t s  w o r k a b i l i ty  and 

re le v a n c e  to  achievem ent o f  o r g a n ! ta t io n a l  o b je c t iv e s .
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R ela ted  L i te r a tu r e  

The purpose  o f th e  l i t e r a t u r e  review  w i l l  be t o  ex an in e  th e  

developm ent o f PPBS as a to o l in  h ig h e r  e d u c a tio n ; t o  rev iew  th e  

com & entary, o b se rv a tio n s  and recom m endations o f  r e s e a r c h e r s  in  th e  f i e l d  

o f  PPBS; and to  review  w r itin g s  which have a d i r e c t  b e a r in g  on th e  p ro 

posed study*

H is to r i c a l  P e rsp e c tiv e

A lthough PPB came in to  i t s  own in  th e  e a r ly  1 9 6 0 's  when i t  was 

im plem ented in  th e  Department o f  Defense u n d er S e c r e ta ry  Robert S. 

McNamara, some a u th o r i t i e s  claim  th a t  th e  b a s ic  id e a s  came, in  f a c t ,  

from  th e  b u s in e ss  w orld (C le lan d  5 King, 1968; M erew itz g S osn ick , 1971; 

W ieland 5 U l l r ic h ,  1976). The q u e s tio n  o f  where i t  o r ig in a te d  i s  le s s  

im p o rta n t th an  is  th e  r e c o g n i t io n  o f th e  s i m i l a r i t y  o f  management p ro b 

lems fa c e d  by many complex o rg a n iz a t io n s .

T r a d i t io n a l  b u d g e tin g  te c h n iq u es  had proved  in a d e q u a te  fo r  th e  

p roblem s faced  by th e  Defense D epartm ent in  j u s t i f y i n g  budget re q u e s ts .  

There was a ls o  a need f o r  lo n g -ran g e  p la n n in g . In  1961, C harles J .  

H itc h , A s s is ta n t  S e c re ta ry  o f Defense and C o m p tro lle r ,  in  resp o n se  to  

th e s e  n eed s  and w ith th e  encouragem ent o f S e c re ta ry  McNamara, p rep a red  

th e  f i r s t  Defense budget in  program  te rm s . He u t i l i z e d  techn iques 

developed  by th e  A ir Force System s Command in  c o o p e ra t io n  w ith  th e  RAND 

C o rp o ra tio n , an indep en d en t, n o n p ro f i t  r e s e a r c h  and developm ent o rg a n i

z a t io n  e s ta b l is h e d  to  fo cu s  on government p rob lem s. H itch  bad p re 

v io u s ly  been  C h ie f Economist a t  RAND. L a te r ,  he became P re s id e n t o f  th e  

U n iv e r s i ty  o f C a l i f o rn ia  and e s ta b l is h e d  program  b u d g e tin g  p ro ced u res  

f o r  th e  e n t i r e  system o f  p u b lic  c o lle g e s  and u n i v e r s i t i e s  in  th e  S ta te  

o f  C a l i f o rn ia .
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Follow ing th e  i n i t i a l  su ccess  of PPBS in  th e  D epartm ent o f  D efense, 

on August 25, 1965, P re s id e n t Johnson mandated i t s  im plem en ta tion  in  

each departm ent and agency o f  th e  E xecu tive  Branch o f  th e  f e d e ra l  govern

ment * He h a ile d  i t  as a re v o lu tio n a ry  new system , which would p e rm it 

th e  s e le c t io n  o f  th e  most e f f e c t iv e  and le a s t  c o s t ly  a l t e r n a t i v e  to  

a ch iev in g  American goals ("Johnson A lte r in g  U, S. Cost C o n tr o l ,"  1965].

The ap p aren t success o f th e  PPBS ex p e rien ce  in  th e  D efense D ep art

ment le d  to  i t s  adop tion  n o t on ly  by o th e r  f e d e ra l  a g e n c ie s ,  b u t a l s o  by 

s t a t e  and lo c a l governments and b u s in ess  and m edical o rg a n iz a t io n s  

(L u thans, 1973; W esolowski, 1974). In th e  words o f  M erewitz and 

Sosnick (1971), i t  "had become epidem ic by 196B,"

Enthusiasm  f o r  PPBS appears to  have waned somewhat in  r e c e n t  

y e a rs , a lthough  a number o f  system s a re  s t i l l  fu n c tio n in g  in  one form  

o r a n o th e r ; and Frank (1973) su g g ests  t h a t  a sy s te m a tic  ex am in a tio n  of 

th e se  system s, as w ell as th o se  which have been abandoned, would 

r e s u l t  in  u se fu l g e n e ra l iz a t io n s  about th e  f a c to r s  which c o n t r ib u te  to  

su ccess  o r  f a i l u r e .  R efu sa l to  examine th e  numerous PPB e x p e rim en ts , 

he add s, w i l l  r e s u l t  in  a  lo s s  o f  v a lu a b le  in fo rm a tio n  on in n o v a tiv e  

decis ion -m ak ing  te c h n iq u e s .

E d u ca tio n a l PPBS

The Department o f  Defense p io n eered  in  p roducing  program  b u dgeting  

concep ts  which were thought to  be a p p ro p r ia te  f o r  e d u c a tio n , bu t i t  was 

no t u n t i l  196B th a t  th e  i n i t i a l  s tu d ie s  r e l a t in g  to  PPB in  h ig h e r  

e d u ca tio n  appeared  (Newton, 1972), S in ce  i t  h as  only  r e c e n t ly  become 

a t t r a c t i v e  as a  p lan n in g  and management to o l in  th e  f i e l d  o f  h ig h e r



IB

e d u ca tio n *  i t  has n o t y e t been  p e r f e c te d  and th e r e  i s  no s ta n d a rd  m odel. 

A lthough a  g re a t  d e a l  I s  b e in g  w r i t t e n  ab o u t management te c h n iq u e s  

a p p ro p r ia te  to  th e  s o lu t io n  o f  r e s o u rc e  a l l o c a t io n  problem s* th e r e  i s  

l i t t l e  e m p ir ic a l  r e s e a rc h  from w hich c o n c lu s io n s  ab o u t th e  a c tu a l  s t a t u s  

o f  PPBS in  h ig h e r  e d u ca tio n  can be  draw n. Because o f  t h i s  f a c t*  many 

re s e a rc h  r e s u l t s  have been l a r g e ly  su p p o rte d  by th e o ry  b ased  argum ents.

Among th e  w r i t in g s  which a r t i c u l a t e  c o n ce p tu a l schemes o f  what 

PPBS ought to  be a r e  th o se  by F ie ld e n  (1 9 7 3 ), J e lle m a  (1 9 7 2 ), LamouTeux 

(1975)* and Wesolowski (19741.

The th r e e  b a s ic  concep ts  o f  any PPB system  i d e n t i f i e d  by W esolowski

a r e :

1. An a n a ly t ic  c a p a b i l i ty  w hich c a r r i e s  o u t co n tin u in g *  
in -d e p th  a n a ly s is  o f  th e  c o l l e g e 's  o b je c t iv e s  and i t s  
v a r io u s  program s to  m eet th e s e  o b je c t iv e s

2. A m u lt i -y e a r  p la n n in g  and p r o g ra m in g  p ro c e s s  which 
in c o rp o ra te s  and u se s  a com puter based  management 
in fo rm a tio n  system  to  p r e s e n t  d a ta  in  m ean in g fu l form 
f o r  management d e c is io n  making

3. A b u d g e tin g  p ro c e ss  w hich can  ta k e  program  d e c is io n s
and t r a n s l a t e  them in to  a  f in a n c i a l  p la n  in  a budget form,
(p . 6)

J e lle m a  (pp, 12-17) d e s c r ib e s  th e  p ro c e ss  o f  program  b u d g e tin g  in  

te n  s te p s  and d is c u s s e s  th e  p ro b a b le  im pact o f  th e  system . These s te p s*  

b r i e f l y  s ta te d *  a r e :

1. E s ta b l is h  g o a ls  and o b je c t iv e s .

2. Develop a l t e r n a t e  program s t h a t  w i l l  accom plish  th e  same 
g o a ls ,

3. E s tim a te  re so u rc e  re q u ire m e n ts  fo r  each  a l t e r n a t i v e .

4. E s tim a te  b e n e f i t s  to  be g a in ed  from  each program  a l t e r n a t i v e .
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5. Develop an o p e ra tin g  p lan  by s e le c t in g  from among 
a l t e r n a t iv e s .

6 . T e s t th e  lo n g -ran g e  f i s c a l  im p lic a t io n  o f th e  p la n .

7. Compile th e  annual budget.

B. E v a lu a te  th e  su c c e ss  o f th e  program .

9 . Review p lan n in g  s ta n d a rd s .

10. Repeat th e  c y c le ,  to  accommodate changes in  o b je c t iv e s ,  
g o a ls ,  a v a i la b le  re so u rc e s , and th e  i n s t i t u t i o n 's  
env iro n n e n t.

J e lle m a  su g g e s ts  th a t  r e s is ta n c e  w i l l  be o f fe re d  t o  program budget

ing on th e  grounds t h a t  assessm ent o f  program  b e n e f i t s  i s  too  d i f f i c u l t ,  

consequences o f  ch o ices  may be e v a s iv e , and m istak es  a r e  more e a s i ly  

r a t io n a l i z e d  i f  a d m in is tr a to rs  "p lay  i t  by e a r ."

Lamoureux l i s t s  te n  s im i la r  s te p s  sum m arizing a norm al procedure 

to  be fo llow ed  under most c ircu m sta n ce s , w h ile  re c o g n iz in g  th a t  i n s t i t u 

t io n s  v ary  in  terms o f  im plem entation and a c c o u n ta b i l i ty .

F ie ld e n  a ls o  i d e n t i f i e s  and exam ines component c o n c e p ts  and te c h 

n iq u es  o f  PPBS and concludes th a t  i f  ad o p ted  i t  can  e n su re  th a t  a 

u n i v e r s i t y 's  p lan n in g  p ro c e ss  conforms to  a lo g ic a l  d i s c i p l i n e .

A ttem pts a t  im plem entation  o f  P la n n in g , Program m ing, Budgeting 

System s have met w ith  v a ry in g  r e s u l t s .  W eathersby and B a ld e rs to n  (1972) 

concluded , a f t e r  rev iew ing  th e  ex p e rien ce  w ith  PPBS a t  th e  U n iv e rs ity  

o f  C a l i f o r n ia ,  th a t  PPBS1 tim e had n o t y e t  a r r iv e d  i n  h ig h e r  e d u c a tio n . 

T his was t r u e ,  they  s a id ,  because  to o  much em phasis had been p laced  on 

th e  m echanics and th e  form alism  o f PPBS and to o  l i t t l e  em phasis had 

been p la ce d  on th e  concep ts and s p i r i t  o f  PPBS. The D epartm ent o f
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D efense model was deemed In a p p ro p r ia te  fo r  h ig h e r  e d u ca tio n  in  t h e i r

view because e d u c a tio n a l i n s t i t u t i o n s

. . . f o s t e r  d iv e r s i ty ,  seek d i f f e r e n t i a t e d  in s te a d  o f  homo
geneous v ie w p o in ts , o p e ra te  on a  c o l l e g i a l  system  in  which 
each f a c u l ty  member c o n s id e rs  h im se lf  prim us i n t e r  p a r e s , 
d e c e n tra l iz e  management to  dozens o f  departm en t chairm en 
and d eans, and r a r e ly  a ttem p t to  d e te rm in e  i n s t i t u t i o n -  
wide o p e ra tio n a l  o b je c t iv e s ,  (p . 51)

On th e  o th e r  hand , R ic h te r  (1971) r e p o r te d ,  on th e  b a s is  o f  a  study 

o f  two h igh  s c h o o ls , t h a t  th e  a p p l ic a t io n  o f  PPBS to  ed u ca tio n  h a s  g re a t  

p o t e n t i a l .  In  a d i s s e r ta t io n  which d e a l t  w ith  th e  e s ta b lish m e n t and 

im plem entation  o f  a P lanning-Program m ing-B udgeting System in  th e  N iles  

Township High School System in  S kok ie , I l l i n o i s ,  h i s  o b je c t iv e s  were 

( 1) to  c i t e  a  case  s tu d y  of th e  in a u g u ra tio n  o f  th e  program , and ( 2) to  

a s c e r ta in  th e  e f f e c t  o f  th e  system  on te a c h e r  m ora le . Using a p r e t e s t -  

p o s t t e s t  c o n tro l  group d es ig n , he a d m in is te re d  q u e s tio n n a ire s  d esig n ed  

to  p ro v id e  a  m easure o f  m orale . The p r e t e s t  re sp o n se s , analyzed  by th e  

t - t e s t ,  re v e a led  no s ig n i f ic a n t  d if f e re n c e s  betw een th e  two g ro u p s , so 

i t  was assumed th a t  th e  groups began from an e q u iv a le n t b a se . H ie p o s t 

t e s t  resp o n ses  showed some s ig n i f i c a n t  d i f f e r e n c e s  a t  th e  .05 le v e l  and 

o th e rs  a t  th e  .10  l e v e l ,  fav o rab le  to  th e  ex p e rim en ta l group, w hich 

tended  to  confirm  th a t  PPBS im plem entation  had a p o s i t iv e  e f f e c t  on 

te a c h e r  m orale.

R ic h te r  d e sc rib e d  th e  PPBS model used in  th e  ex p erim en ta l s i t u a 

t i o n ,  and concluded t h a t  t h i s  method i s  in h e re n t ly  advan tageous, s in c e : 

( 1) I t  in v o lv es  a l l  persons r e la te d  to  th e  system  being  s tu d ie d ,  (2) 

problem s a re  i d e n t i f i e d  and o b je c t iv e s  c re a te d  t h a t  b e s t meet th e  needs 

o f  a l l ,  and ( 3) a l l  groups a s s i s t  in  d e v is in g  methods to  move tow ard
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im plem enting th e  o b je c t iv e s  by ta k in g  In to  acco u n t re so u rc e s  and con

s t r a i n t s  in  th e  developm ent o f  many a l t e r n a t i v e  ways to  re a c h  th e  f i n a l  

g o a l .  T h is  en ab le s  d e c is io n  m akers to  s e l e c t  th e  s o lu t io n s  w hich w i l l  

be most e f f e c t i v e  and which w i l l  u se  r e s o u rc e s  most e f f i c i e n t l y .  In  

R ic h te r 's  w ords:

I t  seems ax io m a tic  t h a t  w ith  a l l  p e rso n s  r e l a t e d  to  th e  
i n s t i t u t i o n  In v o lv e d , PPBS w i l l  a id  in  in c r e a s in g  r e l e 
v an ce , s tr e n g th e n in g  c u r r ic u lu m , u t i l i z i n g  o b je c t iv e s  
more e f f e c t i v e l y ,  and making th o s e  charged  w ith  execu
t i o n  o f  th e  p la n  more a c c o u n ta b le  fo r  t h e i r  a c t io n s .
(pp . 172-173)

Andrew (1973), a f t e r  a n a ly z in g  two methods o f  im plem enting PPBS a t  

th e  U n iv e r s i ty  o f  U tah , a l s o  con tended  th a t  PPBS has a  d e f i n i t e  r o le  to  

p la y  In  im proving e d u c a tio n a l  management. He b e l ie v e s ,  how ever, th a t  

th e  em phasis should  be s h i f t e d  from economic o r  system  a n a ly s is  to  th e  

d e f i n i t i o n  o f  program s and m iss io n s  and th e  o r g a n iz a t io n a l  change 

r e q u ire d  to  "make program s h ap p en ."

The f i r s t  o f  th e  two m ajor e f f o r t s  a t  P la n n in g , P ro g ra m in g , 

B udgeting a t  th e  U n iv e rs i ty  o f  U tah in v o lv e d  a f iv e -y e a r  p la n  f o r  th e  

t o t a l  U n iv e rs i ty .  A m ini management In fo rm a tio n  system  was developed  

in  m odular form so  i t  cou ld  be e n la rg e d  e f f i c i e n t l y  as  p la n n in g  d ev e lo p 

m ents demanded, and q u a n t i t a t i v e  a n a ly s is  was u sed  e x te n s iv e ly  in  

e v a lu a t in g  v a r io u s  program s f o r  g u id an ce  in  lo n g -ra n g e  p la n n in g  and 

budget d e c is io n s .

In  th e  second c a s e ,  a v e ry  l im i te d  t r i a l  a t  in te n s iv e  P la n n in g , 

P ro g ra m in g , and B udgeting  was u n d e r ta k e n . In  t h i s  c a s e , th e  U n iv e r s i ty  

used system s a n a ly s is  and th e  m ajo r th e o r ie s  o f  PPBS to  d evelop  a p la n ,
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program , and budget f o r  one m ajo r in s t r u c t io n  and re s e a rc h  program  w ith  

s e v e ra l  subprogram s, d e f in e d  by c a re e r  and r e s e a r c h  needs.

In  Andrew1s o p in io n  th e  l a t t e r  ap p ro ach , m ore f u l l y  than  m o st, 

meets th e  e x p l i c i t  and im p l i c i t  c r i t e r i a  o f  PPBS, in c lu d in g  s p e c i f i c  

r e s p o n s ib i l i t y  and a u th o r i ty  f o r  m eeting o rg a n iz a t io n a l  o b je c t iv e s .

He a ls o  advances th e  id e a  t h a t  many s tu d ie s  and recom m endations f o r  

PPBS in  h ig h e r  ed u ca tio n  have n o t g iven  ad eq u a te  a t t e n t io n  to  th e  

problem  o f  program d e f i n i t i o n  and o rg a n iz a t io n a l  change.

Shani (1970) found s ig n i f i c a n t  gaps betw een th e  b lu e p r in t  and  th e  

o p e ra tio n  o f  th e  PPB System , w ith  only  m inim al o p e ra t io n a l  r e s u l t s ,  in  

th e  New York S ta te  E d u ca tio n  D epartm ent where i t  had been in  o p e ra t io n  

f o r  abou t f iv e  y ea rs . H is f in d in g s  were s u p p o rte d  by DeWoolfson f 1974J 

who a ls o  n o ted  only m oderate  s a t i s f a c t i o n  w ith  PPBS e f f o r t s  in  g o v ern 

m ental and e d u ca tio n a l s e t t i n g s ,  a lth o u g h  Btowu (1974) observed an  

o v e r a l l  p o s i t iv e  e f f e c t  o f  PPBS on e d u c a tio n a l program s in  p u b lic  

sch o o l d i s t r i c t s ,  and Walsh (1975) was conv inced  t h a t  PPBS does h e lp  to  

a c h ie v e  g r e a te r  e f f e c t iv e n e s s  and e f f ic ie n c y  i n  R egional E ducation  

C e n te rs .

S h a n i1 s study  was b a s ic a l ly  e x p lo ra to ry  and d id  not seek to  t e s t  

d e t a i l e d  hypotheses. The m ethodology in v o lv ed  a  su rvey  o f  r e le v a n t  

l i t e r a t u r e  and f ie ld  r e s e a r c h ,  d u rin g  which d a ta  were c o l le c te d  th ro u g h  

a s tu d y  o f  w r itte n  docum ents, p e rso n a l in te r v ie w s ,  and a q u e s tio n n a ir e  

su rv e y . He tra c e d  th e  developm ent o f  PPBS in  t h e  New York S ta te  

E d u ca tio n  Department and t e s t e d  i t  a g a in s t  PPB th e o ry . In a d d i t io n ,  the  

in fo rm a tio n  generated  by th e  system  was an a ly z e d  in  term s o f  i t s
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re le v a n c e  (as  determ ined by  needs o f  d e c is io n  m akers). One o f  th e  

m ajor causes o f  th e  d isc rep an cy  between concep t and p r a c t i c e  was th e  

s tr a te g y  employed in  the in tro d u c tio n  o f  PPB, While th e r e  was no 

h o s t i l i t y  o r  resentm ent among th e  o rg a n iz a t io n a l  p a r t i c ip a n t s ,  th e r e  

was d i s s a t i s f a c t i o n  w ith  th e  way in  which i t  had been in tro d u c e d .

There had been in s u f f ic ie n t  t r a in in g  and o r ie n ta t io n  o f  p e rso n n e l and 

no r e a l  a ttem pt had been made to  m o b ilize  th e  su p p o rt o f  th e  key 

persons invo lved .

Brown conducted a su rvey  among schoo l s u p e r in te n d e n ts  in  f i f t y  

school d i s t r i c t s  o p e ra tin g  w ith in  th e  PPBS c o n te x t to  d e te rm in e  how 

th e y  p e rce iv ed  th e  e f f e c t  o f  th e  P lanning-Program m ing-B udgeting System  

on ed u c a tio n a l program s. To accom plish  h is  o b je c t iv e ,  he t e s t e d  

s e v e ra l  hyp o th eses, which s t a t e d  th a t  th e r e  would be no s ig n i f i c a n t  

d if f e re n c e  in  th e  a d m in is tra to rs*  a t t i t u d e s  tow ard PPBS a c c o rd in g  to  

such v a r ia b le s  as th e  number o f  y ea rs  i t  had  been o p e r a t io n a l ,  e x te n t  

o f  in - s e r v ic e  t r a in in g ,  r e s p o n s ib i l i ty  fo r  o p e ra t io n , w hether o p e ra 

t io n a l  a t  th e  b u ild in g  le v e l ,  and s iz e  o f  th e  school d i s t r i c t .  One o f  

h is  m ajor f in d in g s  was th a t  a d m in is tr a to rs  from d i s t r i c t s  w hich had 

conducted in - s e r v ic e  t r a in in g  s e s s io n s  f o r  a d m in is tr a to rs  and te a c h e r s  

had a  more p o s i t iv e  a t t i t u d e  tow ard improvement o f  e d u c a tio n a l program  

a r t i c u l a t i o n ,  e lim in a tio n  o f  d u p lic a te d  in s t r u c t io n a l  c o n te n t in  

c lassroom s o f  t h e i r  r e s p e c t iv e  school d i s t r i c t s ,  e v a lu a tio n  o f  p u p i l  

p ro g re s s , and the c o n tr ib u tio n  o f  PPBS to  f u r th e r in g  in n o v a tio n  in  th e  

school d i s t r i c t .

D e ta i ls  o f  th e  Walsh and DeHoolfson s tu d ie s  a re  d is c u s s e d  on 

pages 29 and 30, r e s p e c t iv e ly .
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P r e s c o t t  (1972), w r i t in g  on th e  a l lo c a t io n  and  r e a l l o c a t i o n  o f  

f in a n c i a l  re so u rc e s  to  u n iv e r s i ty  d e p a r tm e n ts , f e l t  t h a t  judgm ent o f  

th e  v a lu e  o f  PPBS sh o u ld  be re s e rv e d  u n t i l  more a tte m p ts  a t  th e  im p le

m e n ta tio n  o f  program  b u d g e tin g  and o th e r  s o p h is t i c a te d  te c h n iq u e s  have 

been com pleted. T h is s tu d y  r e p r e s e n ts  a n o th e r  o p p o r tu n ity  to  ju d g e  th e  

e f f e c t iv e n e s s  o f  PPBS a s  a m an a g e ria l to o l  in  an  e d u c a tio n a l  s e t t i n g .

Some au th o rs  have p o in te d  o u t re a so n s  why, from  a t h e o r e t i c a l  

s ta n d p o in t ,  a  PPB System may o r  may n o t be s u c c e s s fu l  in  a  h ig h e r  

e d u c a tio n a l i n s t i t u t i o n .  G i l l i s  (1975) m en tions th e  f a c t  t h a t  most 

e d u c a tio n a l o b je c t iv e s ,  f o r  a v a r i e t y  o f  re a s o n s , d efy  p r e c i s e  i d e n t i 

f i c a t i o n  and q u a n t i f i c a t io n  in  t h e i r  d e f i n i t i o n .  In  th e  same v e in ,

S i r e  (1970) l i s t s  th e  d i f f i c u l t y  o f  e s t im a tio n  o f  c o s t s ,  and e d u c a tio n a l  

a c t i v i t i e s  which a re  am biguously d e f in e d  and q u a n t i f i e d .

The im portance o f  p ro p e r  p la n n in g  f o r  im p lem en ta tio n  o f  PPB in  

h ig h e r  e d u ca tio n  was a s u b je c t  co v e red  in  s e v e ra l  w r i t in g s .  T hree 

r e s e a rc h e r s  ( G i l l i s ,  1975; S h an i, 1970; W esolow ski, 1974) concluded  

th a t  i f  PPBS i s  to  be s u c c e s s f u l ly  Im plem ented on th e  c o l le g e  l e v e l ,  

I n te n s iv e  t r a in in g  and o r ie n ta t i o n  program s m ust be co n d u c ted  f o r  th o se  

who w i l l  be in v o lv ed .

Shani su g g ested  th a t  th e  in t r o d u c t io n  o f  a  change as com plex and 

s o p h is t i c a te d  as PPBS would seem t o  r e q u i r e  a p r e p a ra to ry  p e r io d  in  

which a l l  o rg a n iz a t io n  members a f f e c t e d  a re  th o ro u g h ly  a c q u a in te d  w ith  

th e  need fo r  change and th e  b a s ic  o b je c t iv e s  and  Im p lic a t io n s  o f  th e  

sy stem . I t  sh o u ld  a ls o  in c lu d e  an  o r ie n ta t i o n  to  v o cab u la ry  and te c h 

n iq u e s  which a r e  p ro b ab ly  u n f a m il ia r  to  many o f  th o se  who w i l l  be
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d i r e c t l y  o r  i n d i r e c t l y  a f f e c t e d  by i t .

Wesolowski in c lu d ed  in  h i s  l i s t  o f  concerns  o f  e d u c a to rs  a t t e s t 

in g  to  implement PPBS in  th e  F lo r id a  Community C o lleg e  System th e  lack 

o f  r e s o u r c e s ,  p a r t i c u l a r l y  peo p le  to  implement t h e  system ; la c k  o f  

u n d e rs ta n d in g  o f what t h e  system  should  a c c o m p lish ,  how i t  w i l l  work, 

and who would be invo lved  in  i t  and how th e y  s h o u ld  be in v o lv e d ;  the  

l a c k  o f  commitment on th e  p a r t  o f  some a d m i n i s t r a t o r s ;  and la c k  o f  

e x p e r t i s e  a v a i la b le  a t  some c o l le g e s .

G i l l i s  s t r e s s e d  problem s r e s u l t i n g  from t h e  f re q u e n t  r o t a t i o n  of 

d epartm en t chairm anships a t  many i n s t i t u t i o n s ,  w i th  r e s u l t i n g  v a r i a 

t i o n s  in  degree o f  m an ag er ia l  s k i l l  over  a p e r io d  o f  t im e . He suggested  

t h a t  many chairmen do not p o s se s s  th e  u n d e r s ta n d in g s  and s k i l l s  

n e c e s sa ry  in  the  use o f  management system s. He a l s o  p o in te d  o u t  the  

f a c t  t h a t  the  u n iv e r s i t y  p r e s id e n t  must be an a r d e n t  fo l lo w e r  o f  th e  

approach  and must sec u re  i t s  a p p l i c a t io n  th ro u g h o u t  the  i n s t i t u t i o n .

These th re e  s tu d i e s  r e l a t e  d i r e c t l y  to  one a s p e c t  o f  t h e  p roposed  

in q u i r y ;  v i z . ,  the  i d e n t i f i c a t i o n  o f  p o s s ib le  c a u s e s  o f  su c c e ss  o r  

f a i l u r e .

Schroeder and Adams C1976) exp ressed  t h e  b e l i e f  t h a t  a l th o u g h  con

s id e r a b l e  e f f o r t  has been expended on PPBS in  r e c e n t  y e a r s ,  t h e  

advan tages  have not been f u l l y  reco g n ized  t o  d a t e  in  a c tu a l  p r a c t i c e .  

They suggested  t h a t  th e  f a i l u r e s  were due in  p a r t  to  th e  " e n o n a i ty  o f  

t h e  problems in  reform ing  a b u r e a u c ra t ic  s y s te m ."  These p o s i t i o n s  were 

s t a t e d  in  a paper d es ig n e d  t o  p rov ide  academ ic a d m in i s t r a to r s  and 

r e s e a r c h e r s  with a c r i t i c a l  rev iew  o f  a v a i l a b l e  m anageria l t o o l s .
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Other w r i te r s  have tended t o  s u b s t a n t i a t e  t h i s  t h e s i s .  N eathersby  

and B alders ton  concluded th a t  th e  o r g a n iz a t io n  and p o l i t i c a l  environm ent 

o f  most i n s t i t u t i o n s  o f  h ig h e r  education  e f f e c t i v e l y  p re c lu d e  f u l l  

im plem entation o f  PPBS. The b e n e f i t s ,  th e y  s a id ,  "nay n o t be worth th e  

c o s ts  induced by th e  enormous machinery o f  PPBS, e s p e c i a l l y  where th e  

agency involved i s  su b je c t  t o  a wide v a r i e t y  o f  i n t e r n a l  p r e s s u re s  and 

e x te rn a l  c o n f l i c t s . "  (p . 94]

Along the  same l in e s ,  L in g e n fe l te r  (1975) p a in te d  o u t ,  th ro u g h  th e  

u se  o f  l i n e a r  r e g re s s io n  models, th a t  s t a b i l i t y  i s  th e  dominant 

c h a r a c t e r i s t i c  o f  th e  h ig h e r  education  a p p r o p r i a t io n  p ro c e s s .  Compre

hen s iv e  p lann ing  techn iques  have not e f f e c t e d  s i g n i f i c a n t  r e d i s t r i b u 

t i o n  o f  r e s o u rc e s ,  nor have they  produced a p p r o p r ia t io n  p a t t e r n s  which 

d i f f e r  from those  found in  s t a t e s  not u s in g  comprehensive p la n n in g  

te c h n iq u e s .  His f in d in g s  in d ic a te d  t h a t  f i n a l  a p p ro p r ia t io n s  may be 

p re d ic te d  ex trem ely  w ell by prev ious  a p p r o p r ia t io n  r e q u e s t s  and 

go v e rn o rs ' recommendations. P a t te rn s  d id  n o t  d i f f e r  i n  te rm s o f  

whether o r  no t th e  s t a t e  used comprehensive p la n n in g  te c h n iq u e s .

Shani, in  e v a lu a t in g  c e r t a i n  asp ec ts  o f  a PPB System i n  t h e  New 

York S ta te  Education  Department, noted t h a t  PPB d id  n o t a l t e r  th e  

manner i n  which resou rce  a l l o c a t io n  d e c i s io n s  were made w i th in  th e  

Department because key elements o u ts id e  th e  Department in v o lv ed  in  t h e  

re so u rc e  a l l o c a t i o n  p ro c e ss— th e  s t a t e  l e g i s l a t u r e  and th e  S t a t e  

D iv is ion  o f  Budget—d id  not adapt t h e i r  b u d g e ta ry  b e h a v io r  t o  t h e  

requ irem ents  o f  th e  PPB System.

L in g e n fe l te r  s t a t e d  t h a t  governors and l e g i s l a t o r s  p u rsu e  sweeping 

changes because they  b e l ie v e  a  change i s  needed  a n d /o r  because  p u rsu in g
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change works to  t h e i r  p o l i t i c a l  ad v an tag e .  The d ep th s  o f  t h e i r  con

v i c t i o n s  and t h e i r  p o l i t i c a l  power a r e  much more im p o r ta n t  f a c t o r s  

th a n  t h e  b u d g e ta ry  systems th e y  u s e .

Tn some r e s p e c t s ,  th e n ,  t h e s e  f in d in g s  a re  on ly  t a n g e n t t a l l y  

r e l a t e d  t o  t h i s  s tu d y ,  s in c e  V i r g in i a  Union U n iv e r s i ty  i s  a  p r i v a t e  

i n s t i t u t i o n  whose budge ta ry  p ro c e d u re  i s ,  t h e r e f o r e ,  n o t  u n d er  t h e  

i n f lu e n c e  o f  a  s t a t e  c o o r d in a t in g  agency, t h e  govern o r,  o r  th e  s t a t e  

l e g i s l a t u r e .  Even so ,  th e y  s u g g e s t  th e  p o s s i b i l i t y  o f  b u r e a u c r a t i c  

b e h a v io r  as a f a c t o r  which m ight l i m i t  t h e  e f f e c t i v e n e s s  o f  a  PPB 

System.

In 1970, Farmer w ro te :

Some te n  y e a rs  a f t e r  p rogram  b u d g e t in g  was implemented on th e  
f e d e r a l  l e v e l ,  v i r t u a l l y  no i n s t i t u t i o n s  o f  h ig h e r  e d u c a t io n  
have v i a b l e  program b u d g e ts .  There i s  l i t t l e  ev id en ce  t h a t  
f u l l  program budge ting  can be implemented i n  th e  n ex t  few 
y e a r s .  In t h i s  'new e n v i r o n m e n t ,1 however, th e  h ig h e r  
e d u c a t io n  community h as  l i t t l e  ch o ice  e x c e p t  t o  e x p lo re  PPBS 
and s im i l a r  p lann ing  s y s te m s ,  o r  lo se  t h e i r  c r e d i b i l i t y  as 
l e g i t im a te  managers o f  a v i t a l  s o c ia l  f u n c t io n ,  [p. 6)

tn  r a i s i n g  th e  q u e s t io n  as t o  w hether th e  PPBS t a s k  i s  u s e f u l  f o r

h ig h e r  e d u c a t io n ,  Farmer h a s te n e d  t o  p o in t  o u t t h a t  i t  s h o u ld  be

answered in  the  c o n te x t  o f  th e  s p e c i f i c  i n s t i t u t i o n ,  bu t  e x p re s se d  th e

b e l i e f  t h a t  i t  does have s i g n i f i c a n t  p o t e n t i a l  f o r  i n s t i t u t i o n a l

management. The purpose o f  t h e  proposed  s tu d y  i s  t o  answ er th e

q u e s t io n  o f  u s e fu ln e s s  f o r  a s p e c i f i c  i n s t i t u t i o n — V ir g in ia  Union

U n iv e r s i ty ,

I t  may be h e lp f u l ,  how ever, t o  look a t  c a se  s tu d i e s  t h a t  have 

been conducted a t  o th e r  i n s t i t u t i o n s ,  such a s  Ohio S t a t e  U n iv e r s i t y ,  

F lo r id a  S t a t e  U n iv e r s i ty ,  and t h e  New York Regional E d u ca tio n  C e n te r .
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E igh t y ea rs  o f  e x p e r ie n c e  w ith  program b u d g e tin g  a t  Ohio S t a t e  

U n iv e r s i ty  showed t h a t  the  t e s t s  o f  c o n t i n u i t y * c o m p l l a b i l i ty ,  and , to  

a  c e r t a i n  e x te n t ,  th e  t e s t  o f  c r e d i b i l i t y  had been n e t  (Baughman, 1972), 

C o n tin u i ty  was evidenced th rough  the  d i r e c t i o n  o f  re so u rc e s  to  meet 

o b je c t iv e s  over a long p e r io d  o f  time b ased  on s i x - y e a r  o r  f o u r -y e a r  

p l a n s .  C o m p llab i l i ty  was evidenced by t h e  f a c t  t h a t  th e  system  grew, 

improved, and su rv iv ed  e ig h t  tu rb u l e n t  y e a r s  as i t  responded to  d ram atic  

changes in  re so u rc e s ,  needs ,  and d i r e c t i o n s .  In s p i t e  o f  reduced 

e n ro l lm e n ts ,  n e g a t iv e  changes in  workload m odels , and the  l i k e ,  

c r e d i b i l i t y  was m ain ta ined  s in c e  the  fu n d am en ta ls  o f  long-range  p lan n in g  

remained unchanged, w i th  f u l l  im p lem enta tion  o f  an in t e g r a te d  system  a 

m ajor g o a l .  F in a l ly ,  c r e d i b i l i t y  was ev id en ced  by th e  f a c t  t h a t  th e  

system  re p re se n te d  th e  f a c t s  o f  re so u rc e  a l l o c a t i o n  a t  a g iven  l e v e l  and 

was endorsed  by the  r e so u rc e  a l l o c a t o r s .

F lo r id a  S ta te  U n iv e r s i ty  adopted  a m o d if ied  program based on th e  

W1CHE (Western I n t e r s t a t e  Commission f o r  H igher  E duca tion)  model.

S ev e ra l  problems became ap p aren t  (T u rn b u l l ,  1972), among them t h e  funda

m ental q u e s t io n  o f  p o l i t i c a l  s t r a t e g y  and th e  problem  o f  r e c o n c i l in g  th e  

t r a d i t i o n a l  formula approach  ( in  which a l l  a l l o c a t i o n s  a re  t i e d  

d i r e c t l y  to  e s tim a ted  s tu d e n t  c r e d i t  h o u rs )  w ith  a  program approach  ( in  

which d e c i s io n s  should be based on judgm ents o f  t h e  d e s i r a b le  l e v e l s  o f  

o u tp u t ) .  Although F l o r id a  S t a t e  began t o  t h i n k  and a c t  i n  program 

c a t e g o r i e s ,  i t  d id n o t move very  f a r  down th e  road  o f  p r e d i c t in g  and 

e v a lu a t in g  ed u ca t io n a l  o u tp u ts  o f  i t s  program .

A case s tudy  to  de te rm ine  i f  a PPBS management o p e ra t io n  r e n d e rs  

g r e a t e r  e f f e c t iv e n e s s  and e f f i c i e n c y  in  a c h ie v in g  th e  in tended  outcomes
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o f  p r o g ra m  in  a  R egional E d u c a t io n  C e n te r  was c a r r i e d  o u t by W alsh.

A m m em piTical v a l i d a t i o n  o f  c r i t e r i a  b a s e d  on sys tem s  th e o r y  was

accom plished  by a p p l i c a t i o n  o f  q u o t a t i o n s  from t h e  l i t e r a t u r e  on

system s th e o ry .  For exam ple, one c r i t e r i o n  s ta te m e n t  r e a d ,  "T h e re  i s

wide p a r t i c i p a t i o n  in  t h e  p la n n in g  and p o l ic y -m a k in g  p r o c e s s . "  One o f

th e  s u p p o r t in g  q u o ta t io n s  from t h e  l i t e r a t u r e  was:

According to  Johnson , t h e  p la n n in g  p r o c e s s  i s  one o f  s p r e a d 
in g  out t h e  p la n n in g  f u n c t io n s  th ro u g h o u t  t h e  e n t i r e  o r g a n i z a 
t i o n a l  system . T he re  i s  s t r o n g  e v id e n c e  t o  s u g g e s t  t h a t  
c r e a t i v i t y  and in n o v a t io n  i n  p la n n in g  i s  enhanced  by an 
o r g a n iz a t io n  s y s to a  which a l lo w s  f o r  d i v e r s i t y  o f  id e a s  and 
in p u ts  and does n o t  a t te m p t  to  s t r u c t u r e  human b e h a v io r  
t o t a l l y .  (p .  187]

E m p ir ica l  v a l i d a t i o n  c o n s i s t e d  o f  d i s t r i b u t i n g  t h e  c r i t e r i a  and 

s u p p o r t in g  s ta te m e n ts  i n  a  c r i t e r i a  v a l i d a t i o n  q u e s t i o n n a i r e  t o  a  p a n e l  

hav ing  expert knowledge o f  PPBS and o f  R eg io n a l  E d u c a t io n a l  C e n te r s .  

T h e ir  judgm ents were r e c o rd e d  on  a L ik e r t  s c a l e ,  i n d i c a t i n g  t h e i r  

agreem ent o r  d isa g re e m e n t  a s  t o  t h e  e q u iv a le n c y  o f  th e  c r i t e r i a  s t a t e 

ments and accompanying q u o t a t i o n s  from l i t e r a t u r e  on sys tem s  t h e o r y .

A ll  o f  th e  s ta te m e n ts  w ere  v a l i d a t e d  in  t h i s  manner and were t h e n  used  

as q u e s t io n s  when in te rv ie w in g  program  d i r e c t o r s .  In a d d i t i o n ,  t h e s e  

s ta te m e n ts  were u t i l i z e d  as  g u id e s  f o r  i n v e s t i g a t i n g  r e c o r d s  and 

r e p o r t s  to  s u b s t a n t i a t e  t h e  in fo rm a t io n  d e r iv e d  from t h e  I n t e r v i e w s .  

Walsh co n c lu d ed ,  on th e  b a s i s  o f  I n te rv ie w  re s p o n s e s  and w r i t t e n  

r e c o rd s  and r e p o r t s ,  t h a t  PPBS d i d  he lp  t h e  management o p e r a t io n  

a c h ie v e  g r e a t e r  e f f e c t i v e n e s s  and e f f i c i e n c y  and t h a t  t h e  p o t e n t i a l  

a p p l i c a t i o n  o f  PPBS to  t h e  management o p e r a t i o n  o f  o t h e r  e d u c a t io n a l  

o r g a n iz a t i o n s ,  t h e r e f o r e ,  a p p e a rs  r e l e v a n t .
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Because o f  a  need to  v e r i f y  t h e  t h e o r e t i c a l  ad v an tag es  o f  

PPB— a c c o u n t a b i l i t y ,  i n c r e a s e d  s t a f f  invo lvem en t,  improved communica

t i o n  sy s tem s, and improved s t a f f  s a t i s f a c t i o n ,  Walker (19731 matched 

f o u r  PPBES and fo u r  non-PPBES e le m en ta ry  schoo l d i s t r i c t s  and , by 

means o f  a  survey  q u e s t i o n n a i r e ,  a t te m p te d  t o  measure p e rc e iv e d  s t a f f  

a t t i t u d e s  c o n c e rn in g  th e se  a r e a s .  The d a ta  c o l l e c t e d  were an a ly zed  

u s in g  th e  Mann Whitney U - t e s t ,  c h i  sq u a re  t e s t ,  and rank  o rd e r  

c o r r e l a t i o n  t e s t .  The f in d in g  which appeared  most s i g n i f i c a n t  t o  t h a t  

r e s e a r c h e r  was t h a t  the  more in v o lv e d  i n  th e  v a r io u s  p ro c e s s e s  o f  

program b u d g e t in g ,  t h e  more p o s i t i v e  were s t a f f  a t t i t u d e s  i n  th e  

a r e a s  under c o n s id e ra t io n .

Although t h i s  s tu d y  d id  n o t  in c lu d e  i n s t i t u t i o n s  o f  h ig h e r  

e d u c a t io n ,  i t  i s  o f  i n t e r e s t  s in c e  i t  d e a ls  w ith  advan tages  o f  educa

t i o n a l  PPBS.

DeWoolfson developed a  c o n c e p tu a l  model o f  PPBS and examined th e  

p i t f a l l s  e x p e r ie n c e d  in  i n s t a l l i n g  and o p e ra t in g  PPB System s. Among 

h i s  c o n c lu s io n s  were th e  f o l lo w in g :  (1) p i t f a l l s  r e l a t e d  t o  p la n n in g

and im p lem en ta tion  s t r a t e g y  a r e  more commonly e x p e r ie n c e d  th a n  p i t f a l l s  

r e l a t e d  t o  PPB s t r u c t u r e ,  t o o l s ,  o r  s e p a r a t i o n  o f  power and d e c is io n  

nuking  a u t h o r i t y ;  (2} f e d e r a l ,  s t a t e ,  l o c a l ,  and e d u c a t io n a l  p r a c t i 

t i o n e r s  tended  to  e x p e r ie n c e  th e  same s o r t s  o f  p rob lem s; (3) p r a c t i 

t i o n e r s  who view t h e i r  o r g a n i z a t i o n ' s  d e c i s io n  making as h ig h ly  p o l i t i 

c a l  a r e  l e s s  l i k e l y  t o  be s a t i s f i e d  w ith  PPBS e f f o r t s  th a n  th o s e  who 

view  d e c i s io n  making as h i g h l y  s c i e n t i f i c - n o r m a t i v e ;  (5) p i t f a l l s  

r e l a t e d  t o  a n a l y t i c a l  a s p e c t s  o f  PPBS a re  more o f te n  i d e n t i f i e d  as
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being  im p o r ta n t  to av o id  than p i t f a l l s  r e l a t e d  t o  in fo rm a tio n a l  

a s p e c t s .  T h is  in fo rm a tio n  may se rv e  t o  i l l u m i n a t e  the  reasons  f o r  

su ccess  o r  f a i l u r e  a t  V i r g in ia  Union U n iv e r s i ty .

Kademani (1973), i n  a p ro Im plem en ta tion  e v a lu a t io n  s tu d y  u t i l i z i n g  

th e  PPBS co n cep ts  developed by NICHE (W estern I n t e r s t a t e  Commission f o r  

H igher E ducation)  and by the  O ff ic e  o f  Program P lann ing  and A nalys is  a t  

th e  U n iv e r s i ty  o f  G eorg ia , s im u la te d  a PPB sy s te m , the  p o t e n t i a l  im pact 

o f  which was dem onstra ted  by co m p ara tiv e  a n a l y s i s  o f  management p r a c 

t i c e s  u nder  PPBS w ith  e x i s t i n g  management p r a c t i c e s  w ith in  th e  

C o llege  o f  Business A d m in is t r a t io n  a t  t h e  U n iv e r s i ty  o f  G eorg ia . The 

comparison was made on th e  b a s i s  o f  a v a i l a b i l i t y  o f  r e le v a n t  inform a

t i o n  f o r  e f f e c t i v e l y  p e rfo rm in g  the  t h r e e  b a s ic  management fu n c t io n s  

- - p la n n in g ,  o rg a n is in g ,  and c o n t r o l l i n g —as th e y  a r e  a p p l ie d  to  th e  

i n s t r u c t i o n a l  program. A lthough Kademani found t h a t  th e  impact o f  

PPBS was c l e a r l y  e v id e n t  in  p la n n in g  sys tem s, p r o g ra m in g  system s, 

program b u d g e t in g ,  and MTS u nder  PPBS, a s  opposed to  th e  absence o f  

t h e s e  under  c u r re n t  p r a c t i c e s ,  he acknowledged t h e  need f o r  e m p ir ic a l  

t e s t i n g  o f  t h i s  p ro p o s i t io n ,  which he concluded  would have to  w ait  f o r  

some tim e u n t i l  the  system  was a c t u a l l y  f u l l y  implemented. While no t 

d i r e c t l y  r e l e v a n t  to  t h i s  s tu d y ,  Kademani d id  o f f e r  a method fo r  

e v a lu a t io n .

S i r e  (1970) p o in t s  out t h e  f a c t  t h a t  th e  contem porary  i n s t i t u t i o n ,  

p a r t i c u l a r l y  th e  sm all l i b e r a l  a r t s  c o l l e g e ,  f i n d s  i t s e l f  co n fro n ted  

w ith  th e  everyday  problems o f  a  c o m p e t i t iv e  w o rld  and i n  o rd e r  to  

s u rv iv e  and grow, i t  i s  com pelled to  p ro v id e  more comprehensive,
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s o p h is t i c a te d  and coap lex  programs o f  i n s t r u c t i o n ,  r e s e a r c h  and a l l i e d  

s e rv ic e s  than  ever  b e fo re  to  compete f o r  s tu d e n ts  and f a c u l t y , to  keep 

a b re a s t  o f  th e  advanced knowledge and tech n o lo g y , and to  expand and 

modernize i t s  p h y s ica l  p l a n t .  S uccess, he h o ld s ,  f o r  th e  l e a s  a f f l u e n t  

i s  c o n t in g e n t ,  to  some e x te n t ,  upon th e  a b i l i t y  t o  s u c c e s s fu l ly  employ 

any and a l l  tech n iq u es  t h a t  promise t o  a id  in  t h e  dec is ion -m ak ing  

p ro c e s s ,  in c lu d in g  PPBS, because such tech n iq u es  s u c c e s s f u l ly  im ple

mented give r i s e  to  e f f i c i e n t ,  in form ed, and c o o rd in a te d  e f f o r t .  T h is  

s u g g e s ts  the  importance o f  an e v a lu a t io n  o f  t h e  system  t h a t  i s  th e  

s u b je c t  of t h i s  in q u iry .

In  a s tu d y  o f te n  small c o l le g e s  (1 ,100 to  S,000 e n ro l lm e n t} ,  

p u b l ic  and p r iv a t e ,  Adams, Kellogg and Schroeder (Note 1) sought to  

de term ine th e  e x ten t  t o  which th e  schools  were u n d e r ta k in g  th e  funda- 

m ental s te p  in  p lan n in g — i n s t i t u t i o n a l  goal s e t t i n g .  An a n a l y s i s  o f  

d a ta ,  c o l l e c te d  by th e  use o f  a survey in s tru m en t i n  o n - s i t e  in te rv ie w s ,  

re v e a le d  t h a t  only t h r e e  o f  th e  te n  conducted form al goal rev iew s on a 

r e g u la r  p e r io d ic  b a s is  accord ing  to  a p red e te rm in ed  p la n .  T h is  was 

c o n s i s t e n t  w ith  an o th e r  o f  the  s tu d y 's  f in d in g s  in  th e  a re a  o f  budgeting* 

Only one school in  te n  p repared  budget d a ta  in  a program fo rm a t ,  and 

th a t  one only because i t  was re q u i re d  t o  do so  by t h e  s t a t e .  Small 

c o l le g e s  showed a d e f i n i t e  r e lu c ta n c e  t o  embrace such system s. The 

r e s e a rc h e r s  suggested  th e  t e s t i n g  o f  th e  h y p o th e s is  t h a t  p la n n in g  

system s have le s s  re lev an ce  to  sm all s e t t i n g s .  V i r g in ia  Union 

U n iv e r s i ty ,  w ith  an en ro llm en t o f  approx im ate ly  1 ,400  s tu d e n t s ,  f a l l s  

in  t h i s  ca teg o ry .
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Of p a r t i c u l a r  i n t e r e s t  i s  a  framework f o r  a n a ly s is  o f  PPB su c c e ss  

su g g e s te d  by Frank (1973), In  h i s  a r t i c l e  he draws upon th e  e x p e r ie n c e  

o f  s e v e r a l  PPB programs and c o n s t r u c t s  a  t e n t a t i v e  a n a l y t i c  framework o f  

su c c e ss  and c a u s a l i t y ,  which he f e e l s  i s  p o t e n t i a l l y  u s e f u l  f o r  

a n a ly z in g  PPB ca se  r e p o r t s .  F rank  p o in t s  o u t  the  im portance  o f  s tu d y -  

in g  bo th  t e c h n ic a l  and b e h a v io r a l  d im ensions o f  th e  system  i n  a t te m p t

in g  to  de te rm ine  th e  d e g ree  o f  su c c e ss  o f  any PPB e x p e r im en ts .

He su g g es ts  t h a t  in  an e m p i r ic a l  i n v e s t i g a t i o n  o f  PPB, r e l a t i v e  

d e g re e s  o f  su ccess  sh o u ld  be r e c o g n iz e d .  He s e t s  f o r t h  a  ty p o lo g y  o f  

v a r i a n t s  which w i l l  e n a b le  r e s e a r c h e r s  t o  d i s t i n g u i s h  a  ra n g e  o f  

su c c e s s .  He l i s t s  t h r e e  components o f  t h e  d a t a  c o n f ig u r a t io n  a sp e c t  

- - c a t e g o r i z a t i o n  by program c a te g o ry ,  m u l t iy e a r  im p ac ts ,  and i n d i r e c t  

im p a c ts —w ith  su c c e ss  o f  im p lem en ta tio n  t o  be measured i n  te rm s  o f  

ach ievem ent v e rsu s  nonach ievem ent. T h is  removes the  a n a l y s i s  from th e  

c o n s t r a i n t  o f  hav ing  t o  make a s i n g l e  a ssessm en t o f  a l l  t h e  components 

and p e rm its  measurement o f  t h e  d e g re e  o f  su c c e ss  between th e  two 

e x trem es ,  success  or f a i l u r e .

A s im i l a r  method i s  su g g e s te d  f o r  a n a l y t i c  a s p e c ts  u s in g  th e  t h r e e  

components o f  t h i s  v a r i a b l e —m easures o f  o u tp u t  o r  e f f e c t i v e n e s s ,  

exam ina tion  o f  a l t e r n a t e  p rog ram s, and ex am in a tio n  o f  g o a ls  and 

o b je c t iv e s #  This p e rm its  e x p l i c i t  e m p ir ic a l  exam ination  o f  t h e  

d e g re e s  o f  su ccess  a c h ie v e d ,  in  te rm s  o f  t h e  t h r e e  v a r i a b l e s  examined.

A com bination o f  th e  two, a c c o rd in g  t o  F rank , w i l l  p ro v id e  f o r  t h e  

p o s s i b i l i t y  o f  th e  system  a c h ie v in g  no s u c c e s s  o r  p a r t i a l  s u c c e s s  on th e  

a n a l y t i c  d im ension , w h ile  a t  t h e  same tim e r e c o g n iz in g  no s u c c e s s  o r  a 

d eg ree  o f  su ccess  on t h e  d a ta  c o n f ig u r a t io n  d im ension .
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In speaking o f  c a u s a l i t y ,  Frank d is c u s s e s  t h e  im portance o f  t e c h n i 

c a l  c o n s id e ra t io n s  (goal i d e n t i f i c a t i o n ,  in fo rm a tio n  f low s, techno logy  

o f  measurement, program a n a ly s i s ]  as w e l l  as b e h a v io ra l  a s p e c ts  (im ple

m en ta tio n  s t r a t e g i e s ] „

A comprehensive s e a rc h  o f  t h e  l i t e r a t u r e  r e v e a l s  a somewhat l im i te d  

a p p l i c a t i o n  o f  PPB to  th e  f i e l d  o f  h ig h e r  e d u c a t io n .  While approaches 

a r e  be ing  implemented and e v a lu a te d  in  c o l l e g e s ,  u n i v e r s i t i e s ,  and 

schoo l d i s t r i c t s ,  t o  d a te  no s tu d i e s  have been lo c a te d  which have been 

d i r e  . 'led  toward th e  e v a lu a t io n  o f  an o p e r a t io n a l  PPB System a t  a sm a ll ,  

p r i v a t e  l i b e r a l  a r t s  c o l l e g e .  In t h a t  r e s p e c t ,  t h i s  s tudy  may be 

u n iq u e .



Chapter 3 

RESEARCH DESIGH

This s tu d y  i s  c o n s i s t e n t  w ith  th e  p o s i t i o n  o f  th e  Phi D e l ta  Kappa 

N a tio n a l  Study C o m i t te e  on E v a lu a tio n  (1972)- - t h e  purpose o f  e v a lu a 

t io n  i s  n o t t o  p rove , but to  improve.

According to Baughman, TPKnowing why a  system  i s  needed i s  im p o r t 

ant t o  u n d ers tan d in g  and e v a lu a t in g  end p ro d u c ts  o f  th e  system "

(p. 143), For t h i s  re a so n ,  background in fo rm a tio n  on th e  U n iv e r s i ty  

and f a c to r s  lead in g  to  th e  im plem entation  o f  th e  P lan n in g ,  Programming, 

Budgeting System a t  V irg in ia  Union U n iv e rs i ty  w i l l  be review ed a t  t h e  

o u t s e t ,  based on in fo rm atio n  secured  from in te rv ie w s  w ith  a d m in i s t r a 

t o r s  and from w r i t t e n  documents such as co rresp o n d en ce , c o n s u l t a n t s '  

r e p o r t s ,  and a l l i e d  documents. Inasmuch as th e  c h i e f  e x e c u t iv e  o f f i c e r  

a t  th e  time o f  the adoption  o f  th e  system  i s  now deceased , in fo rm a t io n  

was sought from the  p r e s e n t  c h i e f  e x e c u t iv e  o f f i c e r ,  who was th e n  

Vice P re s id e n t  o f  th e  U n iv e r s i ty ,  and from th e  perso n  who i n i t i a l l y  

se rved  as Chairman o f  th e  P lann ing  Team.

The Sample

The p o p u la t io n  in c lu d es  a l l  f a c u l ty  and a d m in i s t r a to r s  who a r e  

involved  in  t h e  o p e ra t io n  o f  the  PPB System a t  V i r g in ia  Union U n iv e rs i ty .  

They were s e n t  a q u e s t io n n a i re  (Appendix B), accompanied by two cover 

l e t t e r s ,  one s igned  by th e  r e s e a r c h e r  and th e  o th e r  over t h e  P r e s i d e n t ' s

35
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s ig n a tu re  (Appendix A). The fo llo w in g  s e le c te d  key a d m in is t r a to r s  

were p laced  on an in te rv iew  schedu le : members o f  th e  A d m in is tra t iv e

Council (5 ),  members o f  th e  Academic A f f a i r s  Committee ( 7 ) ,  Chairman 

o f  the  A naly tica l  S tu d ie s  Team, Head L ib r a r ia n , D ire c to r  o f  Counseling 

S e rv ic e s ,  and D ire c to r  o f  the  Learning Resources C enter. Those who 

responded comprised th e  sample t o  be used. Names o f a d m in is t r a to rs  and 

f a c u l ty  were secured  from the  O ff ic e  o f  I n s t i t u t i o n a l  Research and 

P lann ing  to  ensure t h a t  th e  l i s t  used was c u r re n t .

V irg in ia  Union U n iv e rs i ty  i s  a  sm all ,  p r iv a t e  l i b e r a l  a r t s  c o l le g e  

w ith  th re e  undergraduate  sch o o ls  (Arts and S c ien ces ,  Business Adminis

t r a t i o n ,  and Education and Psychology) and a g rad u a te  school o f  Theology, 

e n r o l l in g  a t o t a l  o f  c lo se  to  1,400 s tu d e n ts .  There a re  approxim ate ly  

e ig h ty  f u l l - t im e  and f o r t y - f i v e  p a r t - t im e  f a c u l ty  members. The Adminis

t r a t i v e  Council i s  composed o f  th e  P re s id e n t ,  the  Vice P re s id e n t  fo r  

A dm in is tra tive  A f f a i r s ,  th e  Vice P re s id e n t  fo r  Business A f f a i r s ,  t h e  

Dean o f  Student A f f a i r s ,  th e  Dean o f  th e  Graduate School o f  Theology, 

and th e  Chairman o f  th e  Academic A f fa i r s  Committee. The Academic 

A f fa i r s  Committee i s  made up o f  th e  D ire c to rs  o f  t h e  Schools o f  A rts  and 

S c ien ces ,  Business A d m in is tra t io n ,  and Education and Psychology; th e  

D ire c to r  o f Continuing Education; th e  R e g is t r a r ;  and the  A sso c ia te  

Dean o f  Student A f fa i r s ;  and i t  i s  c u r r e n t ly  c h a ire d  by th e  D ire c to r  

o f  General S tu d ie s ,  who i s  a lso  A s s is ta n t  Vice P re s id e n t  f o r  Academic 

A f f a i r s .

Since the s tudy  i s  l im i te d  to  th e  experience  o f  t h i s  one i n s t i t u 

t i o n ,  no g e n e ra l iz a t io n s  to  o th e r  i n s t i t u t i o n s  a r e  in ten d ed .  I t  i s
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f e l t ,  however* th a t  an e x p lo ra t io n  o f  p r o c e d u r a l  des ign  and im plem enta- 

t i o n ,  a s  w ell as t h e  d e te rm in a tio n  o f  p r o b a b le  reaso n s  why o b j e c t i v e s  

were o r  were not achieved , may p ro v id e  some i n s i g h t s  and in fo rm a t io n  

which w i l l  be u s e fu l  to  o t h e r s  examining th e  consequences and im p l ic a 

t i o n s  o f  a program budge ting  system. I n v e s t i g a t i o n s  o f  numerous a c t u a l  

s i t u a t i o n s  may p o s s ib ly  le a d  to  s p e c i f i c a t i o n  w ith  a h igh deg ree  o f  

c o n f id e n c e  o f  the c o n d i t io n s  under which a PPB System i s  most l i k e l y  

t o  succeed  or f a l l  and the  p ro c e ss e s  by  which su ccess  o r  f a i l u r e  come 

a b o u t .

Subproblem 1. To d e t e c t  any e x is t in g L .d e fe c ts  in  the  
Im plem entation o f  t h e  sys tem  in  accord
ance w ith  1^9 p r o c ^ d ^ r a l  d e s i gn

Snyder and Snyder su g g es t  th e re  i s  a  s t r o n g  r e l a t i o n s h i p  betw een 

th e  c u r r e n t  stage o f  a p r o j e c t ’ s developm ent and th e  major emphasis o r  

ty p e  o f  ev a lu a t io n  des ign  t h a t  may be e x p e c te d .  In accordance w ith  

t h e i r  recommendation, t h i s  r e s e a r c h e r  chose  to  conduct p ro cess  e v a lu a 

t i o n  and performance e v a lu a t io n ,  which a r e  deemed a p p ro p r ia te  fo r  t h e  

o p e r a t io n a l  s tage o f  the PPB System.

P ro cess  e v a lu a t io n  i s  d e f in e d  by SnydeT and Snyder as:

 t h e  m onito ring  o f program f u n c t io n s  and o p e ra t io n  to  p ro v id e
feedback  fo r  improvement o f  methods and p ro c e d u re s  whenever 
p a s s i b l e .  I n t e r a c t i o n s  between p e rso n s  and o p e ra t io n s  a r e  
a s se s se d  in l i g h t  o f  e x p e c t a t i o n s .  Problem a re a s  aTe p r e d ic te d  
o r  i d e n t i f i e d ,  and a l t e r n a t i v e s  a r e  su g g e s te d  to  d e c i s io n 
m akers. (p-6)

The f i r s t  s te p  in  the  e v a lu a t io n  was to  p r e p a re  a  flow c h a r t ,  

showing i n  d e ta i l  t h e  PPB model adop ted  a t  V i r g in ia  Union U n iv e r s i ty ,  

which i s  a  m o d if ic a t io n  o f  t h e  NACUBO (N a t io n a l  A sso c ia t io n  o f  C o l le g e  

and U n iv e r s i ty  B usiness  O f f i c e r s )  m odel.  The p u rpose  o f t h e  flow
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diagram  was to  a id  in  p ro c e ss  e v a lu a t io n  by i l l u s t r a t i n g  g r a p h i c a l l y  

how p ro c e d u re s  and e v e n ts  a r e  r e l a t e d  and what t a s k s  and d e c i s i o n s  

a r e  r e q u i r e d  and by whom. The flow c h a r t  i s  p a r t i c u l a r l y  u s e f u l  in  

mapping com plex, r e p e t i t i v e  p ro c e d u re s .  A d e s c r i p t i o n  o f  t h e  m eaning 

o f  th e  symbols u sed  in  t h e  c h a r t  f o l lo w s :

I n d ic a t e s  t h a t  som eth ing  h a s  
t o  b e  done o r  t h a t  so m e th in g  
o c c u rs

I n d i c a t e s  t h a t  a d e c i s i o n  m ust 
b e  made w hich  r e q u i r e s  a  
" y e s '1 o r  "n o "  answ er

I n d i c a t e s  t h a t  in fo r m a t io n  
must be w r i t t e n  o r  l i s t e d
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Kinds and Sources o f  D a ta

The flow d iagram  was used  a s  a  b a s i s  f o r  d e te rm in in g  w hether t h e  

sy s tem  i s  f u l l y  o p e r a t i o n a l  by v e r i f y i n g  t h e  accom plishm ent o f  each 

s t e p  from b eg in n in g  t o  end . E v id en c e  o f  d e g re e  o f  im p lem en ta t io n  was 

s e c u r e d  th rough  p e r s o n a l  in t e r v i e w s  and th ro u g h  an in s p e c t io n  o f  

m in u te s ,  memoranda, p rog ram  p l a n s ,  a n d /o r  a l l i e d  docum ents.

An open ended , p a r t i a l l y  s t r u c t u r e d  i n t e r v i e w  was conducted  by  

a p p o in tm e n t ,  w ith  t h e  key a d m i n i s t r a t o r s  I d e n t i f i e d  i n  the  c h a r t ,  i n  

t h e i r  r e s p e c t i v e  o f f i c e s .  They w ere  in fo rm ed  b e fo re h a n d  abou t t h e  

g e n e r a l  pu rposes  o f  t h e  i n v e s t i g a t i o n  and t h e  s p e c i f i c  purposes  o f  t h e  

i n t e r v i e w .  An i n t e r v i e w  g u id e  was d e v e lo p e d  by t h e  r e s e a r c h e r  ( s e e  

A ppendix  C ), t a k in g  i n t o  c o n s i d e r a t i o n  t h e  recom m endations s e t  f o r t h  

by K e r l in g e r  (1973, p p .  485-4B6) . I t  was b e l i e v e d  t h a t  th e  l i m i t e d  

f r e e  re sp o n se  would a s s u r e  o b j e c t i v i t y  i n  g a t h e r i n g  d a ta .

N otes were t a k e n  d u r in g  t h e  i n t e r v i e w s .  R ecogn iz ing  t h a t  ’’one o f  

t h e  most f re q u e n t  s o u r c e s  o f  b i a s  i s  t h e  i n t e r v i e w e r ' s  tendency  t o  

s h o r t e n  th e  r e s p o n d e n t ’ s  r e p ly  a n d  p u t  i t  in  h i s  own words" (Sugden, 

1973 , p .  59), t h e  r e s p o n d e n t s '  e x a c t  words w ere  r e c o rd e d  i n s o f a r  as i t  

was p o s s i b l e  and p r a c t i c a b l e .

S in ce  th e  i n t e r v ie w e e s  w o t o  known t o  t h e  i n v e s t i g a t o r ,  I t  was 

e x p e c te d  t h a t  t h e r e  w ould be no d i f f i c u l t y  i n  e s t a b l i s h i n g  r a p p o r t  and 

s e c u r in g  c o o p e ra t io n .

P e rm iss io n  f o r  t h e  s tu d y  had  b e e n  g r a n te d  by th e  P r e s id e n t  o f  t h e  

U n i v e r s i t y ,  and he h a d ,  by c o p ie s  o f  h i s  l e t t e r  t o  t h i s  r e s e a r c h e r ,  

r e q u e s t e d  th e  c o o p e r a t i o n  o f  o t h e r  a d m i n i s t r a t o r s .
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Treatment o f Data

The d a ta  c o l l e c t e d  was c l a s s i f i e d  a c c o rd in g  t o  t h e  s t e p  In t h e  

p ro c e s s  t o  w hich i t  r e l a t e d ,  was examined f o r  b i a s  and c o n t r a d i c t i o n ,  

and , where n e c e s s a r y ,  was v a l i d a t e d  by in d e p e n d e n t  s o u r c e s .  Any 

breakdowns in  t h e  system  o r  p rob lem  a r e a s  were p i n p o i n t e d ,  and an 

a t te m p t  was made t o  i d e n t i f y  t h e  p r o b a b le  c a u s e s  and e f f e c t s .  An 

a n a l y s i s  o f  th e  d a t a  w i l l  be p r e s e n t e d  in  e x p o s i t o r y  form .

Sub-problem  2 : To a s s e s s  t h e  e x t e n t  to  w hich ends a r e
b e in g  a t t a i n e d  w i th  r e s p e c t  t o  t h e  
U n i v e r s i t y ' s  s t a t e d  o b j e c t i v e s  o f  th e  
PPB System

Perform ance e v a lu a t io n  has been  d e f in e d  by S n y d er  and Snyder a s  a

m easure and i n t e r p r e t a t i o n  o f  " t h e  d e g re e  to  w hich  p r o j e c t  o b j e c t i v e s

were m et" (p. 6 ) .

I f  p r o j e c t  o b j e c t i v e s  a r e  m is s in g  o r  a r e  so  p o o r ly  s t a t e d  
a s  to  o f f e r  no t e n a b le  b a s i s  f o r  e v a l u a t i o n ,  t h e  f i r s t  
t a s k  f a c in g  t h e  e v a lu a to r  i s  t h e  p r e p a r a t i o n  o f  a  s e t  o f  
o b j e c t i v e s  f o r  t h e  p r o j e c t ,  a c c e p ta b l e  to  a l l  co n ce rn ed  
[Snyder G S n y d e r ,  p .  7 ) .

In  t h i s  i n s t a n c e ,  o n ly  goa l s ta t e m e n t s  were a v a i l a b l e .  I t  was 

n e c e s s a r y ,  t h e r e f o r e ,  t o  f o rm u la te  s p e c i f i c  o b j e c t i v e s  t o  se rv e  a s  a 

b a s is  f o r  d e r iv in g  d a ta  p a ra m e te rs  and e v a lu a t io n  m ethods.

Weiss (1972) re c o g n iz e d  t h e  f a c t  t h a t  f r i z z in e s s  o f  program g o a l s  

i s  a common phenomenon and o f f e r e d  t h e  fo l lo w in g  s u g g e s t i o n s ,  among 

o t h e r s :

The r e s e a r c h e r  can pose  t h e  q u e s t i o n s  as  t o  what t h e  
o b j e c t i v e s  a r e  and w a i t  f o r  t h e  program  p e r s o n n e l  t o  
re a c h  a c o n se n su s .

He can s e t  up  a c o l l a b o r a t i v e  e f f o r t  in  g o a l  f o rm u la t io n .
S i t t i n g  w i th  th e  program p e o p le ,  t h e  e v a l u a t o r  can  o f f e r
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ap p ro x im a tio n s  o f  g o a l  s ta te m e n ts  a f t e r  which th e y  a re  
m o d if ied  by th e  s t a f f  w i th  d i s c u s s io n  c o n t in u in g  u n t i l  
agreem ent i s  reach ed  (p .  2 9 ) .

In  co n n ec tio n  w ith  t h i s  s t u d y * th e  goal s ta te m e n ts  were d is c u s s e d  

by th e  r e s e a r c h e r  w ith  th e  Chairman o f  th e  P lan n in g  Team a t  t h e  U niver

s i t y .  T e n ta t iv e  s ta te m e n ts  o f  s p e c i f i c  o b j e c t i v e s  were fo rm u la ted  by 

the  Chairman. These were th e n  su b m it te d  by him to  t h e  members o f  th e  

P lann ing  Team, who met as a  group t o  r e f i n e  them and r e t u r n  them as  

e v a lu a t iv e  c r i t e r i a  to  be u se d  by th e  r e s e a r c h e r  in  t h e  e v a lu a t io n  

p r o c e s s .  The seven teen  o b j e c t i v e s ,  w ith  r e l a t e d  goal s ta te m e n ts ,  

appear  below.

Goal S ta tem en t - PPBS w i l l  e n su re  a  more m eaningful s e t  o f  g o a ls  and
o b je c t iv e s  f o r  th e  c o l l e g e .

O b je c t iv e  1: M ission and g o a l  s ta te m e n ts  o f  th e  U n iv e r s i ty  w i l l  be
c l e a r l y  s t a t e d  and review ed p e r i o d i c a l l y  ( a n n u a l ly )  
to  d e te rm in e  t h e i r  r e le v a n c e  in  a  changing  s o c i e t y ,  
and w i l l  be r e v i s e d  as needed .

O b je c t iv e  2\  The s t a t e d  m is s io n ,  g o a l s ,  and o b j e c t i v e s  w i l l  be
congruent w i th  program  p la n s ;  i . e . ,  each program 
must be r e l a t e d  to  one o r  more s p e c i f i c  g o a l s  o r  
o b je c t iv e s  -

Goal S ta tem en t - The PPB sys tem  w i l l  r e s u l t  i n  t h e  e s ta b l i s h m e n t  o f
w e l l - c o n c e iv e d  p r i o r i t i e s  b e fo re  any r e s o u r c e s  a r e  
a l l o c a t e d  t o  v a r io u s  program s.

O b je c t iv e  3: Zero b ase  b u d g e t in g  w i l l  be adop ted , r e q u i r i n g  j u s t i 
f i c a t i o n  o f  a l l  r e q u e s t s  f o r  funding  i n  te rm s  o f  
p r o je c te d  program s.

O b je c t iv e  4: Budget h e a r in g s  w i l l  be h e ld  b e fo re  any r e s o u r c e s  a r e
a l l o c a t e d .

O b je c t iv e  S: Unit heads w i l l  have th e  a u t h o r i t y  t o  r e v i s e  l i n e
item s w i th in  t h e i r  program budgets  i n  keep ing  w ith  
changes i n  u n i t  p r i o r i t i e s .
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Goal Statement

O b jec tive  6:

Obj ac t iv e  7:

O b jec t iv e  B: 

Goal Statement

O b jec tiv e  9:

Objective 10:

Goal Statement 

O b jec t iv e  11: 

Goal Statement 

O b jec t iv e  12:

The PPB System w i l l  p ro v id e  t h e  c a p a b i l i t y  t o  rev iew  
and a n a ly ze  e x i s t i n g  and a l t e r n a t i v e  programs in  term s 
of t h e i r  r e le v a n c e  to  th e  achievement o f  a p r e 
determ ined s e t  o f  o b j e c t i v e s .

Each academic u n i t  w i l l  c l e a r l y  s t a t e  i t s  o b je c t iv e s  
and review  them a n n u a l ly ,  making r e v i s io n s  where 
n e c e s sa ry .

Each academic and su p p o rt  s e rv ic e  u n i t  w i l l  p r e p a re  
an n u a lly  an upda ted  f i v e - y e a r  program, t i e d  to  p r e 
determ ined  o b j e c t i v e s .

Program p lans  w i l l  be s c re e n e d  f o r  accuracy  and 
thoroughness o f  p r e p a r a t io n  by th e  P lanning  Team.

The PPB System w i l l  e s t a b l i s h  th e  c a p a b i l i t y  to  
ana lyze  th e  i n t e r a c t i o n  o f  th e  v a r io u s  c o l l e g e  
programs in  o rd e r  to  dev e lo p  an in t e g r a te d  p la n  t h a t  
r e p re s e n ts  th e  b e s t  a l l o c a t i o n  o f  re so u rc e s  f o r  
m eeting th e  i n s t i t u t i o n ' s  g o a ls  and o b j e c t i v e s .

The A n a ly t ic a l  S tu d ie s  Team w i l l  e v a lu a te  economic 
f e a s i b i l i t y  o f  program p la n s ;  de term ine w hether  
programs f i t  t o g e th e r  in  p u r s u i t  o f  common o b j e c t i v e s ;  
de te rm ine  any p o t e n t i a l  c o n f l i c t  between program 
p lans  and c o l le g e  p o l i c i e s ;  develop  and c o n s id e r  
a l t e r n a t i v e  program p la n s ;  examine r e l a t i v e  c o s t  
and e f f e c t i v e n e s s  in  accom plish ing  o b je c t iv e s .

A com prehensive, c o l le g e -w id e  f iv e -y e a r  p la n  w i l l  be 
compiled by th e  A n a ly t ic a l  S tu d ie s  Team to  be 
forwarded th rough  th e  A d m in is t ra t iv e  Council t o  th e  
Board o f  T ru s te e s  f o r  rev iew  and a p p ro v a l .

The PPB System w i l l  improve c o o rd in a t io n  and communica
t i o n  due to  th e  n e c e s s i t y  f o r  i n t e r r e l a t i n g  program 
e lem ents .

Eighty  p e rc e n t  o f  th e  f a c u l t y  and 90 p e rc e n t  o f  the  
key a d m in i s t r a to r s  w i l l  p e r c e iv e  th a t  PPBS has 
r e s u l t e d  in  improved c o o rd in a t io n  and communication.

The PPB System w i l l  c r e a t e  a g r e a t e r  awareness o f  th e  
c o l l e g e 's  g o a ls  and o b j e c t i v e s  and produce a g r e a t e r  
commitment to  t h e i r  ach ievem ent.

Eighty  p e rc e n t  o f  th e  f a c u l t y  and 90 p e rc e n t  o f  th e  
key a d m in i s t r a to r s  w i l l  p e r c e iv e  th a t  PPBS has
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c r e a t e d  a g r e a t e r  aw areness  o f  t h e  g o a ls  an d  o b j e c t i v e s  
o f  t h e  c o l le g e .

O b je c t iv e  13; E ig h ty  p e rc e n t  o f  th e  f a c u l t y  and 90 p e r c e n t  o f  t h e  key 
a d m in i s t r a to r s  w i l l  p e r c e i v e  t h a t  th e  l a p  la m e n ta t io n  
o f  PPBS has r e s u l t e d  In g r e a t e r  commitment t o  t h e  
ach ievem ent o f  i n s t i t u t i o n a l  g o a ls  and o b j e c t i v e s *

Goal S ta tem ent -  The PPB System w i l l  r e s u l t  in  improved b u d g e ta ry
p r o c e d u r e s h

O b je c t iv e  14: A com prehensive program budget w i l l  be s u b m i t te d  t o
th e  Board o f  T ru s te e s  f o r  a p p ro v a l  in  M arch o f  e a c h  
y e a r .

O b je c t iv e  IS: A ll  u n i t  heads w i l l  be p ro v id e d  w i th  c u r r e n t  b u d g e t
in fo rm a t io n  ( q u a r t e r l y  o r ,  p r e f e r a b l y ,  m on th ly  budge t 
r e p o r t s )  to  f a c i l i t a t e  t h e  d e c is io n -m a k in g  p r o c e s s .

O b je c t iv e  16: A c c u ra te ,  a d eq u a te  b u d g e ta ry  i n f o r m a t io n  w i l l  be
a v a i l a b l e  f o r  r e p o r t i n g  t o  e x t e r n a l  a g e n c ie s  (HEGIS, 
UNCF, HEW, e t c . )  on a t im e ly  b a s i s .

Goal S ta tem en t -  The PPB System a t  V i r g i n i a  Union U n i v e r s i t y  w i l l  b e
f u l l y  o p e r a t io n a l  n o t l a t e r  th a n  t h e  1976-1977 
academ ic y e a r .

O b je c t iv e  17: The system  w i l l  be f u n c t io n in g  i n  a c c o rd a n c e  w i th  th e
b l u e p r i n t ,  a l l  s t e p s  h a v in g  been im plem ented .

These o b j e c t i v e s  p ro v id ed  u s e f u l  s ta t e m e n t s  o f  a n t i c i p a t e d  o u t 

comes and formed a b a s i s  fo r  d e s c r ib in g  what th e  system  e x p e c te d  t o  

a c h iev e  and what a c t i o n s  should  have b een  ta k e n .  They a l s o  s e rv e d  as  

a  b a s i s  fo r  c a r e f u l .  I m p a r t i a l  a s se s sm e n t  o f  th e  d e g re e  t o  w hich t h e  

system  h a s  succeeded  in  a c h ie v in g  i t s  g o a l s .

Kinds and Sources o f  Data

O b je c t iv e  1: M ission  and goa l s ta te m e n ts  o f  t h e  U n i v e r s i t y  w i l l
b e  c l e a r l y  s t a t e d  and rev iew ed  p e r i o d i c a l l y  
(a n n u a l ly )  t o  d e te rm in e  t h e i r  r e l e v a n c e  in  a  
changing  s o c i e ty ,  and w i l l  be r e v i s e d  a s  n eed ed .
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O bjec tive  2: The s t a t e d  m iss ion , g o a l s ,  and o b je c t iv e s  M ill be
congruent w ith  program p la n s ;  i . e . ,  each program 
must be r e l a t e d  to  one o r more s p e c i f i c  o b je c t iv e s .

O b jec tive  6; Each academic u n i t  w i l l  c l e a r l y  s t a t e  I t s  o b je c t iv e s
and review them ann u a lly ,  making r e v i s io n s  where 
n e c essa ry .

O bjec tive  7: Each academic and support s e rv ic e  u n i t  w i l l  p rep a re
an n u a l ly  an updated f iv e -y e a r  program, t i e d  to  p re 
determ ined  o b je c t iv e s .

Kinds o f  Data: W ritten  m iss ion  and goal s ta tem en ts  in d ic a t in g

broad d i r e c t io n ,  purpose o r i n t e n t ;  w r i t t e n  s ta tem en ts  r e l a t i n g  program 

o b je c t iv e s  to  i n s t i t u t i o n a l  m iss ion  and goa ls ;  ev idence o f  sy s tem atic  

procedures used fo r  t h e i r  rev iew  and r e v i s io n .

Sources o f  D ata: In te rv iew s w ith  members o f  the  A d m in is tra t iv e

Council and P lanning Team, p lann ing  documents, and P lanning  Team 

minutes.

O bjec tive  3: Zero base  budgeting w i l l  be adopted, r e q u i r in g
j u s t i f i c a t i o n  o f  a l l  re q u e s ts  fo r  funding in  
terms o f  p ro je c te d  programs.

O b jec tive  4; Budget h e a r in g s  w i l l  be held b e fo re  any re so u rc e s
a r e  a l lo c a te d .

O b jec tive  5: Unit heads w i l l  have th e  a u th o r i ty  to  r e v i s e  l i n e
item s w ith in  t h e i r  program budgets in  keeping w ith  
changes in  u n i t  p r i o r i t i e s .

Kinds o f  D ata: D e ta i le d  and v a l id  c o s t  e s t im a te s  fo r  each program

on a m u ltiy ea r  b a s is ;  sy s te m a tic  procedures used to  e s t a b l i s h  p r i o r i t i e s  

when cons id e rin g  a l t e r n a t iv e s  and choosing courses o f a c t io n ;  c r i t e r i a ,  

c o n s t r a in ts  o r a c tu a l  d a ta  t h a t  In f lu en ce  reso u rce  a l l o c a t io n  d e c is io n s .

Sources o f  Data: In te rv ie w s  with Vice P re s id e n t  f o r  Business

A ffa ir s  and w ith  academic and support u n i t  heads; i n t e r o f f i c e  memoranda; 

planning documents.
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O bjec tive  &r Program p la n s  Mil l  b e  sc reen ed  f o r  accuracy  and 
thoroughness  o f  p r e p a r a t i o n  by th e  P lanning  Team.

Kinds o f  D a ta : S y s tem atic  p ro c e d u re s  f o r  review ing program p la n s .

Sources o f  D ata : In te rv ie w s  w ith  members o f  th e  P lann ing  Team and

m inutes  o f  P lanning  Team m ee tin g s .

O b jec tive  9: The A n a ly t ic a l  S tu d ie s  Team w i l l  e v a lu a te  economic
f e a s i b i l i t y  o f  program  p la n s ;  de te rm ine  w hether 
programs f i t  t o g e th e r  in  p u r s u i t  o f  common 
o b je c t iv e s ;  d e te rm ine  any  p o t e n t i a l  c o n f l i c t  
between program p la n s  and c o l le g e  p o l i c i e s ;  
develop  and c o n s id e r  a l t e r n a t i v e  program p la n s ;  
examine r e l a t i v e  c o a t  and e f f e c t iv e n e s s  in  
accom plish ing  o b j e c t i v e s .

Kinds o f  D ata : S y s te m a tic  p ro ced u res  foT d e te rm in a tio n  o f

economic f e a s i b i l i t y ,  p o t e n t i a l  c o n f l i c t  among p la n s  o r  between p la n s  

and c o l le g e  p o l i c i e s ,  r e l a t i v e  c o s t  and e f f e c t i v e n e s s ,  commonality o f  

o b je c t iv e s  and ev idence  o f  c o n s id e r a t io n  o f  a l t e r n a t i v e  p la n s .

Sources o f  D a ta ; In te rv ie w s  w ith  th e  Chairman o f  th e  A n a ly t ic a l  

S tu d ies  Team and th e  Chairman o f  th e  P lan n in g  Team, m inu tes ,  documents 

p repared  by th e  A n a ly t ic a l  S tu d ie s  Team.

O bjec tive  10: A com prehensive, c o l le g e -w id e  f iv e -y e a r  p la n
w i l l  be compiled by t h e  A n a ly t ic a l  S tu d ie s  Team 
t o  be forw arded th ro u g h  th e  A d m in is t ra t iv e  
Council t o  th e  Board o f  T ru s te e s  f o r  review and 
a p p ro v a l .

O bjec tive  14: A com prehensive program budget w i l l  be su b m it te d
to  th e  Board o f T ru s te e s  foT approval in  March o f  
each y e a r .

Kinds o f  D a ta : W r i t te n  com prehensive c o l le g e -w id e  f iv e - y e a r  p l a n ;

evidence t h a t  p la n  was forw arded th ro u g h  t h e  A d m in is tra t iv e  Council t o  

t h e  Board o f  T r u s te e s .
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Sources o f  Data: M inutes; in te rv ie w s  w ith  th e  chairm en o f  th e

Planning Team and /o r  A d m in is tra t iv e  Council a n d /o r  A n a ly t ic a l  S tud ies  

Team.

O bjec tive  11; E ighty  p e rcen t  o f  t h e  f a c u l t y  and 90 p e r c e n t
o f  the  key a d m in i s t r a to r s  w i l l  p e r c e iv e  t h a t  PPBS 
has r e s u l t e d  in  improved c o o rd in a t io n  and 
communication.

O b jec tive  12: Eighty p e rc e n t  o f  t h e  f a c u l t y  and 90 p e r c e n t  o f
th e  key a d m in is t r a to r s  w i l l  p e rc e iv e  t h a t  PPBS 
has c r e a te d  a  g r e a t e r  aw areness o f  t h e  g o a ls  and 
o b je c t iv e s  o f  th e  c o l le g e .

O b jec tive  13; Eighty pe rcen t o f  th e  f a c u l t y  and 90 p e r c e n t  o f  
th e  key a d m in is t r a to rs  w i l l  p e rc e iv e  t h a t  th e  
im plem entation o f  PPBS has r e s u l t e d  i n  g r e a t e r  
commitment to  the  achievem ent o f  I n s t i t u t i o n a l  
goals and o b j e c t iv e s .

Kinds o f  D ata : F acu lty  p e rc e p tio n s  w ith  re g a rd  t o  t h e  e f f e c t  o f

PPBS on c o o rd in a t io n  and communication, awareness o f  the  g o a ls  and 

o b je c t iv e s  o f  th e  c o l le g e ,  and degree o f  commitment t o  th e  achievement 

o f  i n s t i t u t i o n a l  goals  and o b je c t iv e s .

Source o f  Data: Responses to  q u e s t io n s  5, 9, 12, 14, 16, 23, and

27 in  th e  survey  instrum ent adm in is te red  to  a l l  key a d m in i s t r a to r s  and 

fa c u l ty  invo lved  in  the  PPB p ro c e ss .  (See Q u e s t io n n a ire ,  Appendix C.)

O b jec t iv e  15: All u n i t  heads w i l l  be p ro v id ed  with c u r r e n t
budget in fo rm ation  ( q u a r t e r ly  o r ,  p r e f e r a b l y ,  
monthly budget r e p o r t s )  to  f a c i l i t a t e  t h e  
decis ion-m aking  p ro c e s s .

Kinds o f  D ata : Evidence o f  r e c e i p t  by u n i t  heads from O f f ic e  o f

Business A f f a i r s  o f  budget in fo rm ation  on a monthly o r  q u a r t e r l y  b a s is .

Sourcea o f  D ata ; In te rv iew s  w ith  t h e  Vice P r e s id e n t  f o r  Business 

A f fa i r s  and th e  academic and support s e r v i c e  u n i t  heads; i n t e r o f f i c e  

memoranda, where a v a i l a b le .
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O b je c t iv e  16: A c cu ra te ,  a d e q u a te  budge ta ry  in fo rm a t io n  w i l l
be a v a i l a b l e  f o r  r e p o r t in g  t o  e x t e r n a l  a g e n c ie s  
(KEGIS* UNCF, HEW, e t c , )  on a  t im e ly  b a s i s .

Kinds o f  D a ta : Evidence o f  r e c e i p t  by O f f ic e  o f  I n s t i t u t i o n a l

Research and P la n n in g ,  O f f ic e  o f  F ed era l  Program s, O f f ic e  o f  th e  

R e g i s t r a r ,  and O f f ic e  o f  t h e  Head L ib r a r ia n  o f  a d e q u a te ,  a c c u r a t e ,  and 

t im e ly  in fo rm a tio n  fo r  r e p o r t i n g  t o  e x te r n a l  a g e n c ie s .

Sources o f  D a ta : In te rv ie w s  w ith  D i r e c to r  o f  I n s t i t u t i o n a l

Research and P lan n in g ,  V ice  P r e s i d e n t  f o r  A d m in is t r a t iv e  A f f a i r s ,  

R e g i s t r a r ,  and Head L ib r a r i a n .

O b je c t iv e  17: The system  w i l l  be fu n c t io n in g  in  acco rdance
w ith  t h e  b l u e p r i n t ,  a l l  s te p s  hav ing  been 
implemented.

Kinds and Sources o f  D a ta : The k in d s  and so u rc e s  o f  d a t a  f o r  t h i s

o b je c t i v e  a re  found in  Sub-problem  1, co v e r in g  p ro c e s s  e v a lu a t io n .

Treatm ent o f  D a ta : The d a t a  s e cu red  in  each c a se  w i l l  be compared

w ith  th e  c o r re sp o n d in g  o b j e c t i v e ,  and a judgment w i l l  be made as t o  t h e  

e x te n t  to  which th e  o b je c t i v e  has been met.

Sub-problem 3 : To examine t h e  u n a n t i c ip a te d  consequences
o f  im p lem en ta t io n  o£ th e  System

O pportun ity  fo r  D iscovery

According to  Weiss (1 9 7 2 ) ,  program s o f te n  acco m p lish  th in g s  o t h e r  

than  th e  o f f i c i a l  g o a l s ,  and th e  e v a lu a to r  has a r e s p o n s i b i l i t y  t o  ta k e  

a  look  a t  th e se  unexpec ted  consequences ,  as w ell  a s  th e  outcomes o f  

s t a t e d  o b j e c t i v e s .  He a l s o  h as  an  o b l ig a t i o n  t o  d e te rm in e  what t h e  

b a s ic  e s s e n t i a l  f e a t u r e s  o f  t h e  system  a r e  and what th e  u n s u c c e s s fu l  

e lem ents  were. In  a d d re s s in g  t h e s e  re q u ire m e n ts ,  i t  was d ec id ed  t h a t
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c e r t a i n  items o f  in fo rm a tio n  n o t  t i e d  to  t h e  U n iv e r s i t y 's  s p e c i f i c  

o b je c t iv e s  shou ld  be s tu d i e d .  These i te m s  were s e le c te d  on th e  b a s i s  

o f  knowledge gained  th ro u g h  a s tu d y  o f  th e  l i t e r a t u r e  and r e s e a r c h  to  

d a te  on the  to p i c .

Kinds o f  D ata i The da ta  s e c u re d ,  n o t  s p e c i f i c a l l y  r e q u i re d  by 

o th e r  a sp ec ts  o f  t h i s  s tu d y ,  in c lu d e d  o p in io n s  o f  f a c u l ty  and key 

a d m in is t r a to r s  w ith  r e g a r d  to  t h e i r  e x p e c ta t io n s  o f  and a t t i t u d e s  

toward th e  system ( fa v o ra b le  o r  u n fa v o ra b le  im pact on p lann ing  and 

re so u rc e  a l l o c a t i o n ,  q u a l i t y  o f  e d u c a t io n a l  program , and job  s a t i s 

f a c t i o n ) .  Data was a l s o  sought which m ight te n d  to  suggest p ro b a b le  

causes o f  su ccess  or f a i l u r e .

Sources o f  D a ta : In te rv ie w s  w ith  key a d m in is t r a to r s  ( se e  p a r 

t i c u l a r l y  q u e s t io n s  1, 3, 4, and 5 o f  in te rv ie w  g u id e .  Appendix C; 

and a survey in s tru m e n t  developed by t h e  r e s e a r c h e r .  Appendix B .)

The Q u es t io n n a ire

A pool o f  p o s s i b l e  items f o r  a q u e s t io n n a i r e  was developed on th e  

b a s is  o f  the  l i t e r a t u r e  rev iew  and on th e  b a s is  o f  a  study o f  i n s t r u 

ments developed by o t h e r  r e s e a r c h e r s  to  a s s e s s  r e l a t e d  a re a s  o f  concern . 

A p re l im in a ry  q u e s t io n n a i r e  was d r a f t e d ,  which was su b je c te d  t o  c r i t i c a l  

exam ination by knowledgeable i n d i v i d u a l s  and p i l o t e d  w ith  a sm a l l  group 

o f  a d m in is t r a to r s  and f a c u l ty  t o  s e c u re  feedback w ith  re g a rd  to  how 

w ell  th e  in s tru m en t a c t u a l l y  m easured what i t  c la im ed  to  m easure , 

adequacy o f  coverag e , c l a r i t y ,  and le n g th .  T h e ir  su g g e s t io n s  were 

s tu d ie d ,  and a  f i n a l  q u e s t io n n a i r e  was p re p a re d .

The advantages and d isa d v a n ta g e s  o f  t h e  q u e s t io n n a i r e  t e c h n iq u e
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Here review ed, and  th e  p o te n t i a l  o f  induced b ias  due to  la c k  o f  r e t u r n  

was acknowledged. This tu rned  ou t n o t t o  p re se n t  a problem , however, 

inasmuch as a 100 p e rc e n t  r a t e  o f  r e t u r n  was ex p e r ie n c e d .  S ix  o f  t h e  

91 q u e s t io n n a ir e s  were excluded f r o n  the  a n a ly s is  because  o f  

i n s u f f i c i e n t  d a ta .  The responden ts  f e l t  t h a t  they  d id  n o t  have 

s u f f i c i e n t  knowledge o f  th e  system t o  r a t e  th e  i te m s .

As po in ted  o u t  by K erlin g e r  (p. 496), the summated r a t i n g  s c a l e  

o f te n  seems to c o n ta in  r e s p o n s e - s e t  v a r ia n c e .  T h is  p o s s i b i l i t y  i s  a l s o  

acknowledged, b u t  the  advantage o f  g r e a t e r  v a r ia n c e  prov ided  by t h i s  

type  o f  in s tru m en t was cons ide red  t o  outweigh th e  l i m i t a t i o n .

The q u e s tio n s  were answered on a  f iv e -p o in t  summated r a t i n g  s c a l e ,  

w ith  responses most fa v o ra b le  a ss ig n e d  a va lue  o f  5 and th e  l e a s t  

f a v o ra b le  a ss ig n ed  a v a lu e  of 1. I f  th e r e  was no re sp o n se  to  an i te m ,  a 

value o f  3 was a s s ig n e d .

Data A n a ly s is . Summary t a b l e s  were c o n s tru c te d  from d a ta  s e c u re d  

from th e  q u e s t io n n a i r e ,  showing t h e  p e rcen tag e  o f  re sp o n se s  in  each 

ca teg o ry .  Medians and d e c i l e  ran g es  were u t i l i z e d  t o  a s s i s t  th e  

r e s e a r c h e r  in  e x p o s i to ry  a n a ly s is  o f  th e  d a ta .

In  a d d i t io n ,  th e  Mann-Whitney U-Test was used t o  de te rm ine  w h e th e r  

groups o f  a d m in is t r a to r s  d i f f e r e d  s i g n i f i c a n t l y  in  t h e i r  o v e ra l l  p e r 

c e p t io n  o f  PPBS. Where d i f f e r e n c e s  were found t o  e x i s t ,  a d m in i s t r a to r s  

were f u r th e r  c l a s s i f i e d  in  a p p ro p r ia te  c a te g o r ie s  b e f o re  p roceed ing  w i th  

f u r t h e r  a n a ly s is  ( f o r  example, A d m in is tra t iv e  C o u n c il ,  Academic A f f a i r s  

Committee, and s e l e c t e d  support s e r v i c e  u n i t  h e a d s ) .

The Mann-Whitney U-Test was a l s o  used to d e te rm in e  p o s s ib le  

r e l a t io n s h ip s  between p e rc e p t io n s  o f  and a t t i t u d e s  tow ard  th e  system
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and d e s ig n a t io n  as a d m i n i s t r a t o r  o r  f a c u l t y ;  schoo l a f f i l i a t i o n ;  le n g th  

o f  tim e a t  th e  U n iv e r s i ty ;  ot l e v e l  o f  u n d e rs ta n d in g  o f  b a s ic  id e a s ,  

c o n c e p ts ,  and e lem ents  o f  PPBS.

Summation o f  t h e  above, ta k e n  as a  whole, was u sed  t o  a r r i v e  a t  an 

e s t im a te  o f  the  o v e r a l l  e f f e c t i v e n e s s  o f  PPBS a t  V i r g in i a  Union 

U n iv e r s i ty .



Chapter 4

HISTORICAL AND ORGANIZATIONAL CONTEXT

A modicum o f  background in fo rm a t io n  and a d e s c r ip t io n  o f  t h e  

o rg a n iz a t io n a l  s t r u c t u r e  o f V i r g in ia  Union U n iv e r s i ty  should be h e lp f u l  

to  the  re ad e r  in  u n d e rs ta n d in g  t h e  e x p e r ie n c e s  o f  t h e  i n s t i t u t i o n  w ith  

p ro g ra m in g ,  p la n n in g ,  and b u d g e tin g .

O r ig in  o f  t h e  PPB System a t  V i r g in ia  Union U n iv e r s i ty

A review o f  a d m in i s t r a t i v e  p r a c t i c e s  and procedures  a t  V i r g in i a  

Union U n iv e rs i ty  was conducted by a team o f  c o n s u l ta n t s  from P e a t ,  

Warwick, M itc h e l l  4 C o . ,  in  1968, as t h e  f i r s t  phase o f  a program  f o r  

improvement u nder  a  g r a n t  to  t h e  U n iv e r s i t y  from th e  ford Founda tion .

Among o th e r  t h i n g s ,  th e  rev iew  r e v e a le d  a  la c k  o f  c o o r d in a t io n  in  

p lann ing  and o p e r a t io n  among th e  v a r io u s  o r g a n iz a t io n a l  u n i t s ,  r e s u l t i n g  

in  unnecessary  d u p l i c a t i o n  and a r e d u c t i o n  o f  the  t o t a l  e f f e c t i v e n e s s  o f  

t h e  U n iv e rs i ty .  I t  was a l s o  n o te d  t h a t  th e  budge ting  p rocess  d id  n o t  

in c lu d e  program p la n n in g  and th e  developm ent o f  budgets a long program 

l i n e s ,  nor was r e s p o n s i b i l i t y  f o r  rem a in in g  w i th in  the  budget f i rm ly  

f ix e d  a t  the  budget c e n te r s  which p a r t i c i p a t e d  in  budget d e te rm in a t io n .  

A d d i t io n a l ly ,  some d isag reem en t was found to  e x i s t  w ith in  th e  U n iv e r s i ty  

w ith  regard  to  i t s  r o l e ,  m is s io n ,  and o b j e c t i v e s .

The c o n s u l ta n t s  in d ic a te d ,  how ever, t h a t  th e  members o f  t h e  s t a f f  

o f  th e  U n iv e rs i ty  were w ell  q u a l i f i e d ,  and  th e y  were favo rab ly
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inp ressed  by t h e i r  lo y a l ty  t o  and concern  f o r  V irg in ia  Union U n iv e r s i ty .  

Thus, i t  was f e l t  t h a t  as a management team, th e y  should  he a b le  to  

provide e f f e c t i v e  le a d e r sh ip  f o r  th e  i n s t i t u t i o n .

As a r e s u l t  o f  th e se  f in d in g s ,  one o f  t h e  recommendations was t h a t  

budget p rocedures  which in c lu d ed  program p lan n in g  and budget p r e p a ra 

t i o n  along program l i n e s  shou ld  be deve loped . The d e c is io n  was made to  

implement a  d e t a i l e d  program p lann ing  and budge ting  system , u t i l i z i n g  

the  model developed in  1969 by the  N a tio n a l  A s s o c ia t io n  o f  C o lle g e  and 

U n iv e rs i ty  Business O f f ic e r s  (NACUBO), i n  c o o p e ra t io n  w ith  P e a t ,

Marwick, M itc h e l l  % Co., C e r t i f i e d  P u b l ic  A ccountants .

As p o in te d  out by NACUBO (1975);

T h e . . .c o n s u l ta n t s  were aware t h a t  t h e r e  were a l r e a d y  in  
e x is te n c e  numerous budgeting  systems and many monographs 
about p la n n in g .  However, most o f  th e se  system s were no t 
a p p l ic a b le  to  a small econom ica lly  d e p r iv e d  c o l le g e .
Such an i n s t i t u t i o n  was no t ready  t o  con tem pla te  t h e  use  
o f  computer s im u la t io n  modeling o r  to  develop  a s o p h i s t i 
ca ted  o u tp u t -o r ie n te d  program p la n n in g  budge ting  system  
(PPBS). (P re face )

The NACUBO model evolved from a s tu d y  o f  t e n  s e le c te d  c o l l e g e s ,  

most o f  which were p r iv a t e ,  l i b e r a l  a r t s  c o l le g e s  w ithou t s i g n i f i c a n t  

g ra d u a te ,  r e se a rc h  o r  p u b l ic  s e rv ic e  program s. As a r e s u l t  o f  i t s  

broad accep tan ce  du ring  th e  f i r s t  f o u r  y e a r s ,  as evidenced by work

shops p re se n te d  to  more than  1,000 in d iv id u a l s  a t  500 i n s t i t u t i o n s ,  

a  re v is e d  e d i t i o n  o f  the manual was produced by th e  N a tio n a l  A s so c ia t io n  

o f  College and U n iv e rs i ty  Business O f f i c e r s  i n  th e  l a t e  s p r in g  o f  1974, 

w ith  funding by th e  Ford Foundation .

As p o in te d  out by NACUBO, th e  o r i g i n a l  manual was w r i t t e n  to  

a s s i s t  c o n s u l t a n t s ,  assuming t h a t  n e c e s sa ry  e l a b o r a t i o n  would be done
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by th e n ,  w h ile  the  r e v i s e d  e d i t i o n  i s  d es igned  f o r  u s e  w ith o u t  th e  

a s s i s t a n c e  o f  c o n s u l t a n t s .  CNACUBO, P re fa c e )  The c u r r e n t  PPB System 

a t  V i r g in ia  Union U n iv e r s i ty  i s  a  m o d i f ic a t io n  o f  t h e  NACUBO m odel, 

r e f l e c t i n g  i t s  a d a p ta t io n  t o  th e  U n i v e r s i t y ' s  u n iq u e  c h a r a c t e r i s t i c s .

The le a d e r sh ip  p ro v id e d  in  th e  developm ent o f  t h e  V i r g in i a  Union 

U n iv e r s i ty  PPB System was under t h e  d i r e c t i o n  o f  P e a t ,  Marwick,

M itc h e l l  § C o .,  and th e  f i r m 's  r e p r e s e n t a t i v e s  p ro v id e d  th e  i n i t i a l  

t r a i n i n g  fo r  a d m in i s t r a to r s  and s e l e c t e d  s t a f f  and f a c u l t y  members.

The f i r s t  academic and su p p o r t  s e r v i c e  program p la n s  were p re p a re d  

in  1970 f o r  th e  f i v e - y e a r  p e r io d  1972-1977. The c o n c e p ts  and te c h n iq u e s  

in c o rp o ra te d  were d e s ig n e d  to  i n s u r e  optimum u se  o f  l i m i t e d  r e s o u r c e s .

O rg a n is a t io n a l  Framework W ith in  Which th e  FPB System O p era te s

In  o rd e r  to  p ro v id e  a b e t t e r  u n d e rs ta n d in g  o f  how th e  PPB System i s  

d es igned  to  fu n c t io n  a t  V i r g in i a  Union U n iv e r s i ty ,  an  o r g a n i z a t i o n a l  

c h a r t  o f  th e  i n s t i t u t i o n  i s  p r e s e n te d  i n  F ig u re  3.

D u ties  o f  a d m i n i s t r a t o r s ,  a s  s e t  f o r t h  in  th e  F a c u l ty  Handbook, 

a r e  d e s c r ib e d  below.

The P r e s id e n t ,  a s  c h i e f  e x e c u t iv e  o f f i c e r ,  recommends t o  t h e  

Board o f  T ru s te e s  th e  m ajor p la n s  and p o l i c i e s  f o r  t h e  U n i v e r s i t y ,  

in c lu d in g  th e  annual bud g e t and r e v i s i o n s ,  developm ent p l a n s ,  and m ajor 

cu rr icu lu m  p ro p o sa ls  approved  by t h e  f a c u l t y .

The A d m in is t r a t iv e  Council a c t s  as an a d v iso ry  c o u n c i l  t o  th e  

P re s id e n t  and meets w eekly  t o  rev iew  and e v a lu a te  program s and p o l i c i e s ,  

to  p r o j e c t  new co n c e p ts  f o r  c o n s id e r a t i o n ,  and t o  f u r t h e r  co n t in u o u s  

l i n e s  o f  c o H u n ic a t io n  w ith  t h e  t o t a l  U n iv e r s i ty  community. The
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members o f  t h e  A d m in is tra tiv e  Council in c lu d e  t h e  P r e s id e n t ,  th e  Vice 

P res id en t  f o r  A d m in is tra t iv e  A f fa i r s *  th e  Vice P re s id e n t  f o r  B usiness  

A f fa i r s ,  th e  Dean o f  th e  School o f  Theology, t h e  Dean o f  S tu d en t 

A f fa i r s ,  and th e  Chairman of t h e  Academic A f f a i r s  Committee. (Tor pur

poses o f  t h i s  s tudy, th e  Chairman o f  th e  Academic A f f a i r s  Committee has 

been inc luded  with t h e  Academic A f fa i r s  C o m i t t e e ,  r a t h e r  th a n  w ith  th e  

A d m in is tra t iv e  C ouncil ,  s in ce  i t  i s  h i s  fu n c t io n  t o  r e p re s e n t  t h e  views 

o f  the Academic A f fa i r s  Committee in  A d m in is t r a t iv e  Council s e s s i o n s . )

The U n i v e r s i t y 's  o rg a n iz a t io n a l  s t r u c t u r e  i s  somewhat u n u su a l,  in  

t h a t  th e re  i s  no Academic Dean o r  Vice P re s id e n t  f o r  Academic A f f a i r s ,  

as i s  cu s to m ari ly  found in m ost i n s t i t u t i o n s .  Bach school has a 

D ire c to r ,  who works i n  c o o p e ra t io n  w ith  an Academic A f fa i r s  Committee, 

which is  th e  c h ie f  agency where a l l  p ro p o sa ls  and recommendations 

r e l a t i n g  t o  academic p o l i c i e s  and p rocedures  a r e  made th a t  w i l l  be 

submitted t o  th e  P re s id e n t ,  th ro u g h  th e  A d m in is t ra t iv e  Council* f o r  

approval. T h is  Committee i s  a l s o  r e sp o n s ib le  f o r  c o o rd in a t in g  th e  

academic programs o f  the  U n iv e r s i ty .

The Academic A f fa i r s  Committee i s  made up o f  th e  D ir e c to rs  o f  the  

th re e  s c h o o ls ;  the D ire c to r  o f  Continuing E duca tion ; th e  R e g i s t r a r ;  th e  

D irec to r  o f  General S tu d ie s ,  who i s  a l s o  A s s i s ta n t  V ice P r e s id e n t  fo r  

Academic A f f a i r s ;  th e  A sso c ia te  Dean o f  S tu d e n ts ;  and s tu d e n ts  s e l e c t e d  

annually .

The D iv is io n  o f  General S tu d ie s  and th e  D iv is io n  o f  C ontinu ing  

Education o f f e r  academic programs in  c o n ju n c t io n  w ith  th e  t h r e e  sch o o ls .
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A Curriculum C o m i t t e e  fu n c t io n s  w ith in  each o f  the  th r e e  academic

schoo ls .  The fo llo w in g  o p e r a t io n a l  procedures a re  c u r r e n t1 /  implemented:

On a l l  c u r r i c u l a r  m a t te rs  (program, cou rse  o f f e r in g s ,  e t c , )  
t h a t  a re  r e f l e c t e d  in  th e  approved Five-Year Academic 
Program Plans o f  th e  schoo l,  th e  Curriculum Committee may 
make recomnendations d i r e c t l y  to  the Academic A f fa i r s  
Committee f o r  approval and subsequent subm ission to  th e  
A d m in is tra t iv e  C ouncil. Those curricu lum  m a tte rs  approved 
by the  Council w i l l  be p re se n te d  to  th e  U n iv e rs i ty  f a c u l ty  
f o r  f in a l  a p p ro v a l .

On a l l  curricu lum  m a tte rs  (program, course o f f e r in g s ,  e t c .  
t h a t  a re  not r e f l e c t e d  in  th e  approved Five-Year Academic 
Program P lans  fo r  th e  sch o o l,  th e  Curriculum Committee o f  
th e  school must p re s e n t  th e  p roposa l to  th e  Planning Team 
and th e  A n a ly t ic a l  S tu d ie s  Team fo r  review and recommenda
t io n s  p r io r  to  submission to  th e  Academic A ffa i r s  
Committee f o r  app ro v a l.  (PPBS Committee, Note 1)

The Planning Team i s  one o f th e  e s s e n t i a l  elements in  th e  formal

p lann ing  p ro cess .  I t  i s  th e  body charged w ith  th e  r e s p o n s i b i l i t y  fo r

th e  review of th e  work o f  the  r e sp o n s ib le  a d m in is t r a t iv e  heads and

committees who develop  th e  assum ptions, p la n s ,  and budget summaries.

The Team proposes r e v i s io n s  in  th e  p re l im in a ry  p lan s  and approves th e

f in a l  Comprehensive Five-Year P lanning  Document b e fo re  i t  goes to  th e

A dm in is tra tive  C ouncil.

I t s  membership in c lu d es  th e  D ire c to r  o f  I n s t i t u t i o n a l  Research and

Plann ing , who se rv es  as Chairman; th e  Vice P re s id e n t  fo r  A d m in is tra t iv e

A f fa i r s ;  th e  Vice P re s id e n t  fo r  Business A f f a i r s ;  th e  Dean o f the

School o f  Theology; the  Dean o f  S tudent A f fa i r s ;  the  D ire c to rs  o f th e

Schools o f  Arts & S c ie n c e s ,  B usiness  A d m in is tra tio n , and Education &

Psychology; the D ir e c to r  o f  Continuing Education; th e  A s s is ta n t  Vice

P re s id e n t  fo r  Academic A f f a i r s ,  who i s  a lso  D ire c to r  o f General

S tu d ie s ;  the  Head L ib ra r ia n ;  and th e  D ire c to r  o f  Admissions. The
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P re s id e n t  s e rv es  as  ex o f f i c i o  Chairman, s i n c e  h is  heavy s c h e d u le  does 

n o t  perm it him to  assume th e  d a y - to -d a y  fu n c t io n s  o f  th e  cha irm ansh ip  

o f  the  P lanning  Team. S tu d en ts  axe t o  be s e le c te d  an n u a lly  t o  s e rv e  on 

th e  Team.

A u n ique  component o f  th e  system  examined i s  th e  A n a ly t ic a l  S tu d ie s  

Team, w ith  i t s  f i v e  members drawn from a c ro s s  s e c t io n  o f  th e  f a c u l t y  

— th re e  from the  School o f  A rts  6 S c ie n c e s ,  one from th e  School o f  

Business A d m in is t r a t io n ,  and one from th e  School o f  Education 3 

Psychology. S tu d en t  r e p r e s e n ta t iv e s  a re  t o  be s e le c te d  a n n u a l ly .

This team i s  r e s p o n s ib le  fo r  a c r i t i c a l  review o f  th e  p r e l im in a r y  

p la n s  and budget t o  d e te rm in e  t h e i r  v a l i d i t y  in  terms o f  i n s t i t u t i o n a l  

g o a ls  and o b je c t iv e s  and budget r e a l i t i e s .  The team serves  a s  a  check 

and ba lance  in  th e  o p e r a t io n  o f  th e  fo rm al p lann ing  and bu d g e tin g  

p ro c e s s ,  and i s  r e s p o n s ib le  f o r  p r e p a r in g  f in a l  recommendations f o r  th e  

P r e s id e n t .



C hapter  S 

FINDINGS

Planning P ro c e ss  E v a lu a tio n

The long range p la n n in g  p ro c e s s ,  a s  d e s c r ib e d  in  t h e  Flow C h a r t  

CFigure 1 ) ,  Is  one o f  t h e  p ro cesses  b e in g  ev a lu a te d  in  t h i s  s tu d y .

An examination o f  w r i t t e n  docum ents, P lanning  Team m in u te s ,  and 

in te rv ie w s  w ith  members o f  th e  A d m in is t r a t iv e  C o u n c il ,  members o f  th e  

Academic A f fa i r s  Conm ittee, and s e v e r a l  support s e r v i c e  u n i t  heads 

provided th e  da ta  which served  as a b a s i s  f o r  t h i s  e v a lu a t io n .

The Planning Team, a t  i t s  f i r s t  m eeting in  m id-Septem ber, 1976, 

adopted a  schedu le  o f  p lann ing  a c t i v i t i e s  fo r  th e  1976-1977 f i s c a l  y ea r .

The i n i t i a l  s te p  i n  the  p ro c e ss  involved  a  rev iew  and r e v i s i o n  o f  

th e  s ta tem en t  o f  i n s t i t u t i o n a l  m iss io n  and g o a ls .  During th e  f a l l  o f  

1976, a f a c u l ty  committee was d e le g a te d  by th e  A d m in is t r a t iv e  C ouncil  

th e  r e s p o n s i b i l i t y  f o r  rev iew ing and r e v i s in g  t h e  e x i s t i n g  s ta t e m e n t ,  

which had been approved by th e  f a c u l t y  in  th e  s p r in g  o f  1972. The 

proposed r e v i s io n  was p re se n te d  t o  t h e  P lanning Team fo r  i t s  r e a c t i o n ,  

th e n  subm itted  to  th e  A d m in is t ra t iv e  C ouncil ,  where i t  was approved 

and shared  w ith  th e  f a c u l t y .  Approval o f  th e  Board o f  T ru s te e s  

fo llow ed.

P lanning Team m inu tes  i n d i c a t e  t h a t  the  i n s t i t u t i o n a l  m is s io n  and 

goa l s ta tem en t has been under c o n s ta n t  review s in c e  th e  i n c e p t io n  o f

the  system and has been re v ise d  whenever i t  was deemed a p p r o p r i a t e .
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The P lann ing  Team, i n  t h e  meantime, review ed and r e v i s e d  t h e  b a s i c  

p lan n in g  assu m p tio n s ,  d e a l in g  w ith  bo th  e x te r n a l  en v iro n m e n ta l  f a c t o r s  

and i n t e m a i  f a c t o r s  and i n s t i t u t i o n a l  p o l i c i e s .

The e x te r n a l  en v iro n m en ta l  assum ptions  c o n s id e re d  to  have an e f f e c t  

on p la n n in g  a t  V i r g in ia  Union U n iv e r s i ty  were? t h e  i n t e r n a t i o n a l  s i t u a 

t i o n ;  v e t e r a n s '  b e n e f i t s ;  p r i c e s  o f  goods and s e r v i c e s ;  n a t i o n a l  f a c u l t y  

s a l a r y  t r e n d s ;  n a t io n a l  a t t i t u d e s  toward h ig h e r  e d u c a t io n ;  c o m p e t i t io n  

between p r i v a t e  and p u b l i c  h ig h e r  e d u c a t io n ,  s t a t e  a i d  t o  p r i v a t e  

h ig h e r  e d u c a t io n ,  a l t e r n a t i v e  e d u c a t io n a l  p a t t e r n s ;  c o n t in u in g  e d u c a t io n ;  

f e d e r a l  program s; t u i t i o n  t r e n d s ;  t e c h n o lo g ic a l  i n f lu e n c e s ;  p r i v a t e  

su p p o r t  o f  c o l l e g e s — c a p i t a l  cam paigns; and n a t i o n a l  and r e g io n a l  

e n ro llm en t  trends*

The i n t e m a i  assum ptions  which were c o n s id e re d  d e a l t  w ith  t e a c h in g  

m ethods; cou rse  o b j e c t i v e s  and com petenc ies ;  t h e  c o l l e g e  c a le n d a r ;  

a v a i l a b i l i t y  o f  s tu d e n t  s e r v i c e s ;  e n ro l lm e n t ;  s t a f f  s u p p o r t ;  f a c u l t y ;  

f r i n g e  b e n e f i t s ;  a d m i n i s t r a t i v e  s t r u c t u r e ;  economic background and 

academic q u a l i f i c a t i o n s  o f  s tu d e n t  body; s tu d e n t  a id ;  a u x i l i a r y  e n t e r 

p r i s e s ;  r e s e a r c h  p r o j e c t s ;  g i f t  income; p u b l ic  s e r v i c e s ;  campus m o ra le ;  

g r ie v a n c e  p ro c e d u re s ;  c r im e  on campus; and campus c o n s t r u c t io n  p r o j e c t s .

Each o f  th e  D i r e c to r s  o f  academ ic programs p r e s e n te d  a F iv e -Y ear  

Academic Program P lan .  In c lu d e d  i n  th e  p la n s  were s ta te m e n ts  o f  

d e p a r tm en ta l  o b j e c t i v e s ,  e x p e n d i tu r e  e s t im a te s ,  e s t im a te s  o f  income 

from r e s t r i c t e d  c u r r e n t  fu n d s ,  c o u r se  and p r o j e c t  d a t a ,  f a c u l t y  s t a f f i n g  

r e q u i re m e n ts ,  p h y s ic a l  f a c i l i t y  r e q u i re m e n ts ,  o t h e r  r e s o u r c e  r e q u i r e 

m en ts , and budget d o cu m en ta tio n .
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The c o u rse  and p r o je c t  d a t a  in c lu d e d  a l i s t i n g  o f  c o u rse s  o r  p ro 

j e c t s  by b eg in n in g  y e a r ,  c o n t e n t ,  o b j e c t i v e s ,  and changes i n  re so u rc e s  

re q u ire d  ( a d d i t i o n s ,  d e l e t i o n s ,  and su g g es ted  a l t e r n a t i v e s ) .  Also 

inc luded  were a n t i c i p a t e d  e n ro l lm e n t ;  s tu d e n t  c r e d i t  hours p r o je c te d ;  

p re fe r r e d  s e c t io n  s iz e ;  number o f  s e c t io n s  p r o je c te d ;  and s t a f f i n g  needs, 

by rank .

The a n a ly s i s  o f  f a c u l t y  manpower re q u ire m e n ts  was d e s c r ib e d  in  

terms o f  f a c u l ty  rank , p e r c e n t  o f  t im e  p r o je c t e d  to  be spen t in  

i n s t r u c t i o n ,  academic c o u n s e l in g ,  r e s e a r c h ,  p u b l ic  s e rv ic e ,  and 

a d m in is t r a t io n .

Physica l f a c i l i t i e s  r e q u ire m e n ts  in c lu d e d  in s t r u c t i o n a l  and 

r e se a rc h  space c l a s s i f i e d  a c c o rd in g  to  sem inar rooms, c la s s ro o m s, 

l e c tu r e  h a l l s ,  l a b o r a to r ie s *  o f f i c e s ,  departm en t l i b r a r y ,  co n fe ren c e  

rooms, s to ra g e  space , e t c .  O th e r  r e s o u r c e  requ irem ents  in c lu d e d  

l i b r a r y  r e s o u r c e s ,  computer s e r v i c e s ,  and aud io  v i s u a l s .

Academic u n i t  heads I n d ic a te d  t h a t  th e y  had met with chairm en, 

co o rd in a to rs*  a n d /o r  f a c u l ty  to  rev iew  p r i o r  y e a r  u n i t  p l a n s ,  g o a ls  

and o b je c t iv e s  and to  i n i t i a t e  t h e  u p d a ted  program p lan s .

I t  i s  s i g n i f i c a n t  to  n o te  t h a t  a l th o u g h  every  academic u n i t  head 

p re se n te d  a com pleted p la n ,  few er  th a n  o n e - th i r d  o f  the  f a c u l ty *  

c o o rd in a to rs  and  chairmen f e l t  t h a t  th e y  th o ro u g h ly  unders tood  th e  

bas ic  id e a s ,  c o n c e p ts ,  and e lem en ts  o f  PPBS. Fewer than h a l f  o f  them 

p e rce iv ed  t h a t  PPBS had in c r e a s e d  f a c u l t y  involvem ent in  th e  d e te rm in a 

t i o n  o f  th e  cu rr icu lu m  f o r  t h e i r  academ ic u n i t s ,  in c reased  t h e i r  

involvement in  t h e  d e te rm in a t io n  o f  r e s o u r c e s  needed to  accom plish
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o b je c t iv e s*  o r  In c reased  f a c u l ty  involvem ent in  g e n e ra t in g  a l t e r n a t i v e  

programs f o r  achievement o f  i n s t i t u t i o n a l  g o a ls  and o b j e c t i v e s .  (See 

Table 1 .)  Yet* one o f  th e  m ajor f e a tu r e s  o f  a p r o p e r ly  implemented 

PPB System i s  i t s  a b i l i t y  t o  inv o lv e  th e  e n t i r e  f a c u l t y  in  th e  p la n n in g  

process* r a t h e r  than have d e c i s io n s  reached  by a sm all group o f  

a d m in is t r a to rs *  w ithou t the  b e n e f i t  o f  w ider based  in p u t .

Upon re c e iv in g  th e  academic d e p a r tm e n ts '  d r a f t  program p la n n in g  

documents, th e  P lanning Team screened  them f o r  accuracy* thoroughness  

o f  p r e p a ra t io n ,  and reasonab leness*  and made s u g g e s t io n s  f o r  m o d if ic a 

t i o n .  Plans were th e n  rev ised*  completed* and tu rn e d  i n  by th e  

D ire c to rs  t o  th e  Chairman o f  th e  P lann ing  Team who, w ith  th e  a s s i s t a n c e  

o f  t h e  A s s i s ta n t  Vice P re s id e n t  f o r  Academic A ffa ir s*  compiled a 

suranary of t h e  Five-Year Academic Program P la n s .

The p ro c e ss  fo r  th e  p r e p a ra t io n  o f  su p p o rt  s e r v i c e  p lan s  was 

b a s i c a l l y  th e  same as th a t  f o r  th e  p r e p a ra t io n  o f  academic p la n s .  The 

in fo rm ation  from the  Acadmnic P lan  Suimnary was in c lu d e d  w ith  t h e  b a s i c  

p lan n in g  assumptions se n t  t o  th e  su p p o rt  departm ents  f o r  c o n s id e r a t io n  

as they  p repared  t h e i r  plans* th u s  a llo w in g  them t o  p la n  b e t t e r  t o  

se rve  the  acadoa ic  programs o f  th e  i n s t i t u t i o n .

The d a ta  req u es ted  o f  th e  su p p o rt  s e r v ic e s  in c lu d e d  a  l i s t  o f  

a c t i v i t i e s  performed by the u n i t ;  a n t i c i p a t e d  changes i n  terms o f  

l e v e l  o f  a c t i v i t y ,  s tandards*  e t c . ;  ex p en d itu re  e s t im a te s  fo r  p e rsonne l*  

equipment* su p p lie s*  t r a v e l  and o th e r  expense; a n t i c i p a t e d  income from 

r e s t r i c t e d  c u r re n t  funds; and p h y s ic a l  f a c i l i t i e s  and o th e r  r e so u rc e  

requ irem ents  ( p r iv a te  o f f i c e  space* working space , s to r a g e  space* 

re c e p t io n  and o th e r  space* computer s e r v i c e ) .
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Table 1

Perceived  Impact o f  PPBS Implementation on 
F a c u lty  Involvement in  th e  P lanning Process

Rating

Level

G rea tly
In 

c reased

Some
what

In 
c reased

N e ith e r  In 
creased  Nor 

Decreased

Some
what

De
creased

G re a t ly
De

c re a se d

No
Re

sponse

Has PPBS in c re a se d  f a c u l ty  involvement in  d e te rm in a tio n  
t h e i r  academic u n i t s ?

o f  cu rr icu lum  fo r

A d m in is tra tiv e
Council (n*5) 60.0% 40.0% - - — -- - -
Academic A ffa i r s
Committee (n-6)
Chairmen and 
C oord inators

16.7% 83.3% «■

Cn-23) 6. 7% 26.1% 52.2% 4.4% - - B.7%
F acu lty  (n*47) 10.6% 34.0% 21.3% 12.8% 2.1% 19,2%

Has PPBS in c reased  f a c u l ty  involvement In  d e te rm in a tio n  
needed f o r  accomplishment o f  o b je c t iv e s?

o f  re so u rces

A d m in is tra tiv e
Council (n*5) 
Academic A f fa i r s

40.0% 60.0% "  “ “  “ — — *

Committee (n«6)
Chairmen and 
Coordinators

66.7% 33.3%

(n=23) 4.4% 34.8% 39.1% 17.4% - - 4.4%
Faculty  (n-47) 8.5% 31.9% 29.8% 4.3% - - 25.5%

Has PPBS in c re a se d  f a c u l ty  involvement in  g e n e ra t in g  a l t e r n a t i v e  programs 
f o r  th e  achievement o f  i n s t i t u t i o n a l  goa ls  and o b je c t iv e s ?
A dm in is tra tive
Council (n-5) 40.0% 60.0% - - _ _

Academic A ffa ir s  
Committee (n«6) 50. 0% 50.0% -  —

Chairmen and 
Coordinators 
(n-2S) 8.7% 26.1% 60,9% 4.3%
F acu lty  (n=47) 8.5% 34,0% 34.0% 2.1% 2.1% 19.2%
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The support  s e r v i c e s  in c lu d e  academ ic support  ( L ib ra ry ,  Learn ing  

Resources C e n te r ,  Fundamental Learn ing  S k i l l s  C e n te r ) ,  i n s t i t u t i o n a l  

support (Research  and P la n n in g ) , S tu d e n t  S e rv ic e s ,  and Business  

A f fa i r s ,

Support s e r v i c e  u n i t  h e a d s ,  w ith  th e  a i d  o f  members o f  t h e i r  s t a f f s ,  

p repared  su p p o rt  p l a n s .  Some u n i t  heads in d ic a te d  t h a t  they  d id  no t 

have th e  b e n e f i t  o f  academic program sunm aries  to  a s s i s t  them in  t h e i r  

p lanning  and surm ised  t h a t  t h e  s e n io r  a d m in i s t r a to r  in  charge  o f  t h a t  

a re a  had r e c e iv e d  t h e  in fo rm a tio n  b u t  f a i l e d  to  pass  i t  a lo n g .

The p r e p a r a t io n  o f  su p p o rt  s e r v i c e  p la n s  ran  behind  sc h e d u le ,  and 

w ith  o th e r  d e lay s  i n  P lann ing  Team m e e t in g s ,  the  p ro cess  was n o t  com

p le te d  acco rd ing  t o  th e  b l u e p r i n t .

The c y c le  was i n t e r r u p t e d  a t  t h i s  p o in t  when the  academic year  

came to  a c lo se  b e fo re  su p p o r t  s e r v i c e  p la n s  could  be summarized and a 

p r o je c t io n  o f  revenue  and e x p e n d i tu r e  e s t im a te s  on a m u l t i - y e a r  b a s i s  

could be p re p a re d .

The Board o f  T ru s te e s  r e c e iv e d  in  March only a p la n n in g  document 

which o u t l i n e s  t h e  PPB p ro c e s s  and s t a t e d  th e  s p e c i f i c  o b j e c t iv e s  as  

adopted by th e  P lan n in g  Team,

As a r e s u l t  o f  f a i l u r e  to  a d h e re  t o  t h e  e s ta b l i s h e d  t im e  t a b l e ,  

two c r i t i c a l  s t e p s  in  th e  p ro c e ss  had been om itted .  The p la n  which 

w i l l  u l t im a te ly  re a c h  t h e  A d m in is t r a t iv e  Council fo r  t h i s  y e a r  w i l l  no t 

Include th e  m u l t i - y e a r  budget p r o j e c t i o n ,  nor  w i l l  i t  have been 

su b jec ted  to  rev iew  by th e  A n a ly t i c a l  S tu d ie s  Team.
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The A n a ly t ic a l  S tu d ie s  Team, a l th o u g h  ap p o in ted  by th e  P r e s id e n t  

and ready t o  assume i t s  r e s p o n s i b i l i t i e s , was u n a b le  t o  fu n c t io n  

because the  t o t a l  p lan n in g  document was n o t com pleted and made a v a i l 

ab le  fo r  review and a n a ly s is  b e fo re  th e  end o f  th e  academ ic y e a r .

As in d ic a te d  in  th e  flow c h a r t  CFigure 1 ) ,  th e  A n a ly t i c a l  S tu d ie s  

Team was to  have had th e  r e s p o n s i b i l i t y  fo r  e v a lu a t in g  th e  economic 

f e a s i b i l i t y  o f  p la n s ,  d e te rm in in g  c o n f l i c t s  between program s and p o l i 

c i e s ,  and making recommendations to  t h e  A d m in is t r a t iv e  C o u n c il ,  a f t e r  

reach ing  agreement w ith  th e  Planning  Team with r e g a rd  to  p roposed  modi

f ic a t io n s .

The in v e s t ig a to r  a l s o  noted  th a t  a l th o u g h  t h e  b l u e p r i n t  c a l l e d  f o r  

s tu d en t p a r t i c i p a t i o n ,  no s tu d e n ts  had been a p p o in te d  t o  e i t h e r  th e  

Planning Team o r  th e  A n a ly t ic a l  S tu d ie s  Team. In f a c t ,  th e  o n ly  p o in t  

in  th e  p ro cess  a t  which s tu d e n ts  were Teportediy in v o lv e d  was i n  p ro 

v id ing  inpu t fo r  th e  academic program p la n  o f  one o f  th e  t h r e e  s c h o o ls .

Problems Encountered by A d m in is tra to rs  i n  C arry ing  Out T h e ir  
Respective Roles

Members o f  the  A d m in is t ra t iv e  C o u n c i l ,  members o f  t h e  Academic 

A f fa i r s  Committee, th e  Head L ib r a r i a n ,  th e  D ir e c to r  o f  t h e  Learn ing  

Resources C en te r ,  and th e  Chairmen o f  t h e  P lann ing  and A n a ly t i c a l  

S tu d ies  Teams were in te rv iew ed  w ith  r e g a rd  to  problem s en co u n te red  by 

them in c a r ry in g  out t h e i r  a ss igned  r o l e s  in  co n n ec tio n  w ith  th e  PPB 

System.

The problem most f r e q u e n t ly  m entioned in  c o n n e c t io n  w ith  th e  

p lann ing  cy c le  was one o f  t im e .  As one a d m in i s t r a to r  pu t  i t ,  "We must 

f in d  a way to  l e t  the  c h i e f  e x e c u t iv e  know th a t  i t  i s  j u s t  im p o ss ib le
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f o r  us to  be e f f e c t i v e  in  one r o le  w ith o u t l e t t i n g  something e l s e  go

la c k in g ."  O ther  a d m in is t r a to r s  expressed  s im i la r  view s. T y p ica l  o f

t h e i r  comments a r e  the  fo llow ing :

Key p e rso n n e l  involved  in  PPBS a re  t i e d  up w ith  too many 
a c t i v i t i e s ;  o th e r  personne l should be t r a in e d  to  c a r ry  
on some o f  t h e i r  f u n c t io n s .

The a d m in is t r a t io n  seems unaware t h a t  d i r e c t o r s  have to  do 
too many th in g s .  They have to  a c t  in  c o n c e r t  w ith  o th e r  
d i r e c to r s  as a Dean o f  t h e  C ollege , in  a d d i t io n  to  ta k in g  
care  o f  d e t a i l s  l ik e  approving ad d 'd ro p s  and " I "  grade 
removals, w hile  a lso  t r y in g  to  look a t  broad a re a s  
w ithout any h e l p - - l i t t l e  s e c r e t a r i a l  h e lp  and no adm inis
t r a t i v e  h e lp .  I t  i s  d i f f i c u l t  to  do t h i s  com pletely  and 
w ell .  We must have a d m in is t r a t iv e  a s s i s t a n t s  to  do a l l  
o f  t h i s .

Persons in te rv iew ed  were unanimous in  t h e i r  b e l i e f  t h a t  th e  time 

element was th e  p r in c ip a l  f a c to r  lead ing  to  the  om ission o f  two c r u c ia l  

s te p s  in  th e  PPB p ro c e ss—p re p a ra t io n  o f  th e  F ive-Y ear Revenue and 

Expense P ro je c t io n  Summary to  accompany th e  program p lans  and th e  

om ission o f  th e  fu n c t io n s  o f  th e  A n a ly t ic a l  S tu d ie s  Team.

The second most f re q u e n t ly  mentioned problem was th e  lack  o f  a 

s u f f i c i e n t  d a ta  b ase .  Said one a d m in is t r a to r ,  "We r e a l l y  need computer 

s e rv ic e  on campus fo r  more adequate  in fo rm a tio n ,  o r  we should go to  

some o th e r  k ind  o f  system, s in c e  t h i s  system r e q u i r e s  t h a t  you be able 

to  ge t  In fo rm ation  when you need i t , "

Another added, "The in fo rm ation  system i s  not adequate  because 

to o  much has to  be done m anually . I f  we were more com puterized , I 

r e a l l y  th ink  we would ge t much b e t t e r  r e s u l t s . "

Some o f  t h e  in te rv iew ees  found t h e i r  ta sk s  com plicated by the  fa c t  

t h a t  t h e i r  p re d e c e sso rs  had not l e f t  p r i o r  years* p lan n in g  in fo rm ation  

in  th e  f i l e s ,  and much time was lo s t  because o f  th e  n e c e s s i ty  f o r  

e s ta b l i s h in g  new b a s e l in e  d a ta .
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A f u r t h e r  i n d i c a t i o n  o f  f e e l i n g s  w ith  r e g a rd  to  t h e  adequacy o f  i n 

fo rm ation  a t  a l l  l e v e l s  nay be g leaned  from responses  t o  t h e  q u e s t io n ;

Is  ad eq u a te  in fo rm a tio n  a v a i l a b l e  to  s a t i s f y  your needs in  co n n ec tio n  

w ith  your r o l e  in  PPBS? These re sp o n se s  a r e  summarized i n  Table  2.

Only th e  members o f th e  A d m in is t r a t iv e  Council f e l t  t h a t  ad eq u a te  

in fo rm a tio n  was a v a i l a b l e  t o  them. At no o t h e r  lev e l  d id  more than  a  

t h i r d  o f  the  o th e r  a d m in i s t r a to r s  and F a c u l ty  f e e l  t h a t  in fo rm a tio n  was 

adequa te .  None o f  t h e  members o f  t h e  Academic A ffa ir s  Committee o r 

support s e rv ic e  u n i t  h e ad s , and fewer th a n  7 p e rcen t  o f  cha irm en , co

o r d in a to r s ,  and f a c u l t y  c o n s id e re d  t h a t  th e  in fo rm a tio n  was very  ade

qua te  foT t h e i r  n eed s .  The f a c t  t h a t  a s i g n i f i c a n t  number o f  re sp o n 

d en ts  checked u n c e r t a in  p e rh a p s  r e f l e c t s  t h e i r  u n c e r t a i n t y  co n cern in g  

the  r o l e  they  a r e  expec ted  t o  p la y .

T ab le  2

Adequacy o f  I n fo rm a t io n  A v a ilab le  
To Support t h e  PPB System

Rating

Leve 1

Very
Ade
quate

Some
what
Ade
q u a te

Un
c e r t a i n

Some
what
Inade-
auate

Very
In a d e 
q u a te

No
Re

sponse

A d m in is t ra t iv e  
Council (n=5) 60.0% 40.0%
Academic A f fa i r s  
Committee (n=6) _  „ 33.3% 16.7% 33.3% 16.7% _  ^

Support S e rv ice  
Unit Heads (n-4) _  _ 25.0% 50.0% 25.0%
Chairmen and 
C o o rd in a to rs  
(n-23) 4.4% 21.7% 30.4% 34.8% 4.41 4.4%

F acu lty  (n*47) 6.4% 21.3% 23.4% 23.4% 21.3% 4,3%
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Budgetary  P ro c e ss  E v a lu a t io n

The B udgeting  C y c le ,  as  d e p i c t e d  i n  F ig u re  2,  was fo l lo w e d  t o  a 

g r e a t  ex ten t*  w i th  t h e  one m ajor e x c e p t io n  b e in g  th e  o m iss io n  o f  t h e  

A n a ly t ic a l  S tu d ie s  Team rev iew . The Chairman o f  t h e  A n a l y t i c a l  S tu d ie s  

Team was i n v i t e d  t o  s i t  i n  on t h e  bud g e t h e a r i n g s ,  w i th  th e  hope t h a t  

th e  e x p e r ie n c e  would be b e n e f i c i a l  in  c a r r y in g  o u t  t h e  a s s ig n e d  re s p o n 

s i b i l i t i e s  in  t h e  f u t u r e .

The r e s e a r c h e r  was t o ld  t h a t  a l th o u g h  th e  Land Use Committee o f  t h e  

Board o f  T r u s te e s  had fu n c t io n e d  i n  p a s t  y e a r s ,  i t  had a p p a r e n t ly  not 

done so d u r in g  th e  c u r r e n t  y e a r  and d id  n o t ,  t h e r e f o r e ,  p ro v id e  any i n 

p u t  f o r  t h e  c u r r e n t  budget p r o p o s a l .

The budge t h e a r in g  component o f  t h e  system  was i n s t i t u t e d  f o r  t h e  

f i r s t  t im e  d u r in g  th e  1976-1977 academ ic y e a r .  Academic and s u p p o r t  

s e r v i c e  u n i t  h e a d s  were asked to  subm it t h e i r  b u d g e t  r e q u e s t s  f o r  t h e  

1977-1978 f i s c a l  y e a r  b e fo re  a Budget Review P a n e l ,  c o n s i s t i n g  o f  t h e  

V ice P r e s id e n t  f o r  B usiness  A f f a i r s ,  t h e  A s s i s t a n t  V ice  P r e s i d e n t  f o r  

Academic A f f a i r s ,  t h e  C o m p tro l le r ,  and th e  Chairman o f  t h e  P la n n in g  

Team, u s in g  t h e  c o n cep t  o f  zero  b a se  b u d g e t in g  and j u s t i f y i n g  each  item  

r e q u e s te d .

Inasmuch as  th e  p la n n in g  c y c l e  i s  always a  y e a r  ahead  o f  t h e  bud

g e t in g  c y c le ,  t h e  f i r s t  y e a r  o f  t h e  lo n g - r a n g e  p l a n  becomes t h e  b a s i s  

f o r  t h e  n e x t  y e a r ' s  o p e r a t in g  b u d g e t .  The p la n n in g  a c t i v i t y  c o n t in u e s  

to  ex ten d  f i v e  y e a r s  i n t o  t h e  f u t u r e ,  add in g  i n c r e a s e d  p r e c i s i o n  a s  

each y e a r  draws c l o s e r ,  w ith  t h e  p r o j e c t i o n  f i n a l l y  becoming t h e  b a s i s  

f o r  t h e  c u r r e n t  o p e r a t i n g  b u d g e t .
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The c h i e f  f i s c a l  o f f i c e r  rev iew ed  in fo rm a t io n  r e c e iv e d  a t  th e  

h e a r in g s  and forw arded a p ro p o sed  budget f o r  t h e  coming y e a r  t o  t h e  

P r e s id e n t .  N ecessary  r e v i s i o n s  were made by th e  P r e s i d e n t , in  c o n s u l 

t a t i o n  w ith  a p p r o p r i a t e  u n i t  h eads .

The budget p ro p o sa l  was then  s e n t  t o  th e  F inance  Committee o f  t h e  

Board o f  T r u s t e e s , who rev iew ed  and approved i t  and s e n t  i t  t o  th e  f u l l  

Board, where i t  r e c e iv e d  t e n t a t i v e  a p p ro v a l .  F in a l  a p p ro v a l  was 

d e lay ed  u n t i l  t h e  f a l l  m ee tin g  o f  t h e  Board a f t e r  th e  f i s c a l  r e a l i t i e s  

r e l a t e d  to  a c tu a l  s tu d e n t  e n ro l lm e n t  have become c l e a r .  The f i n a l  

b u d g e t ,  then , w i l l  not be d i s t r i b u t e d  t o  u n i t  heads  u n t i l  a f t e r  th e  

f a l l  T r u s te e  Board m e e tin g .

Problems Encountered  by A d m in is t r a to r s  i n  C a rry in g  Out T h e ir  Roles

T h e re  was w idespread  agreem ent among th o s e  who were in te rv ie w e d  

t h a t  t h e  most s e r io u s  p rob lem  i n  c o n n e c t io n  w ith  th e  b u d g e ta ry  c y c le  

was la c k  o f  e s s e n t i a l  b u d g e ta ry  in fo rm a t io n .

The d e la y s  i n  s e c u r in g  n e c e s sa ry  d a ta  were b rough t about by 

changes from one d a ta  p r o c e s s in g  system  t o  a n o th e r ,  w ith  t h e  new 

system  no t f u l l y  o p e r a t i o n a l  and much o f  t h e  r e c o rd  keep ing  on a 

d e f e r r e d  sc h e d u le .

The second problem  r e l a t e d  t o  th e  budget c y c le  i s  t h e  f a c t  t h a t  

the  Board o f  T r u s te e s  h as  f o r  th e  p a s t  s e v e r a l  y e a rs  w a i te d  u n t i l  t h e i r  

f a l l  m ee tin g  t o  approve t h e  budge t f o r  th e  f i s c a l  y e a r  which had begun 

the  p re c e d in g  J u l y  1. T h is  was n e c e s s i t a t e d  by th e  e f f e c t s  o f  an un

s t a b l e  economy and an a t t e m p t  t o  p re v e n t  a  mounting d e f i c i t  by w a i t in g  

u n t i l  a c t u a l  en ro l lm e n t  f i g u r e s  w ere i n  and t u i t i o n  income was known
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b e fo re  making f i n a l  budge ta ry  conm itm ents. In th e  words o f  t h e  

P re s id e n t ,  ’T h i s  i s  a t e r r i b l e  p r o c e d u r e / 1 Y et,  he f&lt t h a t  i t  was, 

p e rh ap s ,  a n e c e s sa ry  one u n t i l  th e  economy re c o v e rs  to the  e x t e n t  where 

the  Board f e e l s  i t  can more r e a l i s t i c a l l y  a n t i c i p a t e  vhat t h e  a c tu a l  

revenue w i l l  b e ,  This y e a r  th e  T ru s te e s  d id  approve a c o n d i t i o n a l  

b u d g e t,  t o  be f i n a l i z e d  in  t h e  f a l l  i f  c ircu m stan ces  warrant i t ,  o r  to  

be r e v i s e d  b e fo re  a p p ro v a l ,  i f  deemed n e c e s sa ry  a t  th a t  t im e.

I t  should  be p o in te d  ou t t h a t  p la n s  canno t be s u c c e s s fu l ly  imple

mented w ith o u t  adequa te  budget c o n t r o l s .  W ithout p e r io d ic  o p e r a t in g  

r e p o r t s  showing c u r r e n t  monthly e x p e n d i tu re s  and a sunmary o f  y e a r - to -  

d a te  e x p e n d i tu r e s ,  u n i t  heads c an n o t  f u n c t io n  e f f e c t i v e ly  as  d e c i s io n  

makers on a d a y - to -d a y  b a s i s ,  nor  can the  c h i e f  business  o f f i c e r  moni

t o r  a c t i v i t i e s  and p re p a re  m ean ing fu l r e p o r t s  f o r  t h e  c h ie f  a d m in is 

t r a t i v e  o f f i c e r .  In t h e  absence  o f  a p p r o p r ia te  c o n tro ls ,  e f f e c t i v e  

u t i l i z a t i o n  o f  r e s o u rc e s  i s  d i f f i c u l t  t o  a c h ie v e .

Summary

I t  i s  obvious from th e  fo re g o in g  d i s c u s s io n  t h a t  th e  sys tem  was no t 

f u l l y  implemented d u r in g  the  1976-1977 f i s c a l  y e a r .  P rogress  in  t h i s  

d i r e c t i o n  was n o te d ,  as ev idenced  by th e  f a c t  t h a t  budget h e a r in g s  were 

he ld  fo r  th e  f i r s t  t im e . In a d d i t i o n ,  th e  A n a ly t ic a l  S tu d ie s  Team was 

a p p o in te d ,  and r e f e r e n c e  to  t h e  work o f  t h i s  Team appeared in  th e  

p lann ing  c a le n d a r  fo r  t h e  f i r s t  t im e ,  a l th o u g h  la c k  oF ad h eren ce  to  th e  

schedu le  made i t  im p o ss ib le  f o r  t h e  Team t o  fu n c t io n .
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Perform ance E v a lu a tio n

I t  i s  very  p o s s ib l e  fo r  a  p ro cess  to  be c a r r i e d  ou t w ith o u t  

a c tu a l ly  r e a l i z i n g  a l l  o f  th e  g o a ls  which t h e  p ro c e s s  was d es igned  to  

ach ieve . But when th e  p ro cess  i t s e l f  i s  l a c k in g  i n  c e r t a i n  r e s p e c t s , 

i t  i s  v e ry  l i k e l y  t h a t  some o f  th e  o b je c t iv e s  w i l l  n o t  be f u l l y  

ach ieved .

T h is  s e c t io n  w i l l  be devoted t o  an e v a lu a t io n  o f  th e  e x te n t  to  

which th e  sev en teen  s ta te d  o b je c t iv e s  were a c t u a l l y  a c h ie v e d .

Goal Statement I ■ PPBS w i l l  ensu re  a more m ean in g fu l s e t  o f  g o a ls  and
o b je c t iv e s  f o r  th e  c o l le g e .

O b jec tive  1: Mission and goal s ta te m e n ts  o f  t h e  U n iv e r s i ty  w i l l  be
c l e a r ly  s t a t e d  and reviewed p e r i o d i c a l l y  (an n u a lly )  
to  determ ine t h e i r  r e le v a n c e  in  a  chang ing  s o c ie ty ,  
and w i l l  be  r e v i s e d  as needed.

O b jec tive  2: The s ta te d  m is s io n ,  g o a ls ,  and o b j e c t i v e s  w i l l  be
congm ent w ith  program p l a n s ;  i . e . ,  each program 
must be r e l a t e d  t o  one o r  more s p e c i f i c  goa ls  o r  
o b je c t iv e s .

Planning  Team minutes i n d ic a te  t h a t  s in c e  th e  P lan n in g ,  Programming, 

Budgeting Syston was f i r s t  i n i t i a t e d  a t  V i r g in i a  Union U n iv e r s i ty  con

s id e r a t i o n  has been given a n n u a lly  to  the m iss io n  and goal s ta te m e n t .  A 

r e v i s io n  approved i n  the  sp r in g  o f  1972 rem ained in  e f f e c t  u n t i l  th e  

c u r re n t  y ea r ,  when, a f t e r  c a r e f u l  s tudy by a  f a c u l t y  com m ittee , recom

mendations were made to th e  P lan n in g  Team and th e  A d m in is t r a t iv e  Council 

w ith  regard  to  changes and m o d if ic a t io n s  t h a t  r e f l e c t  more a c c u r a te ly  

t h e  p re se n t  m iss io n  and goals  o f  th e  i n s t i t u t i o n .  A f te r  ap p ro v a l  o f  

bo th  groups, t h e  s ta tem ent was shared  with t h e  f u l l  f a c u l t y  and adopted 

by the  Board o f  T ru s te e s  in th e  f a l l  o f  1976.
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The program p la n s  p re p a re d  d u r in g  th e  c u r r e n t  academ ic / e a r  were 

review ed and found t o  c o n ta in  s ta te m e n ts  o f  t h e  u n i t s '  o b j e c t i v e s » each  

t i e d  t o  th e  s t a t e d  o v e r a l l  m is s io n ,  g o a l s ,  and o b je c t i v e s  o f  th e  U niver

s i t y .

A survey  conducted  among key a d m in i s t r a to r s  i n d i c a t e d  th e y  were 

unanimous in  t h e i r  o p in io n  t h a t  s in c e  th e  im p lem en ta tio n  o f  PPBS a 

b e t t e r  job i s  b e in g  done o f  i d e n t i f y i n g  program  g o a ls  and o b j e c t i v e s ,  

in d ic a te d  in  T a b le  3 ,  which a l s o  r e v e a l s  t h a t  more th a n  tw o - th i r d s  o f  

th e  f a c u l t y  sh a red  t h i s  o p in io n .

Goal S ta tem en t I I  -  The PPB System w i l l  r e s u l t  i n  th e  e s ta b l i s h m e n t  o f
w e ll  conce ived  p r i o r i t i e s  b e f o re  any r e s o u r c e s  aTe 
a l l o c a t e d  t o  v a r io u s  p rogram s.

O b je c t iv e  3: Zero base  b u d g e tin g  w i l l  be ad o p ted , r e q u i r i n g
j u s t i f i c a t i o n  o f  a l l  r e q u e s t s  f o r  fu n d in g  in  term s 
o f  p r o je c t e d  program s.

O b je c t iv e  4: Budget h e a r in g s  w i l l  be h e ld  b e fo re  any r e s o u rc e s
a r e  a l l o c a t e d .

O b je c t iv e  5: U nit heads w i l l  have th e  a u t h o r i t y  t o  r e v i s e  l i n e
item s w i th in  t h e i r  program b u d g e ts ,  i n  keep ing  
w i th  changes in  u n i t  p r i o r i t i e s .

A review o f  program  p la n s  and in te rv ie w s  w ith  a d m in i s t r a to r s  

r e v e a le d  t h a t  ze ro  b ase  b u d g e t in g  was u t i l i z e d  in  each program  p la n  

--academ ic  and s u p p o r t  s e r v i c e — w ith  d e t a i l e d  c o s t  e s t im a te s  s e t  f o r t h  

on a m u l t i - y e a r  b a s i s .  Unit heads were r e q u i r e d  t o  j u s t i f y  a l l  

e x p e n d i tu re s  p roposed  f o r  th e  1977-197S f i s c a l  y e a r  a t  fo rm al budget 

h e a r in g s  he ld  i n  March, 1977, b e fo re  a  t e n t a t i v e  budget was fo rm u la te d  

and s e n t  t o  t h e  Board o f  T r u s te e s .  The budge t r e q u e s t s  w ere based  on 

in fo rm a tio n  a p p e a r in g  i n  the  p re c e d in g  y e a r ' s  Program P la n ,
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T able 3

P erce ived  Impact o f  PPBS Im plem enta tion  on 
I d e n t i f i c a t i o n  o f  Program Goals and O b je c t iv e s

Since th e  im p lem enta tion  o f  PPBS we do a b e t t e r  job  o f  i d e n t i f y i n g  th e  
g oals  and o b j e c t i v e s  o f  our  p rog ram s.

^ ^ \ f t a t i n g

Level
S tro n g ly

Agree
Agree

Somewhat U n certa in
D isag ree
Somewhat

S t r o n g ly
D is a g re e

Key A d m in is t ra to rs  
n ■ 16

43.8% 56.2% -- —

F acu lty  
n « 69

18.91 50.7% 10.1% 14.5% 5.8%

According t o  th e  Vice P r e s i d e n t  f o r  B usiness  A f f a i r s ,  i t  i s  

o f f i c i a l  U n iv e r s i ty  p o l ic y  f o r  u n i t  heads to  have a u t h o r i t y  to  r e v i s e  

l i n e  item s w i th in  t h e i r  program  b u d g e ts  in  keeping w ith  changes in  u n i t  

p r i o r i t i e s .  T h is  f a c t  a p p a r e n t ly  had n o t ,  however, been fo rm a l ly  com

m unicated to  a l l  u n i t  h ead s ,  inasmuch as t h e r e  were d i f f e r e n c e s  o f  

op in ion  (about e q u a l ly  d iv id e d )  among them as  to  w hether o r  no t t h i s  

l a t i t u d e  was p e rm it te d  them. M oreover, some u n i t  heads i n d i c a t e d  t h a t  

they  d id  n o t r e c e iv e  o f f i c i a l  n o t i f i c a t i o n  o f  t h e i r  approved b u d g e ts  in  

time fo r  t h i s  o p t io n  to  have any r e a l  s ig n i f i c a n c e .  The d e la y  was 

a p p a re n tly  caused  by the  B o a rd 's  f a i l u r e  to  approve t h e  f i n a l  budget 

u n t i l  i t s  f a l l  m e e tin g ,  w h i le  t h e  f i s c a l  y e a r  had begun on J u ly  1. 

F u r th e r  d e lay s  i n  the  O ff ic e  o f  B u s in ess  A f f a i r s ,  a t t r i b u t e d  t o  changes 

in  the  d a ta  p ro c e s s in g  sy s te m , have a lre a d y  been d i s c u s s e d .

Goal S ta tem ent I I I  -  The PPB System w i l l  p ro v id e  th e  c a p a b i l i t y  t o
rev iew  and a n a ly z e  e x i s t i n g  and a l t e r n a t i v e
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programs in  te rm s  o f  t h e i r  r e le v a n c e  t o  th e  a c h ie v e 
ment o f  a p red e te rm in ed  s e t  o f  o b j e c t i v e s .

O bjective  6: Each academic u n i t  w i l l  c l e a r l y  s t a t e  i t s  o b j e c t i v e s
and review them  a n n u a l ly ,  making r e v i s i o n s  where 
n ecessa ry .

O bjective  7: Each a c a d tn ic  and su p p o rt  s e r v i c e  u n i t  w i l l  p re p a re
annua lly  an  updated  f i v e - y e a r  program, t i e d  to  
p red e te rm in ed  o b je c t iv e s .

O bjective  S: Program p la n s  w i l l  be s c re e n e d  fo r  accu racy  and
thoroughness o f  p r e p a ra t io n  by t h e  P lan n in g  Team.

Each academic u n i t  d id  c l e a r l y  s t a t e  i t s  o b j e c t i v e s ,  as ev idenced  

by u n i t  program p lans  which were p rep a red  and su b m itted  t o  th e  P lan n in g  

Team. According t o  the u n i t  d i r e c t o r s *  t h e s e  o b je c t i v e s  a r e  rev iew ed 

annually  and r e v i s e d  as n e c e s sa ry .

The Five-Y ear Program P la n s  utc t i e d  t o  t h e  p red e te rm in ed  

o b je c t iv e s .  A complete l i s t i n g  o f  p re se n t  and p roposed  c o u rse s  o r  

programs is  s e t  fo rth*  showing f o r  each an enum era tion  o f  o b j e c t i v e s ,  

as w ell as changes in  re so u rc e s  needed. Where e x i s t i n g  co u rses  o r  

programs a re  deemed to  no lo n g e r  f u l f i l l  th e  re q u ire m e n ts  o f  c u r r e n t  

goals  and o b j e c t iv e s ,  recommendations a re  made f o r  d e l e t i o n ,  o r  

p o s s ib le  a l t e r n a t iv e s  a r e  p ro p o sed .

All completed academic p la n s  were p r e s e n te d  t o  th e  P lann ing  Team* 

where they were screened  fo r  accuracy* th o ro u g h n e ss  o f  p r e p a r a t i o n ,  

p o s s ib le  d u p l ic a t io n s ,  and p o t e n t i a l  c o n f l i c t s .

Support s e r v i c e  u n i t  p la n s  a r e ,  in d e e d ,  t i e d  t o  t h e i r  o b j e c t i v e s  

and* where a p p r o p r ia te ,  a re  p la n n e d  in  keep ing  w ith  th e  summaries o f  

program p lans  o f  the  academic u n i t s  which th e y  su p p o r t .

Completed support s e r v i c e  u n i t  p la n s  were s c re e n e d  f o r  accu racy  

and thoroughness o f  p r e p a r a t io n  by the a p p r o p r i a t e  a d m in i s t r a t i v e
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o f f i c e r ,  w ith  few e x c e p t io n s .  One a d m i n i s t r a t i v e  o f f i c e r  r e p o r te d  t h a t  

p la n s  f o r  two s u p p o r t  s e r v i c e  u n i t s  w ere r e tu r n e d  d i r e c t l y  t o  th e  P lan -  

n ing  Team Chairman, w ith  a copy o f  each coming t o  him.

Inasmuch a s  a  few su p p o r t  s e r v ic e  u n i t  p l a n s  were n o t  su b m it te d  

a cco rd in g  to  s c h e d u le ,  th e  su p p o r t  s e r v i c e  sunmary was n o t  com piled by 

th e  P lann ing  Team Chairman b e fo re  th e  end o f  t h e  academic y e a r .

I t  i s  t h e  hope e x p re sse d  by th e  P r e s id e n t  t h a t  i f  any u n i t s  a r e  

n o t s u b m i t t in g  p la n s  as r e q u i r e d ,  p e e r  p r e s s u r e  would cau se  them t o  do 

so . F a i l in g  t h a t ,  t h e  r e s p o n s ib le  i n d i v i d u a l s ,  he i n d i c a t e d ,  shou ld  

be d e a l t  w ith  h a r s h ly  a t  th e  l e v e l  o f  t h e  c h i e f  a d m i n i s t r a t i v e  o f f i c e r ,  

and such c a s e s  sh o u ld  be c a l l e d  t o  h i s  a t t e n t i o n  by th e  P lann ing  Team 

Chairman.

Goal S ta tem en t IV - The PPB System w i l l  e s t a b l i s h  th e  c a p a b i l i t y  to
a n a ly t e  t h e  i n t e r a c t i o n  o f  t h e  v a r io u s  c o l l e g e  
program s in  o rd e r  t o  d ev e lo p  an i n t e g r a t e d  p lan  
t h a t  r e p r e s e n t s  th e  b e s t  a l l o c a t i o n  o f  r e s o u rc e s  
f o r  m eeting  the  i n s t i t u t i o n s '  g o a ls  and 
o b j e c t i v e s .

O b je c t iv e  9: The A n a ly t i c a l  S tu d ie s  Team w i l l  e v a lu a te  economic
f e a s i b i l i t y  o f  program p la n s ;  d e te rm in e  whether 
program s f i t  t o g e th e r  in  p u r s u i t  o f  common o b je c 
t i v e s ;  de te rm ine  any p o t e n t i a l  c o n f l i c t  between 
program p la n s  and c o l l e g e  p o l i c i e s ;  d ev e lo p  and 
c o n s id e r  a l t e r n a t i v e  program p la n s ;  examine 
r e l a t i v e  c o s t  and e f f e c t i v e n e s s  in  acco m p lish in g  
o b j e c t i v e s .

O b je c t iv e  10: A com prehensive c o l le g e -w id e  f i v e - y e a r  p la n  w i l l
be  com piled by th e  A n a ly t i c a l  S tu d ie s  Team t o  be 
forw arded  th rough  t h e  A d m in is t r a t iv e  Council t o  th e  
Board o f  T ru s te e s  f o r  rev iew  and a p p ro v a l .

These two s t e p s  were n o t  implemented.

As in d ic a te d  i n  t h e  d i s c u s s io n  o f  O b je c t iv e  8, a t  t h e  c lo s e  o f  th e  

academic y e a r ,  some work rem ained  to  be done i n  c o n n e c t io n  w ith
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s e v e ra l  su p p o r t  s e r v i c e  u n i t  p lans*  Thus, th e  A n a ly t ic a l  S tu d ie s  

Team was no t in  a p o s i t i o n  to  f u n c t io n .  S ince the  members o f  t h a t  

team were nine-m onth  p e r s o n n e l ,  O b je c t iv e s  9 and 10, s t a t e d  above, 

could no t be met d u r in g  th e  c u r r e n t  f i s c a l  y ea r .

This was u n f o r tu n a t e ,  inasmuch as the  r e a l i z a t i o n  o f  th e s e  

o b je c t iv e s  i s  c o n s id e re d  to  be c r u c i a l  t o  the  su ccess  o f  th e  system .

I t  would have p ro v id e d  an o p p o r tu n i ty  foT d i r e c t  f a c u l t y  in p u t  a t  t h e  

h ig h e s t  l e v e l ,  which would have a ssu red  g r e a t e r  f a c u l t y  i n f lu e n c e  in  

the  f i n a l  d e c is io n  making p ro c e s s .

A lthough a team had been a p p o in te d ,  th e  membership o f  which was 

drawn from th e  th r e e  s c h o o ls ,  t h e  su g g e s t io n  was made by some adm in is

t r a t o r s  t h a t  team membership shou ld  be expanded in  th e  f u tu r e  to  i n 

clude p e rso n s  know ledgeable  in  t h e  a r e a s  o f  economics and a c c o u n t in g ,  

as w ell  as t o  in c lu d e  one o r  more r e p r e s e n ta t iv e s  from th e  su p p o r t  

s e rv ic e s ,  as a means o f  s t r e n g th e n in g  t h e  com m ittee 's  a b i l i t y  t o  

e f f e c t i v e l y  c a r ry  o u t i t s  f u n c t io n s .

There was no w e l l  d e f in e d  s e t  o f  s y s te m a tic  p ro c e d u re s  s e t  f o r t h  

to  s e rv e  as  g u id e l in e s  f o r  t h e  A n a ly t ic a l  S tu d ie s  Team in  c a r r y in g  o u t  

i t s  r e s p o n s i b i l i t y ,  s i n c e  t h e r e  has been no p r io r  e x p e r ie n c e  w ith  t h i s  

ta sk  to  s e rv e  as a g u id e .

Because th e  com prehensive  long range  p lann ing  document was incom

p l e t e  a t  th e  tim e o f  th e  m ee ting  o f  the  Board o f T r u s te e s ,  i t  was no t 

p o s s ib le  f o r  i t  t o  be su b m it te d  to  them. The P lanning  Team Chairman 

d id ,  however, make a v a i l a b l e  to  th e  Board a copy o f  a document 

e n t i t l e d ,  "Long-Range Academic and S u p p o rtiv e  S e rv ic e s  P lan n in g



83

P ro c e ss "  (R evised), which in c o rp o ra te d  a l l  o f  the  components n e c e s sa ry  

fo r  f u l l  lap la m e n ta t io n  o f  the  p ro c e s s .

Goal Statem ent V - The PPB System w i l l  improve c o o rd in a t io n  and
conm unication due t o  th e  n e c e s s i t y  f o r  i n t e r 
r e l a t i n g  program e lem ents .

O b jec tive  11: E igh ty  p e rc e n t  o f  th e  F a c u l ty  and 90 p e rc e n t  o f
th e  key a d m in is t r a to r s  w i l l  p e r c e iv e  t h a t  PPBS 
has r e s u l t e d  in  improved c o o rd in a t io n  and 
communication.

A d m in is tra to rs  and members o f  th e  f a c u l t y  were surveyed  to  

de te rm ine  t h e i r  p e r c e p t io n s  o f  th e  impact which th e  system  has had 

on c o o rd in a t io n  and communication. The i n s t i t u t i o n  f e l l  s h o r t  o f  

ach iev in g  i t s  o b je c t iv e  in  t o t a l i t y ,  a l th o u g h  i t  was ach iev ed  w ith  

r e fe r e n c e  t o  some g roups.

An examination o f  Tab le  4 r e v e a l s  some i n t e r e s t i n g  d i f f e r e n c e s  

between p e rc e p tio n s  o f  a d m in is t r a to r s  and f a c u l ty .  While a lm ost 

94 p e rc e n t  o f  th e  key a d m in i s t r a to r s  f e l t  t h a t  PPBS had r e s u l t e d  in  

improved c o o rd in a t io n  o f  o v e ra l l  i n s t i t u t i o n a l  p la n n in g ,  only  58 

p e r c e n t  of th e  f a c u l ty  shared  t h i s  b e l i e f .  S l i g h t l y  more than  80 

p e r c e n t  o f  th e  key a d m in i s t r a to r s  and 70 p e rc e n t  o f  th e  f a c u l ty  f e l t  

t h a t  meetings o f  r e p r e s e n ta t iv e s  from v a r io u s  program a re a s  has 

r e s u l t e d  in  more e f f e c t i v e  program c o o r d in a t io n .  I t  i s  s i g n i f i c a n t  

to n o te  th a t  members o f  th e  Academic A f f a i r s  Conm lttee were u n a n i

mous in  t h e i r  agreement on both p o i n t s .  T h is  was to  be ex p ec ted ,  

inasmuch as th e  D ir e c to rs  o f  academic u n i t s  a r e  o b v io u s ly  the i n d i v i 

d u a ls  who engage in th e  most d ia lo g u e  d u r in g  th e  p la n n in g  p ro c e s s ,  

b o th  in  meetings o f  t h e  Academic A f f a i r s  Committee and as  members o f
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th e  P la n n in g  Team. For t h a t  g ro u p , th e n ,  t h e  o b j e c t i v e  was a c h ie v e d .

By way o f  c o n t r a s t ,  a  somewhat s m a l le r  p e r c e n ta g e  o f  a d m in i s t r a to r s  

(68.8%) and a  much s m a l l e r  p e rc e n ta g e  of f a c u l t y  (29%) f e l t  t h a t  any 

m eaningfu l program c o o r d in a t io n  a c r o s s  u n i t  l i n e s  has  ta k e n  p l a c e  under 

PPBS. T h is  would s u g g e s t  t h a t  more d ia lo g u e  i s  t a k in g  p la c e  below th e  

le v e l  o f  d i r e c t o r  w i th  re g a rd  t o  programs w i th in  a g iven  schoo l bu t 

p robab ly  n o t  between f a c u l t y  members o f  t h e  v a r io u s  s c h o o ls .

Tab le  4

P e rc e iv e d  Impact o f  PPBS Im plem enta tion  on C o o rd in a t io n

S tro n g ly  Agree lln- D isa g re e  S tro n g ly
Agree Somewhat c e r t a i n  Somewhat D isagree

PPBS has r e s u l t e d  i n  improved c o o r d in a t io n  o f  i n s t i t u t i o n a l  p la n n in g .

Key A d m in is t r a to rs  31.3% 62.5% - -  6.2%
n ■ 16

F acu lty  7.3% 50.7% 13.0% IB. 8% 10.1%
n ■ 69

Since t h e  im p lem en ta tio n  o f  PPB, m ee tin g s  w ith  r e p r e s e n t a t i v e s  from 
v a r io u s  program a re a s  have r e s u l t e d  in  more e f f e c t i v e  c o o r d in a t io n  o f  
p rogram s.

Key A d m in is t r a to rs  12.5% 68,8% 6.2% 12.5%
n ■ 16
F acu lty  10.1% 34.8% 14.5% 23.2% 17,4%
n » 69

W ith r e g a rd  t o  com m unication, th e  i n s t i t u t i o n  came c lo s e  to  

a c h ie v in g  i t s  o b j e c t i v e  a t  t h e  a d m i n i s t r a t i v e  l e v e l .  As shown in  

Table 5, 87 ,5  p e r c e n t  o f  th e  key a d m i n i s t r a t o r s ,  a l th o u g h  on ly  4 6 .4

R ating

Level
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p e rc e n t  o f  the  f a c u l t y ,  f e l t  t h a t  coranujiicatioii and i n t e r a c t i o n  aimed 

a t  a c h ie v in g  u n i v e r s i t y  g o a ls  and o b je c t iv e s  had improved as  a r e s u l t  

o f  PPBS* Members o f  t h e  A d m in is t r a t iv e  Council unanim ously  agreed 

w ith  t h e  s ta te m e n t .

Table 5

P e rce iv ed  Impact o f  PPBS Implementation on Communication

Communication and i n t e r a c t i o n  aimed a t  ach iev in g  u n i v e r s i t y  g o a ls  and 
o b je c t iv e s  have improved as  a r e s u l t  o f  PPBS.

S t ro n g ly  Agree Un- D isag ree  S tro n g ly  
Agree Somewhat c e r t a i n  Somewhat D isagree

Key A d m in is t ra to rs  25.0% 62.5% - -  12,5%
n = 16

F acu lty  20.3% 26.1% 7,2% 27.5% 18.8%
n = 69

Rating

Level

A s m a lle r  p e rc e n ta g e  sensed  t h a t  channels  f o r  communicating id e a s  

to  top  l e v e l  a d m in i s t r a to r s  had become more e f f e c t i v e - - 6 2 . 5 p e rc e n t  o f  

the  a d m in i s t r a to r s  and 36 .2  p e r c e n t  o f  the  f a c u l t y - - a s  i n d i c a t e d  in  

Table 6.
Table  6

P e rc e iv e d  Im pact o f  PPBS Im plem entation 
on Communication Channels

Rating

Level

Much
More

E f f e c t 
iv e

Somewhat
More

E f f e c t i v e

Un
changed

Somewhat
Less

E f f e c t iv e

Much
Less

E f f e c t 
i v e

No
Re

sponse

Key A d m in is t ra to rs  
n » 16 37.5% 25.0% 31.3% 6,3% _ _

Faculty  
n * 69

8.7% 27.5% 40.6% 7.2% 5.8% 10.1%
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T his  should  be c o n s id e re d  in  l i g h t  o f  th e  f a c t  t h a t  th e  f u l l  

PPB c y c le  has n o t  y e t  been com pleted. As a  r e s u l t ,  t h e  channels  which 

e x i s t  on th e  b lu e p r in t  a t  t h i s  s ta g e  have n ev er  r e a l l y  been f u l l y  

opened up, and f u l l  o p p o r tu n i ty  has no t been p ro v id ed  f o r  f a c u l t y  i n 

put to  the  top  lev e l a d m in i s t r a to r s .

Goal S ta tem ent VI - The PPB System w i l l  c r e a te  a g r e a t e r  awareness o f
th e  c o l l e g e ' s  g o a ls  and o b j e c t i v e s  and produce a 
g r e a t e r  commitment t o  t h e i r  ach ievem ent.

O b je c t iv e  12: E igh ty  p e rc e n t  o f  t h e  f a c u l ty  and 90 p e rc e n t  o f
th e  hey a d m in i s t r a to r s  w i l l  p e r c e iv e  t h a t  PPBS 
has c r e a te d  a g r e a t e r  awareness o f  th e  g o a ls  and 
o b j e c t iv e s  o f  th e  c o l l e g e .

O b je c t iv e  13: E ig h ty  p e rc e n t  o f  th e  f a c u l ty  and 90 p e rc e n t  o f
th e  a d m in i s t r a to r s  w i l l  p e r c e iv e  t h a t  th e  im ple
m e n ta t io n  o f  PPBS h as  r e s u l t e d  in  g r e a t e r  commit
ment t o  th e  ach ievem ent o f  i n s t i t u t i o n a l  goa ls  
and o b j e c t i v e s .

N e i th e r  awareness n o r  commitment has been r e a l i z e d  t o  th e  e x te n t  

a n t i c ip a t e d .  While a l l  o f  th e  members o f  th e  A d m in is t r a t iv e  Council 

p e rce iv ed  t h a t  PPBS had c r e a te d  a g r e a t e r  awareness o f  goa ls  and 

o b je c t iv e s  o f  the c o l l e g e ,  o th e r  key a d m in i s t r a to r s  viewed i t  

d i f f e r e n t l y .  Only 81 .3  p e rc e n t  o f  th e  group tak en  a s  a whole ag reed  

with th e  s ta te m e n t ,  w ith  on ly  62.5  p e r c e n t  s t r o n g ly  a g re e in g .

(See Table 7 . )

The f a c t  th a t  on ly  65 .2  p e rc e n t  o f  t h e  f a c u l ty  p e rc e iv e d  a  

g r e a t e r  awareness su g g e s ts  t h a t  many f a c u l t y  members have n o t  been 

a c t i v e l y  involved  in  d i s c u s s io n s  o f  i n s t i t u t i o n a l  m is s io n ,  g o a ls  and 

o b je c t iv e s  in  a meaningful way, e i t h e r  b e fo re  or a f t e r  th e  s ta te m e n t  

was r e v is e d .
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Table 7

P erce ived  Impact o f  PPBS Implementation 
On Awareness o f  Goals and O b jec tiv es

The im plem entation o f  PPBS has c re a te d  a g r e a t e r  awareness among 
a d m in is t ra to rs  and f a c u l t y  o f  the  U n iv e r s i ty 's  goals  and o b je c t iv e s .

"v̂ \ R a t i n g

Level
S tro n g ly

Agree
Agree

Somewhat U ncerta in D isagree
Somewhat

S tro n g ly
Disagree

Key A dm in is tra to rs  
n ■ 16

62. 5% 18.8% 6.2% 12.5% - -

Faculty  
n * 69

30,4% 34.8% 8,7% 17.4% 8.7%

As might be expected  in  l i g h t  o f  th e  above, a  r e l a t i v e l y  small 

percen tage  o f f a c u l ty  f e l t  a g r e a te r  commitment toward achievement o f  

th e  i n s t i t u t i o n ' s  g o a ls  and o b je c t iv e s .  Only 46.3 p e rc e n t  gave a 

p o s i t iv e  answer. The e n t i r e  Academic A f f a i r s  Committee, on th e  o th e r  

hand, expressed a f e e l in g  o f  g r e a t e r  counitm ent, as d id  80 p e rc e n t  o f  

the  A d m in is tra t iv e  Council members. Only 50 p e rc e n t  o f  th e  support  

s e rv ic e  u n i t  heads f e l t  a  g r e a te r  sense o f commitment, lead in g  to  an 

o v e ra l l  81.3 p e rc e n t  f ig u r e  fo r  key a d m in is t r a to r s  taken as a  whole. 

The o b je c t iv e ,  th e n ,  was no t achieved fo r  th e  group as  a whole, as 

shown in  Table 8.

Goal Statem ent VII - PPBS w i l l  r e s u l t  in  improved budge ta ry  p ro 
cedure .

O b jec tive  14: A comprehensive program budget w i l l  be
subm itted  to  th e  Board o f  T ru s te e s  fo r  
approval in  March o f  each y e a r .
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Table 8

P e rc e iv e d  Impact o f  PPBS Im plem entation  on 
Oegree o f  Commitment Toward 

Achievement o f  I n s t i t u t i o n a l  Goals and O b je c t iv e s

Much
Level

Somewhat
G re a te r

Ho
Change

Somewhat
Less

Much
Less

No
Response

Key A d m in is t r a to rs  25.0% 
n -  16

56.5% 18.7% - -

F a c u l ty  15,0% 
n = 69

55,5% 40.6% 2.9% 4.3% 5.8%

O b je c t iv e  15: A ll u n i t  h ead s  w i l l  be p ro v id ed  w ith  c u r r e n t
bu dge t in fo rm a t io n  ( q u a r t e r ly  o r ,  p r e f e r a b l y ,  
m onthly  b u d g e t  r e p o r t s )  to  f a c i l i t a t e  t h e  
d e c is io n -m a k in g  p ro c e ss .

O b je c t iv e  16: A c cu ra te ,  ad eq u a te  b u d g e ta ry  in fo rm a t io n  w i l l
be a v a i l a b l e  fo r  r e p o r t in g  to  e x te r n a l  
a g e n c ie s  (HEGIS, UKCF, HEW, e t c . )  on a  t im e ly  
b a s i s .

A com prehensive program budget was su b m itted  t o  th e  Board o f  

T ru s te e s  in  March. As i n d i c a t e d  in  th e  s e c t io n  d e a l in g  w ith  p ro c e s s  

e v a lu a t io n ,  budget h e a r in g s  w ere  h e ld  p r i o r  to  the  p r e p a r a t i o n  o f  t h e  

proposed budget by t h e  c h i e f  f i s c a l  o f f i c e r  and a p p ro v a l ,  w ith  

n e c e s sa ry  m o d i f i c a t io n s ,  by t h e  P re s id e n t .  I t  was no t*  however, sub

j e c t e d  to  th e  s c r u t i n y  o f  th e  A n a ly t i c a l  S tu d ie s  Team fo r  r e a s o n s  

a l r e a d y  s t a t e d .

In te rv ie w s  w ith  t h e  V ice P r e s id e n t  fo r  B usiness  A f f a i r s  and th e  

u n i t  heads r e v e a le d  t h a t  c u r r e n t  budget in fo rm a tio n  was n o t  a v a i l a b l e  

on a q u a r t e r l y  o r  m onthly b a s i s .  Tills was m entioned by a l l  o f  th e
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u n i t  heads as b e in g  a  m ajor problem faced  by them In  c a r ry in g  o u t  

t h e i r  r o l e s .

In the  a reas  mentioned in  O b je c t iv e  16, s p e c i a l  r e p o r t s  were 

p repared  on an ad hoc b a s i s ;  b u t th e  n e c e s sa ry  in fo rm a tio n  was n o t  

r o u t in e ly  made a v a i l a b l e  on a t im e ly  b a s i s ,  w i th  th e  ex cep tio n  o f  

d a ta  r e l a t e d  t o  programs and a c t i v i t i e s  funded under s p e c ia l  g r a n t s .

The e x p la n a t io n  g iven  f o r  t h i s  was the  f a c t  t h a t  th e  U n iv e r s i ty  

i s  now going th rough  a t r a n s i t i o n  p e r io d  in  c o n n e c t io n  w ith  i t s  d a ta  

p ro cess in g  and in fo rm a tio n  system , which has n o t  y e t  been f u l l y  

implemented. Much o f  th e  a c c o u n t in g ,  as a r e s u l t ,  has rem ained on a 

d e fe r re d  b a s i s .  I t  i s  expected  t h a t  th e  s i t u a t i o n  w i l l  be improved 

du ring  th e  next f i s c a l  p e r io d .

Goal S tatem ent V III  - The PPB System a t  V i r g in ia  Union U n iv e r s i ty
w i l l  be f u l l y  o p e r a t io n a l  n o t  l a t e r  th a n  t h e  
1976-77 academic y e a r .

O b jec t iv e  17: The system  w i l l  be f u n c t io n in g  i n  accordance
w ith  th e  b l u e p r in t ,  a l l  s te p s  hav ing  been 
implemented.

The e n t i r e  s e c t io n  o f  t h i s  s tu d y  d e a l in g  w ith  P rocess  E v a lu a t io n  

ad d resses  i t s e l f  to  t h i s  o b j e c t i v e .  As has a l r e a d y  been p o in te d  o u t ,  

th e  o b je c t iv e  was n o t  a c h iev ed .

Two c r i t i c a l  components o f  an e f f e c t i v e  program budgeting  

system lack ed  im plem enta tion . Major d e v i a t i o n s  from t h e  e s t a b l i s h e d  

t im e ta b le  made i t  Im p o ss ib le  f o r  the  Vice P r e s id e n t  f o r  B usiness  

A f fa i r s  to  com plete th e  t a s k  o f  p ro v id in g  th e  revenue  and e x p e n d i tu re  

p r o je c t io n  in  p roposed  budget form f o r  th e  f i v e - y e a r  p e r io d  1978- 

1985. In  a d d i t i o n ,  f a i l u r e  t o  meet schedu led  d e a d l in e s  made i t
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Im p o ss ib le  f o r  t h e  A n a ly t ic a l  S tu d ie s  Team t o  f u n c t io n  a t  a l l *  w ith  

th e  e x c e p t io n  o f  s h a r in g  in  th e  ap p ro v a l  o f  p la n n in g  assum ptions  and 

p ro v id in g  an o p p o r tu n i ty  fo r  t h e  Chairman o f  t h e  A n a ly t ic a l  S tu d ie s  

Team t o  s i t  in  on budget h e a r in g s .

While th e  p r e s e n t  system  encompasses o n ly  academ ic and sup p o rt  

s e r v i c e  p lann ing*  f u t u r e  p la n s  a r e  t o  in c lu d e  c a p i t a l  o u t la y  p ro 

j e c t i o n s  as w e l l .

O th e r  F in d in g s

F ind ings  p r e s e n te d  t o  t h i s  p o in t  r e l a t e  d i r e c t l y  to  an e v a lu a t io n  

o f  t h e  e x te n t  t o  which the  p ro c e s s  was c a r r i e d  o u t  and th e  e x te n t  to  

which s p e c i f i c a l l y  s t a t e d  o b j e c t i v e s  were a c h ie v e d .  O th er  m ean ingfu l 

f a c t s  were uncovered* however* d u r in g  t h e  c o u rse  o f  t h e  i n v e s t i g a t i o n .  

They a r e  d i s c u s s e d  i n  t h i s  s e c t io n *  w ith  t h e  hope t h a t  th e y  w i l l  shed  

a d d i t i o n a l  l i g h t  on th e  c u r r e n t  s t a t u s  o f  t h e  system  and how i t  m ight 

be improved.

Focus o f  th e  System

I t  was s u r p r i s i n g  t o  f in d  a t  t h e  o u t s e t  how l i t t l e  agreement 

e x i s t s  as to  where t h e  prim ary  emphasis o f  t h e  PPB System a t  V ir 

g i n i a  Union U n i v e r s i t y  l i e s .  Y et,  an i n te r v ie w  w ith  t h e  P r e s id e n t  

r e v e a le d  t h a t  he was unaware o f  t h i s  m ajor d i v i s i o n  o f  o p in io n .  He 

i n d i c a t e d  t h a t  he f e l t  i t  im p o r ta n t  f o r  everyone t o  sh a re  t h e  same 

b a s ic  p h i lo so p h y  about th e  system  and p e rc e iv e d  i t  a s  h i s  r e s p o n s i 

b i l i t y  t o  u l t i m a t e l y  g iv e  th e  i n t e r p r e t a t i o n  i n  th e  ev en t  t h a t  d i s 

agreem ent d id  e x i s t .
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PPBS i s  viewed by some p r im a r i ly  as a p la n n in g  system ; o th e r s  

see i t  as a  management system ; and s t i l l  o th e rs  p e rc e iv e  th e  p r im ary  

emphasis a s  t h a t  o f  a b u d g e ta ry  sy s tem . A somewhat s m a l le r  group d id  

not respond to  t h e  q u e s t i o n ,  a p ro b a b le  in d i c a to r  t h a t  they  were 

unsure o f  where t h e  emphasis should  o r  could l i e .  These d i f f e r e n c e s  

o f  op in ion  a r e  r e f l e c t e d  in  Table 9. Even among th e  f i v e  to p  l e v e l  

a d m in i s t r a to r s , t h e r e  was lack  o f  unan im ity  in  term s o f  b a s ic  

ph ilosophy .

T a b le  9

P e rc e iv e d  Primary Emphasis o f  PPBS a t  VUU

Rating

Level
P lann ing

System
Management

System
Budgetary

System
No

Response

A d m in is t ra t iv e  
Council 
n -  5

60.0* 40.0% -- - -

Academic A f fa i r s  
Committee 
n * 6

so.o% 33.3% 16.7% —

Support S e rv ic e  
Unit Heads 
n ■ 4

7S.0* 25. 0% - - - -

Chairmen and 
C oord inato rs  
n -  23

30.4% 30.4% 34.6% 4.4%

F acu lty  
n ■ 47

42.6% 27.7% 19.1% 10.6%
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P ercep tions  o f  O vera ll  E f fe c t iv e n e s s  o f  th e  PPB System

Measures o f  p e rc e p tio n s  o f  and a t t i t u d e s  toward PPBS were 

ob ta ined  by th e  r e se a rc h e r  th ro u g h  th e  u se  o f  s  q u e s t io n n a i r e .  (See 

Appendix B.) With a p o s s ib le  ran g e  o f  s c o re s  from 30 t o  ISO (w ith  

30 be ing  th e  Least fa v o ra b le  and 150 th e  most f a v o r a b l e ) ,  a c tu a l  

sca re s  ranged from a low of 51 t o  a  h ig h  o f  143.

Because th e  range was so w ide, th e  i n v e s t i g a to r  sought to  

determ ine p o s s ib le  a s s o c ia t io n s  between the  dependent v a r i a b l e ,  

r a t in g s  on q u e s t io n n a i re ,  and independen t v a r i a b l e s  such as l e v e l  in  

the  o rg a n iz a t io n a l  h ie ra rc h y ;  schoo l a f f i l i a t i o n ;  le n g th  o f  t im e a t  

the  U n iv e rs i ty ;  and le v e l  o f  u n d e rs ta n d in g  o f  b a s ic  i d e a s ,  c o n c e p ts ,  

and elem ents o f  the  PPB System.  For t h i s  p u rp o se , th e  Mann-Whitney 

U-Test was used. Where samples were very  sm a ll ,  U v a lu e s  were c a l 

c u la te d  and p r o b a b i l i t i e s  were de te rm in ed  from t a b l e s  o f  c r i t i c a l  

values o f  U. Where th e  number o f  re sp o n d en ts  i n  a group exceeded 20, 

a  z sco re  was computed, and t h e  z t a b l e  was used  to  de te rm ine  th e  

p r o b a b i l i ty  o f  such a score  o c c u r r in g  between t h e  two groups by  chance 

a lone.

Comparison o f p e rc e p tio n s  o f  and a t t i t u d e s  tow ard PPBS a c c o rd in g  

to  le v e l  in  the  h ie ra rc h y  o f  t h e  o r g a n iz a t io n a l  s t r u c t u r e .

Hc : P ercep tions  o f  and a t t i t u d e s  toward t h e  P lan n in g ,  Program

ming, Budgeting System are  e q u a l ly  as f a v o ra b le  fo r  t h e  A d m in is t r a t iv e  

Council and the  Academic A f f a i r s  Comal t  t e e .

Applying th e  Mann-Whitney t i -T e s t ,  U B 0, p ■ .0 0 2 .  The n u l l  

hypo thesis  may be r e je c te d  a t  t h e  .01 le v e l .
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Ho : P e rc e p t io n s  o f  and a t t i t u d e s  toward th e  P la n n in g ,  Program

ming, B udgeting S /s tem  a r e  e q u a l ly  as f a v o ra b le  f o r  t h e  Academic 

A f f a i r s  Committee and th e  Support S e rv ic e  Unit Heads.

A pplying  th e  Mann-Whitney U -T es t ,  U -  11; p * .457. The n u l l  

h y p o th e s is  i s  a c c e p te d .

Hq : P e rc e p t io n s  o f  and a t t i t u d e s  toward t h e  P la n n in g ,  Program

ming, B udgeting  System a re  e q u a l ly  as f a v o ra b le  f o r  t h e  Academic 

A f f a i r s  Committee and Support S e r v ic e  U n it  Heads when compared w ith  

Chairmen and C o o rd in a to rs .

Applying th e  Mann-Whitney U -T est ,  z - -1 .6 6 6 ;  p = .0475. The 

n u l l  h y p o th e s is  may be r e j e c t e d  a t  t h e  .05  l e v e l .

Hq : P e rc e p t io n s  o f  and a t t i t u d e s  tow ard t h e  P la n n in g ,  Program

ming, B udgeting System a r e  e q u a l ly  as f a v o ra b le  f o r  Chairmen and 

C o o rd in a to rs  when compared w ith  F a c u l ty .

A pplying  th e  Mann-Whitney U -T est ,  i  -  - .2 8 1 4 ;  p * .3897 . The 

n u l l  h y p o th e s i s  i s  a c c e p te d .

The r e s u l t s  su g g e s t  t h a t  top  l e v e l  a d m i n i s t r a t o r s  have a s i g n i 

f i c a n t l y  more f a v o r a b le  o v e r a l l  p e r c e p t io n  o f  and a t t i t u d e  tow ard  

th e  PPB System th a n  do m iddle  l e v e l  a d m i n i s t r a t o r s .  I t  app ea rs  a l s o  

t h a t  m idd le  l e v e l  a d m i n i s t r a t o r s  p e r c e iv e  th e  system  more f a v o ra b ly  

than  do chairm en , c o o r d in a to r s ,  and f a c u l t y .

Comparison o f  p e r c e p t io n s  o f  and a t t i t u d e s  tow ard  PPBS a c c o rd 

ing t o  l e n g th  o f  t im e  a t  t h e  U n i v e r s i t y . P r im a r i ly  b ecau se  o f  r e c e n t  

program ex p an s io n  u n d er  th e  Advanced I n s t i t u t i o n a l  Development 

Program, a p p ro x im a te ly  25 p e r c e n t  o f  th e  re sp o n d e n ts  have  been a t  th e  

U n iv e r s i ty  f o r  two y e a r s  o r  l e s s .  N e a r ly  45 p e r c e n t  have been
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a f f i l i a t e d  w ith  t h e  i n s t i t u t i o n  f o r  more t h a n  f i v e  y e a r s .

C o o r d in a to r s  were t h e  m ost s t a b l e  g ro u p ,  w i th  n e a r l y  t h r e e -  

f o u r th s  o f  them h a v in g  b een  a t  V i r g i n i a  Union more th a n  f i v e  y e a r s .

Length  o f  t im e  a t  t h e  U n i v e r s i t y  d id  n o t ,  how ever, a p p e a r  t o  be 

a s i g n i f i c a n t  v a r i a b l e .  A c o m p a r iso n  o f  th o s e  who had b een  a t  t h e  

i n s t i t u t i o n  two y e a r s  o r  l e s s  w i th  th o se  who had b een  t h e r e  f o r  more

than  f i v e  y e a r s  y i e l d e d  a z s c o r e  o f  - .9 8 1 5 ,  w ith  a  p r o b a b i l i t y  o f

.1 6 3 5 . On t h a t  b a s i s ,  t h e  f a l lo w in g  n u l l  h y p o th e s i s  i s  a c c e p te d :  

P e r c e p t io n s  o f  and a t t i t u d e s  tow ard  PPBS do n o t  v a ry  a c c o r d in g  t o  

l e n g th  o f  t im e  a t  t h e  U n i v e r s i t y .

Comparison o f  p e r c e p t i o n s  o f  and a t t i t u d e s  tow ard  PPBS a c c o rd 

i ng t o  s c h o o l  a f f i l i a t i o n .

Hq : P e r c e p t io n s  o f  and a t t i t u d e s  tow ard  PPBS a r e  e q u a l l y  a s

f a v o r a b l e  f o r  d i r e c t o r s , c h a irm en , c o o r d in a to r s ,  and f a c u l t y  a f f i l i a t e d  

w i th  a b u s in e s s  o r  p r o f e s s i o n a l  s ch o o l  and f o r  t h o s e  a f f i l i a t e d  w ith  

t h e  School o f  A r t s  and S c i e n c e s .

U sing th e  M ann-W hitney U -T e s t ,  z -  - 2 .4 1 6 ;  p -  .0 0 7 8 .  The n u l l

h y p o th e s i s  may be  r e j e c t e d  a t  t h e  .01 l e v e l .

E v idence a p p e a r s  t o  s u p p o r t  t h e  h y p o th e s is  t h a t  a d m i n i s t r a t o r s  

and f a c u l t y  i n  t h e  S c h o o ls  o f  B u s in e s s  A d m in is t r a t io n  and E d u c a t io n  

and P sycho logy  a r e  more f a v o r a b ly  im pressed  w ith  t h e  sys tem  and th e  

e f f e c t s  o f  i t s  im p le m e n ta t io n  in  g e n e r a l  th a n  a r e  t h e i r  c o u n t e r p a r t s  i n  

t h e  School o f  A r ts  and S c i e n c e s .

Comparison o f  p e r c e p t i o n s  o f  and a t t i t u d e s  tow ard  PPBS a c c o r d 

in g  t o  l e v e l  o f  u n d e r s t a n d in g  o f  b a s i c  i d e a s ,  c o n c e p t s ,  and e le m e n t s .
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The most s ig n i f i c a n t  v a r i a b l e  found to  in f lu e n c e  o v e r a l l  p e r c e p t io n s  

o f  and a t t i t u d e s  toward the  s y s te m  was th e  l e v e l  o f  u n d e rs ta n d in g  o f  

b a s ic  id e a s ,  con cep ts ,  and e lem en ts  o f  PPBS, as i n d ic a te d  below.

Hq : P e rcep tio n s  o f  and a t t i t u d e s  toward PPBS a r e  not a f f e c te d

by th e  le v e l  o f  u n d ers tan d in g  o f  th e  b a s ic  i d e a s ,  c o n c e p ts ,  and 

e lem en ts .

Applying the  Mann-Whitney U -T est ,  z = 5 .3 0 ;  p ^ , .0 0 0 0 3 .

The chances th a t  th e  two g ro u p s—th o s e  who s a id  they  had an 

e x c e l l e n t  or good u n d e rs ta n d in g  o f  th e  system  and th o s e  who f e l t  

t h a t  t h e i r  le v e l  o f  u n d e rs ta n d in g  was f a i r  o r  p o o r—were drawn from 

th e  same p o p u la t io n  i s  ex trem ely  remote.

Only 7 pe rcen t o f  a l l  r e sp o n d e n ts  f e l t  t h a t  t h e i r  t r a in i n g  

r e l a t e d  to  PPBS had been very  a d e q u a te ,  w h ile  a n o th e r  32 p e rc e n t  

f e l t  i t  had been somewhat ad eq u a te .  A s u b s t a n t i a l  number, th e n ,  

p e r c e iv e  th e  need fo r  more ad e q u a te  o r i e n t a t i o n  t o  th e  system . T h is  

p o in t  was made em ph a tica lly  c l e a r  by many r e sp o n d e n ts  in  t h e i r  

w r i t t e n  comments.

One in d iv id u a l  w ro te ,  " T ra in in g  workshops have , f o r  th e  most 

p a r t ,  been poo rly  p lanned  and h ap h aza rd ly  e x e cu ted .  F r u s t r a t i o n  

l e v e l s  a r e  high as a r e s u l t . "  Other t y p i c a l  conments were: 'Wore

b r i e f i n g  s e s s io n s  a re  needed, p a r t i c u l a r l y  w i th in  d ep ar tm en ts .  More 

o v e r a l l  involvement o f  th e  e n t i r e  f a c u l ty  i s  needed in  sm all group 

s e s s i o n s . "

" I  am not very w ell  a c q u a in te d  with t h i s  program , but I f e e l  th e  

c o o rd in a to r  o f  each academic program  should  make u s  more aware o f  

i t s  g o a ls  and o b j e c t iv e s . "
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P e rc e p t io n s  o f  Impact on t h e  D ecis ion  Making P ro cess

The d a ta  i n  Table  10 show t h a t  th e  op in io n *  o f  th e  top  l e v e l  

a d m in i s t r a to r s  a r e  a t  g r e a t  d iv e rg e n c e  w ith  th o s e  o f  m idd le  le v e l  

a d m in i s t r a to r s  and f a c u l t y  in  te rm s o f  w he the r  program p la n s  have 

been used i n  im p o r ta n t  d e c i s io n  malting and w hether o r  n o t  PPB has 

e f f e c te d  a s i g n i f i c a n t  r e d i s t r i b u t i o n  o f  r e s o u rc e s  o r  p roduced  a l l o c a -  

t i o n  p a t t e r n s  which d i f f e r  from th o se  u n d e r  th e  t r a d i t i o n a l  budge ting  

p ro c e ss .

E ig h ty  p e r c e n t  o f  t h e  members o f  t h e  A d m in is t r a t iv e  C ouncil  

tho u g h t t h e  p la n s  had been used  in  im p o r ta n t  d e c i s io n  m aking, a s  com

pared  t o  on ly  40 p e r c e n t  o f  m iddle l e v e l  a d m i n i s t r a t o r s , and fewer th an  

36 p e r c e n t  o f  t h e  f a c u l t y .

S ix ty  p e r c e n t  o f  t h e  top  l e v e l  a d m i n i s t r a t o r s  th o u g h t th e  system 

had produced r e s o u r c e  a l l o c a t i o n  p a t t e r n s  which d i f f e r  from th o se  under 

th e  t r a d i t i o n a l  b u d g e t in g  p r o c e s s ,  w h i le  few er than  o n e - t h i r d  o f  th e  

m iddle l e v e l  a d m i n i s t r a t o r s  and f a c u l t y  b e l i e v e d  t h i s  to  be t r u e .

During th e  in t e r v i e w s ,  some members o f  th e  A d m in is t r a t iv e  C o u n c i l ,  

th e  Academic A f f a i r s  Committee, and s u p p o r t  s e r v i c e  u n i t  heads d e s c r ib e d  

t h e i r  f e e l i n g s  a s  th e y  r e l a t e d  t o  t h i s  a r e a ;  and s e v e r a l  re sp o n d e n ts

wrote comments on th e  q u e s t i o n n a i r e s .

A r e p r e s e n t a t i v e  group o f  comments a p p e a r  below:

The p ro c e s s  i s  s im p ly  an e x e r c i s e  which h as  in fo rm a t io n a l  
ad v an tag e  t o  m e . . . I t  caused me t o  o r g a n iz e  and , h av ing  
gone th ro u g h  t h i s  p r o c e s s ,  I  am in  a  much b e t t e r  p o s i t i o n  
to  respond  t o  r e q u e s t s  and t o  th in k  ab o u t where we a r e  
headed . I  f e e l  t h a t  t h e  p ro c e ss  i s  a  good e x e r c i s e  f o r  
th o se  who g e n e r a te  i t  [the p lan] ; I t  h e lp s  them, bu t i t  
i s  n o t  used  when im p o r ta n t  c o n s id e r a t i o n s  a r e  made, 
p a r t i c u l a r l y  w ith  r e g a rd  to  a l l o c a t i o n  o f  r e s o u r c e s .
T h is  i s  a  p a r t  o f  t h e  development p r o c e s s ,  and 1
hope t h a t  we w i l l  c o n t in u e  t o  d ev e lo p  i t  u n t i l  th e
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Table 10

P e rc e iv e d  Impact o f  PPBS on 
th e  A d m in is t r a t iv e  D ecis ion  Making P rocess

^ ^ R a t i n g

Level
S tro n g ly

Agree

Agree
Some
what

Un
c e r t a i n

D isag ree  S t ro n g ly  
Some- Dis- 
what agree

Although a  g r e a t  nany  h o u rs  have been  spen t in  p r e p a r in g  program p la n s ,  
as f a r  a s  I know th e y  have r a r e l y ,  i f  e v e r ,  been used  in  im p o rta n t  
d e c is io n  making.

A d m in is t ra t iv e  Council 
n ■ S

20.0% — — 40.0% 40.0%

Academic A f f a i r s  
C o m i t te e  and Support 
S erv ice  U n i t  Heads 
n -  10

50. 0% 10.0% — 40.0%

Chairmen, C o o rd in a to rs  
and F a c u l ty  
n -  70

16.6% 34.3% 11.4% 26.6% 7.1%

PPBS has n o t  e f f e c te d  s i g n i f i c a n t  r e d i s t r i b u t i o n  o f  r e s o u r c e s  n o r  p ro 
duced a l l o c a t i o n  p a t t e r n s  which d i f f e r  from th o se  under th e  t r a d i t i o n a l  
budgeting  p r o c e s s .

A d m in is t ra t iv e  Council 
n ■ S

— 40.0% — 60.0%

Academic A f f a i r s  
Committee and Support 
S erv ice  U n it  Heads 
n -  10

30.0% 40.0% 10.0% 20.0%

Chairmen, C o o rd in a to rs ,  
and F a c u l ty  
n -  70

15,7% 38.6% 14.3% 24.3% 7.1%
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A n a ly t i c a l  S t u d i e s  Tea* i s  u s e d ,  and t h e  a d m i n i s t r a 
t i o n  w i l l  r e l y  on th e  PPB System  to  a g r e a t e r  e x te n t  
in  t h e i r  d e l i b e r a t i o n s .

The c o n c e p ts  u n d e r ly in g  PPBS a r e  v a l i d ;  t h e  lo c a l  
approach  i s  w o rk a b le ;  th e  [ i n s t i t u t i o n a l  r e s e a r c h ]  
s t a f f  i s  v e ry  good, even  th o u g h  t h e i r  e f f o r t s  a re  
s c a t t e r e d  in  more d i r e c t i o n s  th a n  i s  good f o r  PPBS.
The b a s ic  d e f e c t  o f  PPBS, a s  c u r r e n t l y  p r a c t i c e d  
h e re ,  i s  t h a t  d e c i s i o n s  a r e  e i t h e r  n o t made a t  a l l  
o r  a r e  no t made w i th  enough r e f e r e n c e  t o  t h e  d a t a  
b ase  we a re  supp o sed  to  have accu m u la ted .

PPBS i s  an e x c e l l e n t  sy s te m , b u t  in  o r d e r  f o r  i t  to
f u n c t io n  e f f e c t i v e l y ,  f i n a l  d e c i s i o n s  s h o u ld  be 
based  to  a  g r e a t e r  e x t e n t  upon what g o es  th ro u g h  
t h e  system .

We have  t h e  c a p a b i l i t y ,  b u t  we a r e  n o t  u t i l i z i n g  
i t .  The b i g g e s t  problem  i s  t h e  f a c t  t h a t  we know
what t h e  b a s i c  needs o f  th e  academ ic p rog ram  a r e ,  b u t
i t  a p p e a rs  t h a t  some a d m i n i s t r a t i v e  d e c i s i o n s  a re  
n o t  b ased  on t h i s  knowledge.

A nother comment was t o  t h e  e f f e c t  t h a t  w i th o u t  having  co m p le ted  

t h e  c y c le ,  e s p e c i a l l y  as i t  r e l a t e s  t o  th e  a c t i v i t i e s  o f  t h e  

A n a ly t i c a l  S tu d ie s  Team, t h e  a d m i n i s t r a t i o n  i s  n o t  r e c e i v i n g  s u f f i 

c i e n t  in fo rm a t io n  and a d v ic e  to  e n a b le  th e  a l l o c a t i o n  o f  r e s o u r c e s  

to  be made on th e  b a s i s  o f  w e l l  th o u g h t  ou t p r i o r i t i e s .

These r e s p o n s e s  sh o u ld  n o t  be t a k e n  as  c o n c lu s iv e  e v id e n c e  o f  

t h e  f a c t  t h a t  th e  a d m i n i s t r a t i o n  i s  n o t  i n f lu e n c e d  by th e  c o n te n t  

o f  th e  com prehensive  program p l a n s .  The P r e s i d e n t  d id  r e l a t e  t o  t h i s  

r e s e a r c h e r  s e v e r a l  s p e c i f i c  i n s t a n c e s  where d e c i s i o n s  were b a s e d  

t o t a l l y  on such in fo r m a t io n .

A p o s s i b l e  e x p la n a t io n  f o r  t h e  d i f f e r e n c e s  i n  o p in io n  i s  t h e  

prob lem  o f  c o m n u n ica t io n .  By and l a r g e ,  q u e s t i o n n a i r e  r e s p o n d e n ts  

and in te rv ie w e e s  i n d i c a t e d  t h a t  t o o  l i t t l e  fe e d b a c k  ta k e s  p l a c e  i n  

t h e  whole p r o c e s s .  T h is  i s  s t r e s s e d  in  th e  v e r b a t im  comments
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which fo l lo w :

A problem  1 Have w ith  PPBS i s  t h a t ,  fo llo w in g  m ee tin g s  
i n  which recom m endations f o r  th e  program s o f  th e  Uni
v e r s i t y  a r e  made, m ee tings  w ith  r e g a rd  t o  which much 
c r e a t i v e  e f f o r t  has been expended, t h e r e  i s  r e l a t i v e l y  
l i t t l e  a p p a re n t  fo llo w - th ro u g h  o r  feedback . The n e t  
r e s u l t  o f  e x p e r ie n c e  w ith  such m ee tin g s  i s  d i s 
i l lu s io n m e n t  and f e e l i n g s  o f  f r u s t r a t i o n .  I t  would 
seem d e s i r a b l e  t h a t  t h e  PPB System be more open ly  
a d m in i s t e r e d ,  t o  av o id  th e  r e s u l t  i n d ic a te d  above. 
There  a re  u n d o u b ted ly  good reaso n s  f o r  th e  d i s 
p o s i t i o n  o f  recommendations a r r i v e d  a t ;  th e s e  need 
t o  be communicated.

L ines  o f  com m unication a r e  only  open from bottom 
upward, b u t  no t v ic e  v e r s a .

The w eakes t l in k  in  th e  p ro c e ss  i s  th e  mechanism 
f o r  f e e d b a c k .  For some s t r a n g e  r e a s o n ,  you n e v e r  
h e a r  about th e  r e s u l t s  o f  your i n p u t .  The p ro c e ss  
i s  so  in v o lv e d  t h a t  by th e  tim e you f i n i s h  one 
round o f  p la n n in g ,  i t ' s  t i n e  to  b e g in  t h e  n ex t 
round ; p e rh a p s  t h i s  acc o u n ts  f o r  t h e  i n e f f e c t i v e  
system  o f  feedback .

There i s  to o  l i t t l e  feed b ack  on PPBS p r o g re s s  
and d e c i s i o n  making.

P e rc e iv e d  E f f e c t  o f  PPBS on Q u a l i ty  o f  E d u c a tio n a l  Program

B asic  t o  t h e  su c c e ss  o f  any e d u c a t io n a l  i n s t i t u t i o n  i s  th e  

q u a l i t y  o f  i t s  academic program . Inasmuch a s  t h i s  f a c t o r  should 

be o f  v i t a l  c o n c e rn ,  r e sp o n d e n ts  were asked  t o  i n d i c a t e  what e f f e c t  

t h e  PPB System has  had on th e  q u a l i t y  o f  t h e  e d u c a t io n a l  program.

The r e sp o n se s  have been summarized in  Table  11.

Degree o f  S a t i s f a c t i o n  in  T e n ts  o f  E f f o r t s  Expended

W hile a l l  o f  th e  to p  le v e l  a d m in i s t r a to r s  a r e  s a t i s f i e d  t h a t  th e  

e f f o r t s  expended i n  im plem en ta tion  o f  PPBS a re  w o rth w h ile ,  only 

70 p e r c e n t  o f  t h e  m iddle  l e v e l  a d m in i s t r a to r s  s h a re  t h i s  s a t i s f a c t i o n ,
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Table II

Perce ived  Impact o f  PPBS 
on Q u a l i ty  o f  E d u ca tio n a l Program

\  Rating 

Level \

G re a t ly  
In 

c re a se d

Some
what

In 
c reased

N e ith e r
In

c reased
Not
De

creased

Some
what

De
creased

G r e a t ly
De

c r e a s e d

No
Re

sponse

A d m in is t ra t iv e  
Council 
n * 5

20.0% 40.0% 20.0% — — 20.0%

Academic A f fa i r s  
C o n n i t te e  and 
Support S e rv ic e  
U nit Heads 
n * 10

60.0% 10.0% -- *  m 30.0%

Chairmen, 
C o o rd in a to rs ,  
and F a c u l ty  
n * 70

4.3% 35.7% 38.6% 8.6% 1.4% 11.4%

and few er than 50 p e r c e n t  o f  th e  f a c u l ty  in d ic a te d  t h e i r  s a t i s f a c t i o n .  

Table  12 sum narizes th e  resp o n ses  t o  the  q u e s t io n :  Are you s a t i s f i e d

t h a t  t h e  e f f o r t s  you have expended in  the  im plem enta tion  o f  PPBS 

have been w orthw hile?

Im p l ic a t io n s  f o r  th e  F u tu re  o f  PPBS a t  V i rg in ia  Union U n iv e r s i t y

In s p i t e  o f  t h e  somewhat n e g a t iv e  p e rc e p t io n s  o f  and a t t i t u d e s  

toward t h e  system ex p ressed  by a l a r g e  p e rc e n ta g e  o f  t h e  f a c u l t y ,  

i t  i s  s i g n i f i c a n t  to  n o te  t h a t  more than  3 /4  o f  them (w ith  n e a r ly  

h a l f  s t r o n g ly  a g re e in g )  f e e l  t h a t  a l l  f a c u l ty  members, r e g a r d l e s s
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Table 12

Degree o f  S a t i s f a c t i o n  With E f f o r t s  Expended 
in  Connection W ith PPBS

Very

Level \  S a t i s f i e d
Somewhat
S a t i s f i e d

Somewhat
D is 

s a t i s f i e d

Very
Dis

s a t i s f i e d

NO 
Responde

A d m in is tra t iv e  
Council 80.0% 
n * 5

20.0% - - — —

Academic A ffa i r s  
Committee and 
Support Serv ice  
Unit Heads 40.0% 
n ■ 10

30,0% 30.0% - - ■m *

Chairmen,
C oord ina to rs ,
and F a c u lty  B.6%
n -  70

34.3% 22.9% 20.0% 14.3%

o f  w hether they  have a d m in i s t r a t i v e  r e s p o n s i b i l i t i e s ,  should  be 

involved in  the PPB p ro c e s s .  The views o f  a d m in i s t r a to r s  and f a c u l t y  

in  t h i s  regard  a re  s e t  f o r t h  in  Table 13,

P r a c t i c a l l y  a l l  o f  t h e  to p  and m iddle l e v e l  a d m in i s t r a to r s  and 

more th a n  h a l f  o f  th e  c o o rd in a to r s  and chairm en  b e l i e v e  t h a t  t h e r e  

i s  s u f f i c i e n t  e x p e r t i s e  on o u r  campus to  make t h e  system w orkab le  

(Table 14); by and la r g e ,  bo th  a d m in is t r a to r s  and f a c u l ty  b e l i e v e  

th a t  when compared with th e  conven tional p la n n in g  and bud g e tin g  

te c h n iq u e s ,  PPB i s  a b e t t e r  system (Table I S ) ;  and a m a jo r i ty  a l s o  

b e l ie v e  t h a t  PPBS w i l l  c o n t in u e  to  be u t i l i z e d  a t  V i r g in ia  Union 

in  the  immediate fu tu re  (T a b le  16).
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Table 13

Involvem ent i n  PPBS o f  F a c u l ty  Members 
W ithout A d m in is t r a t iv e  R e s p o n s i b i l i t i e s

All f a c u l t y  members, I n c lu d in g  th o s e  w ith  no a d m i n i s t r a t i v e  r e s p o n s i 
b i l i t i e s  sh o u ld  be in v o lv e d  in  the  PPB p r o c e s s .

Rat ing
Level

S tro n g ly
Agree

Agree
Somewhat

Un
c e r t a i n

D isag ree
Somewhat

S t ro n g ly
D isag ree

A d m in is t r a t iv e  
Council 
n " 5

80.0% 20*0% - - — --

Academic A f f a i r s  
Committee and 
Support S e rv ic e  
Unit Heads 
n » 10

100,0% - - - - - - —

Chairmen, 
C o o r d in a to r s , 
and F a c u l ty  
n ■ 70

48,6% 31,4% 4.3% 10.0% 5,7%
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Table 14

A v a i l a b i l i t y  o f  E x p e r t i s e  on Campus

A lthough  th e  c o n c e p t  o f  PPBS i s  d e s i r a b l e ,  t h e r e  I s  a l a c k  o f  
e x p e r t i s e  on o u r  campus t o  make i t  w o rk ab le .

R ating  

Level N .
S t r o n g ly

A gree
Agree

Somewhat
Un

c e r t a i n
D is a g re e
Somewhat

S t ro n g ly
D is a g re e

A d m in i s t r a t iv e  
C ouncil  
n = 5

- - 40.0% 60.0%

Academic A f f a i r s  
Committee and 
S u p p o r t  S e rv ic e  
U n it  Heads 
n -  10

10.0% - - 20.0% 70.0%

Chairmen and 
C o o rd in a to r s  
n -  23

17.4% 26.1% — 39.1% 17.4%

F a c u l ty  
n -  47

14.9% 34.0% 19. 2% 21.3% 10.6%
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Table IS

Comparison o f  PPBS With 
C onventional P lan n in g  and Budgeting Techniques

Compared with th e  c o n v en tio n a l  p la n n in g  and b u d g e t in g  te c h n iq u e s ,  i s  
PPB a  b e t t e r  s / s  te n ?

X. Rating 

Level N .

Much
B e t t e r

Somewhat
B e t te r

N e i th e r
B e t t e r

Nor
Worse

Somewhat
Worse

Mich
Worse

No
Response

A d m in is tra t iv e  
Council 
n * 5

60.0% 40.0% - - - - - -

Academic A f fa i r s  
Committee and 
Support Serv ice  
Unit Heads 
n ■ 10

60.0V 20.0% 1 0 .0V — - - 10.0%

Chairmen, 
C oord ina to rs ,  
and Faculty  
n = 70

21.4% 35.7% 24,2% 5.7% 2.9% 10.0%
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Table 16

P ro s p e c ts  o f  F u tu re  U t i l i s a t i o n  o f  System

In a few y e a r s , PPBS w i l l  no lo n g e r  be heard  o f  a t  V i r g in i a  Union 
U n iv e rs i ty *

R ating

Level

S t ro n g ly
Agree

Agree
Somewhat

Un
c e r t a i n

D isag ree
Somewhat

S tro n g ly  
D isagree

A d m in is t r a t iv e  
C ouncil 
n * 5

- - — a - - - 100.0%

Academic A f f a i r s  
Committee and 
Support S e rv ic e  
U nit Heads 
n ■ 10

10. 0% 20.0% - - 40.0% 30.0%

Chairmen * 
C o o rd in a to rs j  
and F a c u l ty  
n ■ 70

12.9% 24.3% 10.0% 31.4% 21.4%
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A g r e a t  d e a l  o f  optimism was d e te c te d  d u r in g  th e  se v e n te e n  

in te rv ie w s .  I t  was obvious t h a t  a l l  o f  th e  key a d m in i s t r a to r s  f e l t  

t h a t  th e  system  had g r e a t  m e r i t ,  even though many f e l t  t h a t  the  v a l u e  

was more p o t e n t i a l  than  a c t u a l .  Some o f  th e  vleiwpolnts e x p re sse d  

in c lu d e  the  fo l lo w in g ,  which a r e  r e p r e s e n t a t i v e  o f  th e  e n t i r e  group'.

We h a v e n ' t  a r r i v e d  y e t ;  b u t  we a r e  o r  the  way.

The system  i s  h e lp f u l  in  a s s e s s in g  problems and e f f e c t i v e l y  
p lan n in g  s o lu t i o n s .  T r a d i t i o n a l l y ,  people  who f e e l  th e y  
a r e  no t p a r t  o f  something complain and le a v e  I t  up t o  
someone e l s e  to  e f f e c t  s o l u t i o n s .  I f  one i s  a p a r t  o f  
th e  team , he becomes r e s p o n s ib le  to  see what needs t o  
be done t o  a l l e v i a t e  t h e  problem s. The system  p ro v id e s  
f o r  s te p  by s te p  p la n n in g  o f  s o lu t i o n s  to  problem s o f  
m ajor co n c e rn  to  everybody in  the  U n iv e r s i ty .  They 
should  a t  l e a s t  be g iv e n  th e  o p p o r tu n i ty  to  p a r t i c i p a t e  
w hether th e y  p a r t i c i p a t e  o r  n o t ,

I  would l i k e  to  see  u s  g e t  to  th e  p o in t  where we can 
r e a l l y  u t i l i z e  the  A n a ly t i c a l  S tu d ie s  Team, When 
we g e t  t o  t h a t  p o in t  in  th e  paradigm , we w i l l  have a  
b e t t e r  f e e l  f o r  t h e  e x t e n t  t o  which t h i s  system i s  
going to  h e lp  V i r g in ia  Union. We have gone a long
way. We h av e  g o t te n  v e ry  c lo s e  to  i t .

We have n o t  begun to  r e a l i z e  th e  f u l l  im port o f  t h e  
system , b u t  peop le  a r e  th in k in g  and working to g e th e r  
and s e e in g  how th e  p i e c e s  a l l  f i t  to g e th e r .
A t t i t u d e s  have been d eve loped  fa v o ra b le  f o r  a f u l l  
blown system  to  become f u l l y  o p e ra t iv e .

The system  has  g o t te n  many p eop le  doing th in g s  to g e th e r  
w ith  a s e m e  o f  common p u rp o se  and common focus  so we 
move t o g e t h e r  as a team r a t h e r  than  o p e ra t in g  as a 
d i s j o i n t e d  s e r i e s  o f  program s hav ing  no r e l a t i o n s h i p  
t o  each o t h e r .

Even though  we sometimes g e t  f r u s t r a t e d  in  the  p ro c e s s ,  
we s t i l l  t h i n k  i t  i s  t h e  b e s t  th in g  fo r  u s .

Comments such as th e s e  su g g e s t  a s t ro n g  commitment on th e  p a r t  

o f  th e  key a d m in i s t r a to r s  t o  make th e  system work. T h e re  i s  no

I n d ic a t io n  t h a t  t h i s  e f f o r t  t o  f u l l y  implement th e  system  w i l l  b e

abandoned.



Chapter S

SUMMARY, CONCLUSIONS, AND RECOMMENDATIONS

Summary

This s tu d y  has focused  on an exam ination  o f  th e  P la n n in g ,  Program

ming, Budgeting System (PPBS) a t  a  sm all ,  p r i v a t e  l i b e r a l  a r t s  c o l le g e .  

The prim ary  purpose was t o  p ro v id e  r e l i a b l e  in fo rm a t io n  w ith  re g a rd  

to  th e  o v e r a l l  e f f e c t iv e n e s s  o f  t h e  system and t o  make s u g g e s t io n s  f o r  

m o d i f ic a t io n  o f  p ro ced u res  and te c h n iq u e s .

The r e s e a r c h  was a l s o  un d er tak en  with t h e  hope t h a t  an e x p lo ra 

t i o n  o f  p ro ced u ra l  des ign  and im p lem en ta tio n , as w e ll  as th e  d e te rm in a

t i o n  o f  p robab le  Teasons why th e  i n s t i t u t i o n ' s  s t a t e d  o b j e c t iv e s  were 

or were not ach ieved , m igh t p ro v id e  some u s e f u l  i n s i g h t s  and in form a

t io n  t o  o th e rs  examining t h e  p o t e n t i a l  consequences and im p l ic a t io n s  

o f  a program budgeting  system .

The methodology in v o lv e d  p ro c e s s  and p e rfo rm ance  e v a lu a t io n ,  

based  on d a t a  c o l le c te d  th ro u g h  p e r so n a l  in te rv ie w s  w ith  key adm in is

t r a t o r s ,  a q u e s t io n n a i r e  su rvey  o f  a d m in i s t r a to r s  and f a c u l t y  (w ith  

a 100 p e rc e n t  response r a t e ]  and a s tudy o f  r e l e v a n t  w r i t t e n  documents. 

U n a n t ic ip a te d  consequences were a l s o  s tu d ie d .  The Mann-Whitney U-Test 

was used t o  determ ine p o s s i b l e  a s s o c i a t i o n s  between r a t i n g s  on th e  

q u e s t io n n a i r e  and independen t v a r i a b l e s ,  such a s  l e v e l  in  th e  

o rg a n iz a t io n a l  h ie ra rc h y ;  sch o o l a f f i l i a t i o n ;  le n g th  o f  t im e a t  th e

107
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U n iv e r s i ty ;  and l e v e l  o f  u n d e r s ta n d in g  o f  b a s i c  i d e a s ,  c o n c e p t s ,  and 

e lem en ts  o f  t h e  PPB System.

P ro cess  e v a lu a t io n  r e v e a le d  t h a t  w h ile  s u b s t a n t i a l  p r o g re s s  had 

been made tow ard  f u l l  im plem en ta tion  o f  t h e  PPB System, two s te p s  in  

the  c y c le  had been o m i t te d .  F i r s t ,  a l th o u g h  a l l  program p la n s  covered 

a f i v e - y e a r  p e r io d ,  t h e  p r o j e c t io n  o f  r e s o u r c e s  and e x p e n d i tu re s  was 

s t i l l  b e in g  made on an annua l b a s i s .  S econd ly ,  th e  A n a ly t i c a l  S tu d ie s  

Team d id  no t f u n c t io n .  These d i f f i c u l t i e s  a p p a re n t ly  r e s u l t e d  from 

two m ajor c a u s e s :  an u n r e a l i s t i c  t i m e t a b l e  f o r  co m p le tio n  o f  a c t i v i 

t i e s  in  th e  p la n n in g  and budge ting  c y c l e s ,  and th e  need f o r  a  more 

adequa te  in fo rm a t io n  system .

Perform ance e v a lu a t io n  r e v e a le d  t h a t  t h e  u t i l i z a t i o n  o f  program 

b u d g e t in g  p ro c e d u re s  had r e s u l t e d  i n  t h e  fo llo w in g  b e n e f i c i a l  e f f e c t s :  

a  g r e a t e r  aw areness  on th e  p a r t  o f  a d m i n i s t r a t o r s  and f a c u l t y  o f  

U n iv e r s i ty  g o a ls  and o b j e c t i v e s  and a  somewhat g r e a t e r  commitment 

toward t h e i r  ach iev em en t,  a b e t t e r  jo b  o f  i d e n t i f y i n g  program  g o a ls  and 

o b j e c t i v e s ,  improved communication and i n t e r a c t i o n  among key adm in is

t r a t o r s ,  improved c o o r d in a t io n  o f  i n s t i t u t i o n a l  p la n n in g ,  and more 

r e a l i s t i c  budge t r e q u e s t s  i n  terms o f  r e s o u r c e s  needed to  a c h ie v e  

s p e c i f i c  o b j e c t i v e s .

In  s p i t e  o f  t h e s e  ach iev em en ts ,  p a r t i c i p a t i o n  by f a c u l t y  in  th e  

p la n n in g  and p o l i c y  making p ro cess  was n o t a s  g r e a t  a s  had been ex p ec ted , 

and many f e l t  t h a t  t h e  system  had n o t  e f f e c t e d  a  s i g n i f i c a n t  r e d i s t r i 

b u t io n  o f  r e s o u r c e s  nor  p m duced  a l l o c a t i o n  p a t t e r n s  which d i f f e r e d  from 

th o s e  under t h e  t r a d i t i o n a l  b u d g e t in g  p r o c e s s .  T h is  i s  no t s u r p r i s i n g
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in  l i g h t  o f  t h e  f a c t  t h a t  the  system  has not y e t  been f u l l y  implemented.

P e rc e p t io n s  o f  and a t t i t u d e s  toward the  system  were g e n e r a l ly  

more fa v o ra b le  a t  the  uppeT l e v e l s  in t h e  o rg a n iz a t io n a l  h ie r a r c h y  than  

a t  th e  lower l e v e l s .  One Teason fo r  t h i s  is  p ro b ab ly  a weakness i n  

th e  conm unication  p ro c e ss  in v o lv in g  feedback to  p a r t i c i p a n t s  a t  t h e  

lower l e v e l s .

Length o f  time a t  t h e  U n iv e r s i ty  d id  not a p p e a r  to  be a  s i g n i f i c a n t  

v a r i a b l e .  A d m in is t r a to rs  and f a c u l t y  in  the  Schools  o f  B usiness  

A d m in is t ra t io n  and E duca tion  and Psychology were more f a v o ra b ly  im

p re s s e d  as to  the  system  and th e  e f f e c t s  o f  i t s  im p lem enta tion  i n  

g e n e ra l  than  were t h e i r  c o u n te r p a r t s  in  th e  School o f A rts  and 

S c ie n c e s .  The most s i g n i f i c a n t  v a r i a b le  found to  in f lu e n c e  o v e r a l l  

p e rc e p t io n s  o f  and a t t i t u d e s  tow ard  the  system was th e  le v e l  o f  u n d e r 

s ta n d in g  o f  b a s ic  i d e a s * c o n c e p ts ,  and elem ents o f  PPBS--the h ig h e r  t h e  

l e v e l  o f u n d e r s ta n d in g ,  th e  more p o s i t i v e  the  a t t i t u d e s .

A s t ro n g  connitm ent was found to  e x i s t  on th e  p a r t  o f  key ad m in is 

t r a t o r s  to  make the  sys tem  work, and t h e r e  was every  in d ic a t i o n  t h a t  

e f f o r t s  tow ard f u l l  im p lem en ta tio n  w i l l  co n tin u e .

Conclusions

The im p lem enta tion  o f  a P lanning* Programming, Budgeting System 

i s  a d i f f i c u l t  endeavor* r e q u i r i n g  a g re a t  deal o f  e f f o r t  and p a t i e n c e .  

T h is  study h as  d i s c lo s e d  both  t h e  p e r p l e x i t i e s  and the  p o t e n t i a l  

a s s o c ia te d  w i th  th e  i n t r o d u c t i o n  o f  PPB a t  V ir g in ia  Union U n iv e r s i ty .  

W hile i t  has n o t  proved to  be a  panacea f o r  a l l  p roblem s, th e  system  

ap p ea rs  to  have brought about s u b s t a n t i a l  improvements in  th e  d e c i s io n
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making p ro c e ss .

Although f u l l  im plem entation  i s  y e t  t o  be r e a l i z e d  and some o f  th e  

d e s ire d  outcomes rem ain to  be ach ieved , PPBS a p p e a rs ,  n o n e th e le s s ,  t o  

be viewed by those  who have ex p e r ien ced  i t  as c o n c e p tu a l ly  sound.

There i s  no q u e s t io n  t h a t  t h e  system has encouraged a more c r i t i c a l  

e v a lu a t io n  o f  i n s t i t u t i o n a l  m iss io n ,  g o a l s ,  and o b j e c t i v e s ,  as  w e ll  as 

a  broader and lo n g e r  range view o f  programs than  was th e  case  p r i o r  to  

th e  1968 review o f  a d m in i s t r a t iv e  p r a c t i c e s  and p ro c e d u re s .

I t  has posed q u e s t io n s  which might n o t have been asked o th e rw is e  

and forced  answers t h a t ,  p e rh a p s ,  might n o t  have been o f f e r e d .  

A d d i t io n a l ly ,  i t  has focused  a t t e n t i o n  on gaps in  p e r t i n e n t  in fo rm a t io n ,  

which might have gone u n n o ticed .

Perhaps e q u a l ly  as im p o r ta n t ly ,  i t  has e l i c i t e d  w idespread  con

cern about p la n n in g ,  programming, and b u d g e tin g ,  as ev idenced  by t h e  

high degree o f  i n t e r e s t  ex p ressed  in  t h i s  s tudy  and th e  100 p e rc e n t  

cooperation  on the  p a r t  o f  bo th  a d m in i s t r a to r s  and f a c u l t y  in  re spond ing  

t o  the q u e s t io n n a i r e  and in te rv ie w  r e q u e s t s .

The r e s u l t s  o f  t h i s  in q u i ry  tend t o  su p p o r t  th e  judgm ents re a c h e d  

by Kademani (1974) and DeWoolfson (1975). Kademani concluded t h a t  i f  

r e s u l t s  a re  t o  be ach ieved  PPBS im plem enta tion  must be  f i rm ly  su p p o r te d  

by management and th e  p ro cess  must be g rad u a l and c a u t io u s .

S im i la r ly ,  DeWoolfson concluded t h a t  th e  more s u c c e s s fu l  e f f o r t s  

w i l l  r e s u l t  from a  piecem eal approach , implying an " e v o lu t io n a ry  

developm ent," as opposed to  " r e v o lu t io n a r y  m o d i f i c a t io n . "  He a n t i c i -  

paged th a t  f iv e  to te n  years  would be needed f o r  e x te n s iv e  im plem enta

t i o n  o f  a  PPB System.
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The i n v e s t i g a t i o n ,  on th e  o th e r  h a n d ,  le n d s  l i t t l e  s u p p o r t  t o  th e  

h y p o th e s is  advanced by Adams, K ellogg, and S ch ro ed e r  (Note 1) t h a t  

e x te n s iv e  o r  s o p h i s t i c a t e d  p la n n in g  p r o c e s s e s ,  such as PPBS, a r e  

unwanted and in a p p r o p r i a t e  f o r  i n s t i t u t i o n a l  management in  sm all  

c o l l e g e s .  On th e  c o n t r a r y ,  a  system t a i l o r e d  t o  meet t h e  needs  o f  a 

g iven  i n s t i t u t i o n  can have g r e a t  p o t e n t i a l  and a c c e p ta n c e .

Recommendations For T a rg e t  I n s t i t u t i o n

S in ce  th e  main p u rp o se  o f  t h i s  r e s e a r c h  was to  p ro v id e  r e l i a b l e  

in fo rm a tio n  w i th  re g a rd  t o  t h e  o v e r a l l  e f f e c t i v e n e s s  o f  th e  PPB System 

a t  V i r g in ia  Union U n iv e r s i ty  and to  s u g g e s t  m o d i f ic a t io n s  in  p rocedures  

and te c h n iq u e s ,  t h i s  s e c t io n  h as  been d ev o ted  t o  a summary o f  th e  

weaknesses d e t e c t e d ,  w ith  su g g e s t io n s  f o r  improvement.

W hile t h e  most s i g n i f i c a n t  ach ievem ents  a p p e a r  t o  have o ccu rred  in  

th e  p la n n in g  and p r o g r a m in g  components o f  th e  system , a l t e r n a t i v e  

programs do n o t  a p p ea r  t o  have been g e n e ra te d  t o  any g r e a t  e x t e n t .  In 

many in s t a n c e s ,  th e n ,  a d m in i s t r a to r s  have been p re s e n te d  w ith  no o p t io n  

o th e r  th a n  t o  a c c e p t  o r  t o  r e j e c t  a  g iv e n  p ro p o s a l .  Where f e a s i b l e ,  

a l t e r n a t i v e s  sho u ld  b e  p re p a re d  fo r  t h e  accomplishment o f  o b j e c t i v e s ,  

g iv in g  a n t i c i p a t e d  c o s t s  and a n t i c i p a t e d  outcomes f o r  each o f  th e  p ro 

posed c o u rse s  o f  a c t i o n .

The s tu d y  r e v e a le d  t h a t  s tu d e n ts  have  p la y e d  a lm ost no p a r t  i n  the  

system  t o  d a t e .  In  t h e  e v e n t  t h a t  th e  S tu d en t Government A sso c ia t io n  

f a i l s  i n  th e  f u tu r e  t o  name s tu d e n ts  t o  th e  P la n n in g  and A n a ly t i c a l  

S tu d ie s  Teams, some o t h e r  means o f  s e l e c t i o n  sh o u ld  be c o n s id e re d  to  

p ro v id e  foT s tu d e n t  i n p u t .
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Although i t  was g e n e ra l ly  ag reed  t h a t  a l l  f a c u l ty  members should 

be a c t i v e l y  in v o lv ed  in  the  PPB p ro c e ss ,  a s u b s t a n t i a l  number f e l t  

t h a t  t h e i r  o r i e n t a t i o n  to  th e  p ro c e ss  had been in a d e q u a te .  Thus, some 

f e l t  a  sense  o f  d i s s a t i s f a c t i o n  and p e rce iv ed  the  system  f a r  l e s s  

p o s i t i v e l y  th a n  d id  o th e r s  who had an e x c e l l e n t  o r  good u n d e rs ta n d in g  

o f  t h e  p ro c e s s .  I t  i s  im p e ra t iv e  th a t  each in d iv id u a l  have a more 

com prehensive u n d e rs ta n d in g  o f  h i s  o r  h e r  r o l e  as i t  r e l a t e s  to  PPBS.

At an e a r l y  d a t e ,  the  b a s i c  philosophy u n d e r ly in g  th e  system  in  

term s o f  i t s  m ajor focus shou ld  be in t e r p r e t e d  by t h e  P r e s id e n t  to  th e  

P lan n in g  Team. A l l  members o f  th e  A d m in is tra t iv e  Council and a l l  

academic u n i t  heads a re  members o f  the  P lanning  Team, and i t  should  th e n  

be t h e i r  r e s p o n s i b i l i t y  to  fo l lo w  through w ith  sm all group s e s s io n s  

w i th in  th e  v a r io u s  u n i t s  to  b e t t e r  acqua in t a l l  p e rso n s  in  t h e i r  r e s p e c 

t i v e  a r e a s  w ith  th e  b a s ic  c o n c e p ts  o f  PPBS, how I t  o p e r a t e s ,  and what 

i t  i s  d e s ig n e d  t o  accom plish  f o r  the  U n iv e rs i ty .

Tn the  academ ic a r e a s ,  d i r e c t o r s  should  meet w i th  c o o r d in a to r s  

f i r s t ,  t o  be fo llow ed  by s e s s io n s  fo r  f a c u l ty  h e ld  by c o o r d in a to r s ,  w ith  

th e  a s s i s t a n c e  o f  th e  d i r e c t o r s ,  i f  needed. Each c o o rd in a to r  should  

be f a m i l i a r  w ith  t h e  NACUBO m anual, A C ollege P lanning  C ycle :  P eop le ,

R esources ,  P r o c e s s .

Inasmuch as t im ing  was a c r u c i a l  f a c to r  in  p r e v e n t in g  f u l l  im ple

m en ta tio n  o f  th e  system  d u r in g  th e  c u r re n t  f i s c a l  y e a r ,  c o n s id e r a t io n  

sh o u ld  be g iven  to  more r e a l i s t i c  scheduling  o f  a c t i v i t i e s .  The 

NACUBO Model assumes a tw elve-m onth c y c le .  An exam ination  o f  th e  

P lan n in g  C a len d a r  r e v e a le d  t h a t  a c t i v i t i e s  weTe schedu led  f o r  th e
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p e r io d  September 28, 1976 th rough  March 22 , 1977 (ap p ro x im ate ly  s i x  

m onths). The cy c le  c o u ld ,  conce ivab ly , be condensed In to  t e n  months 

w ith  c a r e fu l  p lan n in g  and m onito ring . However, t h e  s ix -m onth  p e r io d  

appears  o v e r ly  am b itio u s ,  and w ith  a c t i v i t i e s  schedu led  so  c lo s e  

to g e th e r  th e  system has minimal chances o f  s u c c e s s fu l  im plem enta tion  in  

i t s  e n t i r e t y .

The P lanning C alendar  should be r e v i s e d ,  w i th  s te p s  such as formu

l a t i o n  o f  th e  p lann ing  assum ptions and p r e p a r a t i o n  o f  th e  f iv e - y e a r  

revenue p ro je c t io n s  b e in g  com pleted p r i o r  to  mid-Septem ber. Adequate 

tim e must be p rov ided  f o r  the  accomplishment o f  each  s te p  i n  both t h e  

p lan n in g  and budgeting  c y c le s .  PPB p erso n n e l a r e  invo lved  in  too many 

o th e r  a c t i v i t i e s  to  exp ec t  them t o  be a b le  to  com plete  th e  e n t i r e  c y c le  

in  s ix  months and e f f e c t i v e l y  c a r r y  out t h e i r  o t h e r  d u t i e s  as w e l l .

Improved access  t o  computer s e rv ic e s  on campus should  be g iven  

h igh  p r i o r i t y ,  r e a l i z i n g  t h a t  adequacy o f  both q u a n t i t y  and q u a l i t y  

o f  in fo rm a tio n  u t i l i z e d  in  the  p ro c e ss  g r e a t l y  in f lu e n c e  i t s  e f f e c t i v e 

n ess ,  Few p a r t i c i p a n t s  f e l t  t h a t  t h e i r  in fo rm a tio n  needs were b e in g  

ad eq u a te ly  prov ided  f o r ,

More t im e ly  b u d g e ta ry  in fo rm ation  must be p ro v id e d  t o  a s su re  more 

adequate  budgetary  c o n t r o l ,  While i t  has  been n o ted  t h a t  th e  i n s t i t u 

t i o n  i s  now going th rough  a t r a n s i t i o n  p e r io d  as i t  com pletes t h e  

change over  from one d a ta  p ro cess in g  system  to  a n o th e r ,  emphasis must 

be p laced  on th e  n e c e s s i t y  fo r  d is s e m in a t io n  o f  a c c u r a te ,  t im e ly  

budgetary  in fo rm atio n  t o  a l l  u n i t  heads, t o  become e f f e c t i v e  w ith t h e  

beg inn ing  o f  th e  next f i s c a l  y e a r  o r  as soon as i s  p o s s ib l e  t h e r e a f t e r .
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M oreover, a w r i t t e n  s ta te m e n t  shou ld  accompany th e  approved 

b u d g e ts  s e n t  t o  u n i t  heads in fo rm ing  thorn o f  t h e  o f f i c i a l  u n i v e r s i t y  

p o l i c y  which p e rm its  them t o  make ad ju s tm e n ts  t o  l i n e  i tem s  in  keeping 

w ith  changes in  u n i t  p r i o r i t i e s .

The NACUBQ model p ro v id e s  f o r  p u b l i c a t i o n  and wide d is s e m in a t io n  

t o  f a c u l t y ,  s t a f f ,  and s tu d e n ts  o f  th e  com prehensive p l a n ,  once i t  

has been approved by t h e  govern ing  b o ard . Whether o r  n o t  th e  adm in is

t r a t i o n  sees  f i t  t o  adopt t h i s  p ro c e d u re ,  t h e r e  i s  a c l e a r  need f o r  

some ty p e  o f  feed b ack  mechanism.

There i s  n o th in g  i n  t h e  b l u e p r i n t  foT t h e  p ro c e s s  b e in g  im ple

mented a t  V i r g in i a  Union U n iv e r s i ty  t o  i n d i c a t e  t h a t  r e s u l t s  o f  th e  

p ro c e s s  a re  f e d  back t o  th o se  who have p a r t i c i p a t e d  a t  t h e  v a r io u s  

l e v e l s  t o  b r in g  th e  p l a n  to  f r u i t i o n .  Some way must be found to  

a l l e v i a t e  th e  p e rc e iv e d  problem  o f  communication and feed b ack  so p a r t i 

c ip a n t s  a t  t h e  s t a f f  and f a c u l t y  l e v e l s  w i l l  know w hether  t h e i r  e f f o r t s  

have been c o n s id e re d  w o rth w h ile  o r  s a t i s f a c t o r y ,  t h e  e x t e n t  t o  which 

t h e i r  recom m endations were a c c e p te d ,  and re a so n s  f o r  r e v i s i o n s  in  t h e i r  

p roposed  p l a n s .

I f  t h e s e  s u g g e s t io n s  a re  fo llo w e d , f u l l  im p lem en ta tio n  i s  l i k e l y  

to  become a r e a l i t y  and PPBS w i l l ,  no d o u b t ,  h o ld  g r e a t  p rom ise  f o r  th e  

f u tu r e  a t  t h i s  i n s t i t u t i o n .

Recommendations For O thers  C o n s id e r in g  Im plem enta tion  o f  PPBS

Although t h i s  s tu d y  was conducted  w ith  p r im ary  r e f e r e n c e  to  a 

s p e c i f i c  i n s t i t u t i o n ,  th e  r e s e a r c h e r  was s u f f i c i e n t l y  im pressed  w ith  

th e  r e s u l t s  t o  u rg e  o th e r s  se e k in g  more e f f e c t i v e  r e s o u rc e  a l l o c a t i o n
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methods to  c o n s id e r  program  b u d g e t in g .

There a r e  s e v e ra l  s u g g e s t io n s  which the  w r i t e r  b e l i e v e s  would be 

h e lp f u l  to  th o s e  who may be co n te m p la t in g  the im p lem en ta tio n  o f  a  PPB 

system .

The c h ie f  e x e c u t iv e  must th o ro u g h ly  unders tand  t h e  system  and must 

be t o t a l l y  committed t o  i t .  T h is  im p l ie s  a  w i l l in g n e s s  t o  make d e c i s 

io n s  from a new p e r s p e c t i v e  in v o lv in g  co n su lt in g  th e  program  budget and 

fo llo w in g  i t s  lo g ic .  To do o th e rw ise  would be to  r i s k  t h e  lo ss  o f  

c r e d i b i l i t y  o f  th e  system  and, a lo n g  with th a t ,  lo s s  o f  su p p o rt  f o r  i t .

Moreover, a c l im a te  must be c r e a t e d  which w i l l  prom ote a c c e p ta n c e  

o f ,  ra theT  than  r e s i s t a n c e  t o ,  the  system . PPBS works b e s t  in  a s e t t i n g  

where a l l  invo lved  in  t h e  p ro cess  h av e  some a p p r e c ia t io n  f o r  a n a l y t i c a l  

t o o l s  and te c h n iq u e s .  U nless  t h e r e  i s  a s trong  b e l i e f  t h a t  the  system  

w i l l  make a p o s i t i v e  c o n t r i b u t i o n ,  program budgeting  w i l l  p ro b ab ly  n o t  

be a  rew arding e x p e r ie n c e .

There sho u ld  be a  p e r io d  o f  o r i e n t a t i o n  du ring  which the  p ro b a b le  

im pact o f  th e  system  i s  co n s id e red  and d iscu ssed  and f a c u l t y  and s t a f f  

m o tiv a t io n  tak es  p l a c e .  The involvem ent a t  the  o u t s e t  o f  peop le  who

w i l l  be a f f e c te d  by change , s e l l i n g  them on the m e r i t s  o f  th e  system ,

i s  p r e f e r r e d  to  m erely imposing th e  system  from above w i th o u t  c r e a t i n g  

a fa v o ra b le  p r e d i s p o s i t i o n  to  i t s  u s e .

I n i t i a l  t r a i n i n g  o f  key f a c u l t y  and s t a f f  members i s  n o t enough -

There  i s  a n e c e s s i t y  f o r  con tinuous  o r i e n t a t i o n  as new p e o p le  j o i n  th e

o r g a n iz a t io n .

Program budge ting  a l s o  r e q u i r e s  a v a i l a b i l i t y  o f  a d e q u a te  In fo rm a

t i o n .  Wiere a new system  i s  inqilamented with h igh e x p e c ta t io n s  and  an
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Inadequate d a ta  base e x i s t s  t o  f u l f i l l  th e se  e x p e c ta t io n s ,  d i s s a t i s 

f a c t io n  with t h e  system i s  l i k e l y  t o  r e s u l t .  To f a c i l i t a t e  e f f e c t i v e  

management, ad eq u a te  r e le v a n t  in fo rm a tio n  must be a v a i l a b l e  on a  

t im e ly  b a s is .

F in a l ly ,  good communication i s  e s s e n t i a l .  I n t e r a c t i o n  among a l l  

segments and a t  a l l  l e v e l s  o f  th e  o r g a n iz a t io n a l  h ie r a r c h y  w i l l  p ro 

mote success . A lack o f  th e  same w i l l ,  no d o u b t ,  i n v i t e  f a i l u r e .

Im p l ic a t io n s  For F u r th e r  Research

Since th e  e v a lu a t io n  d e a l s  w ith  a p a r t i c u l a r  i n s t i t u t i o n ,  i t  i s  

d i f f i c u l t  to  know how f a r  th e  observed  r e s u l t s  can be g e n e r a l iz e d  to  

o th e r  s i t u a t i o n s ,  A group o f  i n s t i t u t i o n s  u t i l i z i n g  a  s i m i l a r  PPB 

model cou ld , however, be s tu d ie d  t o  g e t  an o v e r a l l  i n d i c a t i o n  o f  th e  

sy s tem 's  e f f e c t .  This would e l im in a te  th e  e f f e c t s  o f  any u n ique  f a c to r s  

o r  extreme p o s i t i o n s ,  non-system  r e l a t e d ,  d e r iv in g  from a p a r t i c u l a r  

s i t u a t i o n .  The r e s u l t s  would then  have g r e a t e r  e x te r n a l  v a l i d i t y .

A group o f  sm all ,  p r iv a t e  l i b e r a l  a r t s  c o l l e g e s  u t i l i z i n g  a  PPB 

System could be compared w ith  a  s im i l a r  group o f  i n s t i t u t i o n s  w ith o u t  

such a system to  determ ine w hether  th e  system  d em o n stra tes  a  p o t e n t i a l  

fo r  a more e f f e c t i v e  and e f f i c i e n t  d e c i s io n  making p ro c e s s .

In  a d d i t io n ,  f u r th e r  e v a lu a t io n  o f  t h i s  p a r t i c u l a r  system  should  

be made, once a l l  o f  the  s te p s  have been im plem ented, t o  d e te rm in e  

whether o b je c t iv e s  have been f u l l y  a t t a i n e d  and t o  d e te rm in e  w hether 

th e  outcomes a r e  worth th e  e f f o r t  expended.
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Box 401
V i r g in i a  Union U n iv e r s i ty  
Richmond, V i r g in ia  23220 
March 4 , 1977

Pear

As a p a r t  o f  a d i s s e r t a t i o n  r e s e a r c h  p r o j e c t  a t  The C o lleg e  o f  
W illiam  and Mary i n  V i r g in i a ,  1 am c o n d u c tin g  a su rv ey  among adm ini
s t r a t o r s  and f a c u l t y  a t  V i r g in ia  Union U n iv e r s i ty .  The p u rp o se  o f  
t h i s  r e s e a r c h  i s  t o  e v a lu a te  our  P la n n in g -P ro g ra m in g -b u d g e t in g  
System. I t  i s  hoped t h a t  th e  r e s u l t s  o f  t h e  s tu d y  w i l l  p ro v id e  
in fo rm a tio n  which w i l l  be u s e f u l  t o  th o s e  who have th e  r e s p o n s i b i l i t y  
fo r  d e te rm in in g  th e  f u tu r e  o f  t h e  PPB System on o u r  campus.

1 know you a re  v e ry  busy ; b u t th e  q u e s t i o n n a i r e  i s  s h o r t ,  and th e  
few m inu tes  you g iv e  to  i t  w i l l  c o n t r i b u t e  s u b s t a n t i a l l y  t o  t h e  
accuracy  and m ean in g fu ln e ss  o f  t h i s  r e s e a r c h .  The d a ta  w i l l  be 
t r e a t e d  c o n f i d e n t i a l l y  and w i l l  be r e p o r te d  in  summary form o n ly .

W ill  you be k in d  enough to  com plete  t h e  en c lo sed  su rvey  in s tru m e n t 
and r e t u r n  i t ,  i n  th e  a d d re s s e d  en v e lo p e  p ro v id e d  f o r  y o u r  con
v e n ien ce ,  n o t  l a t e r  th a n  March IS .

TTiank you v e ry  much f o r  y o u r  a s s i s t a n c e .

S in c e r e ly  y o u r s ,

Enclosures: 2

Ruth C. K a r r i s
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I V I R G I N I A  U N I O N  U N I V E R S I T Y
1 3 0 0  N O R T H  L O M B A R D Y  S T R E E T  
R I C H M O N D .  V I R G I N I A  2 3 3 8 0

March 4, 1977

Dear Colleague:

The e n c lo s e d  q u e s t i o n n a i r e  has been p re p a re d  For u se  
in  a d o c t o r a l  d i s s e r t a t i o n  r e s e a rc h  p r o j e c t  a t  The C o lleg e  
o f  W illiam  and Mary by Mrs. Ruth C, H a r r i s .  I t  i s  b e in g  
s e n t  to  you w ith  my p e r s o n a l  endorsem en t.

1 b e l i e v e  t h a t  y o u r  a s s i s t a n c e  to  Mrs. H a r r i s  w i l l  b e  
o f  a s s i s t a n c e  to  th o se  who have th e  r e s p o n s i b i l i t y  f o r  th e  
im p lem en ta t io n  o f  t h e  P lanning*  Programming, B udgeting  
System a t  V i r g i n i a  Union U n iv e r s i ty ,  I hope t h a t  you can 
f ind  th e  t im e  to  co m p le te  the  su rvey  in s t r u m e n t .

S in c e r e ly  y o u r s ,

A l l ix  B /J a m e s  
P re s id e n t
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A ppendix B 

PPBS QUESTIONNAIRE

S e c t i o n  I .

A. What i t  y o u r  p r e s e n t  p o s i t i o n  a t  V i r g i n i a  U nion  U n i v e r s i t y ?
Member o f  A d m i n i s t r a t i v e  C o u n c i l    S u p p o r t  s e r v i c e
Academic p rogram  u n i t  d i r e c t o r    u n i t  h e a d
Academic p rogram  cha irm an  o r  c o o r d i n a t o r  ^  F a c u l t y  __

B. I f  you check ed  ' ’f a c u l t y "  in  "A " , p l e a s e  i n d i c a t e  t h e  s c h o o l  w i th  
which you a r e  a f f i l i a t e d .
A r ts  4 S c ie n c e s  B u s in e ss  A d m i n i s t r a t i o n  E d u c a t io n  $ P sy c h o lo g y ^

C. P le a s e  check  o n e  o f  t h e  f o l lo w in g !  i f  a p p l i c a b l e .
Member o f  P la n n in g  Team __  M a s te r  o f  A n a l y t i c a l
Member o f  Academic A f f a i r s  C oam itt .ee  __  S t u d i e s  Team

D. How long  have y o u  b een  em ployed a t  V i r g i n i a  Union U n i v e r s i t y ?
Less th a n  one y e a r  3 t o  5 y e a r s  _
1 t o  2 y e a r s  __  More th a n  S y e a r s  ”

E. Have you a t t e n d e d  any t r a i n i n g  o r  b r i e f i n g  s e s s i o n s  d i r e c t l y  r e l a t e d  
t o  PPBS?
W ith in  t h e  p a s t  y e a r  More t h a n  a  y e a r  ago Not a t  a l l

S e c t i o n  I I .

P le a s e  c h e c k  th e  most a p p r o p r i a t e  column 
f o r  e a c h  s t a t e m e n t  below .

T  t h e  q u a l i t y  o f  i n s t i t u t i o n a l  p l a n n in g  h as  1m- 
p roved  as  a r e s u l t  o f  PPBS.

2. S in c e  th e  im p le m e n ta t io n  o f  PPBS, we do a  b e t t e r  
j o b  o f  i d e n t i f y i n g  t h e  g o a l s  an d  o b j e c t i v e s  o f  
o u r  p rog ram s.

3. A lth o u g h  a g r e a t  many h o u rs  h av e  been s p e n t  i n  
p r e p a r i n g  p ro g ram  p l a n s ,  a s  f a r  a s  1 know t h e y  
h av e  r a r e l y ,  i f  e v e r ,  been  u s e d  I n  im p o r ta n t  
d e c i s io n  m aking.

4 .  I n  a  few y e a r s ,  PPBS w i l l  no l o n g e r  be h e a r d  o f  
a t  VUU.

5. The im p le m e n ta t io n  o f  PPBS h a s  c r e a t e d  a g r e a t e r  
aw areness  among a d m i n i s t r a t o r s  and f a c u l t y  o f  
t h e  U n i v e r s i t y ’ s  g o a l s  and o b j e c t i v e s .

6. The d e s i r e d  ou tcom es o f  o u r  acad em ic  p rog ram s 
a r e  e x p re s se d  i n  such  i n t a n g i b l e  te rm s  t h a t  
o b j e c t i v e  m easurem ent i s  v i r t u a l l y  i m p o s s ib l e .
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7. Because o f  th e  Im proved do cu m en ta tio n  and a n a ly 

s i s  r e q u ir e d  f o r  PPB, b u d g e t r e q u e s ts  e r e  s o re  
r e a l i s t i c  In  t a n s  o f  r e s o u rc e s  noadad to  
a ch iav a  s p e c i f i c  o b je c t iv e s .

*. PPBS has n o t e f f e c te d  s i g n i f i c a n t  r a d i s t r i b u t i o n  
o f  r t to u tC M  n o r p roduced  a l l o c a t io n  p a t t e r n s  
which d i f f e r  f r a  th o s a  u n d er th a  t r a d i t i o n a l  
b u d g a tin g  p ro c e s s .

9. Commini c a t io n  and i n t e r a c t i o n  aimed a t  a c h ie v 
in g  u n i v e r s i t y  g o a ls  and o b je c t iv e s  have in -  
p roved  as a  r e s u l t  o f  PPBS.

10. T here i s  w id e r p a r t i c i p a t i o n  by f a c u l ty  
nonbars in  th a  p la n n in g  and p o licy -m ak in g  p ro 
c e s s  o f  th a  U n iv e r s i ty  a s  a  r e s u l t  o f  PPBS.
T hera i s  a  la c k  o f  u n d e rs ta n d in g  on th e  p a r t  o f  
th e  f a c u l ty  o f  what th e  PPB S y s t «  shou ld  
accom plish  f o r  th e  c o l l e g e ,  how i t  w orks, and 
who shou ld  be in v o lv e d  in  i t  and how.

11.

12. PPBS has r e s u l t e d  in  in p ro v ed  c o o rd in a tio n  o f  
i n s t i t u t i o n a l  p la n n in g .

13. The a c a d M ic  program  p la n s  p re p a re d  as a com
ponent o f  PPBS a re  n o t r e a l i s t i c ,  e i t h e r  
b ecau se  o f  ov e r op tim ism  o r  o v e r c a u t io u s n e s s .

14. Because each  e c a d « i c  and su p p o r t s e r v ic e  u n i t  
i s  b a s i c a l l y  so concerned  w ith  p re s e rv in g  o r  
e n la rg in g  i t s  own p rogram , l i t t l e ,  i f  any, 
■ e a n in g fu l program  c o o rd in a tio n  a c ro s s  u n i t  
l in e s  h as  ta k e n  p la c e  u n d e r  PPBS.

15. A lthough th e  co n cep t o f  PPBS i s  d e s i r a b l e ,  
t h e r e  I s  a la c k  o f  e x p e r t i s e  a v a i la b le  on ou r 
caapus to  make i t  w o rk ab le .
S in c e  th e  i a p l A e n ta t i o n  o f  PPBS, m ee tin g s 
w ith  r e p r e s e n ta t iv e s  from  v a r io u s  program  
a re a s  have r e s u l t e d  in  more e f f e c t iv e  c o o rd i
n a tio n  o f  program s.

16.

17. A s i g n i f i c a n t l y  in c re a s e d  burden  h as been 
imposed on us as a r e s u l t  o f  m sM raus m eet
in g s  and in c re a s e d  p a p e r  work re q u ir e d  f o r  
PPB.

IS, A ll f a c u l ty  members. In c lu d in g  th o s e  w ith  no 
a d m in is t r a t iv e  r e s p o n s i b i l i t i e s ,  sh o u ld  be 
in v o lv e d  in  th e  PPB p ro c e s s .
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S e c tio n  I I I .  P le a se  check  th e  re sp o n se  which b e s t  r e p r e s e n ts  y o u r  
f e e l in g .

19. C o h e re d  w ith  th e  c o n v e n tio n a l p lu m in g  sad  b u d g e tin g  te c h n iq u e s .  Is  
PPBS s  b e t t e r  system ?
Mich b e t t e r  __  Soe w h i t  worse __
S o u  whet b e t t e r  __  Much w orse_______ __
N e ith e r  b e t t e r  n o r  w orse __

2D. To whet e x te n t  Hes PPBS e n ab led  you to  I u r n  abou t th e  U n iv e r s i ty ’ s 
o p e ra t io n  sad to  s e e  y o u r own work in  b e t t e r  p e r s p e c t iv e !
A v e ry  g r e a t  e x te n t    To soee e x te n t  __
A g re a t  e x te n t ^  Mot a t  a l l ____________ __
U n c e rta in  ___

21. Is  ad eq u a te  in fo rm a tio n  a v a i la b le  to  s a t i s f y  y o u r needs i n  connec
t io n  w ith  your r o le  in  PPBS?
Very ad eq u a te  __  U n c e rta in    Very In ad e q u a te
Somewhat adequate  __  Somewhat Inadequate   

22. Do you f e e l  t h a t  you u n d e rs ta n d  th e  b a s ic  id e a s ,  c o n c e p ts , and e l e 
m ents o f  PPBS a t  V ir g in ia  Union U n iv e rs ity ?
E x c e lle n t  u n d e rs ta n d in g  ____________ F a i r  u n d e rs ta n d in g   t
Good u n d e rs tan d in g  ___ Poor u n d e rs ta n d in g  —

Do n o t u n d e rs ta n d  a t  a l l  __
23. As a  r e s u l t  o f  PPBS, do you f e e l  a  g r e a te r  c o s i tm e n t  tow ard  

achievem ent o f  th e  in s  t i  t u t  io n ' a g o a ls  and o b je c t iv e s ?
Mich g r e a te r  _ Mo change   Somewhat l e s s
Somewh a t  g r e a te r  _ Mich le e s

24. Has PPBS in c re a se d  f a c u l ty  invo lvem en t in  g e n e ra t in g  a l t e r n a t i v e  
program s fo r  th e  i c h ie v m e n t  o f  i n s t i t u t i o n a l  g o a ls  and o b je c t iv e s ?
G re a tly  in c re a se d   i Somewhat d e c re a se d  __
Somewhat in c re a se d _____________________  G re a tly  d e c re a se d  __
N e ith e r  in c re a se d  n o r  d e c rea se d  __

25. Has PPBS In c re a se d  f a c u l ty  invo lvem en t in  d e te rm in a tio n  o f  th e  
c u r r i c u l a  f o r  t h e i r  acadm aic u n i ts ?
G re a tly  in c re a se d ____________________  Somewhat d e c re a se d  __
Somewhat in c re a se d    G re a tly  d e c re a se d  __
N e ith e r  in c re a se d  n o r  d e c rea se d  __

26. Has PPBS In c re a se d  f a c u l ty  involvem ent in  d e te rm in a tio n  o f  r e s o u rc e s  
needed fo r  accom plishm ent o f  o b je c tiv e s ?
G re a tly  in c re a se d  ^  Somewhat d e c re a se d  __
Somewhat in c re ased    G re a tly  d e c re a se d  __
N e ith e r  In c re a se d  n o r  d e c re a se d  __

27. Has PPBS r e s u l te d  in  more e f f e c t iv e  channels f o r  com m unicating id e a s  
to  th e  top le v e l  a d m in is t r a to r s ?
G re a tly  in c re a se d _________________ __  Somewhat d e c re a se d  i
Somewhat in c re a se d    G re a tly  d e c re a se d  __
N e ith e r  in c re a se d  n o r  d e c rea se d
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28. Has t h e  p la n n in g  p r o c e s s  in v o lv e d  i n  PPBS r e s u l t e d  i n  inp roved  

q u a l i t y  o f  th e  academ ic program?
G r e a t ly  in c r e a s e d    Somewhat d e c re a se d  __
Somewhat in c r e a s e d  ___ G re a t ly  d e c re a se d ______ __
N e i th e r  in c r e a s e d  n o r  d e c re a se d

29. Are you s a t i s f i e d  w ith  th e  amount o f  i n - s e r v i c e  t r a i n i n g  you have 
r e c e iv e d  r e l a t e d  t o  PPBS?
Very ad e q u a te ____________ __  Somewhat in a d e q u a te  __
Somewhat a d eq u a te  __  Very in a d e q u a te  __

30. Are you s a t i s f i e d  t h a t  t h e  e f f o r t s  you have  expended i n  t h e
im p lem en ta tio n  o f  PPBS have been w orthw hile?
Very s a t i s f i e d  __  Somewhat d i s s a t i s f i e d  __
Somewhat s a t i s f i e d  __  Very d i s s a t i s f i e d

Any comments you m ight c a r e  t o  make on th e s e  item s w i l l  be v e ry  
h e l p f u l .  P le a s e  u se  t h e  space  below f o r  f u r t h e r  rem arks .

Thank you f o r  y o u r  c o o p e ra t io n .

fP le a se  r e t u r n  com pleted  q u e s t io n n a i r e  in  e n c lo s e d  envelope to  
Mrs, Ruth C. H a r r i s ,  Box 40! o r  t o  Room 103 P ic k fo r d  H a l l . )
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Appendix C

in te rv iew  Guide

1. Do you p e r c e iv e  PPB as  b e in g  o f  a c tu a l  o r  p o t e n t i a l  v a lu e  to  
V irg in ia  Union U n i v e r s i t y 7 I f  so, p le a s e  d e s c r ib e  what you 
c o n s id e r  t o  be th e  b e n e f i t s .  I f  n o t ,  why n o t 7

2. P lease  d e s c r ib e  your To le  a s  i t  r e l a t e s  to  th e  PPB System a t  
V ir g in ia  Union U n iv e r s i ty ,

3. What d i f f i c u l t i e s ,  i f  any , have you encoun te red  in  c a r r y in g  ou t 
your d u t i e s  and r e s p o n s i b i l i t i e s  in  co n n ec tio n  w ith  PPBS?

4. What s u g g e s t io n s ,  i f  any , would you make f o r  r e v i s i n g  t h e  PPB 
System a t  V i rg in ia  Union U n iv e rs i ty ?

5. Would you c a r e  to  make any o th e r  comments w ith  r e g a rd  to  th e  
PPB System?

(The guide was m od ified  as  n e c e ssa ry  to  in su re  t h a t  th e  i n te r v ie w  
produced th e  k in d s  o f  d a t a  needed to  so lv e  th e  p ro b le m .)
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