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 NEEDS ANALYSIS: MAIN CONCLUSIONS

Draft document 1: July 2005

1. BACKGROUND

The new Tshwane University of Technology, a merger of three former technikons in the Gauteng area, came into existence on 1 January 2004. With this merger came a number of structural changes and staff movements, strategy change and a new look at the existing order of the business of the day. 

As part of the restructuring the unit of Management Information Support (MIS) was added to the directorate Strategic Information and Planning (SIP) to form a new directorate titled Strategic Management Support (SMS).

2. PROBLEM STATEMENT

During a workshop that was held amongst members of staff of the newly restructured Directorate Strategic Management Support, a number of issues were mentioned that needed investigation to get the directorate on the right track from the word ‘go’. 

A client-centred approach in method of operation was proposed, and therefore it was decided to conduct a survey amongst managers of the institution to determine their views on strategic matters, on current performance of the unit as well as to gauge their requirements for information and support of a strategic nature.

During this session it transpired that many of the requests for information put to the MIS were for information that was, in fact, available to members of staff on the system, but which they did not access themselves. This seemed rather counter productive and kept MIS staff busy at the cost of knuckling down to inherent and validating tasks that really needed their attention. To solve this problem it was decided to launch a series of training sessions with the Centre for Continuous Professional Development to train key personnel to how to access necessary data for themselves.

Another problem that was mentioned was the number of ad hoc requests that were put to operators of the MIS. These ranged to cover a multitude of topics. The feeling was that it would be beneficial to determine from the target group what their needs and preferences were for data, and to group these into classes. This would give an indication of importance assigned to the type of data, and it would be easier to manage in terms of work distribution to operators.

3. AIM WITH THE REPORT

The aim with this research was to determine from variegated clients of SMS the following:

· Whether managing strategically was important to them.

· Whether they were satisfied with the current functioning of the unit

· The manner in which they would prefer to receive support and data

· The importance they ascribed to a number of support functions and types of data

· Their expectations of the services of a unit of Strategic Management Support

4. RESEARCH DESIGN

4.1
Target group

Managers at the institution were targeted. All of top management were included in the survey, most of senior management and some selected persons from middle management. 

Persons selected to take part in the survey were ones deemed to manage units where strategic management and planning were of the essence.

Of the 170 questionnaires sent out, 71 completed ones were returned – a response rate of 41,8%

4.2
Method of research

It was decided that the survey would be conducted by means of a questionnaire.

The questionnaire was compiled to address the aims as set out in a previous paragraph (see Appendix A for a copy of the questionnaire). The questionnaire was sent out soon after the new unit, SMS, was coined in the first term of 2005 and respondents requested to return answered questionnaires before the end of the term.

5.
RESEARCH RESULTS ON PERCEPTIONS REGARDING STRATEGIC MANAGEMENT

5.1 Nature of management who responded

In Table 5.1 the frequency of types of managers who responded is given. Because of a problem with the coding, eight responses (with respect to the categories of director, assistant/deputy director and other) are missing. 

TABLE 5.1  CATEGORIES OF MANAGERS WHO RESPONDED

	Item
	Manager category
	N
	%

	1
	EMC
	12
	19.1

	2
	Dean
	11
	17.5

	3
	Research professor
	7
	11.1

	4
	Academic professor
	4
	6.4

	5
	Extra-ordinary professor
	0
	0.0

	6
	Principal lecturer
	15
	23.7

	7
	Senior lecturer
	5
	7.8

	8
	Lecturer
	3
	4.8

	9
	Chief director
	4
	6.4

	10
	Campus director
	2
	3.2

	
	Total
	63
	100.0


According to Table 5.1 it appears as though, with the exception of one person, all the members of the Executive Management Committee responded to the questionnaire. In a similar vein, eleven of the twelve deans responded to the questionnaire. One can deduct from this that top management as well as academic senior management was well represented in the target group.

Nobody replied as extra-ordinary professor, probably because this title was bestowed as an extra on top of a designation. Quite a number of principal lecturers  (15) responded to the questionnaire.

The position of Head of Department was not included as a manager category as, at TUT at the time, the task of heading a department was regarded as a function and not as a designation. In Table 5.2, however, persons were given the opportunity to indicate their involvement in leadership as a function of their jobs. Here they were requested to indicate whether they were managing a department/faculty/university. 

TABLE 5.2 LEADERSHIP OF A BODY OF PEOPLE

	Item
	Leadership
	N
	%

	1
	Yes, part of EMC
	11
	15.5

	2
	Yes, head academic faculty/department
	36
	50.7

	3
	Yes, head administrative directorate/dept
	16
	22.5

	4
	No, do not lead a body of people
	6
	8.5

	5
	Other
	2
	2.8

	
	Total
	71
	100.0


As per selected target group the vast majority of responses were from persons in management positions and therefore persons required to steer their units successfully by means of, inter alia, strategic inputs.

Representation of the various campuses in the survey is given in Table 5 3.

TABLE 5.3  CAMPUS REPRESENTATION
	Item
	Campus
	N
	%

	1
	Arcadia
	7
	10.0

	2
	Arts
	5
	7.2

	3
	GaRankuwa
	1
	1.4

	4
	Witbank
	1
	1.4

	5
	Nelspruit
	1
	1.4

	6
	Polokwane
	6
	8.6

	7
	Pretoria (West)
	42
	60.0

	8
	Soshanguve
	7
	10.0

	
	Total
	70
	100.0


For the purpose of this study it was deemed necessary to target managers, per se, and not the campuses necessarily. The fact that the EMC, at the time, was seated at the Pretoria (west) campus, and that by far the majority (42 000?????) of our 63 000???? students were enrolled at this campus, may account for the relatively high percentage (60%) of the responses received with respect the campus.

5.2 Importance of thinking strategically

The importance of strategic management as regarded by the target group was probed next. For the purpose of easy reporting values 1 and 2 of the rating scale were added to provide a figure in the ‘ A little’ category and values 3 and 4 to indicate the figure in the ‘A lot’ category.

TABLE 5.4 THE IMPORTANCE OF MANAGING STRATEGICALLY

	Item
	Statement
	A little
	A lot

	
	
	N
	%
	N
	%

	1
	A progressive institution manages strategically
	2
	2.8
	69
	97.2

	2
	Strategy is important for positioning leaders
	0
	0.0
	70
	100.0

	3
	I believe in managing strategically
	2
	2.8
	68
	97.1


It appears, from the data provided in Table 5.4, that almost all of the managers at TUT believed strategic management an imperative for leadership positioning. One would expect this type of response from a progressive institution such as TUT.

It was deemed necessary to assess TUT managers’ attitude regarding strategic management generally. 

TABLE 5.5 ATTITUDE TOWARDS STRATEGY

	Item
	Attitude
	A little
	A lot

	
	
	N
	%
	N
	%

	1
	I make a point of studying strategic reports
	7
	9.9
	64
	90.1

	2
	I believe in managing strategically
	2
	2.9
	68
	97.1

	3
	I find my own strategic information
	25
	35.2
	46
	64.8

	4
	I need strategic information for 3-year rolling plans
	3
	4.2
	68
	96.8

	5
	Need for strategic information is met by the institution
	37
	52.1
	34
	48.9


From the data provided in Table 5.5 it appears as though the vast majority of TUT managers regarded strategic management as an imperative for steering an institution of higher education to success. Although a sizable proportion (64.8%) of managers indicated that they found their own strategic information (as they should, by rights, as no unit can supply all faculty with specific, subject-related strategic information) almost a third indicated that they were mainly reliant on information supplied by the institution.

More than a half (52.1%) of the respondents indicated that the need for data and information of a strategic nature was met only partially. This stresses the importance of determining the needs of the target group – which was what this questionnaire was trying to do, in order to fulfill in the needs of the target group more comprehensively.

These results then also serve as an important impetus for the establishment, operations and management of a unit of strategic management; that is, to assist managers with planning, benchmarking, formulation of scenarios, information, data, institutional research and the development of working theoretical models.

5.3 Preferences regarding format of information

In Table 5.6 preferences regarding the format in which information should be supplied to clients was probed. According to the responses given in this table it became clear that the majority of respondents (80.3%) preferred to receive interpreted data whilst almost as many (76.1%) preferred to receive both interpreted and raw data. The crux of the matter is that persons want interpreted data – probably because managers are busy people and because this saves time.

TABLE 5.6
PREFERENCES REGARDING FORMAT 

OF INFORMATION SUPPLIED

	Item
	Statement
	A little
	A lot

	
	
	N
	%
	N
	%

	1
	I want both raw & interpreted data
	17
	23.9
	54
	76.1

	2
	I like to interpret raw data myself
	42
	60.0
	28
	40.0

	3
	I prefer to receive interpreted information
	14
	19.7
	57
	80.3

	4
	I find my own strategic information
	25
	35.2
	46
	64.8

	5
	All information should be supplied by a support unit
	18
	25.4
	53
	74.6


Slightly more that two thirds of the persons (64.8%) indicated that they also found their own strategic information (one wonders about the one third who don’t find their own (specific applied) information). Just on a quarter of the respondents (74.6%) indicated that they prefer information to be supplied to them by a unit that specializes in strategic support.

Deductions to be made from the above are that there was a need for:

· a unit of strategic support

· data and information interpreted by specialists in the field

5.4 Assessment of the strategic support service of the time

At the time of the establishment of the new unit of Strategic Management Support it was necessary to determine the perceptions of the clients of the unit regarding the effectiveness of the operations, in general, of the unit.

TABLE 5.7 
ASSESSMENT OF THE SUPPORT SERVICE AS IN FEBRUARY 2005

	Item
	Statement
	A little
	A lot

	
	
	N
	%
	N
	%

	1
	TUT is being managed strategically at present
	51
	73.9
	18
	26.1

	2
	Strategic information is supplied on time
	41
	57.8
	30
	42.2

	3
	Strategic information supplied is relevant
	23
	32.9
	47
	87.1

	4
	Data supplied is correct
	45
	67.2
	22
	32.8

	5
	It is easy to access strategic information at TUT
	41
	58.6
	29
	41.4


According to the information supplied in Table 5.7 the indication, generally, is that the support service at the time of the survey was perceived as falling short of expectation. Although the nature of the strategic information supplied was indicated as being relevant by as many as 87.1% of the respondents almost three quarters (73.9%) attested that, at the time of completing the questionnaire (February 2005), they felt that the institution was not being managed strategically. This, of course, may be because of the stage that the merger was in at the time. During the interim phase, with interim managers in place, all management activities seemed to be ‘on hold’ whilst the wait for permanence in order to make decisions of a more permanent nature was on. 

As many as two thirds of the respondents, (67.2%), expressed a concern about the correctness of data as supplied by the unit at the time. More than a half of them (58.6) felt that it was not easy to access strategic information at TUT, whilst 57.8% of the respondents indicated that strategic information could be supplied more timely. 

5.5 Summary

-
The survey was aimed especially at managers. With the exception of one all the members of the EMC responded as was the case with the deans. 

-
Managers at TUT indicated recognition of the importance of strategic management. 

-
A need was expressed for data that had been interpreted, as opposed to raw data only.

-
A perception that the institution was not being managed strategically was evident.

-
Generally speaking, activities of the unit, in terms of ease of access, correctness and timeliness of data were, at the time of the survey, falling short of expectations.

6 RESEARCH RESULTS REGARDING REQUIREMENTS EXPECTED OF A UNIT OF STRATEGIC MANAGEMENT

In this section of the questionnaire clients were given a number of specific services associated with a unit of strategic information that they had to assess in terms of need. Statements were supplied in the question, in a random manner.  To try and facilitate interpretation of data, an attempt was made group services statistically by means of a principal component analysis. Unfortunately the data loaded significantly on one component only and therefore did not indicate meaningful groupings.

As the statistic component analysis did not yield workable results it was decided to group data into suitable categories by means of logic. It needs to be stated that the categories identified for this purpose relied on the questionnaire input. Also, questions asked in the questionnaire don’t necessarily comprise all the activities executed in such a category and may therefore skew results somewhat. Also, the number of questions in categories may vary and may therefore skew the responses provided. It is, however, nevertheless a manner of obtaining grouped data responses and may thus still be of value.

6.1
Model for strategic management support

One definition of strategy is to indulge in the most effective and efficient ways and means to achieve your goals. In an organization strategy is translated into ways and means (policy, procedures, structures) of getting the organization from where it is to where it is meant to be.



WHERE WE ARE

STRATEGIES

        WHERE WE WANT TO BE

Before strategies can be employed to ‘move’ the institution from one position to another, one needs to know ‘where the institution is’ (that is the status quo). – this boils down to a lot of institutional research such as enrolment trends, student characteristics, customer satisfaction, pass rates and such. Next one needs to know where the ‘institution is headed’ (this futuristic type research, in turn, entails activities such as benchmarking, scenario development, futuristic research and projections on e.g. labour market needs, competitive edge drivers, global trends. 

Strategy encompasses activities such as strategic planning support and decision-support modeling, including aspects such as networking, guiding, appraising, amongst others. 

Fundamental to all these activities lies a sound database where all relevant information concerning the institution is stored, ordered, verified and managed in accordance with the needs that arise. 

In this manner five main categories of activities were identified, some with possible subsections. This is illustrated in Model 6.1. 

MODEL 6.1 STRATEGIC MANAGEMENT ACTIVITIES

	Strategic management support to managers enables them to:

                                                Assess                      Plan

                                             Amend                      Make decisions


                                                  Guide                         Implement



	

       WHERE WE ARE                        STRATEGIES             WHERE WE WANT TO BE

Institutional research

(to do with the institution)

Strategic support and 

Decision-model development

Futuristic research

(to do with the external environment & future possibilities)

Academic research 

Administrative research People satisfaction

Financial research

Viability studies


Networking

Planning support

Assessment

Guiding

Assisting 

Information providing

Labour market need research

Growth projections

Viability studies

Scenario development

Benchmarking

Track new trends

Data management & provision

Ad hoc management data

Management Information Support (MIS)

HEMIS data




6.2
Results of required strategic management support activities


In this section respondents were asked to indicate the extent to which they would want to associate specific support activities with a unit of strategic management. For ease of reporting on these responses, values 3 and 4 (representing ‘mostly’ and ‘always’) were combined and described as ‘mostly’ as were values 1 and 2 (representing ‘not at all’ and ‘sometimes’ respectively) and noted in the tables as ‘sometimes’. 

6.2.1 The support function
An activity generally associated with a unit of strategic planning is that of lending strategic planning support to various leaders in the institution. This type of support may take various forms such as supplying relevant, timely data, rendering assistance with the development of departmental business plans and strategic rolling plans. It entails networking with decision-makers and experts on an institutional, national and also international level and feeding back to the organization. It may entail facilitation of departmental and institutional strategic planning workshops.

It appears from the responses in Table 6.1 that, generally, the support function of a unit of strategic planning was rated highly. 

TABLE 6.1 
SUPPORT ACTIVITIES ASSOCIATED WITH 

     
A UNIT OF STRATEGIC MANAGEMENT

	Item
	Function
	Mostly 
	Sometimes

	
	
	N
	%
	N
	%

	1
	Support to senior management
	62
	88.6
	8
	11.4

	2
	Support to heads of departments
	68
	85.8
	3
	4.2

	3
	Support to all who needs it
	46
	64.8
	25
	35.2

	4
	Support with business plans
	59
	84.3
	11
	15.7

	5
	Support with strategic rolling plans
	62
	88.6
	8
	11.4

	6
	Coordinating with institutional experts
	63
	90.0
	7
	10.0

	7
	Assisting with institutional planning
	65
	92.9
	5
	7.1


This is specifically so with respect to the institutional planning function (94.3%) as well as interactions with a high level of expertise and management. Although almost two thirds of the respondents felt that the service should be available to all, there were those (35.2%) who regarded strategic support fitting mostly on the level of decision-makers and managers. 

6.2.2 Futuristic research

The old adage (Mager) ‘If you don’t know where you’re going, how will you know that you have arrived?’ is valid here. One of the hallmarks of a progressive organization is that it knows where it is headed, and that it constantly measures it progress on how it is doing in getting there, and steering in the right direction.

TABLE 6.2 
FUTURISTIC OPERATIONS OF A UNIT 

OF STRATEGIC MANAGEMENT

	Item
	Function
	Mostly
	Sometimes

	
	
	N
	%
	N
	%

	1
	Advising on international HE trends
	58
	84.1
	11
	15.9

	2
	Pro-active investigation & suggestions
	63
	88.7
	8
	11.3

	3
	Scenario development for planning purposes 
	31
	43.7
	40
	56.3

	4
	Projections regarding events
	55
	78.6
	15
	21.4

	5
	Developing projection models
	51
	75.0
	17
	25.0

	6
	Forecasting developments
	55
	78.6
	15
	21.4

	7
	Expertise in HE issues
	63
	90.0
	7
	10.0

	8
	Visionary outlook
	64
	90.1
	7
	9.9

	9
	Innovative thinking
	64
	90.1
	7
	9.9

	10
	Provide answers before questions are asked
	51
	72.9
	19
	27.1

	
	Average % score
	
	79.2
	
	20.8


An important requirement of a unit for strategic management is that its people should be visionary, should be able to ‘read’ the signs and try to foresee the future. An eye should be kept on national and international developments and customers alerted to these and to their possible effects. It is expected of such a unit that it should be proactive in approach – that it should have the answers ready even before the questions are asked. 

On a more theoretical level, respondents answered overwhelmingly in Table 6.2, that they expected of the persons in a unit of strategic management the following qualities: ‘Visionary outlook’ (90.1%), ‘Innovative thinking’ (90.1%) and ‘Expertise in HE issues’ (90.0%). They also indicated an expectation that such a unit should be pro-active in investigations and suggestions (88.7%) and advise on international HE trends (84.1%). An activity not much associated with a unit of strategic planning was ‘Scenario planning’ (only 43.7% of the respondents feel that it is mostly necessary).

Generally, however, it seems as though a futuristic approach is associated with a unit of strategic management.

TABLE 6.3
 BENCHMARKING AS AN FUNCTION OF 

      
 A UNIT OF STRATEGIC MANAGEMENT

	Item
	Function
	Mostly
	Sometimes

	
	
	N
	%
	N
	%

	1
	Measuring compliance against set standards
	61
	87.1
	9
	12.9

	2
	Benchmarking on HE level
	61
	88.4
	8
	11.6

	3
	Monitoring external events that may affect TUT
	62
	89.9
	7
	10.1

	
	Average % score
	
	88.5
	
	11.5


Part of a futuristic focus is monitoring how well the institution is doing. This is done, inter alia, by means of benchmarking against other (international) institutions, by measuring compliance against set standards, by monitoring against other events that may have an effect and by assessing the extent to which predetermined objectives had been met. It appears from the results obtained in Table 6.3 as though these functions were mostly regarded as the task of the unit.

6.2.3 Decision-making support models

Only one question was asked regarding the extent to which respondents would have liked to see a strategic management unit developing decision-making support models. In favour of such an activity were 62 (88.6%) respondents whilst 8 (11.4%) respondents saw it as an activity that needed to be indulged in only on occasion.

6.2.4 Institutional research

To move an institution strategically from one position to another and to be able to make informed decisions one needs to know ‘where you are’ and what the existing order is. Respondents were asked to comment on institutional research and a number of associated activities in Table 6.4.

TABLE 6.4 
INSTITUTIONAL RESEARCH ACTIVITIES IN 

      
A UNIT OF STRATEGIC MANAGEMENT

	Item
	Activity
	Mostly
	Sometimes

	
	
	N
	%
	N
	%

	1
	Viability studies
	65
	92.9
	5
	7.1

	2
	Institutional research
	58
	84.1
	11
	15.9

	3
	Investigations across the institution
	53
	76.8
	16
	23.2

	4
	Financial viability studies
	63
	90.0
	7
	10.0

	5
	Impact studies (on the institution)
	62
	
88.6
	8
	11.4

	6
	Re-engineering processes & structures
	54
	78.3
	15
	21.7

	7
	Research knowledge & transfer strategies
	58
	84.1
	11
	15.9

	
	Average % score
	
	85.0
	
	15.0


All the activities in Table 6.4 were regarded by the majority of respondents as mostly or always the task of a unit of strategic management. ‘Viability studies’ (92.9%), and financial viability studies (90.0%) especially, got high ratings. There is some reassurance in conducting viability studies as it may determine some of the impact and probable success before the decision is implemented. 

6.2.5 Data provision

The backbone of decision-making and institutional research is a good institutional data system. This appears also recognized by the majority of respondents who indicated in Table 6.5 overwhelmingly that ‘Correct data’ (98.6%), Timely service’ (94.4%), ‘Data management’ (91.4%) and ‘Data mining’ (91.2%) are functions of unit of strategic management. 

TABLE 6.5  TYPE OF SERVICE REQUIRED RE DATA

	Item
	Type
	Mostly
	Sometimes

	
	
	N
	%
	N
	%

	1
	Correct data
	70
	98.6
	1
	1.4

	2
	Timely service
	67
	94.4
	4
	5.6

	3
	Data management
	64
	91.4
	6
	8.6

	4
	Data mining
	62
	91.2
	6
	8.8

	5
	Finding & verifying data
	44
	64.7
	24
	35.3

	6
	Providing interpreted data
	65
	92.9
	5
	7.1

	7
	Providing recommendations
	64
	91.4
	6
	8.6

	
	Average % score
	
	89.2
	
	10.8


Interestingly enough, indications are that respondents needed more than data only. The provision of interpreted data (92.9%) and ‘recommendations’ (91.4%) were also greatly associated with such a unit.

6.2.6
Other requirements and expectations of a unit for strategic planning

In Table 6.6 a number of requirements and expectations of a unit of strategic planning are mentioned. It is quite clear from the responses (94.3%) that the drafting of strategic frameworks was regarded as a function of the unit. It was also expected, as indicated by 84.1% of the respondents, that operations should be on a strategic level rather than an operational level, that involvement in strategic partnerships and networks a function (82.9%), and that the unit should be involved in decision-making activities of the institution.

TABLE 6.6 
OTHER EXPECTED FUNCTIONS OF A

      

UNIT FOR STRATEGIC PLANNING

	Item
	Expectation
	Mostly
	Sometimes

	
	
	N
	%
	N
	%

	1
	Operating on a strategic level rather than operational
	58
	84.1
	11
	15.9

	2
	Performing a monitoring function
	44
	64.7
	24
	35.3

	3
	Coordinate all strategic research in the institution 
	47
	68.1
	22
	31.9

	4
	Drafting strategic planning frameworks
	66
	94.3
	4
	5.7

	5
	Involvement in partnerships
	58
	82.9
	12
	17.1

	6
	Involvement in decision-making activities of TUT
	57
	81.4
	13
	18.6

	
	Average % required
	
	79.3
	
	20.7


Only about two thirds of the respondents indicated that they thought that the unit should perform a monitoring function (64.7%) and that the unit should be responsible for the co-ordination of all strategic research done in the institution. The relatively low response rate might be a result that ‘monitoring’ as well as the ‘research’ function was widely interpreted and not coupled only to strategic issues.

6.3
Summary

In this section (6) an attempt was made to determine, from the target group, which activities they associated with a unit of strategic management.

The main conclusion was that all main strategic functions tested in the questionnaire, i.e. support, futuristic type research, the development of decision-making models, institutional research and data provision, were, as reported by the majority of respondents, associated with a unit of strategic management. These are therefore activities and services that one would expect a unit of strategic management to deliver. 

Within these main groupings most activities associated with them were regarded as forming part of the content with the exception of a single direct question on scenario planning (where only 43.7% of the respondents appeared to recognized the important role that it can play in futuristic planning and therefore in an organization).  

7.
IMPORTANCE AND PERCEPTION OF QUALITY OF SPECIFIC FUNCTIONS AND DATA

7.1
Introduction

Respondents were asked, in this question, to assess certain services rendered by the unit of strategic management with respect to both importance and quality. The rating scale used here was a 4-point scale where 4 represents great importance and high quality and 1 refers to little importance and poor quality. As the lowest score is 1 and the highest 4 one can assume that 2,5 is the midpoint. One might then assume that what lies above 2,5 is above average and what lies below 2,5 is below average.

Areas of concern would be those where the importance of the activity is rated highly and the quality as being poor. The same format of discussion and sequence that had been followed in section 6 of this report was followed in this section.

7.2       Support activities

Both the strategic institutional, as well as business planning support services, as seen in Table 7.1 were rated as being of importance. The quality of the support in this regard was rated as somewhat lesser with a mean of 2.4 for both.

TABLE 7.1
RATING OF SUPPORT ACTIVITIES
	SERVICE
	IMPORTANCE
	QUALITY

	
	N 
	Mean
	Std dev
	N
	Mean
	Std dev

	Institutional planning & support
	62
	3.50
	0.65
	56
	2.41
	0.71

	Business planning support
	61
	3.44
	0.74
	57
	2.44
	0.87

	Total mean score
	
	3.47
	
	
	2.43
	


7.3
Futuristic research

In order to prosper companies must institute proactive, creative and far-reaching change. Change needs to be consistent in terms of its objectives and efforts. It must also be integrative. The entire organisation needs to be actively involved. The sequence of events needs to be understood, priorities need to be set and efforts need to be concentrated on key targets. Re-engineering should result in faster processes, less non-value added work, reduce formal control, empower those who do the work, and reduce the managerial task.

‘Strategy’ may be defined as a long-term plan of action designed to achieve a particular goal, or an elaborate and systematic plan of action. ‘Strategic’ refers to something of great importance within an integrated whole or to a planned effect. 

The stark choice facing companies in the light of massively changed environment and customer expectations is to dominate (win) or die. The characteristics of a winning organization are: 

-
Growth of capabilities and competencies (versus stagnation/complacency).

-
High rate of learning (versus stagnation)
-
Growth in market share (versus stagnation/decline)
-
Faster adaptation to change and marketplace conditions (versus stagnation)
-
Hustle in all parts of the enterprise (versusdiscontent/stagnation/fear)
-
Team spirit (versus individualism/not sharing/fear)
-
Setting standards that competitors try to follow (versus stagnation/complacency)
-
Flexibility, responsiveness and speed (versus complacency/structures/fear)
-
Changing the rules of the game versus (complacency/fear/ignorance/no plan).

Signs of death of an organization are:

-
Staying level with, or falling behind the competition

-
Losing capabilities

-
Erosion of once distinctive competencies/competitive edge (everyone has them now)

-
Focusing mainly internally instead of on the customers

-
Making what everyone knows are stupid decisions to reduce short-run costs

-
Not developing people

-
Not “unlearning” obsolete concepts and practices

-
Not aggressively pursuing desired business scenarios

- 
Gradual, if any, improvement of “business as usual”

Changes need to be integrated, consistent, feasible, and desirable. This means:

-
Integration: Is the transformation plan integrated? Are there clear linkages from the strategic intent to the particular actions required? “ Plato’s golden cord of reason”
-
Consistency: Do all the various actions lead to the same place - and are they mutually supportive? Does the management team have a clear sense of how things fit together?

-
Feasibility: Is the transformation plan in fact capable of being realised?

-
Desirability: Will the transformation effort lead the company to success, and is it acceptable from the company point of view as well as the key players?

To work to a planned effect means that the winning organization is moving forward to position itself to achieve greater success – it is dynamic. This implies that the end result should be known. Regarding a unit for Strategic Management Support this refers to the institution in its entirety and may entail, inter alia, striving for academic excellence, financial prosperity or sound management practices. This means that all antennas should be out to determine best practices around management alerted to this. There must be a forward futuristic look to determine where the institution is on its way to. Activities that typify this type of futuristic service are, also, benchmarking, scenario-planning, networking, labour market needs determination, viability studies of proposed future plans, growth projections and their impacts as well as the tracking of new trends and developments. 

For the purpose of this report three services within futuristic research were distinguished, namely benchmarking, scenario planning and labour market needs.  

7.3.1
Benchmarking
Benchmarking is the activity of tracking one’s progress against other best practices or an established, given or aimed for norm. It is an imperative activity in order to continuously track and retain one’s competitive edge.

TABLE 7.2
BENCHMARKING

	SERVICE
	IMPORTANCE
	QUALITY

	
	N
	Mean
	Std dev
	N
	Mean
	Std dev

	Benchmarking nationally
	64
	3.42
	0.75
	65
	1.95
	0.84

	Benchmarking internationally
	65
	3.12
	0.89
	62
	1.85
	0.88

	(Inter)national trends
	65
	3.37
	0.80
	64
	2.05
	0.76

	Development of benchmarks
	66
	3.50
	0.66
	61
	2.16
	0.71

	Progress @ State prescriptions
	67
	3.52
	0.63
	64
	2.38
	0.79

	Institutional profile
	62
	3.53
	0.62
	62
	2.35
	0.68

	Student/staff ratios
	64
	3.56
	0.69
	62
	2.18
	0.80

	Univ. of Technology criteria
	66
	3.58
	0.63
	60
	2.02
	0.77

	Total mean score
	
	3.03
	
	
	2.12
	


According to the figures in Table 7.2 benchmarking services in total were rated with a mean indicating a relatively high importance (3.03), yet the indications were also that the quality of service, generally, was perceived as being low (2.12), especially with respect to national (1.95) and international (1.85) benchmarking services. Benchmarking had not been established at TUT as a routine activity yet, and it is possible that the benefits of such a service were therefore not yet recognized.  
7.3.2 Scenario planning

Scenario planning, according to Van der Heijde (1996:11)

 ‘… is a time consuming process that will require not only a conscious decision, but also persistence and consistency on the part of management…

we are discussing questions of life and death of the organisation;

it would be unrealistic to expect survival to come for free’. 

Scenarios are derived from shared and agreed upon mental models of the external world. They are created as internally consistent and challenging descriptions of possible futures. They are intended to be representative of the ranges of possible future developments and outcomes in the external world. 

The primary use of scenarios is to envision the long-term future (9 – 12 years) that is an absolute necessity to have in place before embarking on any strategic formulation and planning exercise. Scenario planning is different from strategic planning. Scenarios are descriptions of possible futures to sway participants to be flexible in outlook, to elaborate the advantages and disadvantages of various possibilities. Strategic plans on the other hand, are intricate descriptions of steps to be taken to achieve certain goals – it follows on scenario planning.

The main advantage of scenario planning is that alternative  ‘pictures’ of what the future holds can be formulated to challenge taken-for-granted assumptions about the future. In this way scenarios serve as a basis for testing strategic options.

It will be remembered that scenario planning of the Shell Group (Jaworski 1996), which also included inputs by Clem Sunter, changed the company from a losing entity to a winning organization. 

Later, four scenarios under the heading ‘Whither South Africa?’ were developed at the start of the new governmental dispensation by The Strategic Forum, as reported by Lewis in Management Today, 15(3) (1999:10). These were described as follows:

UBUNTU                                              LONG WALK TO FREEDOM

South Africa united                          -
   South Africa unchanged

Medium to high growth                     -
   Average to medium growth

Medium to strong opposition            -
   Weak to medium opposition

Entrenched democracy                     -   Espoused democracy

Non-racist, non-sexist                       -   Tolerant nation

Reconciled nation

PRETORIA WILL PROVIDE               CRY, THE BELOVED COUNTRY

South Africa entitled                         -
   South Africa corrupted

Medium to weak growth                    -   Weak to negative growth

Weak to no opposition                      -   One party state

Shaky democracy                             -
   Ignored democracy

Tense nation                                     -   Divided nation

Possible scenarios for the newly merged Tshwane University of Technology may be as explored in Diagram 7.1:

DIAGRAM 7.1 POSSIBLE SCENARIOS FOR TUT

	SPACE SHIP

(Opening new frontiers)

United, able leadership 

Competent and committed personnel  

Autonomy & financial independence  

Strong growth

International acknowledgement

Top class students

A fast rate of renewal and recuperation

Drive towards excellence & quality


Openness to experimentation & change

Pride in and exploitation of diversity
	GHOST SHIP

(TUT unchanged – fated to ‘roam the seas  forever’ as in Wagner’s ‘The Flying Dutchman’)

Stagnant leadership

Complacent staff

Financial equilibrium

Maintained growth

National acceptance & credibility

Able students

Medium rate of renewal & recuperation

Inability to see need for change

Following the ‘beaten track’

Tolerance for differences 



	PIRATE SHIP

(TUT divided: “overthrown” as in “Mutiny on the Bounty”?)

Divided leadership

Disloyal, tense staff

Internal strife & competition   

Financial disequilibrium

Haphazard development

Challenging attitudes

Intolerance of differences

Seeking change in the wrong direction 

Drop in academic standards

Entitled’ students

Negation of incompetence


	SINKING SHIP

(TUT corrupted)

Inept leadership

Incompetent, unwilling staff

Brain-drain

Inability to meet financial obligations

Disintegration of processes & products

All of one opinion

Aura of ‘covering up’

Production out of sinc with salaries

Corrupted academic results

Weak ability of students

Slow rate of renewal and recuperation 




Given the above-mentioned scenarios the challenge is, of course, to try and determine the one that appears to be gaining momentum at TUT, and, if necessary to institute changes to steer matters in the desired direction.

How managers perceived the scenario planning service is illustrated in Table 7.3. According to this Table Scenario planning as a service was regarded as a slightly more important activity (3.17) than benchmarking (3.03) and the quality of the service slightly less (2.0) than that of benchmarking (2.12). Within the scenario planning service, enrolment management planning was rated the most important (3.53) whilst the possibility of sport as a viable business got the lowest rating (2.67).  Quality of service of Sport as a viable business (1.72) and the effects of matric symbol abolishment (1.73) got the lowest rating. This rating seems rather odd as these activities had, at the time, not been investigated yet. It might, in stead, be interpreted to mean that research on these aspects was not seen as a priority at the time.

TABLE 7.3 SCENARIO PLANNING

	SERVICE
	IMPORTANCE
	QUALITY

	
	N
	Mean
	Std dev
	N
	Mean
	Std dev

	Enrolment management planning
	62
	3.53
	0.62
	61
	2.26
	0.75

	Modular education implementation
	53
	3.08
	0.76
	51
	2.02
	0.76

	Effects of matric symbol abolishment
	57
	3.25
	0.85
	52
	1.73
	0.79

	Effects of HIV/Aids on TUT
	64
	3.31
	0.83
	58
	2.03
	0.70

	RPL as a possible business model
	57
	3.18
	0.78
	53
	1.98
	0.84

	Sport as a viable business model
	45
	2.67
	1.00
	43
	1.72
	0.67

	Total mean average
	
	3.17
	
	
	2.00
	


7.3.3 Labour market research


Education and training at TUT takes place primarily to fulfil in the needs of the South African labour market for suitably qualified persons in a variation of careers. If it were not for the needs of the labour market then TUT would have no reason to educate and train. It is therefore important that cognisance should be taken of the needs of the labour market for work force in current as well as future career fields. Apart from this further research is also necessary to determine whether TUT is fulfilling in the delivery of the type of qualified students required by industry.

TABLE 7.4
INDUSTRY REQUIREMENTS.                                                                                                                                               
	SERVICE
	IMPORTANCE
	QUALITY

	
	N
	Mean
	Std dev
	N
	Mean
	Std dev

	Regional & national labour market needs
	65
	3.52
	0.64
	59
	1.95
	0.78

	Available job opportunities
	59
	2.80
	0.94
	61
	2.93
	0.95

	Total mean score
	
	3.16
	
	
	2.44
	


According to the information supplied in Table 7.4 the discrepancy between the total mean scores of the ‘importance’ category (3.16) as opposed to the ‘quality’ category (2.44) was not quite as large as in some of the other tables – with the quality average very close to the mid point above which the better portion of the rating scale lies. The importance of what our regional and national labour market needs entailed was rated highly (3.52) and the service given a relatively low quality rating (1.95). Thus, interpreted as an area that needs to be improved or developed.

The Human Sciences Research Council traditionally does in depth research on market demands in specific occupational fields. It seems evident, from the results obtained in Table 7.4 that the number of available job opportunities did not play an important part in enrolment management at institutional level. On a national level though, one would expect some guidance concerning numbers of enrolments in specified occupational groupings, from the Department of Education.  

7.4 Decision-making support modelling

The development of models to facilitate management decision-making is usually part of the strategy process – enabling the institution to get from where it is to where it is aimed at.

The use of models to support decision-making was perceived by respondents to be a very important service with a total mean score of 3.60. Although all the models received high importance ratings, the resource allocation (3.91) model, especially, was rated to be of great importance. 

TABLE 7.5
DECISION-MAKING SUPPORT MODELLING

	SERVICE
	IMPORTANCE
	QUALITY

	
	N
	Mean
	Std dev
	N
	Mean
	Std dev

	Resource allocation 
	70
	3.91
	0.28
	69
	2.15
	0.73

	Programme qualification mix
	54
	3.52
	0.61
	51
	2.33
	0.84

	Activity based costing model
	51
	3.47
	0.61
	48
	1.92
	0.65

	Staff allocation
	61
	3.51
	0.77
	54
	1.80
	0.74

	Total mean score
	
	3.60
	
	
	2.05
	


The quality of service for model development was rated relatively lowly with a total mean score of 2.05. This may be because the intended models were not fully operational yet and that expectations in this regard were therefore somewhat frustrated.

7.5 Institutional research

For the purpose of this report institutional research was viewed in a narrower context, namely as research that had to do with TUT. Three subsections, namely Academic related research, Administrative related research and research on people satisfaction were identified. That is, research which gives a description of the institution as it is – a ‘photograph’ of the status quo; a description of the situation of ‘where we are’ at the moment. 

7.5.1 Academic related research

Being an educational institution TUT’s primary ‘business’ is that of an academic nature. Academic related research is therefore seen to be of paramount importance to steer the institution in the desired direction and to counteract negative trends.

Respondents were asked to assess a number of academically related services as displayed in Table 7.6. They assessed all services stated to be of great importance with a total mean score of 3.59, which is high and indicates that they understood the importance of academic related matters. Especially the aspect ‘PQM comparisons with other institutions’ (3.87), was rated highly. This may be because of the merger situation that TUT was in at the time that was making rationalization of programmes, then, a very pressing issue. 

TABLE 7.6
ACADEMIC RELATED RESEARCH

	SERVICE
	IMPORTANCE
	QUALITY

	
	N
	Mean
	Std dev
	N
	Mean
	Std dev

	Reasons why students drop out
	67
	3.58
	0.74
	63
	1.89
	0.76

	Why studies take longer to be completed
	67
	3.57
	0.78
	63
	1.83
	0.75

	Research on evaluation practices
	60
	3.40
	0.69
	53
	1.96
	0.76

	PQM: comparisons with other institutions
	60
	3.87
	3.88
	58
	2.17
	0.88

	Programme viability
	59
	3.56
	0.62
	56
	2.13
	0.92

	Viability of departments/courses
	63
	3.57
	0.67
	63
	2.13
	0.85

	Total mean score
	
	3.59
	
	
	2.02
	


In line with the general trend emerging from this survey, quality of ‘Academic Related Research’ services was rated at the low end of the scale – this was particularly so regarding research on ‘Why studies take longer to be completed’ (1.83), ‘Reasons why students drop out’ (1.89) and ‘Evaluation practices’ (1.96). Ironically, a lot of retention studies had been conducted over the last number of years at the erstwhile Technikon Pretoria. The low score given for the quality of retention related research may be because, although plenty of research had been conducted, the erosion of students, especially during the first year of study had not yet improved at the time, and neither had the number of students able to complete their studies in the shortest possible time.

7.5.2 Administrative research

The prime function of administrative departments at an institution of higher education is to support the academic function and its related activities to perform as optimal as possible. It is necessary to determine how well this is achieved at regular intervals. 

In Table 7.7 respondents replied to a number of administrative functions. These functions were all rated highly to a greater or lesser extent and an overall average score of 3.37 was attained for these services. Although the quality category received a low average score (2.13) it was not as low as quality categories regarding some of the other services. 

TABLE 7.7
ADMINISTRATIVE RESEARCH

	SERVICE
	IMPORTANCE
	QUALITY

	
	N
	Mean
	Std dev
	N
	Mean
	Std dev

	HR information
	62
	3.44
	0.78
	59
	2.12
	0.77

	Biographical student info
	60
	3.25
	0.84
	57
	2.46
	0.85

	Staff related research
	61
	3.39
	0.69
	58
	2.03
	0.77

	Merger related research
	62
	3.16
	0.89
	59
	1.86
	0.82

	Student related research
	62
	3.44
	0.72
	57
	1.95
	0.74

	Class lists & student no’s
	63
	3.46
	0.82
	58
	2.62
	0.97

	Enrolment patterns & trends
	62
	3.56
	0.62
	61
	2.15
	0.83

	Info on offices & space
	64
	3.44
	0.64
	61
	2.10
	0.83

	Community service projects
	63
	3.16
	0.70
	59
	2.19
	0.84

	Staff turn-over
	64
	3.36
	0.76
	60
	1.78
	0.83

	Total mean score
	
	3.37
	
	
	2.13
	


Individual services that got low quality ratings were ‘Staff turnover’ (1.78), ‘Merger related research’ (1.86) and ‘Student related research’ (1.95). 

7.5.3 People satisfaction

Three groups of people featured under this heading:

· Staff – because it is the staff of an organization that achieves its objectives for it

· Employers – because they are the end users of the products (students) that TUT delivers, and the ones who provide the job opportunities

-
Students – because they are the reason for TUT’s existence and their    satisfaction with the education they are given is therefore of the greatest importance.

TABLE 7.8
PEOPLE SATISFACTION

	SERVICE
	IMPORTANCE
	QUALITY

	
	N
	Mean
	Std dev
	N
	Mean
	Std dev

	Staff satisfaction
	66
	3.52
	0.71
	65
	2.10
	0.84

	Employer satisfaction
	64
	3.78
	0.52
	62
	1.98
	0.86

	Student satisfaction
	65
	3.68
	0.62
	60
	2.20
	0.84

	Total mean score
	
	3.66
	
	
	2.09
	


According to the results given in Table 7.8 respondents indicated their awareness of the importance of this issue by the high score (3.66) awarded in this category. At the same time the total average score in the ‘quality’ category was low (2.09). Therefore an aspect that needed to be addressed in more depth. Research on employer satisfaction, which only got an average score of 1.98 with respect to quality (or perhaps lack?) of service, also stood out.

7.6 Data provision & reporting

At the bottom of, and underlying practically all of the preceding activities and services, lies a sound and functional database:

· data, that may be supplied to managers in a raw format on both a regular and/or ad hoc basis

· data that may be supplied in a structured format such as from the MIS

· HEMIS data

It was around these areas that the target group was asked to respond. Responses are elaborated in Table 7.9.

TABLE 7.9
DATA PROVISION & REPORTING

	SERVICE
	IMPORTANCE
	QUALITY

	Ad hoc data
	N
	Mean
	Std dev
	N
	Mean
	Std dev

	Enrolment figures
	66
	3.56
	0.61
	63
	2.66
	0.91

	Dropout figures
	64
	3.60
	0.68
	62
	2.24
	0.76

	Equity figures
	62
	3.34
	0.79
	61
	2.46
	0.77

	Graduation rates
	61
	3.60
	0.67
	58
	2.52
	0.75

	R& D outputs
	65
	3.62
	0.58
	63
	2.78
	0.79

	Financial data
	62
	3.54
	0.64
	57
	2.20
	0.82

	Total average score
	
	3.54
	
	
	2.48
	

	MIS
	
	
	
	
	
	

	MIS: Helpdesk & administrator
	63
	3.29
	0.73
	62
	2.55
	0.84

	MIS: System
	62
	3.50
	0.65
	60
	2.55
	0.87

	MIS: MRS
	66
	2.97
	0.86
	63
	2.25
	0.80

	MIS: Balance score card
	51
	3.31
	0.71
	48
	1.90
	0.81

	Total average score
	
	3.27
	
	
	2.31
	

	HEMIS data
	54
	3.57
	0.57
	53
	2.64
	0.92


The provision of ad hoc data was valued highly (3.54). Quality thereof, although on the low end of the scale almost reached the mid point and therefore touched on an above average score. Satisfaction with the quality of dropout figures (2.24) and financial data (2.20), although valued highly was low and therefore a possible area in need of attention.

Structured reporting from the MIS was not valued quite that highly with the Management Reporting System (2.97) the least valued in terms of importance. MIS services, although at the low end of the spectrum, were valued as of a less poor quality than the majority of other services – with the exception of the implementation of the balance score card (1.90) and the monthly reporting system (2.25).

The value of HEMIS data (3.57) was recognized and although yet at the bottom end of the scale its quality was rated above the 50% average mark (2.64).  

7.7 Functions compared

An attempt was made, in Table 7.10, to compare functions or services with each other. 

Interestingly enough ‘People satisfaction’ was rated the most important of all the services (3.66), and yet various components of this service was, at the time, executed at different other departments of TUT. The big discrepancy between the scores for importance and for quality (1.57) of this aspect indicates a measure of frustration on the part of respondents with this function and should therefore receive prompt attention.

TABLE 7.10
MAIN FUNCTIONS COMPARED

	Service
	Importance x
	Quality x
	Discrepancy

	Support activities
	3.47
	2.43
	1.04

	Futuristic
	3.12
	2.19
	0.93

	Benchmarking
	3.03
	2.12
	0.91

	Scenario planning
	3.17
	2.00
	1.17

	Labour market
	3.16
	2.44
	0.72

	Model development
	3.60
	2.05
	1.55

	Institutional research
	3.54
	2.08
	1.46

	Academic related
	3.59
	2.02
	1.57

	Administrative
	3.37
	2.13
	1.24

	People satisfaction
	3.66
	2.09
	1.57

	Data provision
	3.46
	2.48
	0.98

	Ad hoc
	3.54
	2.48
	1.06

	MIS
	3.27
	2.31
	0.96

	HEMIS
	3.57
	2.64
	0.93

	Total average
	3.44
	2.25
	1.19


‘Model development’, as an instrument to facilitate decision-making, was rated the next most important of the services (3.60). This indicated that managers had begun to realize the benefits of such functional models. Again the big discrepancy between the importance and quality aspects (1.55) should be seen as a cause for concern and addressed.

The function ‘Academic Related’ research was also rated highly (3.59) on importance. The big discrepancy (1.57) between importance and quality also indicated that academic research might need looking into.

The aspects of ‘Data Provision’ namely HEMIS (3.57), Ad hoc data (3.54) and MIS (3.27) all received relatively high scores for importance and the relatively smaller discrepancies between ‘Importance’ and ‘Quality’ indicated that, of the various services, the functioning of  ‘Data provision’ caused the least dissatisfaction as compared with other services.

7.8     Summary

In this section an attempt was made to assess the importance respondents ascribed to services rendered as opposed to the quality of the services.

-
One outstanding conclusion is that respondents indicated that practically all the activities and services mentioned in question 2 were regarded as being important. Therefore, ample justification for the existence of a unit of strategic planning and the services mentioned.

-
Another evident conclusion is that the quality of services and activities executed were consistently rated much lower than the importance ascribed to them. Therefore an indication that the services should either be improved, or instituted (as some services or activities mentioned were not offered on a full scale at the time of this questionnaire)

-
Research on people satisfaction, model development, research on academic related matters and data provision were rated as of the highest importance of all the services mentioned.

-
The highest discrepancies between ‘importance’ and ‘quality’ were to be found to be with respect to ‘People Satisfaction Research’, Academic Related Research’ and ‘Model development’ and are therefore the areas that are currently the ones most in need, either of implementation or of improvement. 

8. FOLLOW-UP RESEARCH

This is a first and initial draft of the survey done to determine the needs for strategic management support from the clients of this unit. 

The purpose with this document was to give a broad overview of the services needed; their importance, respondent’s perceptions regarding, strategic planning, a unit of strategic management as well as quality of services. 

Further more in-depth analyses may be possible, but seems to defeat the initial purpose of the document.

9.
EXPRESSION OF THANKS 

A word of thanks to colleagues from the department of Statistical Support of the directorate Research and Development at TUT for their expert help with the research and statistical analyses and also to colleagues from the directorate Strategic Management Support for assistance and support in bringing the research to fruition. 

Document compiled & issued by 

Directorate Strategic Management Support (MF)







