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IN THEORY AND PRACTICE, the values of the 
planning community vary based on both the context 
in which planning is done and the personal 
dispositions of the planners within the firm or the 
project. 

Four Faces of Planning: 
Ethics and Values 

Flexibility (Discretion) 
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Communitarian 
Planning 

Social contract values. 

Plans as community positions 
achieved through consensus, 

participation and inclusion. 

Planner functions as a facilitator and 
mentor in the community. 

Good world is one where people feel 
empowered to voice their concerns, and 

this is met with community action. 

Regulatory Planning 

Procedural values. 

Plans adhere to standards, traditions 
and evidence and must display 
technical, even scientific rigor. 

Planner as an analyst, professional 
administrator of codes and by

laws. 

Good world is stable, 
continuous and one in 

which uncertainty is 
minimized. 

Visionary 
Planning 

Values of change, innovation. 

Plans are positions of advocacy 
stimulating the emergence of 
holistic and universal principles. 

Planner is a world player helping to 
establish a global future. 

The good world is loosely networked 
and adapts readily to change and 
challenge. 

Buccaneer Planning 

Instrumental values. 

Plans are strategic opportunities 
that produce either a win 
or a loss. 

Planner is an entrepreneur 
competing with others for power, 
influence and fortune. 

Good world is one of 
individual freedom and 
individuality. 

Control (Centralization) 
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I n the adjacent figure we offer a basic 
blueprint of the four faces of the planning 
community. Along the vertical axis we dis
tinguish planners and planning contexts 
that emphasize control from those that 
emphasize flexibility. On the horizontal 
axis we distinguish planners and planning 
contexts that stress competition and exter
nal forces from those which are inward
looking and lean heavily upon systems 
maintenance. In crossing the vertical (con
trol vs. flexibility) with the horizontal axis 
(competition vs. systems maintenance), 
we arrive at four value profiles: the plan
ning community as a competitive business 
(control-competition), as a regulatory self
governing system (control -systems main
tenance), as a communitarian call to grass
roots inclusion (flexibi lity-systems 
maintenance), and as a visionary call to 
generate innovation and change (competi
tion/ flexibility). Let's turn to each profile. 

" Buccaneer" planning culture places 
emphasis on planning as a series of activi
ties and documents rooted in pragmatic, 
instrumental values transacted in a pay
for-service, profit-oriented market. The 
planner is an entrepreneur. Customers 
must be satisfied. Control goes to the 
planner as a director competing with 
other planners for power, influence and 
fortune. Plans are strategic opportunities . 
Good plans reap profits and are widely 
disseminated and emulated. Poor plans 
fail in the marketplace, and do not confer 
power, influence and fortune. This world 
of control and competition emphasizes 
comfort and freedom for those who can 
create and/or pay for a good plan. The 
"good" world is one of freedom and indi
viduality for winners. Losers do not fare 
nearly so well in buccaneer capitalism. In 
this entrepreneurial context, inequities are 
seen as essential to market -dependent 
planning. Without markets, plans stag
nate. Planners with no ability to meet a 
cl ient's needs rise to the top and planning, 
buccaneers argue, becomes strictly a gov
ernment function. 

Regulatory planning culture, on the other 
hand, emphasizes the governance struc
ture as the essence of the planning pro
fession. Rather than manifesting the val-
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ues of the pragmatic, instrumentally ori
ented buccaneer, regulatory planners 
stress the standards, codes and technical 
rationality of the profession . Procedural 
values are preeminent, a state of affairs 
that applies to contexts of both the public 
and the private sectors. The planner in this 
value quadrant (refer to the figure) is an 
analyst adhering to principles, tradition 
and the evidence required to meet techni
cal, even scientific standards. Here, peer
based evidence, and not the market, is 
central. In practice, the "just do it" value 
of the buccaneer planner gives way to the 
more careful, risk-averse, "research it" 

value of the regulatory planner. 
Systems require care. 

Planning in this 
con-

text is not a form of profit maximization 
but a deliberate effort at uncertainty 
reduction. The values of stability, pru
dence and due diligence prevail. 

By contrast, communitarian planning cul
ture enhances the social -contract values 
of sharing, trust, empowerment and com
munity inclusion . The shift toward flexibil
ity in communitarian planning emphasizes 
the use of community norms as opposed 
to the "rules" and "markets" of regula
tory and buccaneer planning. Com01unity 
norms require interpretation and the close 
involvement of the planner and the com
munity. The planner functions neither as 
the credentialed expert of regulatory plan
ning culture nor as the freewheeling pro
ducer of buccaneer .culture; but rather as a 
mentor or facilitator. Values in practice in 

communitarian planning focus on "dia
logue" through consensus, participa

tion and inclusion. The winner
take-all disposition of the 

buccaneer in competitive 
markets is relegated to 

the periphery, and 
in its place com

munitarian 
planning 

st resses egalitarianism in which win-win 
solutions are the ideal. 

Finally, visionary planning culture crosses 
flexibility with competition. Here, plan
ning is understood as a vehicle for change 
and innovation. Planners work in loose 
coalitions· of communities of practice seek
ing to push the envelope. Unlike the sta
bility-seeking practitioners of regulatory 
planning culture, the innovators and bro
kers in visionary planning attempt to 
establish new techniques and outcomes. 
And unlike buccaneer planners, visionary 
planners try not only to satisfy clients' 
existing needs but to create platforms 
where new ones can be met. W hereas 
communitarian planning culture is rooted 
in a notion of stable community, visionary 
planning is project-based. People who 
have high international reputations in a 
problem area come together for short 
periods to work on key planning issues 
and high-profile projects, and in so doing 
thrive on the prestige conferred upon 
those w ho consistently deliver. The values 
here are extremely competitive and yet 
flexible. The "good " world is one that is 
loosely networked, agile, quick, and thus 
able to readily adapt to change. Visionary 
planning may be practiced locally but its 
impact is global. The work, in so far as it 
establishes novelty, is emulated by others. 

In practice, all of our occupational cul
tures are rooted in elements of each 

of these four value profiles. The 
ideal types described in the 

figure help us identify 
characteristics. The 

unique character of 
a planner or 

planning firm 
is influ

enced 
by 
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the four values, w hich in turn both divide 
and generate creative tensions in the 
planning community. Each quadrant has 
much to contribute to planning, and those 
who insist that their quadrant become the 
centre are not advancing the field . We all 
need to recognize the importance of 
diverse viewpoints and seek consensus
based solutions in our work. Planners will 
readily see that the four value profiles, 
each of which are necessary to do plan
ning, are stressed differently by different 
planners, planning firms, government 
agencies and communities. 

We must, after all, remain economically 
solvent. However, only the buccaneer 
planner takes th is aspect of value profile 
to heart. We must all rely upon standards, 
codes and reliable regulatory criteria. It is 
however, only the regulatory planner who 
places this at the centre of the enterprise. 
The buccaneer seeks to alter or bend the 
rules to meet and satisfy client needs. The 
regulatory planner seeks to enhance the 
rules in order to create a stable system 
with reliable measures and sound criteria 
by which plans can be assessed. The mar
ket, regulatory planners insist, is no plat
form for planning because it is too fickle, 
too short-sighted and too dependent 
upon the ephemeral winds of fad and 
fash ion. 

If we seek to plan, we must serve and act 
as agents for the community. Recognizing 
that plans are contextually rooted , com
munitarian planners invest a great deal of 
time, energy and capital in developing 
techniques that t ie planning to commu
nity development. Theirs is a world of 
trust, sharing and empowerment in which 
plans give voice to community concerns 
and, once articulated, give life to positions 
that require more dialogue. 

We must develop new ideas, techniques 
and models if we are to plan. With their 
call to planning as a form of exploration, 
visionary planners devote most of their 
time to such developments. This approach 
is not grounded solely in market, rules or 
communities, but in the creative abilities 
of the best planners to earn the right to 
work on high-profile, breakthrough proj
ects in the publ ic limelight. 

In practice, the four faces of planning 
intersect as individuals express thei r differ
ent viewpoints. Since each of these value 
profiles is drawn from diverse contexts, 
controversies and tensions do arise when 
they co-exist in a private firm, a public
sector agency, a community consultation 
process, or a small committee of planners. 
The conflicts result in ethical controver
sies; the tensions lead to problems of 
implementation. Conflicts tend to impede 
communication between participants from 
different planning cultures, and tensions 
raise the probability of difficulties. A 
workable solution can be found through 
effective communication and dialogue. 

One must recognize that inclusion of dif 
ferent values comes to an occupational 
community at the price of value tensions 
and ethical or moral controversies. There 
is a tendency in many planning communi
ties to attempt to lower the costs of value 
plural ism by privileging one of the four 
faces-buccaneer, regulatory, communi
tarian or visionary-as the most important 
value. We do not recommend this, for 
value pluralism generates a form of con
structive dialogue within the profession . It 
requires us to deal with potentially irk
some " others " inside the profession, and 
to avoid perceiving them as outsiders or 
interlopers. 

Ethical controversy is necessary if we seek 
to develop an occupational culture with a 
conscience. The existence of compet ing 
values requires us to attend to our values 
and our colleagues. The tensions that 
emerge from dialogue can help us to 
shape our views and ultimately our con
duct as professional planners. Striking a 
delicate balance forces us to consider dif
ferent viewpoints, respect the "other," 
and, in each circumstance, seek a creative 
solution for the task at hand. 
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Summary 
Involvement in our segment of the com
plex occupational culture of the planning 
community often desensitizes us to values 
integral to other parts of the community. 
This paper highlights four distinct yet 
interrelated value configurations impor
tant to planning: buccaneer, regulatory, 
communitarian and visionary planning. 
Each planner creates a unique footprint 
for his or her practice by integrating parts 
of each of these value configurations in 
specific proportions. 

Sommaire 
L'urbaniste, submerge dans la culture de sa 
profession, a parfois peine a saisir les 
valeurs cheres a d'autres sedeurs de la 
communaute. Le present article propose 
une analyse de quatre schemes de valeurs 
distincts mais, en pratique, interdepen
dants, qui devraient sous-tendre toute 
entreprise d'amenagement: aventurier, 
reglementaire, communautaire et vision
naire. Tout urbaniste utilise, en proportions 
distindes, des parties de chacun de ces 
quatre ensembles de valeurs. 
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