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==============PREFACE================= 
The Third Annual Supervisory Board Conference, held in Chey

enne, Wyoming, on May 24-26, 1972, was the third of a series of con
ferences initiated in 1969. The purpose of the First Supervisory Board 
Conference was to strengthen the administration of the Omnibus Crime 
Control Act at the state level by bringing together Board members from 
surrounding states. The objective of the Second Annual Supervisory 
Board Workshop was to provide further knowledge and guidance for 
Supervisory Boards in the planning and grant administration procedures 
required by the Omnibus Crime Control Act, with special regard to the 
1970 amendments to that Act. 

While both of these conferences were extremely successful, their 
primary agenda was functionally oriented and dealt with laws, regula
tions, and procedures required under the Omnibus Crime Control Act. 
In its discussions of the agenda for the Third Supervisory Board Con
ference, the Regional Program Planning Committee made the decision 
to shift from a functionally oriented agenda to a discussion of the con
ceptual foundations of Supervisory Board operations. The specific topic 
identified by the Program Planning Committee was "New Perspectives 
in Decision Making for Improvement of the Criminal Justice System." 

In developing the conference theme, the Program Planning Com
mittee identified certain pertinent areas to be covered in the session. 
These included Effective Communications, Styles of Decision Making, 
and Decision Making Techniques. The committee also determined that 
the subject matter would be treated in its broadest sense, rather than 
only in terms of the Omnibus Crime Control Act. 

Having established these general conference objectives, the Pro
gram Planning Committee selected the Western Interstate Commission 
for Higher Education to implement the training content and format for 
the Third Annual Supervisory Board Conference. 

I would like to extend my thanks to the members of the Program 
Planning Committee who conscientiously applied themselves to the task 
of developing this program. I would also like to thank the staff of the 
Western Interstate Commission for Higher Education for their excellent 
assistance in making arrangements for the conference speakers, material, 
and equipment. Finally, I would like to thank the staff of the LEAA 
Region VIII Office, located in Denver, for their assistance and guidance 
in funding this series of conferences. 

John Rogers, Chairman 
Program Planning Committee 
Third An?1ual Supervisory Board Conference 
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FOREWORD==================== 
Governance of programs by lay citizen groups has a long history. 

Many examples of this are seen at the level of public service in educa
tion, welfare, and today quite prominently in law enforcement. To 
advise, direct, and guide Law Enforcement Assistance Administration 
programs in the states and regions is a challenging and enormous re
sponsibility. Diversity of board members brings both strengths and 

. weaknesses to the boards. 

That there is an unevenness on any board is indisputable. The de
gree to which this unevenness affects the accomplishment of goals and 
objectives is directly related to the degree of common understanding. 
Operationally, this is most apparent in the decision making process
decisions ranging from "housekeeping" matters to basic policy are all 
subject to similar processes. To understand the decision making process 
in terms of two factors is crucially important to any board operation. 
These factors-techniques for decision making and the interpersonal 
dynamics of decision making-are the basis of the program for the Third 
Annual Supervisory Board Conference. The process and content are 
depicted in the following pages. 

F. D'A.-B.J.M 
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PERCEfTlONS OF PEOPLE IN ORGANIZA TlONS 

In his book, Changing Organizations, Warren Bennis talks of a sys
tem of values which makes it possible to bring about greater organiza
tion effectiveness. These values emphasize a climate of beliefs governing 
behavior, which people are internally compelled to affirnl by deeds as 
well as words. These values, which represent a transition away from 
traditions of the past, include: 

1. Full and free communications regardless of rank and power. 
2. The idea that influence is based on technical competence and 

knOWledge rather than on the vagaries of personal whims or the preroga
tives of power. 

3. A full reliance on consensus, rather than on the more customary 
forms of coercion and compromise, to manage conflict. 

4. An atmosphere that permits and even encourages emotional 
expression of feelings as well as task-oriented acts. 

S. A basically human bias which accepts the inevitability of con
flict between the organization and the individual, but whieh is willing 
to cope with and mediate the dysfunctional elements of conflict on 
rational grounds.1 

These ideas hp"e brought about a shift in organizational values 
away from the traditional bureaucratic model. The central theme of the 
bureaucratic model was that man was a rational animal who performed 
best in a formalized system in which roles and behavior norms were 
carefully and explicitly spelled out. The model further assumed that 
man's feelings are essentially irrational and must be prevented from 
interfering with rational calculatiol1s. Consequently it was believed 
necessary for the organization to be designed in such a way as to neu
tralize and control feelings and emotion. 

During the past quarter-century both the organization lind the indi
vidual have changed. Technological advances have brought about new 
ways of performing old tasks and in so doing have created new jobs and 
new personnel requirements. At the same time, personnel are becoming 
more mobile and have less loyalty to any particular organization, which 
results in a migrant work force. The disaffection of the younger genera
tion with the traditional conventions of "the establishment" further 
exacerbates the problems with which organizations are already con
fronted, and there are many signs which indicate that these problems 
will not be resolved without the involvement and participation of the 
new generation. 

Edgar J. Schein, in his analysis of our society, has formulated a 
model of man which he refers to us "complex man." Schein asserts that 

lWarren Bennis, Changing Organizations. New York: McGraw Hill Book Com
pany. 1966. 
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man is complex and highly variable; he has many motives, which change 
in importance to him from time to time and from situation to situation. 
His pattern of motivation is strongly influenced by organizational ef(
perience, hence the psychological contract that he negotiates with the 
organization is a combination of personal needs and organizational ex
periences.!.! (Psychological contract refers to the implicit and some
times explicit understandings which evolve between an employee and an 
employer regarding conditions of work and related expectations. These 
are seldom, if ever, formalized in employee/worker contract etatements.) 

Today, organizational values have shifted toward a system of adap
tation and involvement. Man's needs and desires are being recognized, 
and efforts are being made to meet them. Power is based on the con
cept of collaboration and reason, rather than on the traditional basis of 
threat and coercion. Organizational values are based on humanistic and 
democratic values replacing mechanistic ones. Perhaps the most impor
tant shift is one which recognizes that work should be organized to en
courage personal growth as well as to achieve organizational goals. 

In order to cope with these ch,mges, new knowledge and skills must 
be developed. Particular attention must be given to increasing skills for 
dealing with people, a process which is initiated by a self~examination 
and understanding of: 

1. One's assumptions about the needs of people. 
2. One's perceptions of differences and similarities among people. 
3. One's ability to commuI'i.cate and act effectively in groups. 
4. The value of feedback for self-evaluation and personal growth. 

Assumptions About Individuals and 
Organizational Needs 

In dealing with people, we base our decisions on combinations of 
fact t\11d theory. We have little trouble with facts; however, we find that 
our theories about human behavior reflect our theories or assumptions 
about the basic nature of man. We cannot act without theories or 
assumptions. 

Three attributes of human behavior can be accepted with some 
degree of assurance. These are 

1. All behavior is caused. 
2. All behavior is directed. 
3. All behavior is motivated. 

The late Abraham Maslow, the renowned psychclogist, has told 
us that man is a wanting animal and that people behave in relationship 
to their wants and desires. These wants aud desires, according to Mas-

2Edgar H. Schein, Organizational Psychology. Englewood Cliffs, New Jersey: 
Prentice-Hall, 1965. 
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low, become "needs" that are integral to the wen~being of the individual. 
Of importance to management theory is the idea that satisfied needs do 
not serve as motivation. Man is motivated only to satisfy unmet needs. 
Maslow classifies these needs or wants in hierarchical order, beginning 
with a person's physiological and !iafcty n·,:eds and extending through 
the need for bel0nging and acceptance to the highest need, self-actual
ization. This highest need is seen as un expression of the individual's 
desire to be creative, his reach for self-development and realization of 
his maximum potential. 

Individuals become motivated to achieve higher levels of need 
when they have satisfied lower levels of need. In part, having met the 
requirements of a lower need level, they are liberated from fear, 
anxiety, and other emotions which previously prevented movement up 
the hierarchy of needs. Fear of offending one's superior and fear of 
failure are powerful dynamiCS in the work situation that contribute to 
distortions in rommunicatiol1s and i1l'!{Jainnent of superior/subordinate 
relationships. Under conditions of fear, workers frequently react in ways 
that they think will be pleasing to management, a responsl;: which may 
or may not be related to organizational goals and needs. Thus managers 
who employ fear tactics as a strategy for controlling employees are liable 
to create more problems than they solve. This is so because fear often 
leads to hostilit'and hostility often leads to rebellion, which in turn 
finds expression in minor sabotage and other forms of work stoppage. 

Additional dysfunction comes from situations in which managers 
create an environment of suspicion and distrust among workers 
under their supervision. This type of organizational environment gen
erates within employees an attitude of defensiveness llnd self-preserva
tion. The basic message received by workers is that their success on the 
job must be achieved at the expense of other members of the work 
group-a dysfunctional "win-lose" situation. In this type of organiza
tional environment, gains and losses are measured by the balance of 
power in interpersonal relationships rather than in terms of goal achieve
ment. 

There exists a body of knowledge, based upon considerable evi
dence, that promotes the idea that personal satisfaction and individual 
creativity find expression when individuals are allowed to seek rewards 
on their own, without penalties and restrictions. Self-actualization, in 
Maslow's terms, is the result of growth from fear to trust through a 
process of self-determination in the pursuit of organizational goals. 

Climate for Interaction 

Organizations which foster involvement in decision making must 
first develop an environment in which interpersonal relationships are 
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productive and individuals within the organization understand e~ch 
other as people and realize how their i.nteraction affects the. orgalllza
tion. The organization must manifest Itself as a psychologICally s?fe 
place for people. It must recognize the feelings of the members of the 
organization and allow and even encourage the members to express 
their feelings in a climate that is safe and secure. Trust and openness 
are encouraged and developed; members are coached in w~ys. and 
means of lelating to one another, using all types of commUlllcatlOns. 
Peelings which are manifest in the process a:e dealt with as well . as 
tasks. This approach forces the manager and hIS staff to be honest WIth 
themselves and others-something they may not have experienced be
fore. It forces them to confront human issues which they may have 
ignored in the past. Creating this type of climate is a difficult task, which 
requires unusual leadership capabilities. 

Organizational clim:o.te-buUding, as a new orie?"tation toward. t~e 
techniques of administration, requires new preparatlOn. Thus admIllls
trators need new management skills, behaviors, knowledge, and com
petencies. They must seek learning experiences which will increase th.eir 
ability to resolve conflict generated by the many forces con~rontmg 
them. In addition, they must be able to analyze, assess, and unprove 
their personal style of management, decision ma~in~ skills, ~d. ability 
for involving appropriate others in setting orgalllzatlOnal obJectIves. A 
critical element in this process is the establishment of a communication 
network which facilitates the feedback of information to and from 
members of the manager's organizational environment. 

Humanistic Value System 

A ':>')'11prehension of a1llI commitment to human values as a legiti
mate component of decision making must be buil~ upon a conceptual 
base. The productive manager will look first to hIS or her own value 
system. Productive interaction begins as an involveme?t ~rocess that 
achieves fulWlment through determined, thoughtful applIcation of man
agement principles and philosophy. In this regard, theories of man and 
human nature must precede decision making and action. 

Human val ues. The process of involvement is most effective with
in a trustful atmosphere directed toward interaction and cooperative ef
fort. Leadership and administration must be viewed in terms of the 
power it releases in others and not in terms ut power over o:hers. Human 
values need enhancement from within, not control from WIthOUt. 

Objective thinking. Too often, organizational decision making is 
handled on the basis of long-held assumptions relating more to personal 
opinions than established facts. Instead of objective:y analyzing all the 
information regarding their personnel and commumty needs, and then 
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putting themselves in the other person's position, there is a human ten
dency for'managers to make quick, easy, and superficial conclusions 
that seem to have the right "feel." Open communications and a system 
of feedback can provide the manager with a framework for more objec
tively thinking through critical issues. 

Hidden potential. Everyone has a deep reservoir of hidden po
tential, which can be discovered through challenging experiences. One 
of the most powerful forms of human development is that which occurs 
in satisfying the need for individual expression. Human dignity is best 
achieved when individuals can put their own style into the things they 
do, no matter how routine the situation may be, This is not to suggest 
the abandonment of unit and design, but to indicate the need to work 
within the limits of the institutional framework to allow individuals to 
pitt something of themselves into each activity. 

Flexible patterns. Rigidity is an enemy of creativity. Individual 
problem solving in organizations is handicapped when situations are 
stereotyped. When past history is too heavily relied upon as a guide for 
future action, the manager is left in a fixed position that provides little 
inspiration for trying new experiences. Unfortunately, the individual 
can become bound by this system and assume there is less chance for 
flexibility than there really is. The manager needs to develop and pro
ject a philosophy which allows subordinates to feel they are part )f an 
environment of innovation, in which it is safe for them to test ideas. 

Behavioral change. Perhaps the most accurate method of dis
cussing the problem of management today is to identify it as a leader
ship and behavior gap. To overcome present deficiencies, managers 
must discover their own potential and that of their personnel through 
study and practice leading to behavioral change. There is a need to help 
indivic' laId in the organization to acquire, through their own growth, 
all the attitudes, feelings, ideas, and skills that will make them happier, 
more creative, and more productive individuals. Skills, knowledge, at
titudes, and feelings are the dynamics of behavior, and all require 
nourishment and self-examination by the manager if the potential of the 
staff is to be maximized in the pursuit of organizational goals. 

Conclusion 

Becoming a facilitator for interpersonal activities in decision making 
therefore becomes a journey and not an event. The method can succeed 
only to the extent t;,at individuals are flexible and development-oriented. 
The process is accomplished not through a series of how tos, but 
through an understanding of the methods for stimulating growth and 
change in others. Managers must incorporate these values and attitudes 
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within themselves before they can be effective in guiding their person
nel through such a process. In this sense they must be action-oriented. 
The tradition of knowing and understanding the management process 
must be. accompanied by a commitment to change in which modern 
theory becomes modern practice. 
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INTRODUCTION 

I talk and you listen. Then you talk and I listen. That's part of 
a communications process-the words. But we must remember that 
different words mean differflnt things to different people. The word 
"cool" to one person means terrific; to another, it calls for a 
sweater. 

Who we are changes things, too. A ghetto mother may have 
20-20 vision, but she sees the world differently than a junior execu
tive. A husband picks a new car that can jackrabbit from 0 to 60 
in 12 seconds; his wife picks the same car because it's safe. Each 
chooses a different product. Both will vacation in the same car. 

Perceptions affect decision making. So do communications. 
Conferees came face-to-face with these realities in the first session. 

Seeing Is not necessarily believing, they found. A picture of A 

series of blocks to some, was LOVE to others. A stylish madem
oiselle could become an old hag with the blink of an eye. 

As for communications, conferees found that two are better 
than one. Draw the diagram that's described, the instructions said. 
But no questions. And a monologue began. "You will draw a series 
of six boxes, all touching each other. Now the first box is .. ," 
Pencils scraped, minds boggled, and the final pictures looked 
nothing like the original. 

Later, the conferees were allowed to ask questions. "What 
angle is it? Where does it touch the first box? What do you mean, 
the angle is from Southeast to Southwest?" These drawings. based 
on two-way communications, looked very like the original six-box 
drawing, 

An instructor made the point clearly, "We often have to make 
decisions about things that are at least as ambiguous as the 
pictures." 

11 
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PROCESSES IN PERCEPTIONS AND 
COMMUNICA TION 

The theme of this workshop is decision making. There are two 
c!>!>cntial ingredients in any decision making process: one. the style, 
mode, or techniquc of decision making itself, and the other, the inter
personal process of influence which occurs between individuals as they 
interact with one another. I will discuss the interpersonal dynamics 
which occur during any decision making process. 

There arc two dimensions to this study. The first dimension is 
historical. The perceptions that we as individuals bring into any inter
action relate to the slim total of our past and present experiences and 
run all the way from our basic ideas about the nature of man to our 
idea of why an individual may dress or spcak in a certain manner. The 
second dimension is the communication process itself-that activity in 
which, all of us involve ourselves as we interact or interrelate with one 
another, either in idle conversation or when we are engaged in decisions 
about a task or activity. 

Let me begin by making a few statements on our perceptions of 
the nature of man. Human relationships are based on perceptions about 
people, who they arc. what they arc like, and what their nature may be. 
Thc!>e perceptions can he either implicit or explicit in the way we relate 
to others. A given person mayor may not be able to specify what he 
believes to be the nature of man. However, a person who has a coherent 
point of vicw about the phenomenon of man is said to have a philosophy. 
Interestingly, however, each of us has. in our relationships with others, 
a more or less consistent set of perceptions about others and about our
selves. Our philosophies may be inferred by observing us relating to one 
another. 

Different perceptions ahout what people arc lead to different ways 
of relating to them. An example: a person who has the point of view 
about people that underlies the statement. "People are no damn good," 
is likely to behave toward others in °a suspicious, distrustful way. On 
the l1ther hand, an individual who assume.'> that to be loved is an im
portant human need relates to people in a fundamentally different 
manner. 

It is important to be able to Hl'SeSS your perceptions about other 
people for two reasons. First. anti particularly in decision making, it 
is necessary to diagnose how you are relating to friends, co-workers, and 
()ther group members. Second, the assessment will enable you to plan 
lllore effectively the interventions that you might like to make into the 
human systems of which you are a part. The way all of us intervene or 
interact in our human relationships is based on a set of perceptions 
,\bout what people are like, but the interactions themselves constitute 
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a learning experience that is constantly altering our perceptions about 
our environment. During the conference, all of you will have an oppor~ 
t~nity to be involved in an exercise which not only tests your percep
tIons about people, but which also provides you with some here-and
now experiential data about how differently each of us perceives our 
immediate environment. 

Process of Communication 

The process of communication affects and is affected by an indi
vidual's perception of the world. 

When two people, A and B, are attempting to communicate with 
each other, their communication is distorted by a screen composed of 
their personalities, attitudes, values, belief systems, biases, historical 
experiences, backgrounds, and numerous other items. A's communica
tion to B flows through A's screen and through B's screen. When B 
responds to A, B is in fact responding to A's intent as he perceived it, 
rather than to whatever A might actually have intended. B's perceptions 
are filtered through a highly individualized screen of attitudes and 
values. When we receive messages through our screens, they are often 
confused and distorted. We add to what we hear, and to what we fail 
to hear, and we distort messages according to the modes that are used 
to convey these messages. 

When we are attempting to transmit OUi' meanings or to talk with 
one another, we utilize three different modes of expression. We com~ 
municate symbolically, verbally, and nonverbally. These three modes 
are used to tell people who we are, how we experience the world, and 
the meaning we attach to our experience. 

Symbolic Communication 

We communicate a great deal to one another about who we are 
and how we are and how we experience the world through symbols. The 
symbolic communication mode is essentially passive, and messages 
transmitted in this way are very easily misinterpreted. 

What are some examples of the symbols we use? Our choice of 
clothing can tell a great deal about who we are, what our values are, 
what our status is, how conservative or how llberal we are. We associate 
differences in occupational status with different uniforms: the banker 
wears a suit, the hod carrier wears overalls, and so on. The radical 
student wears colorful, loose clothing, the so-called straight professor 
wears a sportcoat with patches on the sleeve. Another symbolic form 
is that of jewelry. Married people, for instance, often wear wedding 
rings; some people wear beads; other people wear highly expensive 
jewelry. These are passive messages that are given continuously to other 
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people. For instance, a flag in the Japel, a peace symbol around the 
neck, an earring in one ear ~ay many things to other people. Another 
form of symbolic communication is the choice of automobiles. The 
business' executive who drives 1\ sports car is giving out a different mes
sage to the world from that of his colleague who drives an ordinary 
family car. An additional mode is the choice and location of our houses. 
Social status is directly related to the type and location of one's dwelling. 
Another category is the geography of our living space: this forms a 
symbolic communication. We are continually producing a stream of 
signal!; to other people about our meaning and our existence through 
the ,\.vlIllw{s that we choose to surround ourselves with and invest our
selves ill. These symhols are all essentially passive,' however, they are 
(l very real part of our communication. We are thus communicating 
both when WI' are talking and when we are not talking. 

Verbal Communication 

The second Hnd perhaps the best-known communication mode is 
verbal interchange. We rely heavily on this process to carry a meaning 
from one person to another. Anyone who hn'l thought about it has come 
to realize that there are enormous difficulties involved when one relies 
totally on words to communicate meanings. History is full of examples 
of misunderstandings among people who relied on words alone to carry 
messages. Perhaps the most significant finding to come out Ot this his
torient experience is that words themselves do not have meaning. Rather, 
people have meaning, and words arc simply tools that we use for try~ 
ing to convey meanings that arc idiosyncratic to one another. One of 
the difficulties of words is that we attach to them different experiential 
and emotional connotations. Words are not always associated with 
similHr experiences 01' similar feelings on the part of both listener and 
speaker. 

Other difficulties certain to .be encountered in using the verbal 
mode include the lISC of jargoli. the lIS('> of cliches, and the use of special
ized or personalized vocabularies. It is often said that words have mean
ing only in cont(.>xt. It is not uncommon, for instance, to observe people 
experiencing great difficulty finding the right words to say what they 
menn. There arl~ some people who, instead of experiencing feelings and 
st'l1sations, experience language. That is, their expe:;ience perimeters are 
(l..;,lcd by their vocabularies and by how they choose to place their 
words into sentences and phrases. 

One well-known psychologist in the field of learning theory de~ 
scribes the developmental learning process in children ill three phases: 
concrete, imagic. and abstract. As an example, when the little baby first 
expericnces the world. he is incapable of differentiating emotional and 
scnsationai experienccs. He experiences only distre~s or delight, and his 
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major inputs are concrete. That is: he touches things; he tastes things; 
a?d he. sees, he~s, and smells thmgs. Later it becomes necessary for 
hun to mteract WIth the world and with significant others in his environ
~ent. in orde: to have his needs met. He then develops a fantasy life or 
Imaglc expenence. He can imagine his mother, for instance, when she is 
not concretely present. The fantasy life can remain throughout his life. 
~s he ~ev.elops verbal fluency, he begins to form additional abstrac~ 
tlOns. ~IS Images of .pres~nt and historical nature are triggered by pres~ 
~nt envIronmental stunulI; therefore, he attaches meaning to most situa
tions on the basis of his experience. 

The difficulty of adults is that very often they do not let in the 
awaren~ss of physical sens~tions which they are experiencing. We adults 
often mistrust our fa?tasy lIves and tend to be afraid to permit ourselves 
to dream. We expenence the world in an abstract way, rather than in 
concrete terms. The meanings that we permit ourselves to be aware of 
are verbal and abstract, and what we abstract from the environment 
;Vhich ':~ experience is. dependent upon our vocabularies and our reason
mg ablh~y. We are stunulated consciously and subconsciously by what 
we percelve and assume to be occurring in the environment. It is im
portant that we remember that meaning cannot be transmitted from one 
person to another through the verbal mode only. 

Nonverbal Communication 

v,ery recently, a number of psychologists and people in the human 
?oten~Ial movement have turned their attention to the nonverbal ways 
m WhICh we share meaning with one another. The science of nonverbal 
communication is called kinesis. One's nonverbal communication or 
body l~nguage is usually involuntary, and the nonverbal signals that 
on~ emIts often are a more valid source of information than the signals 
WhICh one expresses verbally and symbolically. The majority of us are 
not in touch with our own nonverbal body language or that of others. 

There are a number of forms of body language. I will give some 
examples. Ambulation is how one carries one's body; whether you swish 
or ~to~p tells a gr<:at deal about who you are and how you are ex~ 
p~nencmg your, enVIr?nment. We associate different meanings with the 
dlfferent ways m whICh people carry their bodies from one place to 
another. Anothe~ form of body language is touching. This is perhaps 
the most expreSSIve nonverbal communication form. We can communi
cate :mger, interest, trust, tenderness, warmth, and a variety of other 
em?tlo~ . very potently through touching. People differ, however, in 
theIr willmgness to touch and be touched. Some people give out non~ 
verbal signals that they do not want to be touched, and there are other 
people who describe themselves and are described as "touchy-feeUes." 
In our western culture there are many taboos associated with this form 
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of communication, particularly in the male environment. Persons learn 
about their own personalities and self-concepts through exploring their 
reaction to touching and being touched. The skin is the body's larg~st 
orgnn, and through the skin we take in a variety of stimuli. Eye conta:t 
is another form. We tend to size up one another in terms of trustworthI
ness through reactions to each other's eye contact. Try a little experi
melH with yourself. Remember the last time you were driving down the 
road and passed a hitchhiker? The odds are very high that you did not 
look him in the eyes if you passed him. Conmen and businessmen under
stand the power of eye contact and use it to good advantage. Counselors 
understand that eye contact is a powel'ful way of communicating under
standing and acceptance. Speakers understand that eye contact is im
portant in keeping an audience interested in their subject. A final 
example of a body language form is distancing. Each person is said to 
have a psychological space around him. If another person invades that 
space) he may become somewhat tense, alert, or jamm.ed up. We ~end 
to place distance between ourselves and others accordmg to the kinds 
of relationship that we have and our motives towards each other. The 
reasons for establishing distance are not always displayed openly, but 
the behavior is nevertheless interpreted. 

Perceptions and the Communication Process 

What are the prerequisites, then, for communication, which we 
might bring to any interaction? For a complete interchange to occur, 
there must be a two-way exchange of feelings, ideas, and values, and 
systematic symbol transfer. One-wa~ communicat.io~ is highly inef~ic~en~, 
because there is no way to determme whether It IS heard and, If It ]S 

hcard, whether the intended message has been relayed. The office memo
randum, for example, is one form of communication and perhaps the 
least effective medium for transmitting meaning. A second requirement, 
particularly in the dCl.;sion making process, is that it is necessary that 
thcre be a feedback process for true communication to be experienced 
--an opportunity to check hack with one another to see if our intended 
meaning has ill fact been perceived. There is a need to have a continu~ 
nus flow back and forth among people attempting to communicate. 
The third requirement is that the individual become acutely aware of 
the runge of signals which be is emitting at any give~ moment. H~ can 
learn this by soliciting feedback from other people WIth whom he IS at
tempting to share meaning. The perception that we bring to any inter
change and the communication modes which we elect to use in that 
interaction are directly related to the effectiveness of our communica
tion. Our perceptions and the communication processes that we bring 
with us to any interaction directly affect the cooperative efforts which 
are demanded in the decision making process. 
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Summary 

These three modes of communication-symbolic, verbal, and non
verbal-are used by every person. Symbolic and nonverbal signals are 
continuous just as experiences of the world in concrete and imagic ways 
are. A steady stream of symbolic signals is being emitted by each of us. 
Constantly, our bodies voluntarily and involuntarily give out a con
tinuous stream of messages to other people. Those messages, of course, 
may be different from what we intended them to be. They may be either 
transmitted inadvertently or received through the screening process dif
ferently than we intended. When we are interacting with each other, we 
are giving out all three kinds of signals. These signals may not be cor
related with each other: our mouths may be saying one thing and our 
bodies saying another and our symbols saying a third. True communica
tion results when people share a common meaning experience. When 
there is consistency anlOng the modes that one is using to share meaning, 
this communication is much more likely to occur. Communication, then, 
is understanding. 
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THE. TRAINING PROCESS 

PERCEPTIONS AND COMMUNICATION: An exercise in und~r
standing perceptual conflicts in the communication process. 

Purpose 
A. Assist participants to examine their perceptual distortions and 

assumptions about others' behavior. 
B. Stimulate a communication interchange in which feedback is 

(a) absent and (b) present. 

Group Size 
Six to 10 persons in each group is optimum for maximum inter~ 

action. 

Time Required 
A. Perceptual distortions: 10 minutes per item; two items used 

in this exercise. 
B. Communication interchange (total of SO minutes): Twenty 

minutes per exercise. Two exercises used: (a) feedback absent and (b) 
feedback present. Ten to 15 minutes for group dincussion comparing 
the implications of each ex(~rcise. 

Materials Required 
Chalkboard or newsprint and perceptual pictures (see Figure 1) 

and rectangle pattern (see Figure 3). 
Figure 1 ____________________________________ ... 

Perceptual Distortions 

Process 

Hag or 
Young Girl 

A. Perceptual Distortion: Example of a perceptual distortion is 
shown to each group, and group members are asked to respond to their 
visual or auditory responses to the stimulus. Discussion is then facili~ 
tated to accentuate difference in perceptions of various group members. 
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B. Communication Interchange: The "arc of distortion" lecturette 
is given the group. This is basically a concept which states that confused 
communication can be viewed in terms of the arc of distortion (Figure 
2). If A intends to communicate a certain message to B represented by 
line a, but B receives another message, Hne b, the angular difference 
between a and b is the arc of distortion. In order to reduce this distor
tion, feedback from B must be encouraged. 

Figure 2 ____________________________________ -. 

Without feedback, distortion tends to be greater than with feed
back. Exercises (a) feedback absent and (b) feedback present provide 
a potent means for participants to experience this and compare the 
experience. 

Feedback Absent: A person from the group is asked to be the 
communicator. He is to give these instructions: 

1. Give the audience blank sheets of paper so that they CWl listen 
and draw exactly what you are communicating. With your back to 
them, ask them to try to draw as accurate a picture of the pattern of 
rectangles (Figure 3) as possible. 

Figure 3 _____________________________ -. 

To clarify, you can state the following: 

Assume that the rectangles touch each other at "sensible" places 
-at corners or at midpoints along the line. There are no touch points at 
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any unusual places. All the angles are either 90 or 45 degrees; there are 
no odd ones. This pattern of redangles is an idea comparable to a set 
of instructions you may have to give a subordinate. 

2. Describe the pattern of rectangles to them in words as fast as 
you can. The audience is not permitted to ask questions, or laugh, or 
sigh, or in any other way to communicate back to you any information 
about what it is receiving. 

Time it, check the accuracy of your communication by determining 
whether or not your audience has drawn what you have described. If 
they received what you tried to send, so that their pictures match the 
test picture, then you have communicated. To the extent that their pic
tures do not match the one in the draWing, you have not communicated. 

Feedback Present: The same procedure is followed with a similar 
test pattern (Figure 4) . 

Figure 4 ______________________________________ .. 

1 

2 

This time, the basic job is to describe the pattern verbally so that 
the people who are listening can draw it, with these differences: 

1. You may face your audience. 

2. They are allowed to interrupt and ask you any questions they 
want to at any time they want to. 

Following the exercise, some time should be used to discuss the 
meaning and implication of the exercise and compare feedback pr~sent 
and feedback absent procedures. 
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III. INTERPERSONAL STYlES'.===== 
IN DECISION MAKING 
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INTRODUCTION 

Who should survive? Atomic explosions rip the earth. Only 
15 people hidden in a bomb shelter live through the blasts. Now 
only seven can survive on the remaining rood. Eight must go out to 
die in the atomic fallout. But which eight? 

This is an exercise in decision making. Conferees had to de
cide, as a group, who would live and who would not. They were 
given a list of 15 names and descriptions, including an eight-year
old girl, a college professor, a priest, a doctor, a prostitute, a hippie 
homosexual, and nine others. 

Each group member had his favorites among the 15. They dis
cussed, cajoled, argued, and in some cases relented. The object 
of the exercise was not to reach "the right conclusion," but to un
derstand the process of group decision making. 

Decisions are made in a variety of ways. Here are some 
examples. 

Plop is a decision by lack of response, demonstrated by one 
conference participant, who said, "We've decided to let the species 
vanish." 

Authority rule means that one person hears the evidence, then 
makes a decision. The board members allowed no godfathers in 
their group, even if the decisions would have been quick and effi
cient. 

One conferee suggested, "Maybe we should have a leader." 
The group said no, and that was seconded by a man who said, "I 
think the only one qualified to make a decision is the Lord Himself." 

Decision by minority is when a small vocal group railroads 
through a decision. 

At one point. a conferee grabbed the initiative and spoke for 
a foursome that had met just previous to the full group session. 
"We've agreed," he said, speaking for the foursome, "to keep 
number one, number four, number seven ... " and he read on down 
the list of fallout shelter survivors. 

For a while the list-reader held the group's attention and chug
ged ahead, propelled by comments such as "That's a good point," 
and "I can buy it." But very soon, group members caught on and 
flagged the minority to a halt. 

Decision by majority rUle-voting or polling-is a popular 
process, and used broadly by hand-raisers in small groups to ballot
casters in national elections. One problem with majority rule is 
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that, while there are winners, there are also losers. One conference 
group deadlocked over Chicana prostitute Mrs. Garcia-to save her 
or not to save her: 

First man: John says he can't buy it [saving Mrs. Garcia]. 
Second man: He doesn't like Chicanos? 
First man: Either that or he had a bad experience with a pros-

titute. 
Third man: You've got the whole group held up now, John. 
John: Okay, I buy Mrs. Garcia. 
First man: Okay, we agree on Mrs. Garcia. 
Second man: John, did we agree? 
John: Yes. 
Second man: We just beat John into submission. 

Decision by consensus is general agreement, although it may 
not be completely wholehearted. One conference participant cap
tured the consensus flavor with the comment, "I didn't vote for 
them (before), but I wi II now." 

Unanimous consent marks that special time when everyone 
truly agrees on a decision. The bomb shelter exercise was so 
cleverly constructed that unanimous consent was not possible
the conferees were unanimous on that. 
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INTERPERSONAL STYLES IN DECISION MAKING 

Outcomes of decision making range from decision by lack of re
sponse to decision by unanimous consent. At the point where a decision 
seems appropriate, groups may "block," ignoring the need for a deci
sion. At other times, they may make quick decisions which have little 
in them to stimulate follow-up action. Then, of course, groups some
times make sound decisions to which all those involved are committed. 
Though there may be no ideal process for making decisions, some pro
cesses tend to lead to better decisions than others. Here we don't intend 
to recommend anyone style, but rather to explore the advantages and 
disadvantages of several. Participants will have an opportunity to ob
serve actual decision making and to discuss the relative merits of several 
styles. 

Decision Making 

Decisions are usually based upon some combination of fact and 
theory. A decision is a choice> then, based upon things observed and 
things believed. In most decision making, the people making the deci
sion are redSonably well aware of the beliefs they are using to interpret 
the facts they observe. 

The facts used mayor may not represent a problem. However, 
data gathering is important to the decision making process, as is the 
information which is constructed out of the data. Though appropriate 
facts and subsequent information are not automatically available, they 
can be made available for the purposes of decision making. Beliefs 
being used to interpret facts may present a more difficult aspect of deci
sion making. For instance, all of us in work organizations subscribe to 
basic theories of human be~avior as expressed in theoretical assertions, 
such as: people are basically lazy, kindness begets kindness, employees 
need to know exactly what their jobs are, employees work best when 
they can make their own jobs, etc. These beliefs play an extremely im
portant part in decision making. They are the filters through which facts 
must pass so that they can have some impact on the decision. 

In addition to these considerations, we should note that while 
decision making is, indeed, a process, it also involves content. What the 
group is discussing is content~the preferred approaches to crime pre
vention, for example. How they handle (proceed with) the discussion 
is process. Process observations answer such questions as: Does one 
person dominate the conversation? Do participants follow the train of 
thought or do they spiral off into other thoughts? Is there some kind of 
leadership in the group? Are group members addressing each other with 
more than the words they use? 
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Styles 
Styles of decision making vary greatly. For our purposes (though 

there arc different perspectives which can be used), we might think of 
interpersonal styles in decision making as ranging along the continuum 
shown in Figure 1. This continuum will not, of course, stand up under 
rigorous scientific investigation. We ure using it only to indicate that 
there are a number of different ways in which decisions are made. Each 
is different from all the others. 

Figure 1 ____________________________________ -, 

Decision by 
lack of response 

Decision by 
unanimous consent 

111111111111111 j I j II I 
Decision by 

majority vote 

Decision by lack of response. At the left-hand extreme of the 
continuum, the style shown is that of making decisions by not respond
ing to the need to make decisions. Thus, the suggestion (idea) for 
which a decision is required has "plopped," and hence the decision 
making style is often referred to -as PLOP. Sadly, this is a prevalent 
style of decision making. 

Decision by authority rule. Another prevalent style of decision 
making is that in which there is a certainty that the person in ultimate 
authority (the chairman) will make the decision. This style assumes 
that the person in ultimate authority is a good listener and has heard 
the other inputs and is relatively free from his own biases-assumes 
this or rationalizes it. This is a highly efficient way of making decisions. 
Whether or not it is effective can only be judged by the ultimate output 
to which the decision leads. 

Decision by minority. There are times when "vocal" minori
ties "railroad" a decision through; when a small percentage of the group 
forces the consent of the majority. A chainnan is in an excellent position 
to do this. Rather than reserve the right to make the final decision, he 
literally intimidates the group, and they do what he wishes. It is a 
manipulative style which may ultimately have serious negative conse
quences. 

Decision by majority rule; voting or polling. This may well 
be the most popular decision making process. Decision by majority rule 
is hinhly acceptable in that it reflects our entire political system. If 51 
perc~nt of the participants in the decision making opt for alternative A, 
alternative A is the way to go. 
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Many of us have negative feelings about this as a decision making 
process-especially within the bureaucratic organization-mainly be
cause it often leaves a minority of up to 49 percent without any invest~ 
ment in the decision. This style~ also tends to divide the group partici
pants into two clearly defined opposing camps. It may set the stage for 
internecine warfare. 

On the other hand, voting may create a climate in which members 
feel they have had their day in court and feel obligated to go along with 
the majority decision. 

Decision by consensus. Consensus is difficult to describe. It 
is not the same as majority rule, nor is it the same as unanimity. 11 is 
a state of affairs wherein all group participants feel that they have some 
piece of the action; wherein all participants feel that they have had an 
opportunity to influence the decision. A group member describing con
sensus might say: "I understand what most of you would like to do. 
Personally, I would take another course, but I feel that you understand 
my alternative aed have adjusted your position because of it. As a 
result, I will give my support to carrying out the decision." 

Decision by unanimous consent. The logically perfect, but 
rarely attainable decision, occurs when everyone truly agrees on the 
course of action to be taken. For certain key decisions, unanimity might 
be sought. The cost of such decisions, however, may be so great that it 
is a style which we can seldom afford. 

Decision Making Styles and Leadership 

Ideally (again, only to indicate an extreme), a group charged 
with making a decision would be composed of members of consummate 
interpersonal skill. One can be trained to behave as a constructive 
group member, and attempting to be one is a worthwhile endeavor. 
However, it is far more popular to speak of leadership, for it is popu
larly believed that with a skilled group leader, decisions will be better. 

With this concept we have no serious quarrel; moreover, we per
sonally subscribe to the idea that improving group leadership leads to 
the employment of improved styles of leadership which, in turn, leads 
to improved decisions. 

The literature on the subject-and our personal experience-sug
gests there are a number of functions which should be carried out in 
the decision making process. If not shared by group members, they can 
be provided by a group leader, and include: 

Initiative contributing: Suggesting new ideas or a 
changed way of regarding the approach to a deci
sion. 
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Information seeking: Asking for clarification, for 
information and facts pertinent to the issue under 
discussion. 

Opinion seeking: Seeking clarification of the beliefs 
by which group members are applying the pertinent 
facts. 

Information giving: The group leader offers data 
and information which he has accumulated in his 
own experience. 

Elaborating: By suggesting the need for clarifica~ 
Hon, the group leader can expand upon ideas which 
have been introduced. 

Clarifying: The leader suggests, in a succinct man
ner, what the issue at hand is, allowing for others 
to contribute also. 

Process observing: The leader reports to the group 
how he feels they are progressing toward a decision. 

There are other functions that a group leader, or a group member, 
may perform. What they might be depends on who is enunciating them. 
But whatever they are, they assist the group in making a decision lead~ 
ing to pertinent results. A good group leader speeds the process. 

Other Considerations 
Decision making in an organization is both overstressed and 

severely understressed. There are many minor decisions made during 
the work day which should be made unilaterally within the delegation 
to members of the hierarchy. On the other hand, too many decisions 
arc made in a cavalier fashion. 

Therefore, it secms important to first consider culling out all those 
decisions which should be delegated and not reserved to a decision 
making group. Important to the individual decision maker, but more 
important to the group making major decisions, are these considerations: 

28 

• Clearly define the question for which a decision 
is required. 

• Give appropriate attention to the decision making 
process and don't concentrate solely on the con
tent. 

• Bc sure to thoroughly explore alternative deci
sions. 

• Don't try to make a decision when the group is 
too large to arrive at a decision. 

-----;r--- .--- - --

THE TRAINING PROCESS 

INTERPERSONAL STYLES IN DECISION MAKING: An exercise 
using videotape to highlight personal styles and group interaction in 
decision making. 

Purpose 
A. D':!velop an awareness of individual decision making styles in 

a group. 
B. Provide an understanding of group processes in decision making 

and one's role in thi,s process. 
C. Reinforce these understandings through a video playback of a 

group problem-solving session. 

Group Size 
Eight to lOis ideal-more than 15 reduces the audiovisual time 

for each member and increases the time allotment for the exercise. 

Time Required 
The exercise, including preliminary Iccturette and scoring, will 

take approximately three hours. 

Materials Required 
Lecturette on interpersonal styles in decision making (see preced~ 

ing pages), handouts on What To Observe in a Group, Interpersonal 
Check List and Interpersonal Check List scoring sheet, television 
camera, recorder, and monitor. A problem, such as the NASA exercise 
or the Richard Rehr Bomb Shelter can be used. 

Process 
1. The group leader commences the session with a lecturettc on 

interpersonal styles in decision making. Fifteen to 20 minutes. 
2. The group is given handouts. Discussion of the lecturette and 

handouts is encouraged for 15 to 20 minutes. 
3. Group facilitator then introduces the problem-solving exercise. 
4. The video equipment is demonstrated and participants arc en

couraged to talk about any anxiety which is present. 
5. The Interpersonal Check List to describe oneself is introduced 

and scoring instruction given. Each participant scores self and papers 
are collected and saved until the end of the exercise, when a post-test 
is given for comparison. 

6. The group problem-solving incident is provided and the task 
is made clear. 

7. The group is videotaped-a time limit of 30 minutes is set. 
8. Upon completion of the exercise, the videotape is reviewed and 

discussed, stopping at appropriate "plop," "authority," etc., points. 
9. The Interpersonal Check List is again scored by each partici

pant and the pre-tape and posHape results are transferred to a rating 
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wheel graph. Each participant can then compare his pre~tape and post
tape ratings. Usually a substantial difference is noted, and discussion 
is encouraged. Special attempts should be made to focus on modes of 
decision making and interpersonal styles. (Total time about three hours 
--no set time for the various tasks.) 
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IV. MODELS FOR'=-======== 
DECISION MAKING 
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INTRODUCTION 

Once you know how, decision making still may not be easy. 
But it can be easier. And the same is true for many aspects of 
management. 

For this reason, a mini-university or series of classes was set 
up on the second day to supply some tricks of the decision making 
trade. The morning brought forth quickie courses on force field, 
management by objectives, and consensus. 

Force field was based on psychologist Kurt Lewin's theories 
of force field analysis. A problem is described in terms of forces 
for a desirable situation stalemating with forces 'for an undesirable 
situation in a position that is unsatisfactory. The idea is to 
strengthen the desirable forces and weaken the undesirable forces. 

The example was Judy. Judy was overweight. That was the 
problem. Or, in terms of force fields, the fat forces had won 
against the lean forces. Solution: weaken the fat forces by cutting 
out between-meal meals; strengthen the lean forces by buying her 
a calorie counter. 

Management by objectives was essentially a short discourse 
on deciding where you are going before you choose how to get 
there. 

Consensus gives everyone a piece of the decision, which 
allows for involvement, the best selection of all ideas, and the 
nearest thing to happiness for everyone. 

The afternoon courses covered synectics, systems analysis, 
and evaluation. 

Synectics is a Greek word meaning to join together different 
and apparently unrelated elements. The idea is for the manager to 
bring together his staff in a setting of open expression, f!exibility, 
support. and acceptance. The result should be creative problem 
solving. 

Systems Analysis is a way of looking at an organization to 
see whether or not it is functioning for the best possible results in 
the best possible way. 

Evaluation is the process of figuring out what you are doing 
in countable terms and then attempting to assess whether or not 
you have done it well. 
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MINI-UNIVERSITIES 

FORCE FIELD ANALYSIS 

Our solutions to problems are to a great extent dictated by our 
definitions of the problems involved. Yet, more often than not, we 
overlook the effects of problem definitions on proposed solutions. By 
overlooking the influence of the definition of the problem on the pro
cedures selected to solve it, we often select approaches to problem 
solving which are grossly inefficient or totally ineffective. This brief 
presentation contains one approach to problem definition and problem 
solving designed to improve the efficiency and quality of solutions. 

When we begin a change process by stating that we have a problem, 
the implication is that something is wrong. Therefore, it is logical to 
assume that the first step is to find out what is wrong, the second is to 
find out how to correct it, and the final step is to make the necessary 
corrections. In general, this is not an undesirable procedure, and it 
usually leads to some change and possibly an improved situation. It has 
a serious drawback, though. It assumes that what is wrong is part and 
parcel of the people involved. It may not be the case, and the statement 
of both problem and solution must go beyond the individuals. For this 
reason and others, I would propose a considerably different procedure 
that to a great extent sidesteps the entire concept of a problem by con
centrating on the desired situation rather than on what is wrong at 
present. This method is based on the work of Kurt Lewin and is 
generally referred to as force field analysis. Although it was first pro
posed over twenty years ago, it seems to be gaining more popUlarity 
recently than it held when first introduced. 

Starting from this orientation, we do not really have an entity 
called a problem. Instead we deal with the concept of more or less 
desirable situations. This may seem like a play on words, but it is an 
important distinction which has many ramifications. For one, it puts 
the idea of what we want on an equal plane with the idea of what we 
don't want. Let's follow a hypothetical case in simplified form as an 
illustration. People who weigh more than somebody thinks they should 
are generally considered to have a weight prohl em. Judy weighs twenty 
pounds more than she thinks she should; therefore, Judy has a weight 
problem. Instead of saying that Judy has a weight problem, let's say 
that Judy weighs one hundred and forty pounds when she thinks that 
she should weigh one hundred and twenty pounds. You may, at this 
point, be thinking, "What's the difference? She still has a problem." 
True, but we have introduced three very important concepts: 

1. An ideal situation 
2. An actual situation 
3. The use of measurable terms 
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The problem now assumes quite different proportions. It is a defi
nition of .the difference between the present situation and the ideal 
situation. It is neither mysterious nor hard to describe. The magnitude 
of the problem is also immediately apparent; it is the extent to which the 
present situation differs from the ideal situation. And the concept of 
measurable terms, combined with the concept of the problem as the 
difference between the present and the ideal situation, allow us to see 
immediately whether the situation is improving or deteriorating. Judy 
has therefore taken some important steps toward the solution of her 
problem without knowing it. She has described precisely what her pres
ent situation is and what she considers an ideal situation. Also, she has 
described precisely the magnitude of the discrepancy (problem)
twenty pounds. 

Moving from this concept of a problem, we need to consider one 
other point before going on to the application of force field analysis. 
Why does Judy weigh twenty pounds more than she wants to weigh? 
At this point it would be easy to get involved in theoretical explanations, 
which might never lead to action or which might not suggest the most 
efficacious courses of action. And it would be easy, and probably 
equally ineffective, to simply say that Judy eats too much and should 
go on a diet. Let's assume that Judy knows that she eats too much and 
should goon a diet; why doesn't she? Also, let us not forget, she only 
weighs twenty pounds more than she wants to. Why doesn't she weigh 
fifty pounds more than she wants to? We are now approaching the 
theory that there are forces which push toward Judy weighing more 
and there are forces which push toward Judy weighing less. In addition, 
there are forces which retard weight change in either direction. We say 
that Judy's weight is maintained at its present level, because the forces 
promoting weight gain and those promoting weight reduction have 
reached an equilibrium. ___ Figure 1 ____________________________________ -. 

Weight loss 
1201bs. 

Present situation 
Equilibrium 

Weight 140 Ibs. 
Weight gain 

or maintenance 

~~~----~~.~------~.~:~.-----------------------Behaviors reinforCing 
---..jII.~ : ......... --Sehaviors reinforcing weight maintenance 
--....JI)IIo~ I .. weight loss 

or weight gain I 

------------,--------~.~I ..... ~--------------------I 

Restraining forces: Driving forces 

Figure 1 presents the situation in graphic form. The general idea 
is that there are many forces, some of greater strength than others, 
which have reached an equilibrium to produce the present situation. 
Even if the situation were ideal, there would still be forces in operation 
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which were in effect canceling each other out to maintain the ideal 
situation. If the balance of forces were changed, it would automatically 
lead to a shift in the situation away from the ideal. Therefore, to help 
Judy we need to identify the main forces which are operating to -keep 
her weight at twenty pounds more than she wants it. 

The Analysis 
The application of force field analysis to an actual situation with 

an intent to change it involves several steps. As we have described it, 
the first is a matter of defining the present situation and the ideal situa
tion in measurable terms. The second step is the analysis itself, which 
consists of identifying the forces which are maintaining the present 
eqUilibrium and of determining which forces could be manipulated to 
alter the balance in the desired direction. Staying with Judy, we can 
say that she tends to snack and eat erratically, with the result that she 
cats at least four times a day, thus eating more than would allow her to 
reduce to the desired weight. This tendency would be considered a 
restraining force-that is, a force in the direction away from the ideal. 
On the other hand, let's say that Judy is conscious of her weight and 
the effect of eating so that, although she eats relatively often, she tends 
to eat nonfattening foods and in moderate amounts-n driving jorce. 
The net result, however, is that her total food intake is still great enough 
to maintain her present weight indefinitely. 

The third step is to decide what we can do to alter the 
balance of forccs. In this case, we could increase a driving force by 
showing Judy how to count calories better, eat less, etc.; or we could 
decrease a restraining force by having Judy eat fewer times. Taking the 
tack of decreasing a restraining force, we are immediately faced with 
the task of deciding how to get Judy to eat less often. We could do 
another force field analysis on why Judy eats more often than the ideal 
number of times. But for simplicity's sake, let's just say that Judy eats 
as a way of killing time and reducing tension. As a substitute, let's get 
her agreement that she will drink diet drinks or other nonfattening 
liquids every time she decides to eat at other than previously designated 
times. 

The fourth step is to get a commitment to action and to set up 
some way of learning whether the designated procedures are being 
carried out and whether they are producing the desired results. In this 
case, let's have Judy call her best friend each morning and say when 
she is going to cat and report on whether she kept her previous day's 
eating schedule. As an incentive, it would probably be wise to provide 
for regular "rewards" to Judy for following her eating schedule. 

In summary, the total procedure has four steps. First, the present 
and ideal or desired situations urc described. Then the forces maintain-
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ing the present situation are identified. Then procedures for altering the 
situation in the desired direction are identified. The final step involves 
implementing the procedures and monitoring their progress. This 
method may be followed in institutional, social, or individual change. 
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MANAGEMENT BY OBJECTIVES 

The task of putting forth the idea of management by ~bjectives 
very briefly is an onerous one--or is it? n:ou~ many would w~t to 
complicate the idea of management by obJective~, the. ~oncept ~s not 
complicated. Essentially it is an attempt to (1) tIe deCISIon making to 
overall goals, (2) tie objectives to the goals, and (3) to show how 
objectives fOffil the basis for management. 

These three efforts lead to a management approach called manage
ment by objectives. It is represented in the basic diagram in Figure 1. 
The term management by objectives suggests objectives as the key to 
a particular management style. It is. ~hus important t~ u~der.stand the 
part objectives have, what the qUalItIes of usable objectives are, and 
what the relationship of objectives is to the other parts of the manage
ment by objectives model. 
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Figure 1' _____ --------------, 

Interdependent 
performance 

function 

Needs / Concerns 

Public need is often defined as a state or condition which shows 
an inadequacy, lack, or gap in a required or desirable public function: 
an opportunity to enhance a public good. The definition is workable, 
though one must be cautioned that public need is not present only when 
there is an inadequacy in a public function. Children five years of age 
have a need to learn to read and write, for instance, irrespective of the 
functioning of the schools. For our purposes, however, I would like to 
stay with this kind of definition, given the particular environmental 
circumstances within which law enforcement assistance now operates. 

Needs suggests that there is data and information from which needs 
are evident. That data and information may be anything from arrest 
rate for petty theft to probability of encountering assault in a particular 
census tract somewhere in Region VIII. We certainly encourage sound 
data upon which to establish needs, on the one hand, but on the other, 
we do not wish to discoutage the concerns (that is the reason for the 
combined term, needs/concerns, in Figure 1) of the public as being the 
basis for establishing needs. However, it is important to collect data 
about those needs, if only by some rather simple survey technique, such 
as a well-prepared telephone sample. 

Goals 

Some use the term goals and the term long-range objectives inter
changeably. This may not be of major consequence, though clarity of 
terminology tends to improve understanding. For sake of clarity, it is 
suggested that you make a differentiation between goals and objectives, 
and define goal in this manner: goals are broad results, or conditions, 
sought in the distant future. They are more ge"eral in nature than 
objectives, and can be termed perhaps unattainable outer limits. They 
do, however, set the constraints for objectives and program definition. 

A goal, then, really sets up some sort of result we would like to 
attain, say, five years from now. It may often seem to be just barely 
attainable, or even unattainable; that is, it can keep us reaching for 
that which we feel is difficult to attain, but which is something we 
would like to achieve. An exaggerated goal might be: By June 30, 1977, 
the number of assaults will have been reduced by 95 percent. 

Objectives 

As mentioned above, the objectives are the very heart of a manage
ment by objectives approach. Objectives are usually short-range, as 
contrasted to the goal, which is long-range. They describe results to be 
achieved within the fiscal year, within 30 days, within 95 days, or within 
one year. The reason for this is probably obvious, especially in the 
fiscal-year sort of constraints in which all of us work. 
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An objective is 

• A statement of the result we intend to ach!.~ve 
• Where possible, quantified 
• Time-bound ("by April 17") 
• Believable and specific 
• Based on standards and criteria which have been 

systematically developed 

Programs 

A program is an identified group of interdependent responsibilities 
and activities designed and implemented to accomplish objectives. This 
is a description of the doing part of the management by objectives cycle. 
For instance, a program description includes: 

• Pertinent historical-including legislative mandate
information regarding the program 

• Site(s), facilities, and equipment used or to be 
used in the program 

• Personnel to be used in the program 
• Activities of the program (note next subheading) 

Many other items can be included in such a listing. 

Activities 

Activities arc included, above, in that portion of the management 
by objectives cycle called program. Activities are lmportant, but have 
too long received more than their proper share of attention. An activity 
is the performance of a function by a program "unit" toward the achieve
ment of stated objectives. Activities should not be decided upon until 
needs have been established, goals decided upon, and objectives de
termined. All too often activities, more than budgets, are the "tail that 
wags the dog." Management by objectives shifts emphasis from these 
inputs to outputs, and thus is a results-oriented approach. As such it 
puts activities into a lesser, but not unimportant, position in the scheme 
of things. 

For instance, once it is determined that one of your objectives is 
a feduction in felonious assault, what should the activities be? The 
answer is not as simple as it is generally considered to be. Too often, 
the answer given is simply to increase the number of patrol hours in 
any given area. But aren't there other alternatives to be considered? 
Arc there not a number of other activities which might help reduce the 
incidence of felonious assault? 
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Discu.ssion of Management by Objectives 

Management by objectives might be subtitled "appraisal of re
~ults." Th~ app~oach has made sizable inroads into management think
Ing, ~specIally In the public sector, where the public is increasingly 
str.essmg mlf~u.ts rather than i~1puts. So, you have increased police sur
veIllance or Increased counsehng hours for convicted felons, in pursuit 
of your objectives. What has been the result, or output? 

Though a change from an input orientation to an output orienta
ti.on is not achieved without a certain amount of travail, those who have 
gIven management by objectives a fair chance feel that the rewards 
exceed t~e difficul~ies. Management by objectives has accomplished 
many thIngs for VIgorous, aware managers. It has uncovered basic 
orga~z~tional problems, has unveiled poor managerial performance, 
has mdicated the lack of leadership at policy levels, and so forth. 

The adoption. ~f the total management by objectives approach may 
or may not be pohtIcally defensible at this time. If it is n0t, the idea of 
adopting a granting technique which is output- or objective-oriented 
still ~resents an intriguing and potentially rewarding approach to the 
grantmg system for law enforcement assistance. 
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DECISION BY CONSENSUS 

Consensus decision making is a process through which a group 
seeks to settle on a solution to a problem in a way that maximizes the 
use of the problem-solving resources of all of the group members. It 
assumes that the best decisions are most likely to arise from a group 
process which focuses upon creatively resolving conflicts among the 
group members in their ideas about the problem and its solution. 

Contrary to popular belief, arriving at a group consensus does not 
necessarily mean reaching the point where all group members are 
unanimous in personally preferring the decision made over all others 
possible. From a practical standpoint such unanimity is usually impos
sible to achieve. What is necessary for a consensus is that all group 
members be able to endorse the final decision as one which is reason
able, feasible, and above all acceptable to each of them. If even one 
group member Hunks to himself, "In good conscience, I can't live with 
that decision," a consensus has not been reached. 

Research by social scientists has generally confirmed the advan
tages of group decision by consensus. Consensus decisions are usually 
more valid than comparable decisions made by individuals or by groups 
following other decision making procedures. The worth of a decision 
doesn't rest entirely upon its validity; it is also tested by the commit
ment of those affected by the decision to work to implement it. Here 
the advantage of decision by consensus is dramatic. It has been demon
strated over and over again that individuals will commit themselves to 
a course of action much more vigorously and with much less inclination 
to sabotage it when they have had a full and active part in the delibera
tions which led to that decision. Thus, in terms of both the validity of 
the decision made and the commitment of group members to imple
ment it, more adequate decisions are likely to be achieved through the 
use of group consensus than through other commonly used decision 
making strategies. Figure 1 illustrates these findings. 

Figure1 ____________________________________ ~ 

More 

Less 
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For all of its demonstrated advantages, consensus decision making . 
still occurs only as a relatively rare phenomenon in our organizations. 
Why? One reason is the fact that decision by consensus is more 
time-consuming than. most other procedures for decision making. Thus it 
isn't suitable for a great many routine decisions or for those which 
must be made under great time pressure. Another important impediment 
to the use of consensus is the tendency to define the manager, super
visor, or boss as the decision maker. The American manager typically 
sees it as his job to arrive at the best decision, one which he can then 
persuade or order others to implement. This sort of leadership image 
leaves little room for the kind of reciprocal conflict-resolving exchanges 
which are the essence of good consensus decision making processes. A 
third reason why grpups don't make more use of consensus is simply 
that they don't know how to do it. Our society doesn't provide very 
much consensus decision making experience for individuals in their 
families, schools, or work groups. 

Yet even in the absence of well-practiced individual skills in 
group consensus decision making, it has been shown that work teams 
can significantly improve the adequacy of their problem-solving efforts 
by following some guidelines in working to achieve consensus. Here is 
an example of such guidelines-instructions that individual group mem
bers can follow in seeking to arrive at a consensus: 

1. Avoid arguing for your own rankings. Pre
sent your position as lucidly and logically as possi
ble, but listen to the other members' reactions and 
consider them carefully before you press your point. 

2. Do not assume that someone must win and 
someone must lose when discussion reaches a stale
mate. Instead, look for the next-most-acceptable 
alternative for all parties. 

3. Do not change your mind simply to avoid 
conflict and to reach agreement and harmony. When 
agreement seems to come too quickly and easily, be 
suspicious. Explore the reasons and be sure every
one accepts the solution for basically similar or 
complementary reasons. Yield only to positions that 
have objective and logically sound foundations. 

4. Avoid conflict-reducing techniques such 
as majority vote, averages, coin flips and bargain
ing. When a dissenting member finally agrees, don't 
feel that he must be rewarded by having his own 
way on some later point. 

5. Differences of opinion are natural and ex-
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pected. Seek them out and try to involve everyone 
in the decision process. Disagreements can help 
the group's decision because with a wide range of 
information and opinions, there is a greater chance 
that the group will hit upon more adequate solu
tions (Jay Hall, Psychology Today, November 
1971 ). 

to. 

SYNEiCTICS TO YOUI 

"Synectics to you" is not meant to be offensive. It is rather an 
atte~pt. to throw you a new concept for examination and possible 
applIcation to your work situation. What, then, is synectics? It is not 
in most dictionaries, but it is a Greek word for joining together different 
and apparently irrelevant elements. The adaptation of synectics to 
organization life is a theory for the development of individual and 
group creative capacity for problem solving. 

I.n this dynamic age of rapid change and increasing obsolescence, 
there IS no one who can escape being somewhat inadequate as a problem 
solver. The information revolution has accelerated every aspect of the 
work situation until it is impossible to achieve our full potential. There 
is no such thing as complete maximization of effort. Most of us find 
ourselves "in between" that which we know can be done and our ability 
to do it. ObVIously, to describe all workers in an organization within 
this broad context would be meaningless. It is useful, however, to deal 
with those who are nearer the outskirts of productivity. 

Although all working people fit somewhere in the continuum of 
marginal problem solvers, the greatest concern and challenge is those 
who for one reason or another are marginal in their productivity, whose 
attitude toward the job appears to be indifference due to a lack of 
motivation or a feeling that thcy have been passed over in the race for 
success. These workers are pressing against a barrier of undue limi
tation. 

A Case Study 

In his delightful story, The Wizard of Oz. L. Frank Baum presents 
an interesting case study of problem solving by bringing together dif
ferent and apparently irrelevant elements-by synectics. We are all 
familiar with the crisis-filled experiences of Dorothy and her com
panions as they made their way along the yellow brick road. Yet we 
have probably never compared these experiences to life in our modern 
organizations. Although Baum presents imaginary characters facing 
imaginary situations, there is nevertheless a display of behavior patterns 
which has much relevance to the work situations of today. Of particular 
interest is the leadership of Dorothy and her attention to the rlevelop
mental needs of those for whom she feels responsible. 

Dorothy, as leader of the group, is a gentle, perhaps innocent, but 
determined individual, who goes from crisis to crisis in her search for 
the Emerald City, an end-of-the-rainbow sort of place-where she 
thinks she will find thr. solution to the problem of getting home to 
Kansas. Her main frustration comes from her efforts to motivate, direct, 
and support three dependent followers. Shl~ might very well be com-

45 

]",' 



pared to a manager responsible for employees who lack problem

solving skills. 

Let's say Dorothy, instead of being the mythical child we. remem
ber, is the "manager" of a unit. She has received the responsibility of 
achieving a certain objective, in this case the Emerald City. Her staff, 
consisting of a tin woodman, a scarecrow, and a lion, is inadequate. 
Their production, performance, and attention to duty is marginal. 
Dorothy, as "manager" within this organization, is caught in :: dilemma: 
her own drive for goal accomplishment conflicts with the realization 
that those working for her do not seem to be making much contribution 

toward that goal. 

Dorothy, like most managers, is constantly harassed by the wants, 
needs, and desires of her "employees." The tin woodman wants a heart 
and uses this deficiency as an excuse for not being more capable. The 
scarecrow wants a brain and blames all of his weaknesses on this need. 
The lion wants courage, the lack of which he believes is the deterrent 
to his development. Interestingly enough, none of the three is aware of 
the others' problems; and each feels the others should be able to do 
anything, because they have what he doesn't. 

In the end, Dorothy manages to become the real wizard of the 
story by changing the lives of these insecure and inadequate "workers." 
By taking a risky but creative problem-solving approach, she saves the 
tin woodman from rusting in the forest, enables the scarecrow to escape 
from a life in the farmer's cornfield, and instills dignity in the lion, who 
was being disgraced in the jungle. The inspiration in this tale comes 
from the manner in which Dorothy solves this problem. 

How docs she so effectively mediate among the needs of the indi
viduals and her own "organization" goals? She uses a very simple but 
risk-taking process. As problem situations arise, Dorothy turns to the 
scarecrow for advice and he in turn uses his brain. Whenever emotional 
conflicts occur, she prevails upon the tin ",oodman, who utilizes his 
heart. The cowardly lion, of course, is alway:, "aIled on for protection 
during moments of danger. As a result, he finds the courage he had 
not realized he possessed. 

Dorothy's magic was not accomplished by making decisions every
one disliked, but rather by creating an environment where strange 
things could become familiar and where participative learning was fun
damental. She neither attacked her problem with an authoritarian list 
of clos or don'ts nor attempted to control or structure the efforts of 
those she was leading. Her system of growth was through trust and 
interdepcndence. 

Who. then, are the scarecrows. tin woodmen, and cowardly lions 
in organizations today? And what does the Dorothy-type leadership 
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tell us about developing these people beyond their marginal status? 

!he Problem-Solving Approach 
In Rel~tion to Decision Making 

Pr~blem solving must be done within a trustful, permissive atmos
phere dlr.ected toward participative interaction and cooperative effort. 
Leadership must be viewed in terms ,')f tht power it releases in others 
and not in terms of power over others. The rewards must relate to 
growth and not exclusiv~ly to measured production. In short, the ap
proach to problem solvUlg must focus on intrinsic and not extrinsic 
motivation. Margin' , workers need enhancement from within, not con
trol.from without. ,(! following items are crucial to such a problem
solvmg process: 

. 1. Provide challenges for hidden potential. There is nothing 
which elates an employee more than to discover he is better than he 
though~ or b:tter than someone else thought. Everyone has a deep 
reserv01~ of hidden. p~~~ntial which can be discovered through seeking 
challengmg responSibilIties. Just as the high-jumper continues tC' move 
the bar up after each successful attempt, so the worker needs to see 
the. challenge of so~ething greatcr after each conquest. Employees do 
their best when contInually given a higher mark to hit. 

2. Employees' goals must be understood. Goals, if properly 
set and ~nderstood, can create within the worker an intense desire for 
accomplishment. Such goals must be individually made and realistically 
designed. Regardless of the nature of the goals, they are no better than 
the commitment given them. Problems arc complicated, not solved, 
when goals lack acceptance and are not attained. 

~. Freed?m .of. expr~ssi?n is essential. One of the most pow
erful rorms of mtnnslc motIvation is to satisfy the human need for indi
vidual expression. Human dignity is best fulfilled when the individual 
can put his own style into the things he does, no matter how routine the 
job may be. ~his. is not to suggest the abandonment of unity and design, 
?ut rather to mdlcate the need to work within the limits of the organiza
IOnai framework to allow individuals to put something of themselves 
into each project. 

~'. Develop a patt.ern of flexibility. Rigidity is an enemy of 
creatlVlty. Proble~l s?lvmg where people arc involved is handicapped 
whe~ pro~lem situatIons are stereotyped. When past history is too 
heavily relied upon as a guide for future action, individuals arc left in 
a fixed position that provides little inspiration for trying new things. 
?nfortunately, individuals become bound by a system and assume there 
IS less chance for flexibility than there really is. The employee needs to 
feel an environment of innovation, which tells him it is safe to test ideas. 
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5. Encourage any evidence of problem solving. The more 
essential people feel, the better they work. This is another way of saying 
that the closer people are to problem solving, the ill,'" problems will 
be solved. Any evidence of individual involvement i'l 'Ie process of 
solving a problem is a sign of self-development. Apart fro, 1 the signifi
cance of the problem, the mere investment of energy is iElrdy to release 
unknown potential, which will give an employee the confidence to 
pursue much more meaningful tasks. 

6. Don't expect stupidity and failure. It is impossible to per
form well in an atmosphere of negative expectations. Employees who 
are perceived as being stupid and failure-prone will usually behave in 
that manner. Positive expectations, on the other hand, will condition 
individuals toward reaching goals. Alcoholics Anonymous, for example, 
achieves its success through the use of normal human desires to meet 
positive expectations. . 

7. Take the creative approach. Creativity, which may be de
fined as the ability to generate new ideas, is the baSic human faculty for 
solving problems. Creativity is the safeguard against rigidity and the 
foundation for continuous innovation. Originality of thought is the 
psychic guidance necessary to assist employees in becoming more re
sourceful and secure in solving their own problems. Creativity, to be 
effective, must have direction. It must be triggered by a specific problem 
and must result in work which helps to solve that problem. 

I will summarize by reiterating that decision makers, like managers, 
must develop within themselves a problem-solving attitude before they 
can be effective in guiding others through such a process. When synec
tics is used, all will find the brains, hearts, and courage they never real
ized they possessed. 
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SYSTEMS ANALYSIS 

The purpose of systems analysis is to improve the efficiency of 
organizational operations and to improve the power to predict out
comes of organizational behavior. 

Definition of a System 

A regularly interacting or interdependent group of items forming 
a unified whole. 

Examples of systems: 

1. Human body 
2. Mississippi river system 
3. Criminal justice system (see pp. 50-51) 

Subsystems 

Subsystems are interdependent parts of systems. 

Examples of subsystems: 

1. Human body subsystems, e.g., nervous subsystem, cardiovas
cular subsystem, etc. 

.2. Division of organizations. Organizational charts describe busi
ness firms or other institutions. These charts clearly indicate divisions 
of an organization, such as manufacturing, finance, and marketing, 
which are subsystems of the organization. 

3. Automotive electrical subsystems. 

The key to recognition of these examples as subsystems is that 
they interact with other subsystems to form the "whole" or the "system." 

Input-Output Systems 

The various parts of a system must be linked together ill order for 
them to interact and be interdependent. Therefore each subsystem may 
be thought of as containing elements which receive inputs from other 
parts of the system and transform these inputs into outputs, which in 
turn become inputs to some other subsystem. 

Figure 1 is an input-output system diagram. 
Figure 1 ___________________ .. 

INPUT TRANSFOR- OUTPUT 
MATION 

~ 
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A Simple Systems View of Case Movement Through the 
Criminal Justice System . 
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Examples of input-output systems: 

1. A stereo system, which transforms electronic signals into 

audible music. 
2. A manufacturing system, which transforms raw materials into 

component parts for automobiles. 
3. An investment decision system, which transforms business in-

formation into buy and sell orders for the stock market. 

Feedback Control Systems 
A feedback control system compares the desired goal of the sys

tem to the actual output of the system. Hence, a feedback control sys
tem incorporates a monitoring and comparing element in the system. 

Figure 2 is a diagram of an input-output system with a feedback 

control subsystem. 

,.,-Figure 2 

GOAL ~ OUTPUT ... 

INPUTQ--
TRANSFORMATION 

MONITOR AND 
COMPARING 

ELEMENT FEEDBACK 

Examples of systems with feedback control: 

1. Home heating system. The thermostat setting is the desired goal. 
2. An education system. The instructor establishes desired goals 

and monitors student performance through tests. 
3. New York City water system. Water pressure is varied according 

to the demands on it and the time of day. 

Feedback Systems with Memory 
The feedback control systems described before have a simple 

memory capability in that the goal of the system is "remembered." More 
sophisticated systems are capable of remembering different goals under 
specified conditions. 
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Examples of feedback control systems with memory: 

1.' A computer which monitors production operations and orders 
changes in process conditions as different items are produced. 

2. A justice system which compares various offenses to a set of 
laws to determine appropriate sentences. 

3. Inventory control systems which match desired stock levels 
against existing stock levels for reorder purposes. 

Analysis of Systems 

A system is best analyzed by drafting a block diagram containing 
all elements of the system including input, transformation, output, feed
back, and memory elements. All elements may be shown in the block 
diagram by a rectangle, except decision points in the transformatkm 
process. These may be represented by a diamond. Any system can be 
analyzed using this technique. It will permit improvement in the effi
ciency of a system, since faults or failures in a system become readily 
apparent. It also permits a manager to know more about the potential 
outcomes of a system. 

53 



EVALUATION 

Evaluation is a slippery concept under the best of conditions. 
Evaluation of proposals for funding by supervisory boards demands a 
good deal of projection, with little real basis for arriving at valid con
clusions. Simply to decide if a proposal should be funded or not, a 
whole series of related judgments must be made. These judgments fall 
into three categories-first, in terms of the proposal itself; second, in 
terms of the proposal in relation to other proposals; and finally, in 
terms of the larger criminal justice system in which it will be imple-

mented. 

In Terms of the Proposal Itself 

Appropriateness: J s the problem selected a priority problem? 
Is it worthwhile, or arc there other concerns which merit consideration? 
Docs the program addres~ enough of the problem, all of it, or too little? 

Efficiency: Is the cost of mounting this program reasonable? 
Are there cheaper ways of addressing the problem? Are you paying 
more than you ought to? 

Effectiveness: Can it do what it says it will do? Is it worth 
doing. or. more succinctly, will you get your money's worth? 

In Terms of Its Relation to Other Proposals 

Which will have the biggest impact in terms of performance? 
Which will best fit into the board's overall plans and priorities? 
Arc there certain characteristics which will have serious detrimental 

impact--say in terms of political overtones, rights of individuals, atti
tudes of the community, among others? 

In Terms of the Criminal Justice System 

A judgment must be made in terms of the interaction of the pro
gram with the system within which that program is implemented. For 
example, what would be the reaction of the corrections process to a 
program of higher arrest rates? A crowded court docket, an overloaded 
probation stuff. and overcrowded institutions, to name a few. This 
kind of issue is one that extends beyond the program activity itself and 
has definite implications for the broader system. Unfortunately, it is too 
little understood and. as a c{)usequcnce, often neglected. 

These three categories of concern are basic to all initial funding 
decisions that a supervisory board must make. If proposals before the 
board an:: rated in some single, standard way by each of the members, 
consensus can more effectively follow. An approach to doing so, using 
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~h~~e three ~reas of concern, follows. If proposals are subject to this 
tnlt1al screemng by each member of the board, a powerful impetus to a 
group decision is provided. A means to do this in a systematic fashion 
is illustrated in Figure 1. 

Figure 1 __________________ ... 

Decision making matrix. 
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Each supervisory board member ranks each category by dividing 
a total of 10 points over Yes or No in each category-in terms of the 
proposal itself, in terms of its relatiol1 to other proposals, and in terms 
of the criminal justice system. By t()taling the Yes scores and the No 
scores, a ratio is developed. Individual board members' ratios are 
g~ouped, and a mean ratio for the proposal is achieved. Comparison 
WIth other proposal values will provide a quantitative basis for funding 
or refusing funding. 

The opportunity to share individual ratings can focus discussion 
on a more specific level. Changes in ratings may occur, and, because 
they are reflected in quantitative terms, consensus can be more ef
fectively achieved. A comparison of the entire group's assessment ratios 
of each proposal will quite effectively assist in deciding which proposals 
should be funded and which should not. 

This method provides two important features: it quantifies indi
vidual decision making and provides for focused discussion. This ap
proach relies entirely on individual judgments. It is each individual's 
perception of the consequences of the proposal that results in placing 
numbers in the matrix. However, it is the group total of individual pref
erences that leads to the decision to fund or not to fund a proposal. 
The approach can utilize expert opinion, and although trade-offs and 
compromises will be involved, the final decision remains solely a super-
visory board prerogative. . 
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Board-System Relationship 

As useful as this matrix can be, a critical concern is apparent. 
This is the crucial need for a clear and explicit understanding of the 
objective of the board in relation to the criminal justice system and its 
subsystems. Every proposal's goals and objectives should be linked in 
a direct fashion to the board's stated understanding of its own objectives. 

Any proposal upon which a decision for funding is to be made 
should fit into the criminal justice schema of mission, goals, and objec
tives. The proposal must serve the subsystem in which it will reside and 
which serves the mission of the broader criminal justice system. "Good
ness of fit"-~how well the proposal serves the subsystem and, therefore, 
the larger system-is a basic consideration. Because of the general lack 
of common understanding of objectives, both at the subsystem level and 
in the larger justice system, this is a clouded scene. Too often, program
matic idealizations pass for objectives. "To control crime" or "to keep 
the peace" arc two such idealizations. They do less to inform and more 
to maintain a pretense of understanding and agreement. Such state
ments of function arc too abstract and do not restrict the interpreta
tions that can be given. In fact, they serve to justify inconsistent roles, 
as is clearly seen in the following: 

Police, court and corrections officials all share the objective of 
reducing crime. But each uses different, sometimes conflicting 
methods and so focuses frequently on inconsistent subobjectives. 
The police role, for example, is focused on deterrence through 
arrc~:t and incarceration [incapacitation]. Most modern correctional 
thinking. on the other hand, focuses on rehabilitation and argues 
that placing the offender back into society under a supervised com
munity treatment program provides the best chance for his reha
bilitation as a law-abiding citizen. But community treatment may 
involve some loss of deterrent effect and the ready arrest of mar
ginal offenders, intended to heighten deterrence, may, by affixing a 
criminal label, complicate rehabilitation. The latent conflicts be
tween the parts may 11M be apparent from the viewpoint of either 
subsyste1ll, bllt there is an obviolls need to balance and rationalize 
them so as to llc:dl'l't! optimum overall effectiveness (Italics 
added) .1 

The result can only be a tenuous accommodation of subsystems to 
each other. Programs and staff activities reflect this also at the basic 
operational level. For example. the juvenile courts have differing gen
eral orientations toward delinquency and its control-the helping/ 

lTask Force Report.' Science ami Techllology. A report to the President's Com
mission on law Enforcement and Administration of Justice. Washington, D.C.: 
U.S. Government Printing Office, 1967. 
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treatment orientation and the punishing/legal orientation, to name two. 
Similm:ly, in probation, parole institutions, and law enforcement there 
are basic operational orientations which are in conflict. Accommddation 
~s necessary both within each subsystem program and among programs 
If the system is to function at all, let alone in an effective manner. 

As a result, there is a general reluctance to evaluate/assess effec
tiveness except on the basis of subjective statements of progress. Citing 
an cxa~1p!e (good or bad), or a case (good or bad), or making broad, 
authontatIve, blanket statements to "prove" effectiveness, are the most 
often preferred methods of assessment. These allow for accommodation, 
whereas the use of hard data does not. 

To use "hard" data to evaluate program activities of the criminal 
justice system's subsystems or to evaluate proposals which will be 
i~lple~nented within the system, a clear and explicit statement of objec
tlves IS needed. To determine "goodness of fit" of proposals that come 
before the board, a similarly clear understanding of objectives is neces
sary. 

Objectives, Objectives 

To develop appropriate objectives is a torturous task. To reduce 
these to written statements is equally difficult. It demands discipline and 
perseverance and, most of all, an understanding of what constitutes an 
objective. An objective specifies (1) the nature of the situation or 
condition to be attained, (2) the extent to which this condition is to be 
attained, (3) the specific target group in which this situation is to be 
sought, and (4) the time by which this condition is to be attained. 
Another way to say this is that objectives must be behavioral; that is, 
observable, specific, measurable, and time-limited. 

. ~angllage plays an important part in developing statements of 
objectives. Statements which contain many words that arc open to a 
wide range of interpretation lead to misinterpretation. 

Words Open to Fewer 
Illterpretations 

To identify 
To list 
To compare 
To contrast 

Words Open to MallY 
Interpretations 

To know 
To believe 
To understand 

Some principles in wrHing statements of objectives are: first, 
identify the condition/situation sought by name-you can specify the 
kind of behavior that will. be accepted as evidence that the program 
achieved the objective (i.e., reduce the incidence of face-to-face crime 
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in a certain district). Second, further identify the terminal behavior 
describing the important conditions under which the objectives will be 
se(;11 to occur (Le .• reduce the incidence of reported face-to-face crime 
in a certain district by 10 percent in 180 days). Third, specify the cri
teria which indicate the achievement of objectives in numerical terms 
(i.e., the number, rate, or ratio of reported face-to-face crimes has de
creased; the number, rate, or ratio of cases successfully filed has in
creased; the number, rate, or ratio of reported crimes cleared by arrest 
has increased).!! 

The degree to which an objective achieves a satisfactory level of 
specificity is the degree to which these elements are included. It is not 
necessary to include all three in each objective statement, but it is 
necessary to include these factors in the list of objectives. This is not 
done simply for the purpose of including them, but rather to adequately 
communicate your intended outcome. One good way of determining 
if you have done so is to see if another person arrives at the same con
clusion with the same information. 

Mission, Goals, and Objectives 

Programs in the criminal justice system-police, courts, probation, 
parole, and institutions-are composed of resources, activities, and 
ohjectives. Each is characterized by one or more objectives which rep
resent the desired end result of the activities of these programs. The 
degree of attainment of these objectives will determine the degree to 
which the goals of the program are achieved. 

For example, law enfofcement, a subsystem program of the justice 
system, is composed of a series of activities-investigation, patrol, etc. 
Each of these should have specified, measurable, and observable objec
tives Of expected outcomes. In broad terms, the objectives/outcomes of 
investigation must include an increase in the ratio of cleared crimes to 
reported crimes of a certain type in a certain district. This measures the 
degree of effectiveness of the investigation unit better than a simple 
count of investigators on duty or the number of hours of investigation. 
Patrol must reduce the incidence of reported face-to-face crimes in a 
certain district, the rate of burglaries, and so on. This measures effec
tiveness of patrol better than a count of man-hours expended, cars in 
service, or how many nonpolice activities have been accomplished 
(which may be distantly related). If each activity in the total police 
program achieves its objectives, the goal of the police program is 
achieved. 

:JBased on Rohert Mager, Preparing Instructional Objecth·es. Belmont, California: 
Fearon Publishers, 1962, p. 12. 
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The goal is a somewhat broader objective and is simply a state:... 
ment of the situation or condition which is intended to result from the 
activities of the law enforcement program. To write or define goals 
involves basically the same process as for objectives. Objectives are 
directly linked to the achievement of gC" . 

A partial statement of goals for law enforcement might take the 
form of the following: reduce the opportunity for crime and delinquency 
to occur and increase the level of citizens' freedom from criminal insult. 
Patrol does this by serving its specific objective-the reduction of face
to-face crimes in a certain district by deterring criminal acts through 
the threat of apprehension and incapacitation. Investigation also serves 
this goal by incapacitating those who have perpetrated reported crimes, 
through arrests and incarcerations. The degree to which law enforce
ment has increased the ratio of crimes cleared by arrest to reported 
crimes is the degree to which the goals of law enforcement are achieved. 
This is the criterion by which the goal of law enforcement is measured. 

The degree of achievement of goals by police (and the other sub
systems' program activities) determines directly the degree to which the 
mission of the criminal justice system is achieved. Like objective and 
goal, mission is a statement of a condition which is sought. Reduction 
of the incidence of reported and unreported crime is an example of a 
condition which is desirable. The reduction of the incidence of repeat 
crime is another. 

Conclusions 

Every supervisory board decision regarding proposals must eval
uate each proposal's consequences in terms of the proposal itself, in 
terms of other proposals, and in terms of its role in the criminal justice 
system. A proposal's relationship to this last factor is the most crucial 
consideration. Proposal objectives must be seen to link with the criminal 
justice system and its separate subsystem activities in a way which will 
result in a desirable impact. In the absence of clear understandings of 
the mission of the criminal justice system and the goals and objectives of 
its subsystem activities, each board member must intuitively project 
these for himself. The degree to which there is common understanding 
of mission, goals, and objectives is the degree to which supervisory 
board decisions abou t funding proposals can be efficiently accom
plished. The foregoing has sought to provide an evaluative posture to 
assist the supervisory board member to better assess proposals in the 
light of objectives. 
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THE TRAINING PROCESS 

MODELS FOR DECISION MAKING: A mini-university approach to 
presenting the use of a range of models for decision making. A series of 
lecturcttes coupled with labs. 

Purpose 
Provide an understanding and a level of experience in using a 

range of models for decision making. 

Group Size 
Variable, up to 20 persons. 

Time Required 
Two hours per model is suggested. 

Materials Required 
Appropriate Iccturette and newsprint. 

Process 
The group is provided the essential concepts by means of a lec

turette. Discussion is encouraged, and this is followed by a real decision 
making problem. The problem is generated within the group, and the 
model is applied. The group facilitator assists in the group process 
to insure the covering of key concepts and avoids substantive inputs. 
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CRIME IN AMERICA 

An Address by the Honorable 

Richard G. Kleindienst 

United States Attorney General 

I'm deeply flattered and grateful for the opportunity to participate in this 
kind of a conference in this part of our great country. I'm grateful because 
essentially everybody in this room finds himself involved in what I think is the 
most important enterprise for an American citizen, particularly at this period in 
our nation's history. That enterprise is the enforcement of the law. 

I think that as a result of the rhetoric of politics in America for the last 
10 or 15 years, ~any of us have lost sight of the fact that the unique thing about 
America is that, unlike so many other nations, we have a government of law 

and not of men. 

Whether it came about as a result of divine providence, or luck, or the 
inspiration of a handful of gifted men, some 200 years ago they put together a 
form of government in this country that made a fundamental commitment to 
the fact that man's best chance and opportunity for continued improvement and 
progress was through the law and was not dependent upon the limitations of 
anyone particular human being. 

If we are really a country of law and not a country of men, then I think the 
future holds a great deal of continuing promise. If we are a country of law and 
respect for the institutions of government that have brought us to this time in 
history, then we can, with confidence, engage in what I always refer to as the 
continuing revolution of America. This is a continuing process within the frame
work of the institutions of government by which we improve ourselves, uplift 
ourselves, and extend the opportunities and promises of our constitution to more 

and more of our citizens. 

It is because I have faith in the fact that we are a country of law that I 
support the many programs that address themselves to the long-range solutions 
to social problems in America. I speak of programs such as Social Security and 
Medicare-programs calculated to see that each of the securities that free people 
can provide for themselves is made available and extended to all. 

While we are engaged in this process, we must also address ourselves to the 
rather short-range hut continuing problem in America of the enforcement of the 
law because if we don't keep the social fabric together through the enforcement 
of ;he law, I think that we would all agree, we will lose the means by which to 
engage in long-range programs for the solutions of social problems in this country. 

And if we're talking about the enforcement of the law, we're talking about 
what you and I do, day in and day out. I think that it is incumbent upon prople 
like ourselves, who are eithcr the elected representatives of our communities or 
appointed by those who are elected, to have a deep respect for the law. 

It is hard to enforce all the laws that are legally and constitutionally enacted, 
either by the Con~ress or state legislatures. But it is incumbent upon us to dedicate 
ourselves to all ~f these laws, whether they are easy or difficult to enforce, 
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whether or not they are laws which you or I might have enacted if we had been 
in the legislature, and whether or not they are laws which might be popular at 
any given time-or very unpopular. As law enforcement officers in the finer 
sense, it is our duty to respond to the collective will of our elected representatives, 
who passed these laws. 

In the Department of Justice these las~ few years, if we have had one funda
mental concept that has guided us, it has been to enforce the law that the people 
of this country caused to be passed by their elected representatives. And as we 
allocated our resources, our programs, and our priorities, we felt that it was 
also incumbent upon us to enforce these laws in the several areas that were 
most important aDd sensitive. 

In talking about this country, in talking about these programs in this Admin
istration, under President Nixon and Attorney General Mitchell, I have to talk a 
bit about the enforcement of om antitrust laws, about om civil rights laws. I 
have to talk about organized crime, crime in the streets, and about drug abuse in 
America today. It seems to me that these four or five s6iisitive, difficult, an<l 
controversial areas in one way or another touch upon our total being in America 
today. 

Why do I talk about antitrust laws? It's obvious. One of the things which 
has given us the gift by which we can do so many things, not only for ourselves 
but for the world, is our unique economic system. When President Nixon was 
inaugurated on January 20, 1969, he had witnessed over a period of 10 years a 
headlong rush toward conglomerate acquisition in America. It was estimated at 
the time he became President that if it continued on that basis, within six or 
seven years some 85 percent of the productive capa-::ity of this, country was going 
to, be in the hands of 50 to 100 corporations. ' 

Now for those of us who come from the soil of America, for those of us 
who had pioneer backgrounds and beginnings, this didn't augur well for the 
great economic experiment and activity that had been our history up to that 
time. President Nixon's predecessors contended that not until the Congress of 
the United States amended the Sherman Antitrust Act would the Department 
of Justice really have the tool by which to deal with this problem. 

A man by the name of Richard McLaren, who was one of the outstanding 
antitrust lawyers in the country, felt otherwise. As the new Assistant Attorney 
General for the Antitrust Division, he felt that because of the essentially tlon
competitive pra~tices of SOhle of these large conglomerates, that there Ylas an
other means by which we could make sense out of all this . . . and he did it. 

Having been somewhat involved with our political processes, I've always 
thought that it was a little ironical that the one controversial situation that has 
come out of the Department of Justice emanated from one of the most aggressive 
and determined antitrust enforcement policies that this country has ever known 
under the Sherman Antitrust Act. 

My point is that this aggressive policy has brought this whole problem of 
large conglomerate acquisitions under the ordinary rules of the game. And I 
think that you and I, as long as we have an Administration that understands this 
aspect of the problem, can rest secure in the knowledge that the essential vitality 
in our economic system is going to continue. 

Why do I mention civil rights? In my opinion, the most conservative position 
that any law enforcement officer can take in this country is the enforcement of 
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the Fourteenth Amendment of the Constitution of the United States. It is my 
humble opinion that the sense ill which this country is going to be regarded as a 
great country 100 years from now is going to be pretty much dependent upon 
the enforcement of the law-that the great opportunities which are the birth
right of every American are fully extended to all citizens, regardles's of race, 
color, or creed. 

I also believe that if America, 20 or 50 years from now, is just a decaying 
society, it's going to be because people like you and me didn't have the courage 
and the basic conservative understanding of what it is to be an American and 
failed to see that the privileges and opportuniti(\s of Americans were extended 
to everyone in this country. 

When we talk about crime in America today, I think that as a Iesult of 
circumsta.lces in the past, we probably have to divide the subject into two 
categories, because we have organized crime on one hand, and street crime on 
the other. This Administration, this President, this Acting Attorney General, 
and the former Attorney General, have a very definite concept about the proper 
role of the federal government as it adjusts itself to each of the two aspects of 
this problem. We take the federal role in organized crime as one thing and we 
take the federal role in street crime as another. Why the difference? 

I've always felt that it really didn't mean much to us to spend billions and 
bi1lions of dollars of our hard-earned money to provide long-range social welfare 
programs to ennoble ourselves if we stuck our heads in the sand and refused 
to acknowledge the existence within our society of a small handful of lustful, 
avuricious, greedy men who put themselves above the law of God and the law 
of their country-who would murder, eALort, intimidate witnesses; who would 
conduct any criminal business, prostitution, drug rackets, illegal gambling, loan 
sharking-and, as a result, would eat away the moral fiber of a free people. 
With a group of people like that who engage in practices of that kiml, who use 
the means of interstate commerce by ,which to achieve their ends, it seems to 
me that our federal government is uniquelY equipped to be directly responsible 
for that kind of problem. 

One of the great arguments that existed at the time of the adoption of the 
Crime Bill of 1968 was whether or not our federal district judges have the power, 
upon an application from the Department of Justice, to instltute electronic sur
veillance on organized criminals. The Congress debated this very controversial 
and important subject for months and months. Finally, by a rather decisive Vole, 
they said yes-as a result of demonstrable need, as a result of a clear agreement 
by everyone on the nature of the menace, that our federal judges should, under 
their order and supervision, be able to permit the Department of Justice to impose 
electronic surveillance on this kind of criminal. 

1 was astounded when the Attorney General, Ramsey Clark, publicly stated 
that even though the Congress had pas~ed this law, he would not enforce it. r 
think he had sincere reasons, but to me it was inconsistent with the whole concept 
of our government that the chief law enforcement officer of the U.S. would 
refuse to use a weapon that the elected representatives of the people of America 
charged him to use. 

One of the first announcements that Attorney General Mitchell made when 
he came into office was that he was going to use this tool provided by the Con
gress, consistent with our due process safeguard. In the last three and one-half 
years, some 800 of those electronic surwiJlances h~;ve been authorized by our 
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federal j~diciar~, an? 1,6~0 indictments have been brought about with respect 
to org\lfllzed cnme, mcludmg more than half of the leadership of the so-called 
families in this business. 

I can say to you tonight that as a result of this effort. of this determination, 
that organized crime in the UnHed States is on the run. If this country has another 
four or five years of similar dedication to this kind of enforcement, the whole 
problem of organized crime wiJI be reduced to an ordinary irritant in our society. 

If, on the other hand, out of misconceived concepts of civil liberty which 
have nothing to do with the actual experience of America, you have people who 
are not committed to this kind of service, once again this kind of malignant 
behavior will appear in our society. 

So WIlY do I say that there is one response for organized crime and another 
for ordinary crime-the ordinary murder, the ordinary assault, the ordinary 
robbery, the ordinary street crime in America? 

Again, I think that this Administation has elected the approach that is 
consistent with Americans' feelings about self-government, because when you 
talk about street crime, you are talking about what affects each and everyone 
of us in our own communities. 

One of the worst things I could think of would be the establishment of 500,000 
federal police officers policing every block and every street in our country. The 
opportunities for abuse by politicians are too enormous to contemplate. And that 
again was a great debate in Congress in 1968; whether or not some bureaucrat in 
Washington, D.C.-some omnipotent, all-powerful, all-knowing, triple-degree scien
tist from some social institution-should be given the power to layout a formula 
that was going to affect the lives of everyone in this country. Or whether, on the 
other hand, the Congress should be willing to appropriate millions and even 
billions of doJlars to bring the whole system of criminal justice up to the '70s, but 
nevertheless have this money go back to the State of Wyoming or South Dakota 
to be spent in a way that the people of those states felt was best to control crime. ' 

I think our Congress made the right decision in 1968 when it approved the 
block grant formula; when it said that there would be a State Planning Agency in 
each of the states that would have a proper understanding of the interrelationships 
among state, county, and city agencies so it can assign priorities and divide these 
dollars to really improve justice-not the way somebody in New York thinks it 
should be done, but the way it should be uone in Wyoming. The greatest evidence 
of the wisdom of the Congress in this approach may be sel!n in our accomplish
mellts in our nation's capital since January 20, 1969. 

The President of the United States is the Governor of the District of Colum
bia, just as Stan Hathaway is the Governor of Wyoming. He goes to Congress to 
get appropriations to deal with the problem of crime in the District of Columbit1. 
When President Nixon got there, the crime rate in our nation's capital was the 
highest crime rate in the country, a sad commentary on the seat of government 
for our people. It also had the fastest-growing crime rate in the cOllntry. . 

Today, the District of Columbia has the lowest crime rate r" the 60 large 
metropolitan areas, and it has the fastest-decreasing crime rate of any city i\1 
the United States. 

How did that come about'l It succeeded for exactly the same reasons that 
the block grants that the Congress is allocating to the various states are also SllC
ceeding. All it did was to bring justice up to date in the '70s. 
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I was astounded to learn when we got to Washington that in 1952 they 
had tried 2,000 felony cases, and again in 1968 they also tried 2,000 felony cases. 
The only difference was that by 1968, there were 16,000 felonies committed. They 
had only 13 judges to address themselves to the problem of felonies in t):lis kind of 
a community. Tonight, there are 50 judges in the District of Columbia trying 
felony cases. 

When we got there, the police force was 2,700-10 percent of whom were 
Black in a city that was 75 percent Black. Tonight there are 5,200 police officers 
in the District of Columbia, and 45 percent are Black officers .. 

When we got there, there wasn't a meaningful police-community relations 
program, a program by which the people, particularly in the inner city that was 
ravaged by crime, have a proper understanding of what it means to have a 
police officer in the block to protect them. Today the police-community relations 
program for the District of COlumbia is a model for the country. 

When we got there, the prosecutor's office and the public defender's office 
were a shambles. Their size has now been tripled. 

Our probation officers are judges, so what we've done is really what you 
people are involved in doing, and that is to bring money together to provide the 
means by which we can do something about crime in America. I will predict to 
you that within a reasonably short period of time, every major metropolitan area 
in the United States will have an experience similar to ours in Washington, D.C., 
provided that you continue to elect to Congress and the Presidency men and 
women who are committed to an understanding of this problem and who have 
the courage to go forward with it. 

Let me conclude by saying something about drugs in America today. I 
personally believe that the unusual phenomenon of young peoples' experimentation 
with drugs in the past ten years is a temporary phenomenon. I think our young 
people, [1S a result of the failure of their country's politicians, have perhaps had 
many reasons to be frustrated and alienated and find themselves in despair, and 
therefore are tempted to drop out from reality. I hope never again ill the history 
of this country will we send off 500,000 young men to offer their lives in a war 
8,000 miles away and forget to tell them why we sent them there. I think if our 
great President has done anything in the Jast three and one-half yeRfs, it has 
been to make sense out of this whole business of Vietnam and to make the young 
people of America understand that their country does care. 

But in the meantime, regardless of the reasons that brought about drug 
abuse, you and I as citizens of this country have a responsibility to see that the 
laws with respect to such abuse are enforced. Because if we don't, and if as a 
result of any other social theory or any guilt complex that we might have or 
anything that has to do with generations of young people and old people, we 
stand by and watch a substantial drug culture develop, then I think you and I 
would know that the freedom we have inherited would probably be on the way 
to disintegration. 

You and I know that in order for people to be free, in order for them to 
have the discipline and the self-sacrifice and dedication to put forth the b;~ effort 
that freedom always demands, we need strong people. We have to h" people 
strong of mind, and body, and soul. So, really, our whole problem with dr\l'\l 
abuse in America is to adjust ourselves to mistakes of the past, to correct those 
mistakes, but in the meantime to see to it, as law enforcement people, that a 
drug cultuf~ does not establish itself in America. 
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We are making great strides in this area because it's not only law enforce
ment,.it isn't just getting cooperation from Turkey and Mexico, it isn't just helping 
the customs agent, it isn't just tripling the agents in the Bureau of Narcotics and 
Dangerous Drugs, it isn't just new legislation, it isn't just more medical treat
ment-it is a general understanding by the general population of this country 
that we've almost found ourselves slipping into the abyss and risking the ruina
tion of the country. 

So I think this is really as important as the law: we've got to hold our 
heads very high; we've got to put our shoulders back; we shOUldn't be mindful 
of the accusations, the criticisms, the bitternesses, the complaints. Because as long 
as you and I are willing to enforce the law in America, then this country is 
going to continue to be great and free. 

If the day ever comes when you and I don't have the courage and dedication 
and understanding of the concept of our country, then we are no longer going 
to be free. So I believe what we really have to do is to redouble our efforts 
increase our dedication to see to it that those institutions of government which 
have provided our freedom are going to remain intact so we can pass them on 
to those who come after us. 
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LEMONS TO LEMONADE: 

DECISIONS SOUR AND SWEET 

An Address by Richard A. McGee 
President, American Justice Institute 

Ladies and gentlemen, I have been asked to talk to you about decision 
making. I have made a lot of decisions, and at least half of them have been 
wrong, so I can assure you that even if you know what you're dealing with, 
sometimes tossing pennies will do quite as well. 

I have to explain the title for my speech that was put un the program, and 
I want to tell you I had nothing whatever to do with that and I don't know what 
to do with it now. It arose, I think, out of an association I had with Kim Nelson, 
who is now Director of the School of Public Administration at USC, some years 
ago. I kept telling him, as well as my other associates, that when something goes 
bad, don't sit down and cry about it, but go out and make something good come 
out of it. So that's what it really means-turning lemons into lemonade, I guess, 
is the way somebodY decided to express it. But that's not going to be the subject 
of most of my comments. 

We were admonished this morning not to make apologies, but I do want 
to apologize for the emphasis that was given to me personally in the brochure 
that you aU received. I want you to know that that was a throwaway piece that we 
had in my office. It was printed when we employed a man about two. years ago 
who thought he could raise a lot of money from contributors for a nonprofit 
organization such as tht'. American Justice Institute. That brochure was just one 
of the things he had printed. I can only report at this time that we spent exactly 
five times as much raising money as we received as a result of the effort. So 
I've decided that neither my picture, nor my record, nor the cause of criminal 
justice is the kind of thing that bleeds very much money out of the people who 
have it to give away. 

I really ought to quit making speeches, having looked on it as a duty of 
office for many, many years. But every time I'm invited and I do succumb to 
the temptation, I think of Ben Clark's story. Ben is the Sheriff of Riverside 
County in California, and an influential member, by the way, of the California 
Criminal Justice Planning Council, the CCCJ we call it out there. He tells the 
story of the little town that had a zoo. They wanted to keep the zoo running, but 
they were running over their budget, which zoos and such things tend to do. 
Their two prize exhibits were a lion and a gorilla. The gorilla finally died and 
the lion was pretty toothless. They couldn't afford to buy another gorilla, so 
they decided to skin the gorilla and hire a man to wear his skin. They reasoned 
that that would be good enough for the kids, who couldn't get too close anyway. 
This fellow took the job and he got to enjoying it; he'd get up on the trapeze and 
swing back and forth, and the kids would scream and clap their hands. But one 
day he was just overdoing it a bit; when he swung way up, the bar broke, and 
he flew over the partition into the lion's cage. Whereupon he was frightened to 
death. He leaped to his feet and started crying, "HelpJ HelpJ" and about that 
time the lion got over close to him and nudged up against him and said, "You 
damn fool, if you don't shut up we'll both lose our jobs!" Now, I haven't got a 
job to lose anymore, so I'm only taking a small risk. 
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The question of decisions, of course, cuts through everybody's life. Here 
today I think we should emphasize decisions in government, because criminal 
justice 'is a public function. I shall emphasize that in any examples which may 
come to mind from some part of the criminal justice system. 

Everybody knows that a decision is a determination to take some kind of 
action. But one learns that it isn't quite that simple, namely, deciding to do 
something. Sometimes a far more important decision is to decide not to do 
something. In fact, the decision that is made more often than any other is 
neither of these-rather, it's the decision to delay, or to take the issue under 
submission. I can still hear the accents of the various chairmen of the finance 
committee of the California Senate over the years. The accents changed from 
one generation of senators to another, but the effect was the same. They all had 
the same trick, when they didn't want to make a decision. They said, "The mat
ter will be submitted," which means they didn't make any decision. Sooner or 
later somebody made a decision, but we seldom knew who did it or just how 
it took place. So there are many different aspects to the decision making process 
-and in government they are seldom simple or straightforward. 

I want to talk a little bit about kinds of decisions, because there are so many 
different kinds; a little about who makes them, especially in state go\~rnment; 
and some about the constraints on decision making and decision makers. That's 
one of the things I had to learn after I got into a position of administrative 
authority. Everybody thought that being the boss meant I could make decisions. 
I began to find out that my limitations were great indeed, and that most of the 
decisions that I would have liked to make, I couldn't make, because of legal, 
political, and policy constraints. And finally, I want to talk about something that 
has become more and more important, I think, and that is the business of 
influencing decision makers. 

I've listed here about eight or nine different kinds of decisions, some of 
which are so obvious they scarcely. need mentioning. These are the personal 
decisions, which individuals make and which affect only themselves. Arid they 
can carry them out themseh'es; they don't need to delegate them to somebody 
else. When you try to think about all the decisions that fall in that category, the 
only important one I can think of is the decision to shoot yourself. That you 
can decide to do, and you can do it yourself. Pretty nearly every other decision 
involves participation by somebodY else. 

There are a lot of old stories about the decision making process in the 
family. The one I like best is about the man who was asked how he and his 
wife divided the decision making. He said, "That's no problem to us at all. I 
make all tl)e big decisions and my wife makes all the little ones." S(l he was 
asked, "Who makes the decision as to which ones are big and which ones are 
smal1?" "Oh," he said, "1 don't bother with small things like that."· 

Then there are decisions about policy, and to me the simplest definition of 
a policY is a kind of a general plan of action. I suppose that a good deal of 
legislation is policy determination which somebody else has to implement. The 
decision to declare a war, certainly, is a plan of action of some sort. But the 
guys that make it are usually not the ones that have to carry it out. There are 
all kinds of decisions that have to be made that are determinations of where we 
are going in some particular area of concern. 

There's another kind of decision, which is probably the most common, and 
I know at least one student of public administration who says that it is the only 
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kind there is. It might be called the legitimation decision, wherein someone other 
than the administrator reany does the work, draws up the plans, and brings 
it up to the person who has the official power to make the decision. And he, in 
the terminology of our times, "signs off on it." It then becomes legitimate, not 
because he formulated the idea, or even participated in the process, out because 
he approved it; it is now his decision. It's a legitimation process. It has one little 
hooker in it, of course, and that is that the man who signs off on it also carries 
the responsibility for the consequences. Subordinate people are often very dis
gruntled when the boss doesn't sign off on something that seems so good, and 
they just don't see how he could possibly not approve the proposal. The thing 
that they forget is that if it goes wrong, the official who puts his name on it is 
the one who will take the heat. 

Then there are stopgap decisicns-decisions where there really isn't any 
solution. In running institutions over the years, you encounter these things fre
qmmtly. They usually arise from crisis. I remember one incident, in which I 
was only indirectly involved, where a psychopathic delinquent, so-called, escaped 
from one of the state mental hospitals and killed an old man in an orchard half 
a mile away. Well, that community was ready to burn the institution down. There 
wasn't any really good solution: you couldn't bring the man back to life and you 
couldn't kill off the kinds of people capable of such acts-we had half a hundred 
of them in that particular facility. I talked to an old-time city manager who was 
then the state director of finance. "When you don't know what to do," he said, 
"make a noise, ring bells, Ilet up on a roof and toot a horn, but don't sit there 
and do nothing. Do something." So we did something. We had to announce that 
we were going to do something. It didn't solve anything in the long run. We 
moved a lot of people out of another institution to make room for these people, 
and we put them in a different institution. We transfen'ed the problem from one 
place to another, because of the community heat on that institution. In the long 
run it wasn't a real solution, you see. just a temporary political solution. 

There is a good story to illustrate the point. A man was driving down the 
road in a panel tnlck and every time he came to a hill he'd get out, take a 
shovel out of the cabin, bang the side of the truck three or four times, and then 
jump back in and drive up the hill. At the next hill he would do the same thing. 
A highway patrolman coming up behind began to wonder if this iellow was a 
mental case and should be taken in. So he drove up he side him and he said, 
"Hey, mister, I don't understand what you've been doing. Is there any explanation 
for your getting out and banging your truck with that shovel every little way?" 
"Oh, yes," the man said. "You see, what I got here is a half-ton truck, and inside 
this tnlck r have a ton of canaries, and if I don't keep half of them in the air I 
can't make it up the hill." 

Another kind of decision that comes up frequently is the one where there 
isn't much to choose among the available alternatives. That can happen when 
you go to a restaurant and look at the menu. It happens in all kinds of other 
situations in our field of work, where it isn't a question of selecting the right 
answer, as one of my associates used to say, but of selecting the least wrong 
answer. When we are faced with limited choices, and none of them is very good, 
we can't just sit there doing nothing, because it may be a situation where some 
action must be taken. So we choose the one that seems least wrong, even though 
we know that there might be better solutions; they aren't available to us. Today, 
for example, arriving here at the head table, I didn't have any choice at all 
about what was on the menu. I had two choices-I could eat the food offered or 
go hungry. 
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Another kind of decision making involves the business of selecting priorities; 
you are all familiar with this. This group, in particular, is familiar with handling 
applications for funds. You place them in some kind of priority order, and at the 
point where the money runs out, the list gets cut off. This is a universal phenom
enon in public service budgets. "Man's wants are insatiable," I read someplace. 
I think it was the first line in the economics textbook I studied when I was 11 

youngster. No matter whether you are an individual or a public agency, there's 
no limit to the things you can think of that you might want or need. There 
always has to be a cutoff point. There ure some traps in this that are worth 
mentioning, however, and they have to do with the size of the items in the 
priority list. Suppose you have a list consisting of one horse and one rabbit. If 
the rabbit takes priority over the horse, you may end \.Ip with a rabbit and not 
a horse. And if you put the priority the other way, you get the horse instead 
of the rabbit. This is an important issue when making priority lists, and every
body who makes budgets does that. It's important to try to classify the items 
according to their magnitude. We have done that for years in capital outlay, of 
course. We say, for example, every item of less than $25,000 or $50,000 is a 
minor item. These are placed in a different priority list from those of a larger 
magnitude. If you don't do it that way, you will find that you are mixing items 
of vastly different values. In a large, complex operation one may need not one 
priority list, but several-one of large. one of medium, and one of small items. 

A philosophical basis for these priorities is also needed. Where are you 
going to put your emphasis in these priorities in terms of your value system? In 
this field we have a lot of conflicting objectives or purposes of the criminal law, 
which we all have some part in carrying out. Do we want to put the principal 
emphasis on the prevention of crime and delinquency? Do we want to put it on 
deterrence? Do we want to put it on retribution? Do we want to put it on 
rehabilitation? Do we want to put it on the cost and what the public will stand 
for? These things have to be in the back of everyone's mind, when determining 
choice~ not just on dollars and available alternatives and all that, but on the 
basis of where your heart is and what value you really believe comes ahead of 
another. 

Now we come to confrontation decisions, where two opposing forces want 
exactly the opposite. These are the kinds of decisions that people who run 
prisons get into when they have a prison riot. One group wants it one way and 
another group wants it the other, and it has to get settled one way or another. 
A somewhat similar situation occurs in labor disputes, where you have manage
ment on one side of the table and the workers on the other; each wants a larger 
share of the product of their ,ioint enterprise. You almost always have it in 
judicial decisions. I refer especially to trial courts, where an adversarial situation 
exists, with a third party making the final decision. All this, too, is a part of the 
decision making effort. 

Then, of course, we come to one of the biggest decision making arenas, 
namely, that of the legislative branch. These we all know, of course, in our 
system: city councils, county supervisors, state legislatures, and the United States 
Congress. These are group decisions, made by a lot of people on the basis of a 
democratic process. I want to talk a little later about influencing these decisions, 
because you almost never get unanimity. in the democratic process. You have 
all kinds of other multimember decision making authorities, such as the state 
planning agencies represented here. The decision isn't made by one person, it is 
~ade by the group-at least that is the way it is legitimated. Sometimes, I know, 
If you are a member of a group, it seems like one guy has made the decision 
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for you. Nevertheless, everybody has a right and an obligation to take part in 
that decision making process. A parole board which is constantly making decisions 
about what they are going to clo about keeping people in or letting them out, 
or bringing them back, is a multiheaded decision maker. One of the most inter
esting experiences that I have had in recent years has been sitting on· the board 
of directors of an insurance company, which seems a little bit far afield for a 
person like me. But there you find the same kind of processes going on-a nine
member board, the president, the chairman, the treasurer, the vice-president, and 
so on ... it's in that kind of a group that you begin to learn something that I 
suppose we all should know, namely, that if there are nine members in a multi
member agency, each one of them in reality does not have one-ninth of the vote. 
He thinks he does, theoretically he does, the law says he does; but in practice it 
isn't so. There are some individuals that have the power of more knowledge, or 
the power of a better position in the organization, or the power of a larger base 
of people backing them up. There are all kinds of reasons why the arbitrary 
division of a multiheaded decision maker into small parts will not result in 
equal parts. Therefore, if you are dealing with a decision making agency with a 
number of members, it's important to realize that they are separate but not 
really equal. That's the way they are counted, but it's not the way a decision is 
actually reached before the roll call. 

Now we talked about participative management this morning a little bit, 
and we heard something of it in the group meetings. I don't think some participa
tion in management can be avoided, even if an executive wants to. He is only 
one man and he only works a certain number of hours each week, and he has 
his limitations, as all people do, so that a lot of decisions are made without his 
concurrence or even his knowledge. On that continuum chart that was drawn 
here this morning, I think most of us can say that we don't belong on either 
end of that diagonal line; we belong somewhere in the middle, and you almost 
have to belong somewhere in the middle if you are going to survive. Because, 
as Harry Truman used to say, "The buck stops here." The buck has to stop 
someplace, and with dl the participation that you can dream up, and all the 
systems of communication that you can imagine, in the end the buck stops 
someplace. Just by the way we organize our lives, it stops with the person or 
the corporate body that carries the ultimate responsibility. 

Now, on the question of constraints on decision makers, I think we know 
what many of these are, but let us recall some of them just to keep the issues 
in perspective. We have the law, to begin with: the constitutional law, the 
statutory laws at all levels-federal, state, and local-and case law. These all 
place restraints and limits on what you can do and still stay inside the legal 
ballpark. But there are other kinds of restraints on a public official besides 
these. One of them is the husiness of superior executive authority. I have been 
tenching an eight-day course in correctional administration at the University of 
Southern California, and once I had one member who was the acting chief of 
police of Beverly Hills. He was telling what happened to his department's motor
cycle patrol unit. They hnd about 15 motorcycle officers and they all decided 
among themselves t.hat they were entitled to special differential pay for hazardous 
duty. So they found out what was going on in other police departments and they 
put it all together and went to see the city manager. The city manager didn't 
believe in motorcycle patrols anyway, and he knew that the chief wasn't too 
sympathetic toward it either, so he called the chief up and said, "Are those 
guys coming down here with your endorsement?" And the chief said, "No, sir, 
I didn't even know they were down there. Send them back up here." They came 
up, and he said, "Now, I'm going to tell you guys something. As of this moment, 
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this police depp.-tment no longer has a motorcycle patrol squad. You can go 
down and report to the commander and be assigned to radio cars." Well, he 
made 'an arr,itrary decision. He made a decision that he wanted to make, he 
m.ade a decisio:J that the city manager wanted to make-but a month later they 
stIll had motorcycle patrols, because the city council wanted them. There were 
a lot of mistakes made along the way, you see. First of all, the patrolmen 
shouldn't have gone to the city manager without informing the hierarchy of 
authority about what they were up to. In the second place, the arbitrary decision 
to abolish the patrol shouldn't have been made by the chief before he was 
quite sure that he wasn't going to get vetoed by the higher authority that hired 
him. We always operate in a "force field" of authority that some people would 
like to ignore, but if you want to survive you had better not. 

Then there is another kind of field of influence which has to do with non
governmental forces which are relevant to any decisions you may wish to make. 
For example, I was asked a few months ago why we hadn't built new correctional 
institutions in California with prison labor, because they do so in another state. 
It was because we couldn't get away with it. Well, why not? Because the building 
trades council of the AFL-CIO would not only have been down my throat, they 
would also have been in the Governor's office; they would have been in the 
legislature. By political influence they would have cut off my appropriations. 
That's exactly the way it would have happened in California; that's the way it 
would happen in New York. In some states it would not happen that way, but 
my point is that an administrator has to understand what these other forces are 
and how they operate. For example, Sllppose you get the idea that you want to 
make l'ome radical changes in your medical services. You may decide, for 
example, that much of this work could just as well be done by trained prisoners; 
but if you are wise you will find out first how the medical association feels 
about it, or you may end up with no doctor at all, to say nothing at all about 
appropriations for the program. I merely use these as examples, and I don't have 
to pursue the idea with this audience because you can think of fifty other kinds 
of influences out in the community that control, to a large extent, or have it 
in their power to control indirectly what a public official or agency does. 

Then, of course, we are constrained if we don't know how to do something; 
certainly we can't decide to do something we don't know how to do. We can 
decide that we would like to do it and look forward to the day that we can 
do it, but you can't muke a decision if the essential knowledge and skill are not 
available. Another very important constraint is the degree of predictability of 
the consequences of the decision. This is the place where professionals very often 
get very disturbrd at their political superiors. Here political wisdom is as important 
as professional skill. You decide on a certain course of action that seems to you 
to be good, and you feel that it has a better than even chance of succeeding, but 
you don't know for sure, so you have to appraise consequences of something 
going wrong. That's one of the things that muke people who surviw in the 
public service very conservative. Maybe they are liberal in other respects, but 
they are very careful and cautious about how far and how fast they move if 
they want to survive. If they rush into some new program and push it too hard 
and too far they muy end up looking for a job elsewhere. 

Another area of constraint relates to the decision maker's knowledge of 
the facts involved in the case. Thinking ubout some of the things that LEAA is 
doing, or proposing to do, it is gratifying to hear that they are going to begin 
the gathering of baseline criminal justice information, statistics, if you like not 
just crimes reported to the police, but all of the kinds of crime inform;tion 
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available to gather, to analyze, and to interpret. Very often, when called upon 
to solve a pl'oblem, you start asking questions that have to be answered with 
facts but find that the facts are not in evidence. The reason they aren't is because 
the ngency has not been doing a systematic ongoing job of gathering them, 
hummarizing them, analyzing them, and interpreting them. 

Then, of course, the commonest constraint is just lack of money. You drive 
a Plymouth rather than a Cadillac for taste partly, but probably because one is 
cheaper than the other. You live in one kind of a house instead of another 
became of the cost. Money talks louder in legislative chambers than any other 
~ingle constraint known to me. In legislative bodies you can very often get a 
program accepted as a policy matter in one committee, but when it gets to the 
fimmce committee or the wa}'s and means committee they begin asking questions: 
How much is it going to cost? What are we going to get for our money? If it is 
going to cost so much this year, how much is it going to cost five years from 
now if we continue doing it? Th'::se kinds of constraints are the most obvious, 
and they're the easiest to measure because the measurement can be expressed 
in numbers. You don't have to deal in generalities whcn you deal with monetary 
costs. 

Another factor which I have touched on already is technology. How much 
do we know ahout how to get a job done ewn if we have the money? Are the 
skilled people available? The development and transfer of technology through 
training and communication is essential. Without this, the money is only money. 

Another thing we always have to have in term, of resources is time. This 
is particularly relevant to any program that requires testing over a period of time. 
For example, we might propose to carry out programs in a certain correctional 
establishment and we might expect to get certain results. But it may be that we 
can't prove it in less than five years, so we're only guessing and hoping until 
that time has passed. You may get some pretty good leads at the end of two 
years, but doubt is still there until all the results ate in. Another place where 
time is important is in construction. Nobody ever built a correctional institution 
until after they had alreadY needed it for It few years. After the need is firmly 
established, one must get the appropriations, then the planning must be done. 
Then come the construction contrncts, and then you have to get the thing built. 
Our experience in building a score of institutions over the years shows that it 
takes an absohlte minimum of three years and very often ten years from the 
time that the decision is made to build an institution to the time when people 
can be moved into it. To repeat, then, time is an important resource. If you 
don't have it, you are in trouble; alternatives must be found. 

Another factor that is a constraint is the effect of a decision on future 
commitments. In answer to the question, "Can we finish what we start?" I have 
found that private foundations are particul<lrly sensitive to this, and I assume that 
criminal justice planning agencies are, too. Sure, we have have money enough to 
start a particular program at this time and for this year. We can get it started, 
we can get personnel and material, we have people supporting us, and all of a 
sudden the money runs out and here we sit with a program that started with a 
bang and finished with a fizzle. So the importance of taking a look at that question 
when a decision is marle for a certain course of action, I think, should be 
emphasized. 

I mentioned the need 10 be aware of the constraints of the surrounding 
force field when I referred to organiZed labor, organized business, and all the 
rest of the private sector. The question to ask is, "Who ~iIl be affected by this 
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program, and who cares'!" Most of the people don't care, one way or another, 
unless they are affected in some direct or indirect way. 

Now, finally, on the question of influencing decisions. This is the game 
that most public administrators are really in, anyway. They don't appropriate 
the money; they only distribute it after they get it. They don't set the tax rate: 
the; don't make all the decisions that bring the money to them. If they want 
to have anything to do with these decisions, they have to influence the people 
who do make them. This is a subject on which somebody could write a book. 
I'm not going to begin at this late point in the program to elaborate on it, but 
I will try to bring out some factors that should be uppermost in our minds. One 
is that if you want to have someone makc a decision in your favor, you better 
have some facts. The time has passed, I think, when you can appear before a 
legislative body or other public group and make a speech and giVe two or three 
good examples about how things are coming Ollt the way you think they ought 
to come out, and get them to buy it. With individuals you c~,n do it, hut seldom 
with a whole group. Furthermore, more and more legislators are employing 
professional staff analysts who are taking a sharp look at alI of these proposals, 
and they demand the facts. So, objective information must be at hand. If you 
don't have to use it, you're lucky; but you had better have it. 

Then it's important to know who the interested parties are, who would be 
for something, and who would be against it. If you know somebody who would 
be for it, go around and make them aware of the way you want to try to move. 
And if you think there's a likelihood that somebody will be against it, don't try 
to surprise them; that won't get you anything, because they are going to hear 
about it sooner 0: later anyway. You'd better go and see them, tell them what 
you propose, and ask them what they think about it. Sometimes you'll get a 
pretty rough answer, but sometimes you'll get an answ<:1' like, "I don't like what 
you are proposing, but why don't you do this instead?" And you'll very often 
get alternative suggestions, which will enable you to find your way through the 
opposition. If you don't learn how to compromise on some things without com
promising your principles, you're going to be a very frustrated person. 

Another very important factor is the fllctor of confidence. This operates 
within the whole society. If a certain person believes that something is good, 
and other people have confidence in him, they are likely to go along with it 
for jUst one reason: Joe Doaks is for it. Conversely, if a certain person or. 
organization is for it, others will be against it. These are the kind of things 
that one needs to know in order to influence the outcome of the decision. I 
remember standing in the back of an assembly chamber, just watching what was 
going on. Someone that I knew quite well came walking by me, didn't even turn 
his head, and said, "McGee, this bill okay?" I said, "Yeah," and he said, "I 
thought so, but I don't trust that damn Walter!" It was a matter of trust, that's 
all there was to it. He trusted me, but he distrusted Walter. These relationships 
that have to do with confidence and knowledge of each other are very essential. 

Then, of course, there's always the question of timing. There are times 
when certain decisions should be delayed because the timing is wrong. There 
are times when certain decisions should l'e orought forward hecause the timing 
is right. You can think of many examples of that, I am sure. 

And now, at last, we reach the meaning of my speech's title. That is, to take 
advantage of adversity, to turn disaster into success. If we had me..e time I 
could give you many examples of that. I will give you just one. One time a 
good many years ago, our parole division got into really bad trouble because 
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one parole agent tried to behave like a policeman. He went into a place in 
Southern California and arrested a bookmaker at the point of a pistol. Where
upon the assemblyman of that district, who happened to be the speaker of the 
assembly, asked, "What right did he have to do that? He isn't a peace officer." 
Well, it turned out that he was a peace officer, but that wasn't the kind of peace 
officer duty he was supposed to be doing. This provided an opportunity ~or other 
people in the legislature to attack the speaker because he didn't have 100 percent 
support. Tpp,y practically adjourned the whole legi8lature for a matter of ten 
days while they held public hearings, not to pillory the parole service, but to hear 
the speaker of the assembly who had dared to interfere with a peace officer and to 
hear the others who had taken the opposite position. Most of the members of 
the legislature were angry and disturbed that their whole business was upset by 
this little thing, which was really a kind of detail. I had been trying to get 
training programs set up for different parts of the service. I was riding up on 
the elevator with a member of (he ways and means committee of the assembly 
who was griping about what was going on. Couldn't we keep control of these 
paro~e agents? I said to him, "Doesn't this indicate to you that these guys need 
some training?" And he said, "You mean they don't have any training?" and I 
replied, "Not really." He then told me to bring an amendment in to the committee 
tomorrow morning and they'd put it. in the budget. That's how we got the 
training program started. We took advantage of an embarrassing and difficult 
incident to get a program started that is still going after mOi'e than 20 years. 
If the press attacks you, you can run for covel' and make all kinds of defensive 
answers, but remember, you have thoir attention. While you have their attention 
is the time you ought to talk to them about things that they and the puolic ought 
to know. 

Now I wasn't going to close on this note, but one of my friends last night 
suggested that I do so, because I did once before, and he thought there was a 
valuable lesson or two in It. What it starts out with is that you can't make 
decisions, good or bad, unless you survive. If you are going to survive in the 
rublk service, there are some rules that need to be followed. Somebody has 
put these together in a formula, which you can take or leave. First, exploit the 
inevitable. Something is going to happen anyhow. See that you get credit for it. 
If something bad is going to happen, see that somebody else gets the credit 
for it. Exploit the inevitable. Second, don't perturb the parameters. That means, 
don't disturb one part of the system until you know how it is going to affect 
some other part of the system. This is the push-down and pop-up phenomenon. 
If you push down here, something pops up somewhere else. Don't monkey 
around with that unless you know what you are doing. Third, stay in with the 
outs, because in this system so many bad decisions are made with the ins that 
the O'lts are going to be in before too long. Finally, if you are a wise and 
careful public administrator, you will not permit yourself, under ll"V circum
stances, to get between a dog and a lamp post. 
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