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Module 1 
INTRODUCTION TO PROGRAM D'I;VELOPMEN1' 

. ;:-. 

These course materials were prepared by the American Institutes for 
Research. Washington. D.C.. for the Law Enforcement Assistance 
Administration under Contract No. J·LEAA·025-78. The .. contents 
do not necessarily represent the views 01' the official position or the 
policies of the U.S. Department of Justice. 
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1. Introduction to the Module. 

a. 'l'he most critical part of a training cou,rse 

is the first several hours, when imaget;J and 

expectations are established for t.,he rest 

of the course. 

b. It is important that we get a good start 

for this course because: 

• The subject matter is as much proc~ss

oriented and philosophical as it it!:! 

skill- and product-oriented. We ''1ill 

require a lot of thinking as well as 

doing. 

• We will be talking about a mixture of 

familiar concepts, and new concepts that 

may sound familiar. separatin9 them 

will not always be easy • 

• We will be building a model for doing 

things that is very ambitious. You will 

have to translate what we recommend to 

what you can actually do in your own job 

setting • 

I-A-l 
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2. 

c. In this module, we will set the stage for 

the activities to follow. We will discuss 

the following topics: 

& What is a program? 

• ~'lhat is program development? 

• The importance and utility of Program 

• 
Development. 

How this course relates to other training 

courses and the General Planning 

Process ,Model. 

• The steps in the program Development 

Process to be completed during' the cauree. 

• Decision points and the Decision Package. 

• Skills and knowledge needed by program 

developers. 

• The role of the ',program developer. 

What is a Program? 

a. In criminal justice planning, a ~rogram is 

defined as: 

• Definition: A set of related effort·s, 

under a common, general authority, Whi~h 

is designed to address a particular 

problem. 

b. This definition tells us that a program is: 

• Complex, in that it is made of a set 

of efforts 

=-~~·I 
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• Integrated, in that it is made up of 

related efforts 

• Unified, in that it operates under a 

common, general authority, e.g., a 

program manager, an agency head or 

executive, or a publicoffial; and 

• Focused, in that it is designed to addres 

a particular problem. 

Programs are often contrasted with projects. 

• Definition: A project is a planned inter 

ventioll at one or more sites, which is 

under the direction of a ~pecificl.manager 

and which operationalizes a set of closel 

related activities. 

Clearly, the distinction between a program 

and a project is a relative one. To clarify 

the distinction, prolgrams are said: 

• To encomeass more than· one J2rojec~ 

• To be bi~2er 

• To cost more 

• .To take lon~,er 

• To deal with bi~~er issues or Eroblem 

areas 

• To impact more EeoEle 

I-A-3 
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• To cover a wider ~eographical~~ 

• To involve a ~r variety of agencies 

or jurisdictions 

• And to have a .~~ complex management 

structure than projects. 

e. All of these things may be true, but they 

do not capture some of the essential char-

acteristics of a prog:t:'am. 

• First, a program liS designed to bridge 

the gap between a problem and a goal. 

(e.g., from low conviction rate t.o an 

improved convictiQn rate, from tc)O much 

arson to less al?sQ1n, from juvenile incar

ceration to juvenJ.le diversion.) 

- If you don't have a complete and com

prehensive undei:::standing of the problem 

you ax-e trying '.1::0 solve or address, you 

don't have a solid base to build on, 

and you aren't going to have an effec~' 

ti ve prelgram. 

- And if you Id,on' t have well-defined and 
I 

agreed··upon gqals toward which you are 

directing YOU1C energie~h you cannot 

have C'm effective program. 

.o~ second point is that a program, to be 

a program, should address all of the 
\c· 

important components of a problem, not 

one or a few. Unlike a project, 

I-A-4 
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should be designed to address the problem 

as a whole in a relatively comprehensive 

way. 

• Example: To help yOll understand the 

difference between a program and a projec , 

the analogy of a baseball team may be 
I 

used. A baseball team is made up of 

individUal players each of whom perform a 

specific job--Le., bat, catch, pitch, 

field, etc. The individual players are 

analogous to individual projects and the 

team as a whole can be thought of as the 

overall program. In order for the team 

to win, each player (project) must carry 

out his or her ~unction; a team could not 

win if i~ ignores thelneed for an 

outfielder or a catcher. In the same way 

a program cannot succeed as a program if 

it ignores one or more important componen s 

of the problem it is trying to solve. 

f. There are several differEmt kinds of program 

• A program may consist of many different 

kinds of projects. Some could provide 

employment services, some could attempt ' , 

to edUcate the public, some could provide 

training to persons in the criminal 

justice system. 
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• A second type of program is one in which 

the same task is performed at different 

locations ~ such as a statewide prc)gram to 

improve conditions in local jails~ This 

course deals with .the first type rather 

than the second. 

g. M~rely taking all of the proj ects ~lhich 

address a particular problem area or crim

inal :;ustice sector and lumping them 

together under a common label does not con

stitute a program. 
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h. Example: Suppose you work in an agency Visual I-A 

responsible for managing the juvenile justic 

efforts in your jurisdiction. Very often 

such agencies operate or administer several 

different projects at once. (Refer to the 
o 

right side of the visual under the heading 

"Juvenile Justice Projects". These projects 

may have been started at different times and 

for different reasons--i.e., one was started 

because the governor was concerned about 

drug abuse in schools; a second was started 

to meet federal guidelines on deinstitution

alization~ a third began .because of a 

scandal in the operation of a halfway house. 

The agency might think of all of these 

projects as constituting a program--but 
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do they, given the way we have just 

described programs? 

i. This example would not illustrate a program 

unless those individual projects were part 0 

a comprehensive and integrated approach to 

the juvenile justice problem area. To make 

up a program those projects should have some 

logical relationship to each other and to 

some common goal or goals. (Refer to the 

left side of the visual under the heading, 

"A Juvenile Justice program"). In this 

example the different parts of the program 

are ·connected to each other ~nd feed into 

each other to improve their overall 

effectiveness. They are part of a "team." 

• The police receive tra~ning on juvenile 

problems includi~g the diversion 

facilities available for juveniles 

(Refer to visual). 

• The juvenile diversion facilities are 

set up to fit within the policies t;'f 

the court which i·tself is oriented to 

US(l those facilities 

(Refer to visual). 
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• The court is oriented to refer juveniles 

to the job training element of the 

program which operater3 in cooperation 

with a counseling project 

(Refer to visual). 

• The counseling project advizes the 

police and perhaps provides instruc

tors in the police ~raining project 

(Refer to visual). 

3. What is Program Development? 

a. We will now define program development as 

used in this course. 

• Definition: Program development i~ the 

process of identifying, selecting, and 

designing one or more 'systems-oriented 

strate~ies made up of complementarl 

I-A-8 
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projects and activities, to produce 

goal-directed changes in specific crimi

nal justice problem areas. 

b. Program development is first of all a 

process which means it can or should be 

carried out in a series of steps. 

c. 

• T~e proce~s as described here is mostly 

linear. In reality, program development 

involves a variety of processes which. 

may be going on simultaneously or with 

long gaps in becween. 

• Program development also involves some 

IIbacking and filling.'~ The process may 

appear to progress from one step to the 

next, but ther~ are going to be times 

when decision~ must pe un-made, 

rethought and reworked. 

Program development is 

0i/>'1inq, selecting and 
~,' 

a process of iden-

designinq. 

• Part of the process involves uncovering 

ideas, concepts and resources that 

exist already. 

'; . Part of the 
\) 

process invqlves making 

choices and decisions. 

• Part of the process involves the design 

of ideas and concepts from the ground up 

I -A-9 
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or organizing existing resources or idea 

into new configurations. 

d. Program development is a process of ,iden

tifying, selecting and designing system

oriented strategi~s. 

• The process encompar',i.~s all aspects of 

criminal justice and other systems as 

well. 

• The process does not draw arbitrary 

boundaries on how far the program can or 

should'extend. 

• The process may also entail multiple 

strategies. 

e. The strategies tend to be complex in that 

they are made up of many projects or acti

vities. We call these parts of the program 

the elements of the program. 

• The projects and activities should a~so 

be complementary in that they should be 

integrated and coordinated with each 

other. 

f. The purpose of program development is to 

prod'uce goal-directed changes. 

• Goals--speci£ically strategic goals-

are what drive pro9ram development and 

provide the unity which holds the pro

/) cess together. 

------,~. 
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g. The changes,are to take place in specific 

criminal,lustice problem 'areas. 

• Part of the process involves defining, 

describing and understanding the problem 

to be addressed. 

h. We can now define a Program alii! the product 

of the program development process. If you 

follow the program development process, you 

will have, by definition, produced a pro-

gram. 

• This definition of prog~am development 

is in your Student Guide. Please read 

it over yourself ,and ask any questions 

you may have up to this point. 

The In:portance and Use of Program Development. 

a. 'Now that you know what a program :is, and 

what we mean when we talk about program 

development, the next question'is, "Why 

should I be concerned about program devel

opment in my agency?" 
,/ '" 

b. The answer to that question relates to two 

historical facts about much of criminal 

justice planning: 

• In the past, much of what has been called 

program development has been little more 

than directing or redirecting money 

'''. 
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toward certain problems, with very little 

thinking about how that money could or 

should be used. The diversity of the 

efforts being supported may be justified 

as necessary to develop innovative and 

experimental approaches. However, the 

result too often has been a collection of 

individual projects with little or no ., 
logical or organizational connection with 

each other, or the rest of the CJ system, 

I- A-12 
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d. The process we describe in this course is 

useful for persons in large planning agencie 

or operating agencies as well as for persons 

working at the local level or in smaller 

operating agencies. 

• The course attempts to provide a system 

or way of thinkin2 about program 

development that isconunon to all 

problem-solving efforts at every level. 

• It is possible to develDp a program withi 

I-A- 13 
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and--most tragically--very little impact a single neighborhood or police precinct 
() . 

on the problems being addressed. 

• The second fact is that the era when fund 

to support new and innovative approaches 

to criminal justice problems--particularl 

federal funds--appears to be drawing to a 

close. Consequently, criminal justice 

planners may not have .the luxury of 

funding a broad variety of efforts and ma~ 

be held more accountable for demonstratin 

the effectiveness of what is done, i.e. 

demonstrating real impact. 

c. The approach discussed in this course is 

aimed at maximizin~ the impact of programs 

and minimizing the risks involved in 

developing pr.ograms. 

• Note that we do not say "guarantee impact' 

or "eliminate risks." 

e. 

o 0 

o ., 

using this process. 

Thinking at the program level is particularl 

important at this time when the money for 

starting new programs and projects is 

decreasing. 

• Because money is scarce, it is important 

for the program developer to be certain 

when he or she proposes a new effort that 

the money will be spent wisely and have t e 

greatest possibility of succeeding; 

this process is designed to maximize' the 

program developer's confidence in his or 

her plans. 

• The process also has built-in steps which 

help the program developer think about 

ways of saving money and resources and of 

better using the resources that are 

already available. 
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• The process also provides safeguards to 

avoid duplication of effort and the 

sharing and collapsing of tasks. 

f. The program development process as descri~,ed 

here does not only apply to the creation of 

"new" efforts or the spending of new money-

th~ process can also be used to improve, 

upgrade, or reorganize what people are alrea 

doing in the system. 

g. 

• Solving problems does not always require 

setting up a new project with new staff, 

new offices or new equipment~ some proble s 

Cdn simply be resolved by helping two ex

isting or departments work together more 

efficiently or building better communica~ 

tions between them. 

Finally, because this process requires the. program 

developer to take a broad, canlprehensive view of prob 

lems, the process helps the program developer decide 

where to put his or her resources so that the impact 

on the problem will be the greatest. 

• The process attempts to avoid the tendency to "pic 

a~ay" at problems by starting individual projects 

that sound good at the time but which have no real 

effect on the problem as a whole. 

5. How This Cours~ Relates to Other Courses. 

a. This course ;s one of a series of cours~s 

offered by the, Criminal Justice Training 

Centers. The other courses, are': 

Notes and Comments °0 ..• \)0 
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• The Criminal Justice Planning C()urseJ 

• 'l'he Criminal Justice Analysis Course, 

• The Criminal Justice Evalua tron/MOIli toring 

Course, and 

• The Criminal Justice Management Course 

b. Each of the courses covers a particular aspect Visual I-B 

of the planning process. The unifying concept 

around which each of these courses are 

designed is the General Planning Process Model 

• Questions to the Participants: How many of 

you are familiar with this model? 

c. The Model has 11 steps. 

• Steps 1-5 are often called the normative 

steps. They say, "We ought to do so and so 

because." 

• Steps 6-9 are referred to as the strategic 

steps. They tell us, "We can do so and so 

and h9!!." 

• Steps 10-11 are the operational steps. 

"We will do so and so and when." 

d. The Criminal Just'ice Plann,ing Course covers 

the entire GPPM at a general level. 

• It provides an overview of the planning 

process as a whole, from the normative 

• level planning (Steps 1-5), through stra~ 
I 

tegic level planning (Steps 6-9), through 

operational level planning (Steps 10-11). 
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• The other courses in the series focus on 

specific segments or specific aspects of 

the GPPM. 

e. The Criminal Justice Analysis Course focuses 

on the identification and analysis of 

problems (step 5). 

• The Analysis Course builds upon the norma

tive-level planning in Steps 1-4 and pro

vides a major input to the Program Develop-

ment process (Steps 6-9) 

f. The Criminal Justice Evaluation/Monitoring 

Course focuses on Step 11 of the GPPM. 

• The Evaluation/Monitoring Course focuses 0 

the products of the'Program Development 

process although the material is covered a 

the proj'ect level. 

g. The Criminal Justice Management Course pro

vides a management and decision-making per

spective for the entire planning and implemen 

tation process. 

• The Manage~ent Course focuses on the maJor 

~9ision points in the GPPM, including 

those in the Program Development Process. 

• A decision point is a place in the process 

(the Program Development Process or the 

Management Process) at which a major choic 

must be made before further work can be 

commenced. 

I-A- 16 
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• The decision po~nts include: 

The establishment of normative goals 

and policies; 

- The'selection of alternate strategic 

goals (.step 6); 

- The identification of alternative 

strategies that best address the 

strategic goals (Step 7); 

- The selection of preferred alternatives 

(Step 8); 

- The establishment of plans fo'r implemen

tation and evaluation (Step 9); 

- The. modification of implementation plans 

based on monitoring and evaluation data 

(Step 11). 

h. The Program Development Course begins with 

the definition of one or more' problems, 

• Problem definition is a product'of the 

analysis process represented by Step' 5, 

IIIdentifying and Analyzing Problems. II 

i. Program development continues through IIPlan

ning for Implementation and Evaluation ll at 

Step 9. 

, 
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• The program d.evelopment pr'ocess does not 

involve itself w,ith funding' or operating 

the program. These steps az',e carried 

out in Steps 10 and 11. 

j. The program development process \'11so includes 

the following steps: 

• Setting goals (Step 6); 

• Identifying possible strategies for dealing 

with the probll9m (Step 7); 

• Selecting thos~~ strategies that. meet 

certain criteria of effectiveness' 

(Step 8). 

k. To summarize, the Program Developm\ent Course 

can be seen as co~rering at the ~;,ti tioner 

level a major arecL in the planning process 

that moves from ~Ihat should be don@, to 

what can be done, but stops short df actually 

doing it. 

I-A- 10 
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6. "The Steps to be Completed' in This Course. 

a. We have broken the Program Development 

process down into seven steps. 

b. Th~ fi~st step in the Program Development 

process is to Develop an Understanding of 

the Problem. 

~ We know that not all problems lend them-

I I 
i,) sel ves to Program Development. ' We aliso 

( \ ) 

o 0 

o • 

o ~. 
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know that unless a problem is understood 

we cannnot expect to develop a sound 

approach to solving it. 

• The Problem Statement is a document 

which provides thE! information we wiJLl 

need. It is a,major product of the 

analysis process as taught in the 

Criminal Justice Analysis Course. ~lie 

Will focus on the Problem Statement in 

Module II of the course. 

c. The second step is to Develop Prioritiei! 

Among Problems .• 
I 

• This step in the program development; 

process determines the rel~tive impor

~ance of t;hose problems that ~,well

defined. 

,I-A-19 
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• This step involves developing an under

standing of a problem in relation to 

other problems in the system. 

• This step is also covered. in Module II. 

I-A- 20 
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• (Give scheduled time for Module II.) See Instructor 
Note 

d. The third step: Develop Strategic Goals. 

• Goal development is a process that may 

well have started earlier in the plannin 

cycle at the normative level--we "should 

or we "ought" ,to do something about a 

concern or problem. 

• This step involves developing strategic 

goals based on the understanding we 

gained in assessing the problem state

ment. 

• We call these more specific goals stra

tegic goals for they determine the 

strategies we will select for dealing 

with the problem. 

• As the visual illustrates, there is a 

decision point here, a decision must be 

made by your advisory/supervisory board 

or a management-level person. Conse-

quently, the produ.ct of this step will 

be a Decision Package to inform and 

advise the decision-maker. 
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The exact course schedule may vary from session to 

session. Thus, no attempt is make here to show days 

or hours for each Module. You should be prepared to 

do so, however, on the basis of the particular 

schedule being followed. It is assumed that all 

participants have copies of such a schedule. 
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• We will say more about these decision 

points and the role of the Decision pack 

ages in just a moment. 

• This third step is taught in Module III. 

• (Give scheduled time for Module III.) 

e. Step 4 in the program development process 

begins to explore strategies that we may· 

select for further development. It is 

called Collect and Assess Information on 

Different Courses of Action. 

f. Step 5 is a critical one: La Out the Lo i 

of Different Strategies. 

• Here we introduce specific ways to look 

at the logic of various approaches and 

begin to refine our thinking about those 

worthy of further consideration. 

• The Problem Statement plays an important 

role in this activity. 

• As the visual illustrates, this is 

another decision point in the process, 

and we will prepare another Decision 

Package ,:It this point (B) • 

• The criteri~ for this decision process 

are taught and used here. 

• Steps 4 and 5.are covered in Module IV, 

Developing the Logic of Different Stra

tegies. 

• (Give scheduled times for Module IV.) 
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g. Step 6 carries the development process 

further as we Plan the Detailed Program 

Strategies. 

• Here we introduce the Method of Rational 

as a tool to help develQp the details of 

the program. 

• The potential impact of the program on 

the existing system and on other parts 

of the program is assessed. 

• More refined estimates of resources and 

statements of objectives are developed 

at this point for the strategy or stra

tegies selected earlier. 

• Networks are prepared to show how the 

steps in the strategy relate to each 

other. 

• 

• 

The product of this step is an interim 

Decision Package that is used to get 

approval to proceed to the next and last 

step. 

This step is covered in Module v, 
"Planning the Details of the Program 

Strategies." 

• (Give scheduled times for Module V~) 
~,r)\ 

h. Finally, Step 7\Jompletes the Program 

Development procesS! in l-todule VI, "Prepar

ing for Program ImJ?lementation and Evalua

tion." 

o t 
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7. 

• This final step will help to insure that 

the Program will be carried out ~ the 

right agencies and organizations and in 

the correct manner. 

• The program at this point is ready to 

become a reality with the responsibility 

for the program shifting to the Program 

Manager(s), the implementors (Operation

al Managers), and the evaluat':ors. 

Programmatic evaluation is emphasized 

in this Module. The product of 

Module VI is the Decision-Package 

at D. 

• (Give scheduled times for Module VI.) 

Decision Points and the Decision-Packages. 

a. Now that you have a general idea of the 

steps involved in the program development 

process we can begin to discuss the differe 

decision points in the process and the majo 

products of the several steps--the 

b. 

Decision Packa2es. 

The course discusseS four separate decision 

points in the program developmen't process: 

• The selection of a set of possible 
, 

strategic goals (Module III) 

• The selection of a set of possible stra-

tegies to meet the strategic goals 

(Module IV) 

" 
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• The approval of a set of program 

elements (Module V) 

• The approval of a final work plan 

(Module VI) 

c. An earlier decision--the establishment of a 

normative goal to address a particular 

problem area--is implied in the process 'but 

is not covered directly. 

d. Each decision point represents a logical 

occasion for stepping back from the, process 

and making.a choice or selection: 

• Each decision point represents a refine-

ment of the final program plan 

• At each ,decision point the options 

remaining open to the program developer 

have been defined 

e. ~A logical question to ask is, "Who makes the 

decision at each decision point? The 

procedures will probably differ in every 

agency~ however, this course was written wit 

the idea that someone other than the program 

developer would make one or more of these 

decisions, i.e~, an agency executive, a 

mrnager,or supervisor, or an agency super

'\'V~l.sory board. 
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• This does not eliminate the possibility 

that the program developer may have the 

authority to make certain decisions or 

• 

suggest that the program developer is 

always someone on, 'the staff. 

The course takes into consideration the 

concerns and priorities of decision maker 

and managers, but adopts the perspective 

of a person working at the technical 

level of program development. 

f. To facilitate the decision-making process, 

the course is built around the development 

of four technical reports, background 

papers, or briefing documents which we 

call, Decision Packages. 

g. Each decision package summarizes the 

thinking, the designing, and the organizing 

completed by the program developer up 

to that point~ lays out the information 

on which the plans are based~ and describes 

in detail any visible options available 

to the decision maker at that point. 
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h. The decision packages build on each 

other so that the work that goes into 

pt''2paring the decision package on selecting 
, 

stt:ategic goals provides the basis for 

the next step, selecting strategie~, 

etc. 

• A more detailed description of each 

decision package will be given at 

the appropriate points in the 

course. 

Skills and Knowledge Needed by Program 

Developers. 

a. Let's look at the specific skills and know

ledge subsumed under this process. The 

list is a composite of those skills and 

knowledge noted by experienced practitioner 

as being necessary to the Program Develop

ment process. 

b. Fact-finding and Analytic Skills. 

• Interpreting research and evaluation 

reports. 

• Sifting tru,th from fiction in articles, 

lectures, public statements, etc" 
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• 

Abili ty to think logically ,and system

atically about arguments for various 

strategies and interventions. 

Identifying assumptions, supported and 

unsl,lpported. 

• Knowing sources of, and how to access, 

available information in a wide variety 

of subject matter areas. 

c. Interpersonal Skills. 

• Organizational ability. 

• Leadership skills. 

• 

• 
• 

• 

Conununication skills, up" down, and 

across levels. 

Public relations abilities. 

Problem resolQtion'skil~s in group 

settings. 

How to seek compromise from others; how 

to give it. 

• Ability to show interest and concern for 

the problems ana needs of others. 

d. Technical, administrative and planning 
" '\ 

skills. 

• Competence in budgeting. 

• Manpower allocation skills. 

• Scheduling skills. 

• Skills in proj ecting needs and alloca,t

ing resources to meet them. 
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• Breaking do~n complex ideas into a 

series of logical steps. 

• Anticipating the "unanticipatable" and 

dealing with it when it happens. 

e. Operational and Content Expertise. 

• ~ubstantive knowledge of subject matter 

areas involved in programs. (Team 

Approach. ) 

• Practical experience with the agencies 

involved. 

• Familiarity with local conditions-

political, social and institutional. 

f. Obviously, the course could not coverall 

of:these skills and areas of knowledge. 

• Some involve topics worthy of an entire 

course by themselves. 

• Others invol ve a knowledge of,·, local con

ditions which only a person on the scene 

could know. 

g. In this course we have attempted to strik~ 

. a balance between three principle areas of 

skill and knowledge needed in program 

development. 

• Technical planning skills. 

• Interpersonal and group management skill 

• Substantive knowledge of the problem •. 

. , 

-~-~-' '" ,--. ~-,~", .... , . 
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h. Of the three, the first area--technical 

planning skills receives the greatest 

attention. However, as we will demonstrate 

over the course of the week, all three 

skill areas represent the true "legs" on 

which program development rests. 

9. The Role of the Program Developer. 

a. Program development, as defined here and 

taught in the course is not commonly prac

ticed by planners in its entirety. Nor is 

it common to find people who have the job 

title of Program Developer. 

I-A-29 : 
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• A recent surv(~y showed that most CJ See Note. 
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• 

planners do some of the steps in program 

development. 

Twenty percent report spending over half 

of their time on pro.gram development

related activities. 

Only 2.1 percent said that they dO'!!2 

program development work at all. 

b. Program development as taught here must 

co-exis·t:. with other planning activities. 

• Planners must know when and under what 

conditions it is appropriate to mo~e in 

the program development direction. 

• Single effort project work occupies a 

legitimate place in the activities of 

it 
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~ ____________ . ____ -----Instructor's Notei----------------------~ 

These figures come from a survey carried out by 

the American Institutes for Research as part of the 

course development process. It is referenced in the 

Text and is available to all course faculty members 

through their regional CJTCs. Famiiiarity with this 

document may be helpful as backgroun~ to the Program 
(/ . 

Development process. Much of the course content is 

based on information obtained from this survey. 

--~--~------~-----------

o 

.0 

c. 

(,' 

agencies and will continue to do so for 

some time to come. 

• Many of the concepts and skills taught 

in the course will be applicable and 

useful to project development activities 

as well. 

Limited resources may restrict the number 

of opportunities for program development 

efforts in anyone year. 

• Funds--Program development effort~ 

usually ~equire a high level of funding. 

• Time--Effective program development 

cannot be carried out quickly or under 

tight time deadlines. 

• Talent--Program development requires 

that we use those with expertise' in a 

variety of areas, including cross

disciplinary in some cases. , A team 

I approach is strongly recommended. 

o 

o. 

o db 

d. The program developer may play a variety 

of roles. 

• In some instances the program developer 

will be a key decision-maker with an 

independent and decisive voice in the 

design of the prog~am. 
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In some instances the program developer 

will be a Eart of a starf team, respond-

ing to the directions of others with 

little or no independent voice in 

decisi~ns about the program. 

In some il1stanC;es, the program developer 
I 

will be an informed advocate, advising 
----:; 

others on the Ct:lurse to be followed. 

e. This cQursepresen1:.s a model that will be 

observable in its t!ntirety in. relatively 

few cases •. 

• Program developers may not be able to . , 

follow the enti,l~e Program Development 

model, BUT--

• Portions of the model ca,n still be used 

to good effect, in almos.t all planning 

work, regardless of the Program Develope's 

rQle. 

Summary and Review. . 
a. In this module we attempted to layout the 

general outline of the ~ork before us. We 

discussed: 

• The concept of a program 

• The concept of program develop~nt 

• The importance and utility of program 

development 

.. -
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• How this course relates to o.ther courses 

and the General Planning Process Model 

• The steps in the Program Development 

Process to be completed in this" course 

• Decision points and the Decision Package 

• Skills and knowledge needed in program 

development, and 

• The role of the program developer. 

To summarize what pas ·been said consider 

a basic "rule-of-thumb" about progr.ams-

There are three basic reasons why a program 

succeeds or fails:. 

• Hdw well the problem is understood 

• How appropriate the solution is to the 

problem 

• How well the solution is carried out. 

In the discussioris which follow you wi.!l 

hear these three "rules" several times in. 

various forms and contexts • 

In the next module we will begin to address 

the issues raised by the first "rule"--

understanding the problem. 
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Module I I-B-l 
Introduction to Program Development 
Segment B: Workshop: Issues in Program Developmen~ ___ N_o_te_s_a_nd_,_C_o_m_m_e_n_ts ____ _ 

INSTRUCTOR'S NOTES 

1. Purpose of Workshop (read to class). 

a. To begin a dialogue around some of the 

issues and problems connected with Program 

Development activities in the environment 

in which we work. 

b. To discuss some of the internal and exter-

nal barrier.s to programmatic planning in 

our agencies. 

2. Preparations and Specific Instructions. 

a. The workshop will be carried out as an 

extended walkthrough of one hour in length. 

b. The instructor will lead the walkthrough 

and facilitate discussion of the issues 

raised. 

c. The group will engage in a dialogue around 

three general questions. They will have 

45 minutes to discuss the three questions. 

d. We realize that you may not have made up 

your mind on these issues or feel comfort-

able with them--but let's reflect on them 

n'Oli on the basis of what we learned in 

this Module and what we know about our 

work environment. 

, 

", 

, 



3. The following issues will be discussed.' They 

are in your Student Guide. (45' minutes) 

a. Questions for group discussion: 

1. To what extent is there a program 

development ori~ntation in your agen

cies? If there is, how is it carried 

out and who doea it? How extensive is 

it? 

2. What barriers do you see to, program 

development in your agencies? Can they 

be overcome? When? How? 

3. Does the future in CJ planning seem to 

be generally supportive of program 

development? 

b. Give the group a few minutes to think abO.ut 

each question and to jot down ideas on 

each. 

• After this brief pause lead the group' . 

through the discussion one question at 

a time. 

• Allow the questions to be discussed for 

about 15 minutes ~ach. 

4. Discussion Points. 

The following points may be helpful in the 

class discussion period. If they do not come 

up in the discussion, they should be made 

by the inst~uctor. 

.. ' .. ~ 
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a. There are, and will continue to be, 

barriers to program development activities. 

The CJ system tends to be geared to short 

term responses to problems (putting out 

fires). Our success rate would suggest, 

however, that we are not really solving 

many CJ problems this way. On the o'i..:.her 

hand, survival suggests that it will con

tinue to be a part of our day-to-day 

activities. 

b. Under conditions of scarce (and scarcer) 

resources, we may argue that the generally 

more costly and time-consuming program 

dev.elopment process is unlikely to be 

supported. We can't afford it; it's·a 

luxury. 

c. A strong counter-argument to the above is 

that we cannot afford to waste what 

resources we have, and the best way to 

insure that is to ~se them more wisely--2E, 

deal with real problems on a programmatic 

level. The program development approach, 

on this basis, is a necessity. And it 

doesn't h!!! to be more costly. 

d. The P.O. process is a ,way of thinking as 

wel,l as (or perhaps even more than) a se,t 

, 
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of skills or procedures or documents. We 

define it and teach it as a: progression of 

specific steps, but that is largely for 

pedagogical reasons. To think that we can 

present a rigid methodological or'chodoxy 

in an area as complex and evolving as pro-

gram development is to give us too much 

'"I credit. You may mOdify steps or' you 

e. 

may skip steps, but you can still usefully 

apply program development notions to 

CJ problems. 

There is one underlying notion that drives 

the need for this course--we are not satis-

fied with our experience to:date in dealing 
.. 

with crime and its manifestations. We are 

making "tlrong (or sub-optimal) decisions. 

The extent to which you are better equipped 

to inform, relate, and improve those deci

s~ons as a result of this course is ,the 

extent to which we will consider our effort 

worthwhile. 

Debriefing. Items to note in commenting on 

. " comments by participants. (10 minutes) 

a. Were the comments generally positive or 

negative? 

b. Did some themes come up often, either posi-

tive or negative? 

o :. 
i 
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c. Was there any relationship noticed between 

size or type of agency and nature of 

comments? 

d. What are the barriers to Program Developmen 

noted most often? 

e. Were there any misconceptions revealed that 

ought to be cleared up now? 

6. Course Objectives. MODULE I LECTURE (continued 

(10 minutes) 

a. 

b. 

The course objectives are in your Student 

Guide. They should sound very familiar 

because they are closely tied to each of ' 

the eight steps covered earlier. 

Let's go over them so that we know where 

we should be at the end o~ the course. 

• You should be able to assess the 

conceptual adequacy (completeness, 

accuracy, xogic) of statements relating 

to criminal justice problems within 

your jurisdiction (ref. Module II)~ 

• You should understand the import~ce of 

establishing priorities among those prob 

lems for possible programmatic interven

tion (ref. Module II), 

• You can develop strategic goals for the 

problems u~~er consideration (ref. 

Module III), 

I-B-5 
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• You will be ~le to develop and assess 

strategies logically capable of meeting 

the strategic goals (ref. Module IV); 

• You will be abl~ to plan out in some 

detail the steps and procedures needed 

in order to implemenb those strategies 

(ref. Module V); 

• And finally, you will be able to iden

tify those key events in the program pla 

on the basis of which effective manage-

ment, evaluation, and corrective feed

back can be carried out as the plan is 

later implemented (ref. Module VI). 

7. Any remaining problems or questions (as time 

permits). 
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Module 2 
DEVELOPING AN UNDERSTANDING 
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Module II 
Developing an Understanding of the Problem 

segment A: The Problem Statement 

LECTURE NOTES 

1. Review and Introduction 

a. In Module I it was suggested that there 

are three general reasons why a program 

fails: 

• The program is poorly or incorrectly 

implemented. 

• The basic idea behind the program is 

faulty or mistaken. 

• The problem the program is trying to 

solve is not correctly understood • 
. 

b. In this Module we will focus on the last 

of these reasons - understanding the 

problem to be addressed. 

c. Question to the Participants: What does 

it mean when we say that a problem should 

be understood? 

d. For purposes of this course there are 

three things we should know in order to 

understand a problem: 

• We should know that the problem really 

exists, i.e., that the "problem" is not 

merely a reaction to a temporary set 

of circumstances • 

, 
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• We should be able to describe the 

problem, i.e., how big it is; how long 

it has existed and what, the different 

parts or components of the problem are. 

• Finally, we should be able to explain 

the problem in terms of factors that , 

contribute to the problem, the effects 

those factors produce and how the 

problem relates to othe~ problems in 

the criminal justice system. 

Example: To use an example outside crim

inal justice, consider the fact, that until 

only a few years ago very few persons knew 

that the United states had an energy prob~ 

lem. Even after specific symptoms of the 

problem appeared (e.g., gas lines, higher 

fuel prices) many persons contended that 

there really was no problem. Once the 

"problem" was recognized - at least by . . , 

some people - the next step was toinves

tigate the different components of the 

problem (e.g., OPEC, energy waste, oil 

production quotas), and how those compo

nents fit together to create the "problem. I 

f. Question to Participants: Why is it 

important to understand the,' problem when 

you are designing ,a progrqm? 
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In criminal justice planning the 

the program developer is to t~ke 

known about a problem and to use 

knowledge to: 

• Decide which problems are more 

important than others. 

role 

what 

that 

• Establish appropriate goals in the 

problem area. 

of 

is 

• Select and design ~ealistic strategies 

to reach those goals. 

Without this attention,to understanding -
the problem: 

• Scarce resources may be spent on 

less important problems while more 

important problems are ignored. 

• Goals may be set too high or too 

low or may be inappropriate to 

the problem. 

• The strateg~es developed may not 

really solve the problem. 

The Relationship Between Problem Analysis 

and Program Development. 

a. The information the program deve~oper 

"::needs to do his/her work may come from a 

variety of sources: 

• Personal experience and expertise. 

• Research literature. 

• Talking with others involved in 

the problem area. 

, 
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b. Unless the program developer is already 

an expert in a given area the program 

developer should rely on Criminal Justice 

Analysts who have gathered and studied 

information about a problem. Thus program 

development should be closely tied to the 

Criminal Justice Analysis process. 

c. The analysis process has three primary 

tasks: to identif~ problems that exist 

in the System, to specify and define those 

problems in useful and meaningful terms, 

and to interpret or explain problems so 

that they can be understood by others. 

d. Problems are identified by the analyst 

through the interpretation of' data1 or 

they are identified by others in the form 

of general concerns. 

e. Onoe a problem is identified the analyst 

attempts to sEecify and define the problem 

by breaking it down into its component 

parts and by gathering information about 

the problem. 

f. Finally, the analyst attempts to interpret 

or explain the proble!m by developing and 

testing hypotheses about how one part of 

a problem relates to or effects some 

other part. 
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3. The Problem Statement. 

a. A major product of the analysis process 

is the Problem Statement. 

b. A Problem Statement is defined as: 

• A w~itten dooument o~ o~aZ p~esentation 

whioh oomp~ehensiveZy deso~ibes the: 

- natu~e" 

- magnitude" 

- se~iousness" 

~ate of ohange" 

- pe~sons affeoted" 

- spatiaZ aspeots" 

tempo~aZ aspeots" 

of a p~obZem using quaZit~tive and 

quantitative info~ma·tion. It identifies 

the natu~e" e~tent" and effeot of system 

~esponse; makes p~ojeotions based on 

histo~ioaZ infe~enoes; and ~igo~oU8Zy 

attempts to estabZish the o~igins of 

the p~obZem. 

c. In criminal ju~tice planning agencies Proble 

Statements vary greatly in terms of length, 

content, detail of analysis and ultimate use 

• Some Problem Statements consist only of a 

single paragraph in a comprehensive plan • 

• Other Problem Statements may constitute 

major research reports. 
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d'. In this course, when we talk about a Problem . Not. and Commet'ltl 
~--~----~~-

statement we refer to a relatively detailed, 

comprehensive document following an outline 

such as the one shown in the Student Guide 

on page II-~-2a 

• This is not to suggest that shorter or 

less detailed Problem Statemen'ts are 

necessarily inadequate for many purposes. 

• However,when developing a program a 

great deal of information about a problem 

is required. 

e. Question to the Participants: Have some 

of the participants describe the kind and 

level of information received from the 

problem statements they work with. Probe 

their satisfaction with the statements they 

receive. 

The ·Role of the Program Developer in Assessing 

the Adequacy of Problem Statements. 

a. In the discussion to follow we will lay 

out. some criteria to use when assessing 
Ij 

the information in a Problem St~tement. 

b. Recognizing that different agencies use 

Problem Statements for different purposes, 

and that some agencies produce Stateme~ts 

with different levels of detail, this d,~s-
1/ 

cussion also at}plies to the information' that 

the program developer gathers on his or her 

own, regardless of the source. 

------- ----

o • 

() I> 

() ., 

o o 

o 0 

o 0 

.() \' 

c. Be.fore discussing th~_ kind and level of 

information need~~:{ in program development, 

this is a good; place to discuss the role of 
/. -.-.'--. 

the program ,~eveloper during this early 

phase in th~ program development process. 
I 

• I. 

d. The course/is built on the premise that the 

program df)ve~.oper could be almost anyone 
., 

in a plar{!ning .agency. 

• In the survey cond~cted in the design 

of this course it was found that everyon 

from the agency director to the statis

tical analyst might become involved in 

the process, alone or as part ·of a team: 

e. Because of this, the course assumes that 

the program developer could play anyone 

of a variety of roles: 

• The program developer, could be a full 

decision making participant with a 

major say in the structure and design 

of the program. 

• Ttie program devel.oper could be a staff 

member, responding to'the wishes and 

demands of decision-makers, but with. 

very little in the way of an independent 

voice in those decisions. 
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• The program developer could play a com

bination of roles, i.e., having the 

status of an informed advocate based on 

his or her technical or substantive 

expertise, but without the power to 

make the final decision. 

f. Given the premise that the program develope 

needs a certain level of information in 

order to do his or her job, how do these. 

roles affect the assessment of Problem 

Statements or other sources of information? 

g •. If you are a full decision-makar'in the 

program development process you have an 

obligation to insure that the program is 

based on an;adequate level of information. 

• You may not be responsible for making . 

that assessment yourself, but you should 

have a hasis for guiding the assessment 

of others or insisting that a greater 

level of analysis be completed. 

h. If you are a staffer, responding to the 

needs of decision-makers, you should know 

the kind and level of information needed 

as a matter Qf your technical profioiency. 

• You may not make the final decision,but 

you should pOint out any weaknesses in 

the analysis to protect your profes

sional credibility. 
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i. If you act as an info'rmeda'dVo'cate .you 

should be able to assess the Problem 

Statement as a matter of your technical . 

expertise and advise decisionmakers on 

the level of information they should 

require in their decisions. 

j. This course does not suggest that you 

should become an analyst, but it does 

suggest that you have the professional 

skills needed to assess when the informa-

tion is adequate for purposes of program 

development. 

k. Wi th this framework ill mind we can now 

consider what the information needs are 

in relation to understanding a problem. 

5. Assessing the Adequacy of Problem statements. 

a. If the program developer is to use the 

information in a Problem Statement to 

develop priorities, goals and strategies, 

the program developer should be confident 

that the available information is adequate 

for those purposes. 

• Any decisions made on the 1:;'\\I.sis of 

inadequate information have a greater 

chance of being wrong. 

b. There are two primary criteria for ass,ess

ing the adequacy of a ,Problem statement. 

• The Problem Statement should be 

technically adequate in terms of: 

, 
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c. 

- the measures and variables used in 

the analysis, 

- the size and characteristics of the 

sample used, 

- the quality of the research or 

analysis design, 

- the statistics used in the analysis, 

• The Problem statement shou,ld also be 

conceptually adequate, in terms of: 

- the degree to which the Statement 

describes the problem comprehensively 

and accurately, 

the degree to which the Statement 

explains the problem in a logical 

and consistent way. 

The criteria of technical adequacy (i.e. 

sample, design, measures, etc.) is a very 

complex and h~ghly specialized topic, 

beyond the scope of this course. 

• A brief overview of some of the 

major issues relating to technical 

adequacy is contained in the text 

accompanying this module. 

," 

o ~ 
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NOTE: Do not spend 

more than 5-10 

minutes discussing 

the technical ade-

quacy of a problem 

statement. 
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d. Nevertheless, technical adequacy is an 

absolutely mandatory minimum requirement 

of a Problem statement~ 

-e. 

• If the facts are'wrong or the data is 

inaccurate the program developer may 

be building his/her program on an 

entirely false set of assumptions. 

• If the program developer does not 

• 

have the necessary background to assess 

the technical adequacy ofa Problem 

statement he/she should rely on the 

judgment of someone who has these 

qualifications. 

This requirement applies equally to 

any other sources of information used 

in the program development process. 

In this course we will focus on the second 

general criteria - the,conceptual adequacy 

of a Problem Statement. 

Assessing the Conceptual Adequacy' 'of a Problem 

statement. 

a. Conceptual adequacy refers to how well 

the Problem Statement describes and 

explains the problem. 

b. Conceptual adequacy is only a relative, 

requirement. 

• Very few problems in criminal justice 

can be completely described or explained. 
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• Persons may disagree about how well a 

problem has been described or explained. 

• Example: Experts still disagree about 

the reasons why ex-offenders recidivate, 

even after ye~rs of debate and research 

on the issue. 

c. In program development the program developer 

must decide whether the Problem statement 

provides enough description and explanation 

to work with - not whether the analysis has 

answered all possible questions or .doubts. 

d. 

e. 

The first criteria to be considered is how 

well the Problem Statement describes the 

problem. 

• The characteristic of a good problem 

description is that it is comprehensive. 

A way of assessing the comprehensiveness of 

a Problem Statement is to use the definition 

of a Problem Statement as a checklist. 

• According to the definition a problem 

Statement should contain information 

o 

on the: 

- Nature 

- Magnitude 

- Seriousness 

Rate of change 

Persons affected 

II-A-12 
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- Spatial aspects 

Temporal aspects 

- System response 

Future projections, and 

- Origins 

of the problem. 

f. These factors (nature, magnitude, spatial 

aspects, etc.), are called the components 

of the problem. 

g. 

h • 

• Definition: A component of a ppob~em 

is,a condition op an event that defines 

op is aS80ciated with a papticu~ap 

ppob~em. 

The components of a problem may be described 

at different levels of abstraction. 

• 

• 

• 

At the most abstract level they can. be 

described as ~epts; (e.g., deterrance, 

recidivism, victimization.) 

At a more specific level they can be 

described as variables (e.g., type of 

crime, characteristics of the victim, etc.) 

At the most specific level they can be 

described as measures (e.g., rate. of 

robbery per 100,000 population). 

The degree to which a Problem Statement 

contains information on each of these 

components defines how comprehensive its 

description of the problem is. 
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7. Assessing ,the Explanatory Adequacy of a Problem I-_N_o_t __ I_f'id_Co_m_men __ b __ _ 

Statement. 

a. 'In the introduction to this Module we 

indicated that in order to understand a 

problem it was necessary to know more than 

that the problem exists and to be able to 

describe it - it is also necessary to be 

able to explain the problem in terms of 

what causes what. 

b. 

c. 

d. 

An adequate Problem Statement one that 

can be used in program development - should 

attempt to explain how and why the problem 

exists in a logical and complete manner. 

A way to test the explanatory power of a' 

Problem Statement is to break the component 

of the problem described in the Statement 

into four general categories which we have 

labeled: 

• Presumed Causes 

• Primary Effects 

• Secondary Eff~s, and , 
• System Response\\ 

\ The presumed causes o'r. a problem are those 
.~\, . _,_>O~ 

conditions and events t'h.at are 'tho~ght to 
come before and'lead to the expressed 

\\ 

concerns and related events and effects. 

Visual II-C 
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• 

e. 

• A presumedca~~e could be a condition 

such as a high level of unemployment in 

a certain area'of a city, or an attitude 

in the mind of a would-be criminal or a 

group of persons, or any other condition 

which people have suggested to axpl-ain 

why people behave or events happen as 

they do. 

• A presumed cause can also 'be an event 

such as two neighbors having a fight, a 

large factory closing, or an '~xoffender 

being turned-down for a job. 

• A presumed cause is thought to prodUce 

certain problems, such as, for example, 

when a need to support a druq habit 

leads a person ': to buglarize a' home. ' 

• A presumed cause may also contr:ibute 

to a problem i~ that- it may work with 

other factors to produce some character-
• ~V.\ 

1st1~ of the'problem. 

• Example: A desire to avoid detection is 

thoughb to contribute to the fact'that 

burglarized homes are usually unoccupied 

when the burglary occurs. 

Primary effects are those conditions and 

events that directly result from the pre-

sumed causes: 

II-A-1S 
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Nota end Comments • A pr.i,mary effect could be factors such as .... __________ _ 

~ the problem appears, where it. 

appears, and who is involved. 

• Example: In a description of the problem 

of residential burglary, the primary 

effect would be the physical act of " 

burglarl~ itself. 

.' The primary effects are thought to be 

produced by the pres~ed causes of the 

problem. 

f. Secondary effects are those conditions and , 

events that directly result from the primarY 

effects and indirectly result from the 

presumed causes. 

• Secondary effects could be the psycho log-

ical trauma or social consequences of a 

crime. They could also, pe the actions 

taken by a victim as a result of the 

crime (buying a gun, moving out of a 

neighborhood, etc.). 

• Secondary effects can be thought of as 

the long-term costs and consequences o·f 

the problem. 

g. System response refers to those conditions 

and events in the criminal justice system or 

some other relevant system that have an 

effect Ok'l or are affected by the problem's 

o 

.C) 

o 

0' 0 

() o 

c) 0 

o 0 

db 

, presumed causes, primary and secondary 

effects. 

• System response factors might include 

such events as the number of burglars 

arrested, prosecuted and convicted~ or 

the internal procedures of agencies 

responsible for dealing \'lith a problem. 

.' System response factors may have an 

effect on the causes and effects of a 

problem. 

• Example: The fact that the police are 

able to apprehend 'very few persons who 

commit a certain crime may contribute 

to the increased commission of the crime. 

• System re~ponse factors may alao be 

affected by the causes and effeots of 

a problem. 

• Example: A high crime rate may induce 

the courts to impose longer sentences 

on persons convicted of a crime. 

h. For the program developer to have a 

complete explanation of a problem, the 

Problem Statement should contain informatio 

on each of these categories of conditions 

and events. 
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Desk Activity - Identifying and Categorizing 

the Components of a Problem from a Problem 

Statement. 

a. An ideal Problt:!m S'catement ... one followllllg 

an outline such as tl:M'l one discussed 

earlier - will lay-out the c.omponents of ,:I. 

problem so that the presumed causes, 

primary effects, secondary effects and 

system response factors will be immediately 

apparent. 

b. In this desk exercise you will be working 

with a less-than-ideal Problem Statement. 

• Read the instructions i.n your 

Participant Guide. 

• Take 15 minutes to car~y out the 

exercise. 

• At the end of that time we will 

compare answers and discuss the 

results. 

• Are there any questions? (Begin) 
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\1 
~---------------------INSTRUCTOR'S NOTE:------~-------------__ 

In this desk exercise the participants will be 

given a chance to identify 'che components of a problem 

from a fragment of a Problem statement and to then 

place these components into one of the four categories: 

presumed causes, primary effects, secondary effects 

or system response. The brief lecture note preceding 

the exercise explains the rationale behind the exercise 

and what \~(the participants are expected to do. 
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a. Desk Aativity - Identifying and Categoroizing the Components 
of a Proobtem froom a Proobtem statement. 

Read the following segment of a Problem Statement and identify the 
components (events and conditions) described there. List' the com
ponents you identify on the lines below the statement and decide if 
they are a presumed cause, a primary effect, a secondary effect, 
or a system res'pon'se component. 

Statement 

It is estimated that there were 22,100 robberies committed in 
the city in 1978, an increase of 8.4 percent over 1977. Of these, 
it is estimated that 75% were reported to the police. Approximately 
50% of the reported robberies were cI':)mmitted in the street, 40% were 
committed in commercial locations, arAd 10% were committed in private 
residences. The police were able to ~lear by arrest 29% of all 
robberies reported to them. About 58% of the persons arrested were 
prosecuted and 55% were convicted. The estimated monetary 10s8 due 
to robbery was 7 million dollars. In addition, there were 6 deaths 
and 45 cases of serious physical injury resulting from robbe!"ie~. 
The illcrease .i.n the number of street robberies is attributed to'ian 
increasei'n 'the'llumber of unemployed persons in the city and an' 

I 

increase in street gang activity over the last year. The high r~te of 
street robbery has resulted in a significant decline in nilqhtime retail 
buskness activity, and is believed to have contributed to the exodus of 
business to the suburbs. Presumed Cause, 

Primary Effect, 
Secondary Effect, or 
System Response? Components 

1. Robberies Primary Effect 
2. 

3. 
4.' 

5. 
6. 

7. 
8. 
9'. 

10. 
11. 

Robberies reported to police 
Robberies committed in street 
Robberies committed in commercial location( 
Robberies committed in private residences ( 

System Response 
Prim~ry Effect 
Primary Effect 
Primary Effect 
System Re~ponse 
System Response 

Robberies cleared by arrest ( 
Robbers prosecuted ( 
Robbers convic~t_ed~ ______________________ _ 

Monetary Loss 
Life loss 
Serious injuries 

( System Response 
( primary Effect 
( primary Effect 
( primary Effect 

) 

) 

) 

) 

) 

o o 

C) ~() 
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o c 

o 0 
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12. Increased unemployment 
13. Increased street gang activity 
14. Decline in nightime retail sales 
15. Exodus of busines's to the suburbs 

II-A-18c 

Pres:urned Cause 
Presumed Cause 
Secondary Effect 
Secondary Effect 
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c. Debriefing points: the following describes 
the rationale behind the answers in the 
Instructor Guide; 

• Component 1. Robberies - the number of 
robberies is considered a primary effect 
of the robbery problem because it is the 
culminating event--i.e., it is the event 
around which the robbery problem is 
defined. (Note: in a later discussion of 
the boundaries of the problem it will be 
made clear that "problems" are defined in 
a relative sense and are somewhat 
arbitrary--this statement could also have 
been labeled, "the unemployment problem," 
or "the juvenile street gang problem," or 
"the declining business activity problem.') 

• Component 2. Robberies reported to the 
polic~ - the number of reported robberies 
is categorized as a systems resPonse 
component because it is a function of the 

problem affecting the system as well as a 
function of how the system addresses the 
problem. When we use reported crime 

• 

data to indicate whether a particular 

.crime has increased or decreased, we know 
that there is a discrepency between the 
two-~many crimes are unreported. This ma 
be due'to factors related to the crime 
itself (e.g., rape) or how victims view 
the system (e.g., "the police won't do 
anything about this anyway!"). 
Components 3~5. Robberies committed in th 
street, in commercial locations, and in 
private residences - these components'are 
placed in the primary effect category 
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because they further define or describe 
the robbery event itself. They are also 
the immediate effect of specific presumed 
causes relating to how or why a robber 
selects his target (e.g., because he/she 
is young, a member or a gang, unemployed, 

etc.). Information such as this is 
valuable because it will help the program 
developer "target" his effo:j:'ts in terms 0 

locations. 

• Components 6-8. Robberies cleared by 
arrest, prosecut@d and convicted - these 
components clearly relate to how the syst 
responds to the problem. They provide 
indicators of performance for the police 
and prosecutors. 

• Components 9-11. Monatar loss, life loss, 
and serious injuries - these components 
are categorized as being primary effects 
because they i~~ther define or describe 
the robbery event itself. The amount of 
monatary loss is a particularly important , 
factor because in a legal sense it will 
determine whether the crime is a petty 
offense (purse-snatching) or a major 
felony. The same is true of the life los 
and injur:y components--they define the 
seriousness of the robbery. 

• Components 12-13. Increased unemployment 
and increased street gang activity - thes 
factors are defined as ~resumed causes in 
this problem statement because they .are 
presented as plausible explanations for 
why the number of robberies has increased. 
The problem statement might have demon
strated this through a statistical analys' , 
a set of case studies or through the stat 
opinion of a crime'expert. 

Notes and Comments 
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• Components 14-15. Decline in nightime 
retail sales and exodus df business to th 
suburbs - these components are labelled 
as secondary effects of the robbery 
problem. ~hey are not necessarily the 
only secondary effects and they may not 
be the effect only of increased robberies 
However, presuming that the relationship 
is demonstrated they clearly relate to 
robbery in an indir.ect manner. 

d. Remember, there is room for honest 
difference on the way the components are 
categorized. This desk activity is 
aimed at organizing the components wi~hin 
a framework based on the way the problem 
sta'cement describes the problem, Le., 
centered around the robbery problem. 

/; 
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9. Assessing the Logic of a Problem Statement. 
a. Breaking the components of a problem down 

into the four major categories (presumed 
causes, primary effects, secondary effects 
and system response factors) suggests that 
there are relationships between the com
ponents. 

b. In an ideal Problem Statement these linkage 
are explicitly stated and tested in the 
form of hypotheses. II 

• Definition: An hypothe8i8 i8 a 8tatemen 
that a88ept8 a petation8hip among eithep 

aonaept8~ vapiabZe8~ op mea8upe8. 

c. Even when these relationships are not 
stated in the form of an hypothesis they 
are often implied in the Problem Statement. 
• Example: A statement such as: 

"In 15 percent of street robberieEs 
involving juvenile assailants the 
victim was physically injured, com
pared to only 5 percent When the 
assailant was an adult", imlllies that 

there is a relationship between the 
age of the assailant and the probability 
of the victim being injured. 

II-A-22 
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d. The reason why it is important to identify 
relationships between the components of a 
problem is because program developers can 
use these relationships to identify points 
where the program can intervene to affect 

a problem. 

e. 

f. 

• Example: If the problem statement 
demonstrates a strong relationship 
between the' age of the assailant and 
the likelihood of the v.ictim being 
injured, the program developer might 
infer that a program to reduce injuries 
should be targeted at younger offenders. 

By identifying relationships between com
ponents of. the problem the program ~evelope 
can also deduce specific strategies to 

affect the problem. 
• Example: If a Problem statement 

demonstrates there 'is a strong relation
ship between the number of street 
robberies in a neighborhood and the 
level of youth unemployment, the 
program developer could infer that 
an effective strategy might be to 
reduce the level of unemployment or 
provide alternative diversions for 

unemployed youth. 
However, the program developer should be 
very' careful in inferring too much from 
the information contained in a Problem 

Statement. 

• Under ideal conditions the Problem 
statement can only suggest ~ of the 
possible factors that contribute to 
a problem, based on a careful testing 

of hypotheses. 
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• The program developer should keep in 

mind that many factors contribute to a 
given event or condition so that the 
relationship between compon'ents is only 
probabilistic at best. 

• Example: Other factors that m~,gh.:!:, 

contribut.e to the street robbe~r rate 
besides the unemployment rate would 
include available opportunities; presence 
or absence of police in the area or even 
the physical layout of a neighborhood. . ' .. 

g. The program developer should also avoid 
the logical error of assuming t.hat., because 
a strong relationship exists between two 

I 

components of a problem, one factor neces-
sarily caused t.he other to occur. 
• There are many examples of very strong 

statistical relationships that. are 
nothing more than the effect of a 
third factor. 

• Example: Statistically there is a 
strong correlation between the amount 
of ice cream consumed and the number 
of drownings per month. Should 
people who want to go swimming be 
prevented from eating ice cream? 
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--------------------~INSTRUCTOR'SNOTE----------------------~ 

In this exercise the participants will be given an 

opportunity to identify and assess relationships between 

components of a problem as described in a Problem State

ment. The purpose of the exercise is to encourage the 

participants to think logically and critically about the 

way evidence of relationships between components is 

presented in Problem Statements. The instrt.'1ctor will 

walk the participants ~hrough the first half of a Problem 

Statement segment, illust~ating the process. The partici

pants will then work on their own to identify relationships 

in the second hal.f of the segment. At the end of the 

exercise the participants will compare and discuss their 

results and the solution presented by the instructo~. 
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Segment 2: 

t and lIt 

5. Percent of Budget Spent an NultiJer of Vandalism Incidents 
Athletic/Extranrural Activities . 

6. Rate of Academic Failuze NuIIb::r of Vandalism Incidents 
0'. 

7. Pate of Teacher Turnover Nunber of Vandalism Incidents 

8. Pl:Obability of Student Being Student I s Academic Performance 
Involved in Vandalism Incident 

9. ProbabilitY of PerSoo Being PerSon Had Been Dismiss£d or 
Involved in Vandalism Incident SUspeOOed When in Scbool 
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10. Desk Activity - Identifying Relationships 

Between Components in a Problem statement. 

a. Under ideal circumstances a Problem 

statement will present the relationships 

between components of the problem through 

the statement and testing of hypotheses. 

b. However, very often the relationships 

are implied rather than explicitly 

stated so that the program developer 

must determine what the relationships 

are on his/her own. 

c. In this desk exercise we will assess a 

segment of a Problem Statement for the 

relationships it implies. 

• I will walk you through the first 

part ()f the Statement, then you will 

be given a chance to try the same 

process on your own on the second 

part of the Statement. 

• Read throuqh the Statement in your 

Guide o~ page II-A-6a. 

• Take about 3 minutes. 

\ 
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d i Walkthrough Notes and Comments 
• Take Paragraph lone sentence at a time, 

identifying the relationships as indi
cated on the worksheet. 

• In the walkthrough point out the followin 
aspects of each relationship in Segment 1 

• #1. Note that the age of the school 
building appears to have been ,defined by 
whether the building was constructed 
before or after 1965. Why should "age" 
per se be a factor contributing to van
dalism? Is this component 'merely an 
indicator of some other factor, e.g., 
the general physical condition of the 
building? 

• #2. Note ~hat "seriousnes,r was measure 
in terms of the cost to 'Gpe slchools. Is 

'I 

this a reasonable indicatbr of "serious-
ness"? Also note that "gener.al upkeep" 
is defined in terms of the amount of ......... 
money spent on upkeep, not on the actual 
physical conditions in the school. Ask 
if the participants can think of reasons 
why one school spends more on upkeep 
than another (e.g., perhaps older schools 
cost more to keep in repair.) 

• #3. Note that the term "relatively 
larger" is not defined. How big is 
large? A block? An acre? Ask the 
participants if they can offer a plau
sible explanation for this relationship. 
How could the amount of land on whi,ch 
a school is built affect vandalism? 

• #4. Note that the flactor of distance 
is not defined. Also note the ambiguity 
of the term commercial or industrial use • 
This could be almost anything from a 
"Mom 'n'Pop" corner store to a shopping 

center. 
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• General Note of Segment 1: Ask the 
pa.rticipants if" they could think of 
some factor which would account for the 
relationships noted in Segment 1. 

e. After the Walkthrough the participants 
are to work on Paragraph 2 on their own. 
• They should be allowed 10 minutes to 

complete the work. 
f. Debriefing 

• At the end of 10 minutes the Instructor 
asks the participants to stop working 
and asks for volunteers to report their 
answers. 

• Any differences in answers should be 
compared and discussed. 

• If the participants do not develop the 
correct solutions the Instructor should 
provide the correct solution using the 
completed form. 

• Debrief on the following points if they 
are not brought out in the partioipants' 
discussion: 

• #5. Note that one plausible ,explanation 
for the relationship could be that 
schools that do not provide outside 
diversions for their students may not 
invoke much in the way of "school pride" 
.and thus are more likely to become the 
target of vandals. An alternative 
explanation could be that schools which 
can't afford to spend money on extra
curricular activities are likely to be 
located in poorer areas of the city with 
higher vandalism rates. 
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Notes and Comments • *6. Note that this relationship suggest J----------..... 
several plausible explanations; Student 
who flunk out of school are likely to 
take revenge by vandalizing the school~ 
poor schools tend to fail more students 
and also lose the respect of o't.her 

students~ schools with poor academic 
performance tend to be located in poorer 
neighborhoods where vandalism may be 

generally more prevalent. 

• #7. Note that "high teacher tllrnover" 
is a relative term - how "high" is "high'? 
Ask the participant.s if they caln suggest 
some explanations for this relationship. 

• #8. Note that the evidence presented 
here could only relate to students who 
were caught. Is it possible that 
students who aren1t caught represent a 
different population? Perhaps school 
authorities are more likely to suspect 
students with poor academic performance. 

• #9. Same comment as in #8. 
• General Note on the Debriefing: In the 

debriefing note that the relationships 
in the Problem Statement suggest certain 
causal linkages between components of 
the problem. However, be certain to 
emphasize how easy it is to fall into 
a logical trap of assuming that one 
factor caused another. 

The Boundaries of a Problem. 
a. The final 'aspects of a Problem Statement 

to be assessed are the boundaries and 
the level of the problem described in 
the Problem Statement. 

.. 
End of desk aotivity 
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b. When a problem or a concern is identified 

the analyst must decide where to place 

the limits on the analysis. 

• Problems do not exist as discrete or 

neatly bounded entities, but intersect 

and overlap with other problems, events 

and conditions. 

• Problem boundaries tend to be defined 

by the way the problem is first pre

sented. 

• Example: Take the relatively common 

crime of street robbery. If the analyst 

starts out by defining the "problem" 

as street crime he discovers that a 

major presumed cause of the "problem ll 

is drug abuse and a major secondary 

effect is a general fear of crime ~mong 

the citizens. However, the analyst 

could have also defined drug a.buse 

as lithe problem" in which case street 
, . 

. ~6bbery becomes a secondary effect 

and - perhaps - organized crime activity 

becomes a presumed cause. 

• In general, IIproblems" are in the eye 

of the beholder - the problem is (or 

can be) as big or as· small as the 

analyst or a decision-maker wishes to 

make it - which is why it is pointless 
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to demand that Problem statements cover 
the "whole problem". There is always 
one mor2 component or aspect of a prob
lem that could have been covered. 

. c. The final judgement about the adequacy 
of the ~oundaries set by the Problem 
Statement must be based on ar, i''ltangible 
quality called "professional judgement" 
which is grounded in: 

• Appreciati~n of the limits of problem 
analysis. 

• App;:eciation of the need to act even 
in the absence of complete information. 

• Appreciation of the difficulties that 
may be created if the problem's bound
aries are accepted as stated. 

12. Setting Pr;Lorit:i.es Among a Set of Problems. 
a. The discussion of boundaries illustrates 

an important po~nt about program develop
ment - problems cannot be viewed in a 
vacuum, but must be assessed in relation 
to all other problems in the criminal 
justice system. 

b. TJiewipg' problems in relation to one. 
another means that some problems must be 
judged more important or more urgen\::., 
than others, i.e.1 pjoblems should be 
set in. some order of p:dori ty. 

c. Prio:dty-setti~'.g means making three 
different decisions: 

;) 

• Do we deal with this problem at all? 
• If we decide to address the problem, 

do we do so now or ~t some t~me in 
,.the fU'i!.ure? 

• If we decide to deal w:i,th the problem 
now, how ~uch effort do we want to 
make? 

.) 

o 
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the question, "Is this really a problem?" 

• Almost anY,situation can be s~en as 
a problem if it is viewed from a 
certain perspective • 

• However, if enough information is 
gathered and analyzed a reasonable 
person can decide whether a "problem" 
J~eally exists. This is what we have 
been discussing i~ the first part of 
the lecture. 

e. The second decision (should we address 
the problem now or later?) involves 
answering the question, "What are the 
consequences of dealing or not dealing 
~ith this problem now?" 
• Every problem involves some costs to 

someone (e.g., crime victims, the 
reputation of the criminal justice 
system, etc.). The longer a problem 
exists, the more costly it becomes. 

• However, a decision to deal with one 
problem now often means not dealing 
with some otther problem until sometime 
in the future. Very often this 
decision involves a comparison of 
relative costs, long-term and short

term. 
• Question to the Participants: How 

do you deal with decisions like this 
in your agency? Give an example. Do 
y~~}l try \':.,0 rank problems? Do you deal 

~ , . 
with all p~~oblems at 'f;he same tl.m~? 
What procedures do you follow? 
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f. The 'third decision - how much effort should, 
we devote to solving a particular problem? -
is similar to the previous decision. 

• A decision to devote a great deal of 
effort to one problem probably means 
that another problem will receive less 
attention. 

• Question to the Participants: How do 
you decide how much effort to put into 
solving a particular problem in your 
agency? Give an example. Po you try 
to give all problems equal attention? 
What factors gO into the decision? 
How is the decision made and who makes 
it? 

g. In the text to this module there is a long 
discussion about different ways to set 
priorities among problems. In the remaining 
discussion we will focus on one particular 
decision - the decision'ibout whether to 
address a problem through a project or 

; a program. 
13. Selecting Problems for, Programmatic Treatment. 

a. Whatever the process used to set priorities 
among problems, among the decisions. to be 
made is the selection of those problems 
that require or deserve programmatic 
treatment. 

• ~ot all problems presented for consid
eration require the kind of detailed 
planning outlined in the course. 

b. The criteria for selecting problems for 
programmatic planning are: , 
• The problem to be addressed should be 

we1l-und~rstood. 
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• The problem should be important and 
should be seen as such by decision
makers, particularly in relevant 
operating agencies. 

• The problem should be subject to com
prehensive and system-level treatment. 

c. The level of understanding about the 
problem should be relatively complete. 

• The program developer. and decision
makers should be confident that the 
analysis of the problem was carried 
out correctly in a technical sense. 

• An assessment of the Problem State
ment should indicate that the problem 
'a~a1yais is conceptually complete, 
comprehensive and logical. 

• There should be agreement that the 
problem is a problem based on the 
analysis. 

d. There should be agreement that the problem 
is important. 

.' The evidence in the Problem Statement 
should suggest the need to address . 
the problem now. '., 

• The evidence should po~nt to concrete 
costs to the public, the crim~nal 
justice system or some other group. 

• The evidence should indicate that 
.the consequences of not addressing 
the problem would be more unfavorable 
than not addressing some other, 
competing problem. 

• The problem should 'be perceived as 
important"by relevant decision makers, 
pqlrticular1y those persons who are 
affected by the problem or who would 
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be affected by any effort to solve the 
problem. 

The problem should be large enough or 
varied enough to require a comprehensive 
system-level response. 

• This critlerion relates back to the issue 
of problem boundaries discussed earlier 
in this Module. 

This criterion is not precise because 
it largely depends on the experience 
and professional judg~ment of the 
program developer. 

• Problems that can be handled within a 
single agency, or that appear to be 
resolvable with a few short remedies do 
not require the type planning suggested 
here. 

• Problems that span several levels of 
the system and which require a variety 
of approaches are good candidates for 
program development. 

• Problems should be selected which would 
require an extended level of effort over' 
a period of time. 

• Example: A problem relating only to 
the slow response time of police to calls 
for. service could probably be handled 
within the police department itself and 
need not be made the subject of a program 

• Example: A problem relating to a high 
rate of recidivism among juvenile 
offenders would possibly. present th~ 
type of system-level response entailed 
in a program. 

(I 
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Ultimately, the judgement of the program 
developer and other decision-makers will 
dictate where the appropriate level and 
boundaries of problems to address are and 
which problems are worthy of being handled 
through the program development process. 

14. Review: Assessing the Adequacy of a Problem 
Statement. 
a. We will now briefly retrace the various 

tests we have suggested for assessing 
the adequacy of a Problem Statement. 

b. Technical adequacy. 

• Questions to be asked: 
Is the sample (if any) adequate? 

- Are the measures and variables 
used suitable for the questions 
being asked? 

- Is the research or analysis design 
appropriate to the needs of the Q 

analysis? 

- Are the statistics used appropriate 
to the data collected? 

c. Conceptual adequacy. 

• General questions: 
- Does the Problem Statement describe 

the problem comprehensively? 
- Does the Problem Statement explain 

;~the problem in a complete and 
d ~ 
'logical manner? 

• ' Specific questions: 
- Is the problem description- comprehen-, 
- sive in terms of indicating the: 

• natur~? 

• magnitude? 

• seriousness? 

• rate of change? 

• persons affected? 

• spatial aspects? 
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• temporal aspects? 
• system response? 
• origins of the problem? 

- Is the explanation of the problem 
complete in terms of indicating the: 

• presumed causes? 
• primary effects? 
• secondary effects? 
• system response factors? 

- Is the problem explanation logical 
in that it st;.ates and tests the: 

• relationships between the compon~nt 
of a problem? 

Are the boundaries of the problem 
adequate in terms of: 

• the limits of prc)blem analysis? 

• the need to act? 
• the consequences of acting on .. 

the basis of the Problem Statement? 
d. The final decision about: the adequacy 

of a Problem Statement m~y or may not 
rest with the program developer - but 
he/she should be aware of the possible 
problems and limitations in the Statement 
before agreeing to proceed to the next 
step in the program development process. 
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Module II 
Developing an Understanding of the Problem 

SEGMENT B: WORKSHOP ON THE 
PROBLEM STATEMENT 

1. Purpose of the Workshop 
a. The purpbse of the workshop is twofold: 

b. 

• To give you an opportunity to apply some 
of the ideas discussed in the lecture, 
and 

• To help you become familiar with the 
problem you will be asked to deal with 
during the rest of this course -- the 
arson problem in a hypothetical planning 
region. 

• Each of you should have read through 
the Problem Statement before coming to 
the training session~ However, you 
will be given one hour to reread the 
material in the light of the lecture, 

and to provide those that have not yet 
read the material a chance to become 
familiar with its contents. 

A secondary purpose is also to help you 
develop a critical and analytic attitude 
toward criminal justice problems -- to 
think about problems from the system-level 
perspective. 

• It is very important that you digest 
as much of the content of the Problem 
Statement as possible. The ideas and 
findings in the Problem Statement will 
be used throughout the week in the 
major exercises. 

2. Workshop Process 
a. The exercise will be 'carried out as an 

extended walkthrough. 

, 
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b. During the walkthrough you will be asked 
to make comments, add suggestions and crit
icisms about the Problem statement. 

c. In general, the discussion of the Problem 
Statement should be guided by the questions 

on the wor~".Bheet in the back of your copy 
of the Pro~lem statement. You should feel 
free to offer insights and comments outside 
these guidelines. 

d. Remember that the focus of this Module is 
on understa~lding the problem in a conceptua 
manner, and that understanding is only a 
relative quality -- be ~riticul;but reason
able. 

3. Note on the Problem Statement 
a. The Problem Sta~ement in your Gu-ide is an 

attempt to reach a compromise between the 
ideal and the material most planners must 
work with in their agencies. 

b. The Statement is probably more ,detailed 
than most Problem StatementlJ currently 
produced, but it is a realistic document 
in terms of the information needs of the 
program developer. 
• The Problem Statement foll.ows the 

outline for a Problem Statement 
found on page II-A-2a of your guide. 

c. The data presented in the Statement is not 
"real ll data in the sense that it is all 
based on an actual city or regio~, but it 
is realistic in that, as much as possible, 
it reflects a composite of national, state 
and local arson data sources. 

4. Turn now to the problem statement. You will 
read through the entire Problem Statement. 
(Step 1). 
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i-----------------------INSTRUCTOR'S NOTE:----------------------~ 

The workshop will be carried out in two steps: 

Step 1: The participants read the Problem 
Statement through for comprehension, using 
the various tests discussed in the lecture 
(1 hour). This is done individually in 
class or wherever they wish. 

step 2: The instructor leads a group 
discussion of the Problem Statement (l hour) • 
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• 
a. YOU will be given one hour to complete 

the reading. You will be asked to do this 
on yo.ur own. You can go to your room, 
stay here, or go to a place of your choice 

b. As you read, make notes on the Statement 
as to its: 

• Comprehensiveness of Description. 
• Completeness and Logic of Explanation. 
• Adequacy of the Scope of the Problem 

as described. 
c. Use the worksheet included at the end of 

the Problem Statement (it can be removed) 
to guide your assessment.' 

d. Return to this room at 

• 
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" S. Debriefing 

a. After the participants have returned, the 

Instructor should lead a discussion of the 
Problem Statement f:ollowing the format of the 

':/ 

Worksheet provided at the end of the Statemen • 
b. Comprehensiveness lof Description. 

• Does the Problem Statement provide 'infor
mation on each of the components of the 
problem relating to: 

• 
• 

• 

- the nature c)f the problem? 
- its magnitude? 
- seriousness? 

rate of change? 
the persons affected? 

- spatial aspects? 
temporal aspects? 

- system response? 
- origins? 

What other information would be useful fo 
" 

a better understanding of the problem? 
~: the only compone1nt of the problem 
not covered~, in the Problem Statement at 
least to some extent is the "temporal" 
aspects of arson. Most students pick up 
on this point. 

The Problem Statement is:1ielatively 
comprehensive in its description of the 
arson problem. However, students often 
indic~te t~at they would like to have mor 
information on certain topics, e.g., the 
exact location of arson fires by type of 
arson, more about the kinds of persons 
who commit arson or specific types of 
arson. Two points could be made here: 

The program developer must make a 
decision about whether the missing data 

, . 
-' 
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is essential or only in the realm of 
"good to know"; no Problem Statement 
will ever answer every question. 

- If the program developer feels that the 
missing information is essential to the 
development of the program he should 
consider going back to the person who 
prepared the Problem Statement and poin 
out the omission. Within reasonable 
limits the program developer should not 
try to work with inadequate information. 

c. Completeness of Explanation. 

• Can the components of the problem be 

• 

• 

categorized into: presumed causes, primar 
effects, secondary effects, and system 
rr3ponse components? 
Have several participants suggest example 
of each and encourage discussion of the 
way the components were categorized • 
Typical and proper responses for 
presumed causes' include: 
- Profit motive (arson for profit) 
- Revenge 
- Psychological disorder (pyromania) 

Vandalism 
Crime coverup 

- Lack of recreational facilities for 
juveniles (picking up on a concern 
expressed in section 1.2 Source and 
Nature of goncerns (p.3» 

- Lack of public awareness and concern 
• Typical and proper responses for 

primary effects include: 
Number of arsons 
A~son fire losses (monatary) 
Physical injuries and deaths 

- Location of arsons (jurisdiction) 
Characteristics of buildings hit by 
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• 

• 

arson (abandoned, occupied, vacant; 

residential, industrial, commercial, 
schools) 

- Characteristics of arsonists (age, sex, 
race) 

Typical and proper responses for 
secondary effects include: 
- Decreased revenues to local government 
- Local government costs to assist arson 

victims ('unemployment compensation, 
shelter care, small business loan for 
repairs, emergency medical care) 

- Lost jobs and wages 
- Loss of housing and displacement of 

persons 

- Property value and business activity 
reduction. 

Typical and proper responses for 
systems response include:. 
- Number of arsons detected 
- Number of arson arrests, prosecutions, 

and convictions 

- Level of training of persons involved 
in arson con'brol (fire, police, prose
cutors) 

Available facilities for arson control 
(investigative equip~~nt, laboratory, 
information storage) (/ 

- Legal requirements "Lffecting arson 
!I 

(information sharin~~, criminal penal tie ) 
- Lack of centralized authority or 

coordination of different agencies 
- Lack of standardized procedures. 
Note: Some of the concerns expresses in 
1.2 Source and Nature of Concerns were 
not directly addressed in ',the Problem 
Statement, e.g., lack of recreational 
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facili ties for minori t~' youth. However, 
note on p.12 that less than 20 percent of 
all arsons are committed by minority 
persons region-wide and only 24 percent 
are committed by minorities in Central 
Ci ty. However', this may be a good place 
to point out or discuss the "politics" of 
crime analysis and interpretation--is it 
wise to ignore a concern of a prominent 
community leader when analyzing a problem 
or developing a program? 

Debriefing Point: Note to the students 
that by breaking down the problem's 
components into these four categories 
(presumed causes, primary effects, etc.) 
the arson problem is much easier to 
understand, and ultimately to address. 
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d. Logic of Explanation • 

• 
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What relationships between components of 
the problem are described or implied in 
the Problem Statement? 
Have several particip~nts identify and 
explain some of the more important 
relationships in the Problem Statement. 
Some of the more important rel~tionships 
between components of the problem that 
should be noted are: 

the relationship between overinsurance 
and arson for profit 

- the relationship between adolescent 
thrill-seeking and pre-adolescent 
fascination with fire and vandalism 
arson 

- the relationship between ublic attitud s 
toward arson and the willingness of 
persons to serve as witnesses, the 
willingness of juries to con~, and 

the willin ness to take reventive meas res. 
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- the relationship between training levell~,----'----------------~ 
available resources, and t~e ~k of they include the general context of 

public apathy and indifference toward 
the problem 

• 

standardized procedures and policies 
and the performance of the arson contro 
syst!m (i.e., number of arsons detected 
cleared by arrest, prosecuted and con-
victed) 

- the relationship between the proportion 
of arsons detected and whether the fire 
was given a full or only a preliminary 
investigation 

- the relationship between the arrested 
person's age, race, and sex and the 
probability of being arrested for arson 
the relationship betwee~ the type of 

arson (vandalism, revenge, cover-up, etc.) 
and the probability of it being 
detected, cleared, erosecuted, and 
result in a conviciton 

Debriefing eoint: Note that thes6 
relationships are important because they 
provide possible clues for areas of the 
arson problem where efforts could or 
should be targeted. 

e. Boundaries of the Problem., 

• What a~e the boundariea of the problem as 
described and explained in the Problem 

• 
• 
• 

Statement? 

Are the boundaries set too broadly, too 
narrowly, or are they about right? 
Encourage discussion., 

The boundaries of the problem can be 
described as follows: 

- they encompass a variety of presumed 
causes relating primarily to the motive 
of persons who commit arson. 
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• 

they include the way the system respond 
to the problem and the cost of thc!lt 
response 

- they extend to the economic and social 
co,ate of arson relating to employment, 
wages, housing, and busin~ss activity 

Debriefing Point: Many participants have 
indicated suprise and irritation that 
the arson problem was extended to include 
the juvenile and vandalism aspects and 
does not focus more on the arson for 
profit a,spec't as more "criminal" in natur 
This is a valid objection to the way the 

boundaries o,f the problem are stated sinc 
the problem I' as described, overlaps into 
the whole area of juvenile crime and thus 
becomes extremely complicated. However, 
the arson problem is very heavily influen ed 
by the juvenile component inasmuch as 
juvenile arsons appear to'make up the 
majority of arson incidents and arrests. 
Note that there is room for reasonable 
debate over where the boundaries of the 
problem should be located and that one of 
the major policy decisions the program 
developer and decision-makers must make 
relates precisely to this point. The , , 

questions to be answered are: are the 
boundaries workable in terms of addressin 
the problem? What are the cons,equences 
of accepting the boundaries as stated? 
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f. Final debriefing pOints: 

• Remember that no problem can be COm

pletely or comp,rehensively described 
and explained. Conceptual adequacy 
is always a relative feature 'of a 
Problem Statement. 

• The same criteria'which we applied to 
this Problem 'Statement should heap
plied to any other information used 
in program development. 

• If you determine that a Problem State 
ment does not provide a sufficient 
understanding of a problem, you have 
an obligation' to advise decision
makers of,that fact or arrange to 
gather tllte. in,formation needed. 
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Module III: Developing Strategic Goals 
Segment A 

LECTURE NOTES 

1. Review and Introduction. 

a. In the previous module we discussed the 

o problem and indicated that it was important 

for the program developer to have a de-

tailed understanding of the problem he/she 

was attempting to address. 

b. In this module we will discuss the first 

step beyond understanding the problem '-

the step of identifying and developing 

strategic goals. 

c. In this module we will cover the following 

topics: 
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sets of strategic goals. 

• Drafting the goal statement. 

• Preparing the strategic goal decision 
package. 

,d. In the exercise which follows this lecture 

you will be given an opportunity to utilize 

a technique that is very useful in identify 

ing and selecting components of a problem 

that should be addressed through a strategi 

goal - the Nominal Group Technique. 

, 2. The Role of the Program Developer in the 

Development of strategic Goals. 

a. Before we discuss the specific topic of 

strategic goal development it is necessary 

to layout the framework for this step 

in the process. 

b. In the previous module we discussed the 

fact that the program developer might 

play anyone of a variety of roles in the 

decision-making aspects of the process: 

• Full decision-maker. 

• Staff member. 

• Informed advocate. 

c. The selection of strategic goals is a 

major decision point in the program devel

opment process, consequently it is reason

able to assume thatOthe final decision may 
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be made by someone other than the program 

developer himself or herse,l.f. 

d. In this course we will treat the identifi

cation of potential strategic goals from 

the perspective of the staffer and the 

informed ad~'ocate. 

• That is, this step will be treated from 

the standpoint of someone who must 

respond to a higher decision-maker 

(e.g., an agency manager or a super

visory board). 

• The final product of this step will be 

a decision package which could be pre

sented to decision-makers for a final 

determination. 

• If you work in an agency where you make 

or participate in the final decision, , 

the material disc\lSSed here can guide 

you in what to expect or demand of 

persons who work under you. 

Types and Levels of Goals. 

a. In program development a distinction is 

made between diff0rent types and levels of 

goals. A distinction is made between: 

• Normative goals and 

• Strategic goals. 

b. Normative Goals are considered the highest 

order or level of goals. 
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• Normative goals represent those values 

or ideas about where criminal justice 

ought to be going or what it ought to be 

doing. 
! 

• Examples: 

- To reduce crime. 

- To provide a speedy trial to all 

defendents. 

To improve the efficiency of law 

enforcement agencies. 

c. As "ough~" statements, normative goals 

can be made at a variety of levels: 

• Normative goals can be established 

for a single sector of criminal justice 

system or for the system as a whole. 

• Normative goals can be established for 

particular crimes in particular loca

tions, or they can refer to all crimes 

everywhere. 

d. Normative goals can emerge out of a variety 

of situations: 

• No~ative goals may be established 

because they reflect the concerns of 

decision-makers and community leaders, 

(e.g., operating agency heads, super

vis~ry boards, public officials, public 
() 

opinion). 
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• NormatIve goals may be established out 

of the analysis of crime or system 

data; Example: A sharp rise in the 

burglary rate may generate a decision 

that the eriminal justice system ought 

to address,' the problem of burglary • 

• Very often, an analysis maybe ordered to 

confirm or verify that a problem is 

important and should be addressed. 

e. Normative goals are important in problem 

development because they define the level and 

boundaries of programs and the problems they 

address. 

'. Example: A normative goal that establishes 

"arson" as a problem that ought to be 

addressed will generate a different type 

of program thana normative goal f.ocused 

on the problem of setting fires in city 

schools. Similarly, a state-wide arson 

program would set different boundaries on 

the problem than would a city program. 

4. Strategic Goals. 

a. The next level or order of goals are called 

strategic goals. 

• Strategic goals are usually more 

specific than normative goals. 

• Strategic goals represent concrete ideas 

about what can be accomplished in: rela~< 

tion to a particular problem. 
\\ 
J) 
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• Examples: 

To reduce the number of burglaries 

in residential area. 

- To improve the 'ability of prosecu

tors to conduct successful trials in 

court. 

To improve the level of training 

provided to line law enforcement 

officers. 

b. Like normative goals, strategic goals can 

be established at different levels of 

specificity and detai1. 

c. Unlike normative goals, strategic goals 

should reflect a realistic appraisal of 

problems at a detailed level. 

• Normative goals provide a general com-

mitment to do "something" about a 

problem. 

• At the strategic goal level we begin to 

define what that "something" could be. 

Strategic Goal .. is and Objectives. 

a. A distinction should be made between 

strategic goals and objectives. 

• 

• 

As defined, a goal is: 

A desired future state expressed as 

results to be achieved, usually gener

al, and not time-bound. 

As defined, an objective is: 

A specific. cond.i tion to be attained 

by a specific set of activities, 
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stated in time-limited and measurable 

terms. 

• Goals state what is wanted whereas objec

tives state what will be accomplished to 

get to those goals. 

• Goals are stated in general terms whereas 

objectives are stated as spepific measur

able conditions. 

• Goals are not bound to'a specific dead

line whereas objectives are tied to spe

cific activities and a schedule for 

completion. 

b. To summarize the relationship between the 

different levels of goals and the relation

ship between goals and objectives, we can 

s\:ate the followin.g: 

• The normative goal is the highest level 

goal on which the rest of the structure 

is hung. They indicate what ought to be 

accomplishe~. 

• 

• 

The strategic goals represent more spe

cific and concrete statements 'of what 

can be accomplished in order 'to pursue 

the normative goal. 

Objectives are even more detailed and 

specific statements 'of what !!!l.be 

accomplished. They are distinguished 

from goal statements in that they should 

III-A ... 7 

Notes and Comments 

Visual. III-A 

, 

" , 

1 
I 

I 
,I 

1\ ': 
II 
U 
II 
II 
d 
I: 
t.i 

d 
1; 

H 
~ 1 
,j 
)j 
I 
.; 

Ii 
tJ 
Ii 
" d 
!i 
Ii 
" rj 
Ij 

Ii 
)' 
d 
!i 

I', 
i: 
11 
H 
Ii 
Ii 
i , 

rl 
Ii 
It 
11 

II 
I( 

~ 
.-

.. 

r .'\ 

\ , 
• f 

"' -
! . 



, 
i 
f 
,I 

1 
1 
,I 

J 
j 

1 
i 
i 

, !l 
II 
f 
I 
! 

" i 

.. 

be specified in terms of measurable out~ 

comes to be observed within a given time 

frame. Taken to'gether or in sets, the ob

jectives should lead to the accomplishment 

of the strategic goals of a prog,ram. 

6. The Purpose of Strategic Goals in Program 

D'evelopment. 

a. The purpose of strategic goals in program 

b. 

c. 

development is to focus attention on the 

end points of the program. 

Strategic goals perfo~ several functions: 

• They force persons in the process to be 

explicit about the conditions or situa

tions they want to change, eliminate, 

or .', create. 

• They force person~ in the process to 

commit themselves to solving a problem. 

• It creates a common interest between 

different groups and persons. 

Strategic goals make it easier for the 

program developer to begin thinking about 

different strategies to solve problems. 

• They specify the points the developer 

has to reach for the program to 

succeed. 
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• They close off certain options so that 

attention can be better focused. 

.• They provide an opportunity for view

ing the problem and possible solutions 

from a comprehensive perspective. 

7. The Strategic Goal Development Process. 

a. There are three steps involved in strategic 

b. 

goa,l development: 

• Identifying potential strategic goals. 
• Drafting the strategic goal statements. 
• Developing the 'strategic goal decision 

package. 

There are two primary sources from which pote 

tial strategic goals can be identified. 

• Normative goal statements, and , 

• The Problem Statement. 
• Strategic goals should result from a 

eration of both the normative goal 
Problem Statement. 

c. Normative goals provide a source for potentia 

strategic goals in that they reflect: 

• The original concerns which brought the 
problem to the attention of ~ecision-maker 
and may providE! the basis for setting goal • 

• Example: If the problem of juvenile gangs 
was identified because of a rising level 
of juvenile viol1ence, reducing that 
violence is a logical strategic goal 
for the pr09:r.:a:m • 

III-A-9 

Notes and Comments 

i 
i 

I 

I 
t 

I 

'j 

I 

j' 

, 

" , 



/ 

,', 

~ . 
1 .. ( 

I 
<'I i 

I 
i 
I r. 

• The individual or collective wishes of 

decision-makers may also be sources of 

strategic goals - particularly the 

wishes of decision-makers in agencies 

that will implement the program.' 

• Exampl~: If the program developer 

knows that the local court will be 

responsible for administering the 

program to address the problem of 

juvenile runaways, the developer should 

find out what the goals of the persons 

in the court would be toward this 

problem. 

• The standing policies and goals of the 

planning agency may provide additional 

guidance on desirable strategic goals. 

• Example: If the planning agency has 

a policy to minimize the incarceration 

of juveniles,' and this goal fits within 

the general framework of the proposed 

program, the goal should be considered. 

8. Using the Problem Statement to Identify Poten

tial Strategic Goals. 

a. The other primary source of potential' 

strategic goals is the Problem Statem,ellt. 

• The strateg1c goals of a program 

should be based on'a detailed appraisal 

o • 
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of the problem to be addressed as the 

problem is presented in the Problem 

Statement. 

• Specifically, strategic goals should 

reflect the most important components f 

the problem as indicated in the prob

lem statement. 

• By" important components" of the proble 

we mean those critical conditions or 

events, that.appear to contribute the 

most to the problem. 

• A.single Problem Statement may identify 

011e or more important components of a 

problem that should be addr.essed in 

order to solve the problem. 
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• Example: A study of the problem of Visual III-B 

recidivism identified four key 

problem components that largely determi e 

whether or not a person will commit new 

crimes after release: 

- Peer group pressure. 

- Ability to find employment. 

- Economic and psychological support 

systems. 

- Individualized follow-up by someone 

in the community. 

The implication of this study is that, 

if the problem of recidivism is to be 
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significantly addressed each of these, 

components would have to be handled. If 

only one or some of these components are 

addressed it is likely that the problem 

would be only partially affected. 

Identifying the major components of a proLl m 

is a task which must be based on a detailed 

understanding of the problem. 

• There are no f~xed rules or criteria 

which will identify these features of a 

problem automatically. 

• Different persons will disagree about 

which components of a problem are more 

important than others'. 
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• Very often the important components of a prob

lem only emerge after a great deal of 

research, analysis and debate about a 

particular problem. 

There are specific techniques which can 

help program developers and decision-makers 

. reach an agreement oli ·th.e most important 

components of a problem. 

• In the exercise which follows this 

lecture you will practice one such 

technique - the Nominal Group Technique 

(NGT). 

• The text which accompanies this module 
~ :',1. 

will discuss the NGT as well as other 
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techniques of this type. 

Desk Activity - Identifying Potential Strategic 

Goals From a Problem Statement. 

a. To illustrate how strategic goals can be 

identified from a Problem Statement, read 

the abstract of a problem statement on the 

problem of low. conviction rates in your 

Student Guide. 

• Assume for purposes of this exercise 

that the facts in the Statement are all 

correct. 

b. First list all of the components of the 

problem on the lines below the Statement. 

c. Then examine the components and identify 

the two or three most important components 

of the problem. List these on the lines 

according to the printed instructions •. 

d. We will discuss your findings after you 

have finished. Take 15 minutes to com-

plete the activity. 

• Any questions? (Begin) 
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e. Debriefing points: 

• Have one participant read off ,his/her 

list of components. 

• Ask if there are any other components 

that should be included in the list. 

• Ask a second participant to indicate 

What he/she considers to be the most 

important components of the low convictio 

rate problem. EnCOUrage discussion. 

• In the discussion or in a wrap-up of th~ 

activity emphasize the following pOints: 

1. Strategic goals should be developed 

to address the most important compone ts 

of the problem as described in the 

Problem Statement. 

2. The most important components of a pr 

emerge only after the problem has bee 

thoroughly digested and underst.ood. 

3. Persons may not always agree on the 

most impo~tant components of 

particularly when several persons are 

involved in the decision. (This le 

III-A-16 
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was fairly straightforward). End of desk activity 

10. The Importance of Developing Integrated Strate

gic Goals. 
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a. The selection of a 'specific set of strategic 

goals is the single most important factor in 

oC~haping the course of a proposed program. 
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• The strategic goals that are selected 

Will dictate where the program developer 

will look for different strategies. 

• The selection of certain strategic goals 

over others will eliminate a variety of 

strategies from further consideration. 

b. The strategic goals selected for further 

development should refl~ct a basic policy

orientation toward the problem. Among the 

different policy orientations that might be 

adopted are: 

• To attack the presumed causes of the 

problem, (e.g., sale of handguns}. 

• To attack the immediate circumstances 

that are associated with the problem 

(e.g., putting locks on doors to frus

trate burglars)'~ 

• To relieve or reduce the secondary effect 

of the problem (e.g., provi:de crisis 

counaeling to crime victims). 

• To improve the ability of the criminal 

justice system to respond to the problem 

(e. g'., provide traininc;:r, ad<J,i t,ional 

personnel, better equipment). 

• or combinations, of each. 

c. The selection of a set of strategic goals 

can thus be guided by the earlier assess

ment of the problem statement in which the 

i~ 

I 

t 
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presumed causes, primary and secondary 

effects and system response components were 

identified. 

• It is sometimes recommended that the 

primary emphases in a program should be 

placed on those components o£ the problem 

about which the most is known. 

• However, since more is usual,ly known 

abcut the way the system responds to a 

problem the tendency may be to focus 

too heavily on addressing those component 

of the problem and ignore components rela 

ting to presumed causes or secondary 

effects. 

III-A-18 

Notes and Comments 

• Question to the Participants: In your Class discussion 

d. 

I 

agencies what is the general policy-

orientation toward most problems? Has 

there been any change, i.e., away from 

the CJS and more tow.;u;d the presumed 

causes of problems? 
/;)"'\1 

Goals should be selected that" taken tog~,.. 

ther, tend to enhance the effectiveness of 

other parts. 

• The differences between a program and a 

collection of projects ,is not that the 

projects are all supported under the 

same category, but tha,t they work toge- . 

ther in a particular way to effect a 
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common, problem. 

• In recommending strategic goals to 

decision-makers, the program developer 

ShOllld be careful that the set of goals 

presented do not contradict or interfere 

,.,i th each other. 

• Example: A classic case of a program 

with contradictory goals is the program 

to put police qff'icers in schools to re

duce violence and vandalism. In some 

programs the police officers were asked 

to patrol the hallways; looking for drugs 

protecting teachers and property, break

ing up fights; while at the same time 

they were also asked to provide advice 

and counseling to students and improve 

juvenile attitudes toward the police 

department. 

e~ Discussion point: Is it better to select 

goals that deal with the causes, primary 
.. 

effects, secondary effects, or system 

response? When? Why? 

Drafting Goal statements. 

a. The format of a goal statement is: 

• An ,action verb (c.l) followed by 

• A statement of what :is to be ,accomplished 

(b) • 

, 
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b. Examples: 

• A goal of this program is: 

- To (a) reduce (b) the availability 

of handguns to persons under age 18. 

- To (a) improve (b) the promptness and 

quality of medical services to robbery 

victims. 

- To (a) increase (b) the percentage of 

reported robberies cleared by arrest 

by the police. 

c. The characteristics of a good goal state

ment are: 

• Clarity. 

• Specific to the problem (not all-purpose 

standards-and-goals type goals). 

• Reflect agreement among interested 

parties. 

• Flexible. 

• Not restrictive. 

• Not too ambitious. 

• Positive. 

d. A good goal statement should suggest a 

sense of what is desirable and feasible in 

relation to a particular problem. 

• The statement should be positive in tone 
'0, 

and convey a challenge to persons in the 

program. 

• The statement should reflect a realistic 
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sense of what can be accomplished. 

d. Examples: The foll,owing statements reflect 

varying levels of quality in goal statements 

(Ask the participants to rat,e the quality 

of these statements on the basis of the cri-

teria suggested above.) 

• To increase the level of housing security 

against burglaries. 

• To improve t.he employment opportunities 

of newly-released offenders. 

• To maintain basic levels of care and 

service throughout the juvenile justice 

• 

• 

• 

system. 

To provide for the successful rehabilita

tion of all persons in the correctional 

system. 

To reduce the number of prosecution cases 

lost because of inadequate evidence. 

To reduce the increase in the current 

burg'lary /larceny rate by 15 percent 

during the next 5 years. 

• To reduce downtown crime by using team 

poli'cing 

Preparing the Strategic Goal Decision Package. 

a. The selection of a set of potential strategi 

goals is a major decision point in the 

program development process. 

• Based on this decision the program . 
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developer will begin iden.tifying and 

refining strategies to meet the strategic 

goals. 

At this point in the process the strategic 

goals selected for further development a~e 

still only potential goals. 

• Before a final decision can be made more· 

must be known about the logic, feasibilit , 

cost, etc. of the different strategies 

the strategic goals could generate. 

• Consequently, this decision is only the 

first of a series of steps - but it is a 

very important step. 

Because the selection of a set of potential 

strategic goals is an 'important decision, 

it may be necessary to take the decision 

to a higher authority (e.g., a supervisory 

board, agency manager, etc.). 

• Different agencies wi13. have different 

policies about tliis decision. However, 

we are assuming that at some. point the 

program deyeloper will be asked to 

explain how and why certain strategic 

goals were developed. 
(( 

. ) .. i th d\3 To facilitate th1s QeC1s on e program 

developer should prepare a decision package 

which summarizes the work that has. been 

completed to this point, and layout the 

-------------------
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options to the person(s) who will make 

the decision. 

The decision package should consist of 

the following items: 

• 

• 

• 

• 

Thf,~ normative goal statement which the 

stl'ategiq.! goal addresses. 

Abstracts of the portion~ of the 

Problem statement out of which the 

strategic goals were identified. 

A listing and a brief description of 

th~ major components of the problem 

drawn from the Problem statement. 

The strategic goals statements. 

f. An example of such a decision package is 

shown in your Guide. 

• Take a few moments to examine the form 

Are there any questions or comments 

about this form? 

Summary and Review. 

a. We have now taken the first step in the 

development of a program. 

• 

• 

In Module II ,we discussed the impor

tance of developing a detailed under

standing of the problem the program is 

tc:> address. 

In this Module we began to apply that 

k.nowledge to the development of a set 

Clf potential strategic goals;. 

III-A-23 
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See page 24g.:_ 
This format ~s 
taken from the 
management course 
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b. 

c. 

/ 

We also discussed the following topics: 

• The role of the program developer in 

developing and selecting strategic goals. 

• The purpose of strategic goals in program 

development. 

• The different types and levels of goals: 

• 

• 
• 

- Normative Goals 

- Strategic Goals 

The distinction between goals and objec

tives. 

The strategic goal development process. 

Using the Problem Statement to identify 

potential strategic goals. 

• Drafting the goal statement, and 

• Preparing the strategic goal decision 

package. 

After the workshop,'we will begin to use 

these strategic goals to help identify 

s~rategies that will best m~et those 

goals. This will be done in Module IV. 

But first, we need to practice what we 

have learned in this Module. 

III-A-24 . 
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Module III: Developing Strategic Goals 
Segment B 

Workshop on Using the Nominal Group Technique to 
Identify the Important Components of a Problem 

LECTURE GUIDE 

1. Introductory Statement • 

a. In this workshop you will be given a chance 

iII-B-l 

Notes and. Comments 

to practice a technique to identify the most im~ 

portant components of a problem from which 

strategic goals can be developed--The Nomin 

al Group Technique. 

b. Your assignment in this workshop is to iden 

tify the most impo.rtantcomponents of the a son 

problem, bas~d on the normative goal, arid 

the information in the Problem Statement yo 

have read earlier, and to then draft app~o

priate strategic goal statements for three 

of these components. 
~.1 

• You are to ident.ify strategic goals for 
the entire problem of arson--not for one 
component or area of the problem. 

The strategic goal's you develop should be 

consistent with the facts contained in the 

Problem Statement and thenorIrlative goal 

" established for this problem area. 

The goals should also be consistent with 

guidelines discussed in the previous ledtur 

• The goals should be written at the stra-. 
tegic level--indicating what ~ be done 

• You .should develop multiple stJ;ateg.ic. 
goals to reflect the· most important 
component of .the probl.em. 

• The goals shOUld also reflect a gen~ral 
policy-orientation toward the arson 

The normative goal 
statement is given 
to stUdents in the 
workshop 

, 
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problem and tend to reinforce each 

others effectiveness (i.e., try to keep 

the goals copsistent among themselves). 

e. At the conclusion of the exercise - after 

each group has presented its decision 

package, you will be led through the selec

tion of a single set of strategic goals 

which will guide your work through the. 

rest of the week. 

2. Note on Goal-Setting. 

a. In the lecture we emphasized the importance 

of goal-setting in program development -

how the goals will shape the nature of 

the program more than any other factor. 

b. In this exercise you should keep in mind 

that you may be required to live with 

the strategic goals you develop for the 

remainder of the week. 

3. Note on Nominal Group Technique. 

a. YOU1: instructor will lead you through 

the exercise - you will be working in small 

groups. 

b. At the end of the workshop you will present 

the goals you develop after which we can 

also discuss any questions you may have 

about the Technique itself. 

c. I will now asign you to your groups. 

" 
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See Instructor's 
Note 
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~------------------INSTRUCTOR'S NOTE:----------------------~ 

In this exerciser the trainees will be led 

through a Nominal Group Technique process. No pre

liminary lecture of this technique will be given. 

After the partioipants ,have gone through the process, 

a lecture will be given followed by a debriefing. 

This introductory matPXrial covers the preliminary 

administrative arrangements. 

, 
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Module III: Developi~g strategic Goals 
Segment B 

Workshop on Using the Nominal Group Technique to 
Identify the Important Components of a Problem. 

1. 

FACILITATOR'S GUIDE 

Preliminary Preparations. 

a. Read the roster of names of the persons assigned 

to the group, assuring that everyone is in the 

proper group. 

• If a person has mistakenly joined the wrong 

group, direct him or her to the proper 

location. 

b. Check to see that all of the necessary materials 

are available. 

• Flip chart. 

• Masking tape (to mount sheets in full view). 

• Pack of 3 x 5 cards. 

• Felt pens (to record ,items on flip cha~t). 

• Paper and pencils for each participant. 

• Each participant should have a copy of the 

problem statement. 

c. Check to see that the seating arrangement is 

set up so that everyone can clearly see the 

flip chart. 

. ',,-- ..... ~ ........... ...,......."...~'"""'"":' .. i!"-~--"""---:: . .,.. . .,"'.,..~.'~--- --. ~ .. , . , 
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2. Welcoming State~ent. 

a. Read the following opening stClltement: 

"This exercise has two purposes. 
The first purpose is to permit you to prac
tice a useful technique - The Nominal 
Group Technique. The second purpose is to 
have you identify and select the important c 
ponents of the arson problem and to then dra 
strategic goal statements for the components 
emerge as most important out of the NGT proc 

"For the Nominal Group Teohnique to 
work properly it is important that all of 
you participate as fully as you can. It is 
important that we work as efficiently as 
possible. I will keep track of the time and 
let you know when we are taking too much 
time. We have two and one half hours to 
finish the exercise.' This should be more 
than sufficient." 

"The Nominal Group Technique has six 
steps. I will lead you through the steps 
one at a time. Two of the steps involve a 
vote. Keep this in mind as we proceed. 
The final vote will produce the group's 
answer to the question we are to discuss." 

"After we have completed the NGT we 
will draft strategic goal statements for 
the most important components of t~e problem 
and then prepare a presentation following 
the decision package format discussed in the 
lecture." 

III-B-4 

Notes and Comments 
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"For purposes of this workshop, assume 
that we are responsible for developing and p oposing a 
set of strategic goals for the arson problem . . 
in the Central City Region. The Planning 
Commission has established the following 
normative goal: 

'To reduce the number and consequences You may want to 
of arson fires in the Central City Region.' write th~s on the 

flip chart. 
Remember that we are to deal with the entire 
arson problem - not just some part of it." 
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"Would each of you please read the 
~uestion on the top of the worksheet care
fully. " 

"The question to which we will direct 
our attention is:" 

what are the important components of 
the arson problem in Central City, 
as it is described in the Problem 
statement? 

III-B-S 

Notes and Comment •. 

NOTE: Question is 
in the Stude~t Guide 
The rating'sheet for 
the final vote is 

"li'or the next five minutes, after I 
ask you to begin, list your responses to 
question on the worksheet. List as many 
important components of the problem as you 
can thi~k of in that time period." 

on the back of this 
form. Point out that 
the strategic goals 
per se will be devel
oped later. At this 

the point the NGT is 
being used 9nly to 
define the 1mportant 
components of the 

"Please work independently, without 
speaking or interrupting the others." 

problem! 

o u 

"Work on this question for the full 
fi ve minutes. At the end of that time, 0 ' ! 0 
I will ask you to. stop writing and indicate 
how we will proceed." 

"Are there any questions?" See Note 

3. Step 1. 

When all questions have been answered, announce 

that the group has five minutes to write down 

their ideas. 

• Persons who violate the rule on 

silence or non-collaboration should 

be corrected by addressing the group 

as a whole through a repetition of 

the instructions. Do not address 

the person directly. 

o 0 

o o 

o 0 
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~--------------~----.FACILITATOR'S NOTE----------------------~ 

Answer all questions before beginning the. process. 

Make. certain all members are clear about what they are 

to do. However, do not provide examples to clarify the 

process. If a member asks "Is a 

good answer?", your response should be that any idea 

that comes to mind should be written down and that there 

are no correct or incorrect responses. You might also 

suggest to the group that they not focus on anyone 

response for too long, but attempt to generate as many 

good responses as possi.ble (e.g., based on the arson 

problem and consistent with the normative goal.) 
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4. step 2. 

s. 

After five minutes have elapsed, the facilitator 
. . ' 

should ask the group to stop writing, put down 

their pencils, and instruct them on the next 

step as follows: 

"Now that we have had a: chance to write 
down our ideas, we can begin to share them 
with the group." 

"I will go around the room and ask each 
of you to read ~·of your ideas to the group~ 
The idea will be written on this flip char.t. 
Put off discussing the ideas until all of them 
havE! been recorded." 

"If someone else provides an idea that YOll 
feel is the same as one of your own, do not 
repeat the idea but provide onenot'already 
given. Ifsomeone's idea leads you to think 
o~ an addi~ional i~ea, yo~may add it to your 
l~st. I w~ll cont~nue to go around the group 
until all ideas have been presented." 

.. 
Step 3. 

After all ic;teas have been recorded, the leader 

should lead the group through a serial discus

sion of each item. The trainees should be 

instructed as follows: 

"Now that we hllVe listed out' ideas, we can 
begin to discuss each in turn." 

"The purpose of the discussioh is to insure 
that we all understand the meaning of each idea. 
Also, we can use this opportunity to give 
reasons why we might agree or disagree with 
particular ideas." . 

"We can take up to 20 minutes to discuss 
these ideas. Please do not spend too much' 
time on anyone item, so we can cover each in 
that time." 

"I want to encourage everyone to partici- ' 
pate, but do not feel obligated to speak unless 
you have something·to say about an item - even 
if it is one which you suggested." 

--------~------
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_----------.----FACILITATOR' S NOTE:-~----------. 

Be certain to number each idea as it is presented. 

Record the res'ponse as quickly as possible in the words 

of the person providing it. If the idea is not expressed 

in a short statement, try. to have the person reword' it in 

a shorter form. Do not try to edit or comment on state-

ments or eliminate, any ideas out of nand'~ Make certain 

the author of a statement is satisfied with the way the 
<;. 

idea is worded on the chart. If more than one .sheet is 

needed, tape each sheet onto the wall where they can be 

clearly seen. 
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b. The leader should indicate the first idea 

and ask: 

"Are there any questions or 
comments about this item?" 

6. step 4. 

a. After every idea has been discussed and 

clarified t.o everyone's satisfaction the 

leader should indicate that a vote will be 

taken on the items. The facilitator should 

begin passing out the 3 x 5 cards and in

struct the participants as follows: 

"Each of us should have "N" 3 x 5 
cards in front of us. Carefully e}{amine 
the list in front of the group and select 
the "N" components of the arson problem you 
consider to be the most important." 

"In any order, write the number of 
the ideas you select on the cards, one 
number per card. Place the number in the. 
upper left hand corner of the card. After 
you have placed a number on each card,' go 
back and write the corresponding 
component on the card. You may take up 
to 10 minutes to make your selections and 
record them on the cards. Consider care
fully before you make your selection." 

"When you have completed your selec
tion and have written the statements on 
the cards, please sit quietly and wait for 
the others to finish." 

h. When everyone has finished selecting and 

recording their items, the facilitator 

should instruct the group as follows: 

"Spread all of the cards out in 
front of you so that you can read each 
idea." 

"stuc:3,y the cards carefully and select 
the compoiients of the arson problem that you 
consider least important." 

. " 
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See Note 

"N" should be about 
40 percent of the 
total number of 
items up to a max
imum of 9 items. 

tllustrate the 
recording of the 
item number by 
holding up a 
sample card. 

/'/ 

The selection of 
items should not 
begin until all 
questions have 
been answered. 
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~---------------------FACTILITATOR'S NOTE:---------------------

In leading the discussion the facilitator should 

enforce the rule that commellts only be made to the group 
-, 

as a whole and not to specific individuals. The facili-

tator should permit disagreements to be aired but should 

not permit two persons to argue over a point any longer 

than necessary to get all views out into the open. 

If no one comments on an item the facilitator may 

make a commen't or ask another person to 'explain what 

their understanding of the item is. The facilitator 

should not rush the 'discussion or purposely cut off 

someone with a comment. However, it may be appropriate 

to reduce overlong explanations. At the point where 

the same point is being repeated the facilitator should 

move the discussion on to the next point. Whenever 

possible the facilitator should' allow the group to pace 

itself. 
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"In the lower right hand corner of that 
card, write the number "1" and underline 
it three times." 

"Place the card aside, face down 
and select the component you consider to be 
the least important of those remaining. 
Write "2" on that card." 

c. When all the cards have been numbered, the 

£acilitator should collect all the cards, 

shuffle them and begin recording the vote 

on the flip chart. 

• A trainee seated near the front may be 

recruited to read off the results while 

the facilitator, records the vote. 

7. step 5. 

a. After the vote is tallied, the facilitator 

b. 

should take a few minutes to allow the 

trainees to study the vote. The facilitator 

should jot down' notes on those items which 
/ 

reflect inconsistencies or anomolies in 

voting. Then the facilitator should instruc~ 

the group as follows: 

"At this point it may be worthwhU,e 
to discuss the vote we have just taken. 
This is not to force anyone to change his 
or her vqte, but to clarify why people 
voted as-they did." 

"9oes anyone have any comments to make 
about Item iN?" 

,. 
At the end of the discussion, the facilita-

tor, should repeat the opening statement as 

follows: 

III-B-B 
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Demonstrate the 
location of the 
number on a 
sample card. 

continue this pro
cess until all the 
cards have been 
ranked by number. 

See Note 
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~-----------------------FACILITATOR'S NOTE----------------------~ 

The discussion should be focussed on those items 

which present evidence of inconsistency or polarization. 

Items which received consistently high rankings or no 

ranking at all need not be discussed unless someone 

in the group wishes to comment on them. The facilitator 

should not force anyone to justify their vote unless 

the person volunteers to do so. The discussion should be 

focussed on one item at a time with an emphasis on 

explanation rather than argument. Again, the facilitator 

should enforce a rule against direct comments to individuals 

and direct all comments to the group as a whole. The 

discussion should be kept short and not focussed on one 

idea for too long. 
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"Let me repeat again that this discus
sion was intended only to clarify the reas
oning behind the vote - not to force anyone 
to change his or her vote. Indeed, you 
should think carefully before changing your 
vote. If, however, you have been convinced 
by this discussion, you may feel free to 
change you vote." 

8. step 6. 

a. The facilitator should now have the parti-

cipants locate the rating sheet and instruct 

them as follows: 

"For this final vote, we are going to 
use a different method of rating the ideaS. 
Instead of ranking items, we, are going to 
assign numerical scores to each idea." 

"As we did the last time we voted pleas 
select the "Nil components of the problem 
you consider to be most important. write 
the numbers corresponding to those items 
in any order on the rating sheet in front 
of you under the column h~ading labeled 
"Item Number. 11 This is the column on :the 
far left side of the page." 

"When you have selected all of the 
items, please write in the statement cor
responding to the numbe,r under the column 
labeled "Item Description." Be sure that 
the statement corresponds to the number in 
the far +eft column." 

"Now please note the numbers on the 
right side of the page opposite each line. 
The numbers range from Ill" to "10". On 
this scale "I" means that an idea is not 
very important and "10" means that it is 
very important." 

"You may give the same score to more 
than one idea if you think they are of 
equal importance." 

"We can take up to 10 minutes to com
plete this vote. When you finish, please 
sit quietly until the others finish." 

:UI-B-9 

Notes and Comments 

The rating sheet 
is on the back of 
the form with the 
NGT question. 

(Copies can be found 
on pages 17 and 18) 

These items do not 
have i;obe the 
same ones selected 
the first time. 
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b. After the vote is taken, the facilitator 

should ask the g: :6up-';"'1 fold the rating 

c. 

d. 

". \ 
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sheet in half and' colJj.:ict them from each 

member individually. 

• The facilitator may now call a brief 

recess while the results of the vote 

• 
are tabulated. 

If other groups in the same room are 

still working, ,til:! group should be 

asked to leave the room for a fixed 

period. Otherwise, they can speak 

with each other in place. 

During the recess, the facilitator should 

compute the average rating of all items. 

A score should be assigned even if only one 

person rated a particular item. 

When the participants return, the facili

tator should report the results of the 

vote to them indicating: 

• How many persons selected an item as 

being important, and 

• The average score based on the ratings 

assigned. 

e. Based on-the vote, the facilit~tor should 

point out which items received the highest 

average ratings and how many gave each a 

rating. This should be noted on the flip 

chart for everyone to see. 

III-B-lO 
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Divide the total 
ratings by the 
total number of 
people in the group 
(3 nine ratings 
wou,ld average 3,.8 
if there were 7 in 
the group). 

This is the end of 
the NGT. The Goal 
statement drafting 
step is carried 
out in the same 
group, but this is 
not part of formal 
NGT process. This 
must be pointed out 
to the gr0l!P.. 
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9. Drafting the Strategic Goal Statements. 

a. The participants will now draft strategic 

goal statements for the three qom~onents tha 

) ranked the highest in the last vote. 

• If there were ties among the top three 

scores, the tie should be broken by a 

show of hands. Remind the group that 

• 

they may be required to work with one 

of these goals during the rest of the 

week. 

Indicate to the group that they are 

drafting only three goal statements 

becaus.e of time limitations. If this 

were a. real planning body, a statement , 

would be drafted for ~ of the com

ponents of the problem the group 

considered important. 

b. Break the group up into three smaller 

groups and assign each the responsibility 

for drafting one Qf the three strategic 

goal statements. 

'. Have the groups write their goal 

statements on a flip-chart page for the 

presentation. 

• Remind the groups to follow the format 

and criteria discussed in the lecture. 

III-B-ll 
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Notes and Comments Preparing the Presentation in the Format of th.~ ____________________ _ 

Strategic Goal Decision Package. 

a. The presentation before the main group 

l.':hould follow the format of the strategic 

Goal Decision Package discussed in the 

lecture. 

• Blank copies of the Strategic Goal 
Decision Package Form are in the Parti
cipant Guide, page III-S-3, and should 
be used to record their strategic goal. 

• Tell the groups that they must be able 
to cite the particular parts of the 
Problem statement which led them to se
lect each strategic goal. (Page & Secti 

• Remind the groups that they will be 

These forms are 
very similar to the 
form used in the 
management course, 
as shown earlier 
in the module. 

asked to indicate the important,compone~t of 
the problem upon which the strategic 

• 

goal was based. 

Also remind the group that they should 
be able to relate the strategic goals 

back to the normative goal for the arson 
problem area. 

b. After each small group has completed its 

work, discuss each goal and then select one 

person to present each goal and the decisio 

package material. to the main body. 

• . The groups will each be gi verl 15 minutes 
to make their presentation--5 minutes 
per goal. 

c. Direct the group back to the main meeting 

room. 

They should pre
pare a flip-chart 
with the key infor
mation on it. 
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Module III 
Segment B Workshop on Nominal Group Technique, 

FACILITATOR'S GUIDE 

Task Outline 

• Opening Statement 
• Distribute & Read NGT Question 

• Step 1: Silent Generation of Ideas (6 minutes) 
--Instructions 
--Group Writes Down Ideas 

• Step 2: Recording of Ideas (11 minutes) 
--Instructions , , 
--Recording of Ideas on Flip Chart* 

• Step 3: Serial Discussion of Ideas (21 minutes) 
--Instructions 
--Discussion, Idea by Idea 

• Step 4: Initial Vote (30 minutes) 
--Instructions 
--Distribute 3 x 5 Cards 
--Explain Card Format 
--Selection of Ideas 
--Instructions on Ranking 
--Ranking of Ideas 
--Tallying Vote on Flip Chart** 
--Note Discussion Featur~ 

• Step 5: Discussion of Vote (21 (.ninutes) 
--Instructions 
--Discussion 

• Step 6: Final Vote (23 minutes) 
--Instructions 
--Distribute Rating Sheets 
--Voting 
--Tally Vote 
--Announce Vote 

* 

III-B-13 

Dd not eliminate items during the recording of ideas - allow 
the participants to do th.i,.s through discussion in Step 3 •. 

** 
Merely record the votes on the sheet after evey item - do 
not oompute an .average score ·for each item. 
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7: Drafting the Strategic Goal Statements (10 minutes) 

8: preparing the Presentation and Decision 
package (15 minutes) . 
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Module III: Developing Strategic Goals 
Segment B 
Workshop on Nc>minal Group Technique 

1 .. 

2. 

3. 

L,ECTURE GUIDE (continued) 

Introduction. 

a. We will now have each of the groups present 

the decision packages they developed in the 

Nominal Group T.echnique Workshop. 

b. Each group will have 15 minutes to present its 

goals, after which we will debrief on both the 

goals and the NGT, and then select a final set 

of goals which we will then work with for the 

remainder of the week. 

Presentations. 

Debriefing on the Goals. 

a. For the next several minutes I would like you 

to critique these goal statements in relation 

to the guidelines discussed earlier in the 

lecture. 

b. In critiquing each goal statement recall the 

criteria we discussed in the lecture: 

e Do they appear to be based on the 'data 

• 

• 
• 

presented in the Problem Statement? 

Do they reflect important components of the 

arson problem? 

Do they address the normative goal? 

Do they follow th~ format of a good goal 

statement? 

"> __ "",,,,~"~~' _. __ •• __ ._._-~ _-. __ ""~"""""''''''''-~'''''''''''''''''''''=''''_, ___ ;,0_-...._ .. -..."' __ ,. 
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Hav.a the partici
pants leave their 
goals mounted 
before the group 
a·fter each pre
sentation 
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• Do they have the characteristics of good 

goal statements: 

- Clear? 

- Specific? 

- Flexible? 

- Not overly restrictive? 

- Not overly ambitious? 

- positive in tone? 

4. Examples of Appropriate and Desireable Products. 
a. Strategic Goal Statements. 

• To reduce the number of arson fires set 
by juveniles 

• To increase public awareness of the 
arson problem 

• To increase the public's cooperation 
with arson. control efforts 

• To improve the ability of arson control 
agencies to detect, clear, and prosecute 

arson cases 
• To improve the level of cooperation and 

coordination among arson control agencies 

• To reduce the personal and economic costs 
of arson to businesses'and individuals 

b. Major Components of the Arson Problem and 
Citations in the Problem Statement. 

• 
• 
• 

The large number of arsons committed by 
juvenile fire-setters (p.30) 
The lack of public awareness of the arson 
problem (p.30) 
Th'e lack of cooperation by the public wit 
arson control agencies (p.25&26) 

• The unfavorable performance of arson cont 1 
agencies in detecting, arresting, 
and convicting arsonists (p.28) 

, 
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• 

• 

The lack of cooperation among arson 

control agencies (p.27) 
The level of personal loss to citizens 
caused by arson (p.28) 

• The lack of resources available to 
arson control agencies (p.27) 

c. Relationship, of Strategic Goals to the 
Normative Goal. 
The Normative Goal is: To reduce the number 

and consequences of arson fires in the 
Central City Region. 

The following are two examples of how strateg'c 
go-als can be Shown to relate to this 
normative goal: 

• strategic Goal: To reduce the number of 
arson fires set by juveniles - This 

strategic goal addresses the component of 
the problem which contributes th~ most 
to the number of arson fires in the 
Region - the juvenile arsonist. 

• Strategic Goal: To increase public 
awareness of the arson problem - The 
lack of public awareness is thought to 
contribute to.practices by the public whi h 
provide opportunities for arsonists. 
By addressing public awareness, this 
strategic goal would attempt to 
reduce these opportunities and thus, the 
number of arson fires. Simila~~y, the 
increased public awareness might 
lead to practices which reduce the 
personal costs and consequences of 
arson to individuals. 

, . ".--
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5. Selecti:ng a Set ;of Strategic Goals. 

a. In ,the lect'llre we discussed the need to select 

strategicgoa;t.s that reflected a policy-

orientation ancl which tend to complement and 

enhance each other. 

b. From this point on in the process each of the 

three/four work groups will begin to develop 

more detailed strategies to meet a particular 

strategic goal. Taken together, these strate

gies will make up the prog~am we are trying 

t,o develop. 

• Remind the group that in' a real pl.anning 

situation there might be several work groups 

developing different areas of the program 

to meet many more strategic goals. 

c. Since each group will be working more or less 

independently it is important that they start 

out with a coherent and consistent set of goals 

, 
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d. The instructor should lead the group to select 

a set of three/four goals from among the lists 

of goal statements presented to the group. 

• Each group snou1d have at least one of its 

goals selected in the final set. 

• The selection should be made by consensus 

of the g'roup. 

• 
• 

Encourage discussion if disagreements arlbse. 

The group ~hou1d be encouraged to be explic 

it about the rationale for selecting a par

tiC\~llar set of strategic goals. 

Debriefing on the Nominal Gro.up Techn:i,que. 

a. In this workshop we used the Nominal Group 

Technique to identi~y important components of 

the arson problem., 

• The NGT could also be used to set priori tie 

between problems or identify possible 

strategies. 

h. A detailed discussion of how the NGT is 

carried out, why it is carried out as it is an 

some of the issues relating to its use, is 

included in the text for this course. 

c. Now, are there any comments or questions 

relating to the NGT? (You should be familiar 

with the Background Material that follows for 

general support on NGTo). 
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Module III 
Developi~g Program Goals: Workshop 

8ACKGROUND NOTES FOR WORKSHOP #3: Using the Nominal 
Group Technique in Setting Priority Criteria 

1. Background for NGT. 

a. The purpose of this material is to provide 

background information on the NGT. 

b. Familiarize yourself with this material 

so that you can answer questions on the 

technique during the debriefing. 

c. Part:i,cipants should be aware that the 

Text to the course contains infor.mation 

on the NGT. 

2. What is the Nominal Group Technique? 

a. The Nominal Group Technique (NGT) is 

a structured group process which follows 

a prescribed sequence of steps to reach 

decisions. 

b. The NGT is a valuable device for making 

decisions when: 

• The decision-making situation in-

vo1ves ,a very complex problem, and 

• The judgments and opinions of 

several individuals must be co1-

lected, conside~ed and reconciled. 

c. The NGT has been used in a variety of 

settings (e.g., health, industry, 

education and criminal' justice) to 

, 
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make the following decisions: 

• Identifying the elements of problems. 

• Identifying the elements of program 

solutions. 

• Establishing priorities and goals for 

programs. 

d. When it is used properly NGT can produce 

high-quality decisions and a high degree 

of agreement and satisfaction among 

participants. 

3. The NGT Process. 

a. NGT is carried out in small groups of 

between five to nine persons. 

• 

• 

Research on groups shows that this 

range is desirable in order to assure 

that the group's work is productive 

wi thout becoming unmanage'able. 

- More than 5 people are needed to 

provide the breadth of experience 

and independent judgment. 

- When groups of 10 or more are 

used, the process can bog down 

in factional disputes or because 

of the sheer amount of record

keeping involved. 

Groups larg~r than 9 'can be accomodated 

as we will demonstrate later in the 

process. 
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b. The members of an NGT group focus on a 

single question, which has been selected 

beforehand, and are led through a six-step 

process to reach a final decision. 

c. Each step in the process will be discussed 

in detail. Briefly, the steps in the 

process are: 

1. Each participant works independently 

to generate a set of responses to 

the question being considered. 

2. The group leader collects the responses 

of all the participants and records 

them in a fashion that all members can 

3. 

4. 

5. 

see. 

As a group the responses are clarified 

and discussed. 

Each particip~nt votes independently 

on each response. 

The results of the vote are discussed 

by the group. 

6. A final vote is taken. 

4. Preliminary Preparations for NGT. 

a. Befo;e conducting an NGT exercise, there 

are certain preliminary preparations that 

must be made. These are outlined in the 

.Appendix of the Student 'Guide for later 

reference. 
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• Meeting r()oms should be large enough 

to permit each participant to have 

an individual writing space. 

• Participants shou1d be arranged so 

that each can easily see a flip chart 

or some other area where ideas and, 

responses are to be recorded. 

• Each participant should be supplied 

with paper and pencils and a set of 

3 x 5 cards. 

b. Before the process begins, the group 

leader should make an opening statement. 

• The statement should include a warm 

welcome of, the participants. 

• The statement should convey the impor-

tance of each member's participation 

in the process. 

• The statement should state the use 

and importance of the meeting's 

outcome. 

5. Step 1: Silent Generation of Responses 

to the Question. 

\ 

a. The first step in the NGT is to have 

the participants'write their responses 

to the questions silently and 
o 

independently. 
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~--------------------INSTRUCTOR'S NOTE:----------------------~ 

Example of an Opening Statement: 

"I want to thank you for attending this 

Nominal Group Technique process. I appreciate 

the time you have taken to participate in this 

exercise." 

"We have an important objective to accom-

plish in this session. (The specific purpose 

of the meeting should be stated here.)" 

"In our meeting it is important 'that each 

of us participates fully. Each of us is an 

important resource. Our success depends on 

every member sharing his or her insights and 

experience. Our success also depends on each 

of us working intensely while we are together.·' 

"The ideas we generate here will be 'the 
"' ,I I 

basis for malty other decisions now an.d in,F~~~ 

future." 
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b. The leader presents the question to 

the participants in written form and 

asks them to read along as he verbally 

presents it. 

c. The leader then asks the group to write 

their responses in brief phrases or 

statements within a given time limit 

(usually 5 minutes). 

• The leader should ask the participants 

to work silently and independently. 

• The leader should resist providing 

sample answers or responses. If a 

participant asks for clarification 

on what to do, the leader should assure 

him or her that there are no "right" 

answers and that whatever comes to 

mind as a response should be written 

down. 

• The leader sh~uld set an example by 

working on the question with the 

others while enforcing the rule of 
-'\' 

silence and independent work. 
'~ 

Step 2: Recording of ReS~\Onses. 

a. After the time l ' it h\ 1~' d 1m ~!!~~ .... iSpse, the 

leader will record the responses on the 

flip chart so that they are visible to 

the entire group • 
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b. The recorder goes around the table and 

asks each participant to provide one idea 

or response at a time and writes it on 

the flip chart. 

• This process of only taking one idea 

at a time from the participants de-

personalizes the responses and encourages 

the thoughts and ideas of others. 

• The leader should verbally encourage 

persons to write down additional ideas 

• 

on their lists if someone else's response 

gives them a new idea. 

The leader should tell the participants 

to not repeat an idea or response if 

someone provides it before them. How

ever, variations on a response should 

be encouraged. 

• Responses should be recorded as quickly 

ct~~\ possible in the words of the person 

who provided it. 

• All responses should be numbered 

sequentially. 

Step 3: Discussing and Clarifying Responses. 

a. When all of the group's responses have 

been recorded, the leader should take 

the group through a serial discussion 

of each in turn within a fixed period 

of time. 
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b. Taking each response in turn, the leader 

asks the group if there are any questions, 

clarification, agreements or disagreements 

with the response. 

• The leader should not permit the group 

• 

to discuss one response for any longer 

than it takes to air all of the groups 

views or questions. 

The discussion should be aimed at 

clarifying viewpoints rather than 

argumentation. 

• Each response should be given approx-

imately an equal amount of attention. 

• The author of a response is no~ 

responsible .or obliged to defend or 

explain an item. 

8. Step 4: Preliminary vote on the Responses. 

a. After the discussion of all items has 

been completed, the leader should proceed 

to conduct a formal vote on the items. 

b. The leader asks the participants to select 

a number of 3 x 5 cards. 

• The number of cards may vary from 

5 to 9, depending on the number of 

responses on the list. (Nine items 

is about at the maximum limit of 

,~aost persons I ability to accurately 

rank or rate.) 
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c. The .leader as~s the group members to care

fully examine the list of items and to 

select the 5 to 9 items they consider 

most important. 

d. When the participants have selected their 

e. 

f. 

g. 

h. 

items, they should record them on the 3 x 5 

cards by placing the number of the item in 

the upper left hand corner. of a card, (one 

item per card). 

• The leader should clarify that the 

participants should use the· numbers 

on the chart and illustrate the step 

visually. 

The participants should then write the 

phrase or statement on the card corre

sponding to the item number. 

The leader should ask the participants 

to array the cards in front of them and, 

after studying them, select the response 

they consider least important. 

The le.ader should then ask the participants 

to write the number 1 on the item in the 

lower right hand corner of the card and 

underline it three times. 

The card is then turned over and the process .. 

is repeated for the response· ranked next 

lowest among the remaining items (2). 

• The process is repeated until all cards 

have been rated. The last number is 

the same as the number of cards. 

, 
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i. The leader then collects the cards, shuffles 

them to preserve anonymity, and records the 

vote on the chart. (They can be averaged. 

Divide total by number of people in the group 

9. Step 5: Discussion of Preliminary vote. 

a. 

b. 

c. 

The NGT process may be stopped after the 

first vote. 

• If a clear consensus emerges, there may 

be no reason to continue the process. 

However, if no consensus emerges or 

additional accuracy is desired, the process 

may be taken through an additional cycle 

of discussion and voting. 

The leader' leads the group throu,gh a brief 

discussion of the vote focusing on: 

• Inconsistent voting patterns, e.g., 

response items which received a sig

nificant number of both low and high 

rankings. 

• Response items which are perceived 

as having received very many or very 

few votes. 

d. The leader should focus on clarifying the 

reasons for votes and on eliciting 

additional information or logic. 

• The discussion should be brief. 

• The leader should not allow the 

discussion to evolve into a dlebate 

over the vote or force personi3 to 

justify their votes to the group. 

--------_ ... _.- .-- ,,--_ .... ~ 
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• The leadeJ:' should emphasize the , 

need to share reasoning and information. 

• The leader should set a time limit on 

the discussion to assure that all 

items receive equal consideration. 

• The leader should emphasize that 

persons should not feel. compelled to 

change their votes unless they are 

·convinced by the informa't.ion provided 

by others. 

Step 6: Final Vote. 

a. After a brief discussion, the leader leads 

the group through a final vote. 

• The procedure used in Step 4 may 

be repeated, or 

.• An alternative rating me.thod may 

be used which clarifies the difference 

and strength of the members' judgments. 

b. If an alternative rating method is used, 

the participants are asked to individually 

. select 5 to 9 response items'they consider 

most important and to assign a numerical 

weight of 1 to 10 for each. 

• A "1" rating would indica'te very 

low importance; a "10" rating, very 

high importance. 

• Each member works independently 

and silently. 
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• The leader should point out that 

the s~"e weight may be assigned to 

different response items. 

o. After the voting is oompleted, the leader 

oompiles the vote and calculates the average 

rating score for each item and the number 

voting on that i'tem. 

d. The leader then notes the highest average 

plus number voting, next highest, etc. 

This completes the process. 

11. NGT for Groups Larger Than Nine Members. 

a. If the number of persons to be included 

in the NGT is ,larger than 9, the process 

may be modified without distorting the 

results. 

b. Before the question is presented, the 

group is divided into smaller groups 

of between 5 to 9 m~mbers. 

• The groups should be of approximately 

equal size. 

• Assignment to groups should be random, 

or if some feature distinguishes the 

members (e.g., rank, seniority« ex

pertise), the selection should produce 

a balanced mix of persons in eacn g,toup. 

c. Each of the smaller groups will then 

carry out Steps 1 through 4 separakely. ,. 
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d. After Step 4 has been completed by each 

group, a brief recess will be called 

while the leaders compile and reconcile 

the responses and votes of the groups 

as a whole. 

• If two or more groups produce nearly 

identical responses, these items 

should be combined along with the 

votes cast for the items. 

e. The group is then convened as a whole 

and is led through a serial discussion 

of the items as desd~ibed in Step 5. 

f. Following a discussion of each item, 

a final vote is taken as outlined in 

g. 

Step 6. 

The leaders then compile the vote of 

the whole group, announce the results 

and. adj ourn the meeting •. 
., 

Writing the NGT Question. \ 

a. The most important preliminary step 

in preparing for NGT is the drafting 

of the NGT question. 

• An inappropriate question will result 

in a great deal of mental energy being 

devoted to providing unneeded or super

fluous answers. 

b. The drafting of the question should be 

carried out in four. steps: 

\ 

, 
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c. 

1. The objective of the NGTmeeting, 

should be discussed and identified 

in writing by staff. 

2. The staff should draft examples of 

the kind of response items desired 

'in terms of level of abstraction 

and scope. 

3. Alternative questions should be 

drafted which are thought to elicit 

the desired responses. 

4. Each of the alternative questions 

should be pilot-tested by persons 

fiot involved in the drafting of 

the questions or the desired response 

items. 
,i 
I' '.1 

The question which comes closest to 

eliciting the kinds of responses desired 

should be selected. 

• If no question produces the desired 

responses, the questions should be 

refined, redrafted and retested. 

• The question should be drafted so 

as to elicit the desired level of 

abstraction and scope. It should 

not be-draft~ft!; t.o 'elicitapecific 

responses in' a substantive sense. 
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13. Who Should be Selected to Participate in NGT~ 

a. The selection of persons in an NGT 

should reflect the question for which 

b. 

an answer is desired. 

• Persons selected should be able to 

understand and respond constructively 

to the question posed in NGT. 

• The persons should also have a "stake" 

in the outcome of the process. 

Persons should be selected to reflect 
. , 

a variety of relevant viewpoints and areas 

of expertise. 

• NGT can be a powerful tool for bringing 

out several points of view and a great , 

deal of information about a given 

topic. 

.,;, 
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Module lV 
Developing the Logic of Different strategies 
Segment A 

INSTRUCTOR GUIDE 

1. Review and Introduction to Module IV. 

a. In this module we turn a major corner in 

the program development process. To this 

po:int, we have been concerned primarily 

with ~problem. 

b. In Module II we developed an understanding 

of the problem by: 

• Breaking the problem dc)wn into its com-

ponents and putting those components 

into categories. 

• Identifying relationships between com-

ponents, and 

• Locating the problem in relation to 

other pr:'oblems, i.e., setting priorit'ies 

among problems. 

c. In Module III we began to use our under-

standing of the problem to: 

• Identify the most important components 

of the problem, and 

• Select a set of potential strategic 

goals that reflect the most important 

components of the problem. 
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d. In this module we will continue to use 

the understanding we developed earlier; 

but this time we will be looking for ways 

to address the problem. 
~j 

• We can refer to the analogy of ai' 

bridge. On one bank we have the prob

lem. On the other bank are our goals. 

In this module we will start to design 

the bridge that will lead from the 

problem to the goals. 

e. In this module we will discuss the follow-

ing topics: 

• The role of the program developer in 

developing strategies 

• Collecting and assessing information 

on different courses of action 

• The importance of developing alternate 

or optional strategies 

• Defining what is meant by the term 

"strategy" 

• The two approaches to developing 

strategies-- working from the problem 

statement and working'from strategic go ls 

• Assessing the logic of different 

strategies 
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• The importance of integrating strategies 

• Developing the strategy selection deci

sion package 

2. The Role ,of the Program Developer in 

Developing Stra~egies 

Before we discuss the specific steps in

volved in developing strategies, we should 

again keep in mind the context in which we 

are working. 

b. The selection of a set of strategies is 

c. 

another important decision point in the 

program development process. Consequently, 

the final decision on a set of strategies 

may be made by someone other than the 

program developer. 

• Recall again the different roles the 

program developer could play in the 

process: 

- Full decision-maker 

Staff member 

- Informed advocate 

In this discussion we will again assume 

that the program developer must answer to 

some higher authority and that the steps 

taken here are in pre~aration for present

ing the f act.,s and options to a manager or 

superv~sory board. 

, 
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d. The final product of this module will be.a 
decision package which will expand on the 
decis:ion package prepared to select a set 
of strategic goals. This decision package 
will be used by decision-makers to select 
the strategies to be considered further. 

3. Collecting and Assessing Information on 

Different Courses of Action. 

a. Just as the program developer needs a de-

tailed understanding of the problem, so 

too, the program developer needs detailed 

information about the different strategies 

that might be available to him or her. 

b. By information we mean facts about: 

c. 

• Different strategies that have been 

tried before to deal with the same or 

• 
similar problem. 

The best available thinking and evi

dence about these different strategies 

in relation to how they are carried 

out, how effective they are, the prob

lems they encounter or cre.ate and how 

much they cost. 

• Ideas that have been proposed but nevel 

tried in a program setting. 

A major part of the program developer's 

time and effort shou~d be devoted to 

locating and assessing information about 

o ., 
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what others have done or have proposed in 

a given problem area. 

• This information wil~ not only help the 

program devel~per work through the logic 

of his or her own program, but will also 

help the program develop~~r "sell" the 

program to decision-makers and ulti

mately to the persons who will actually 

implement the program. 

• without this information the pro~ram 

developer runs the risk of reinventing 

ideas that have already proved to be 

ineffective, or of repeating the mis

takes of those who have tried an ap-

proach before. 

There are numerous sources of information 

available to the program developer. They 

include: 

• Experts in the planning agency 

• Reports and records maintained by the 

• 
agency 

Persons in other public agencies, in

cluding persons in non-criminal justice 

areas 

• Professional associations in areas 

relevant to certain problems 

, 
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• Research and evaluation literature 

• Professional journals and magazines 

• LEAA-supported information sources (e.g., 

National Criminal Justice Reference Ser-

vice) 

• Professional and private consultants 

• Persons in agencies who have implemented 

programs in the same or a similar area 

e. By tapping these various sources, the pro

gram developer not only expands his or her 

own knowledge about what is pos~£ble, fea

sibl~, etc., but also can idenltify persons 
;1 

and agencies that could or should be in-

volved in the planning or implemel1ltation 

of the program. 

f. The text accompanying this module contains 

a detailed discussjLon of information 

sources and techniques for gathering and 

assessing different types ~f information. 

The participant should examine that discus

sion for more guidance on that subject. 

4. The Importance of Developing Alternate or 

Optional St.rategies. 

a. There is almost always more than one way to 

meet a st,rategic goal and it is important 

that the p'rogram developer consider as many 
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different ways as possible~ There are 

several reasons for this: 

• The greater the number of options avail

able to the program developer, the 

greater the chances ,that he or .she will 

identify one .that best meets the parti

cular circumstances of the problem and 

the jurisdiction. 

• Strategy development is one of the areas 

in the program development process where 

t-he program developer can be"truly cre

ative and innovative. A little reflec-

tion at this point in the process could 

prevent the program from being a "knee

j,erk" response to a problem. 

• In many. instances, the program developer 

will be required to justify his or her 

decision to explore or deve+op one 

strategy over another. By taking a 

broad view of available strategies, the 

program developer will be able to answer 

questions from decision-makers ~ike, 

"Why didn't you examine strategy X in 

developing this program" or "Why don't 

you go back and .try strategy Y?" 
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b. 

c. 

By examining several alternative strat.e

gies, the program developer also can devel 

op a series of fall-back positions if he 

or she runs into serious problems or oppio'

sit ion to a particular strategy. 

The amount of time and effort the progralm 

developer can devote to developing al ter;

native strategies will depend on several, 

factors: 

• The amount of time available 

• The availability of information in a 

particular problem area 

• The willingness of decision-makers to 

consider many different options 

d. HoweVer, whenever possible the program 

developer should avoid leaping too quickly 

from the problem to the solution before 

considering as many options as possible. 

What Is a Strategy? 

a. To this point, we have been speaki~lg about 

strategies in a very general way. We 

should now carefully consider what is 

meant by the term stra~ in this course. 
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• 

• 

Definition: A strategy is a genera~ ap

proach to the accomplishment of a parti~ular 

set of conditions or results implied or 

specifi,ed in a strategic goaL 

Example: Take the problem of reducing 

automobile-related injuries. There are at 

least two general approached to this prob-

lem: • • 'if 1mprov1ng the ability of people to 

avoid getting into automobile accidents in 

the first place, or. reducing the chance of 

injur.y if an accident does occur. In the 

sense of this course, each of these would 

constitute a strategy. 

A strategy encompasses a variety of possible 

interventions or elements. An element is an 

activity or set of activities that implement 

the strategy or some aspect of the strategy. 

• Example: The elements of the strategy to 

reduce automobile injuries by improving the 

ability of persons to avoid automobile 

accidents might be such activities as: 
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- Providing driver education 

- Making roads safer to drive on 

- Improving 'i:he handling of automo,biles, 
:, ) 

• An element might be a singl~ project or 
a set of projects performing the same 

activity (e.g.,prc~idin~ shelter to 

juveniles). 

• An element might also be a single acti

vity performed only once (e.g., submit

tirig a draft of ~. new law to the state 

legislature). 

c. At this stage in the program development 

process, we want to remain at the level of 

the strate3X, rather than dropping down to 

the level of s~ecific element~. The reasons 
\": 

for this are: 
; 

• We want to maintain ~ broad perspective 

at this stage to insure that a variety of 

possible strategies are considered. 

• It' is easier to eval~ate' the basic logic 

of a strategy at this level rather than 

,becoming embroiled in the details, of 

specific interventions or elements. 
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Emphasize the point 
that an element does 
not equate (neces
sarily) to a project. 
It is important that 
the student clearly 
unt":,i:;-stand that 
ele~nents can be very 
simple or broad and 
need not always 
invol ve creati.ng a 
new organizatibn, 
finding new funding, 
or new personnel 
(e.g., changes in 
administrative rules 
or procedures could 
constitute an 
element, butqould 
not be reasonably 
considered a 
project). 
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6. The Two Approaches to Developing Strategies 

a. There are two basic ways to develop a 

b. 

strategyr. 

• 

• 

Working forward from the facts of the 

probliam toward the goals. 

Working backward from the goals to the 

solution. 

Under ideal circumstances, the program 

developer should be able to work almost 

entirely from the facts of the problem in 

the Prob~em Statement to develop strategies. 

• A well-researched Problem Statement will 

layout .not only what the problem is 

(i.e., describe the problem), but also 

what the factors are that contribute to 

the problem (i.e., explain the problem). 

• With this in'formation, the program devel-
,~ 1/ 

operis task is easy--the strategy to 

solve the problem will be to correct. 

those factors that contribute to the 

problem. 

• ~ampl~: If the Problem Statement indi

cates that the reason Why the prosecutc;>:.:s 

are unprepared when they go into court 

lies in their not having enough time, 

~xperience, training or clerical support, 

)! 
p 
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~-----------------------Instructor's Note--------------------~---, 

The distinction between the two approaches to develop strat 

egies is going to be difficult to maintain unless you kee~, 

reI]1inding the participants that they are two approaches to 

reach the same end point--a program that works. In the 

first approach you have a good problem Statement that 

contains solid information on the nature of the problem. 

Yo'!,., base your Strategic Goals on that !nformati'on and 

then move toward possible interventions--based 

again on the Problem Statement. You are building the 

Program bridge from Problem Statement to Strategic Goals 

(left to right). In the second approach you have a 

weak Problem Statement, arid you must work from your 

Strategic Goals backward to see what kinds of inter

ventions might solve the problem (from right to le'Dt). 

You may want to diagram this for participants and .1eave it 

up for their inspection as you move through this 

~ ___ m __ a_t_e_r_i_a_l_. __________ , _______________________________________ ~ 
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the logical' strategy to solve the .problem 

is to provide prosecutors with more time, 

experi'ence, training, etc. 

c. However, in some instances ,the Problem State 

ment will provide little or no evidence of 

what contributes to the problem, or the ex

planation may be incomplete or questionable. 

In these instances, the program developer 

may be forced to develop strategies out of 

the strategic goals. 

d. Very often the program developer will have 

to develop strategies using both approaches 

at the same time. 

• Recall the earlier discussion about under 

standing a problem--no probl~~ will ever 

be completely understood. 

• Knowing wha;t the contributing facto+s to 

a problem are will not always point out 

obvious strategies to solve the, problem. 

e. The program developer must be prepared to 

use both approaches when necessary. Gbvi

ously, the more informati.on the program 

developer has about theprob~em-- the more 

appropriate the strategies developed will be. 
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7. Desk Activity - using the Problem statement 

to Develop strategies. 

a. A major source of information in developing 

strategies is--of course--the Problem Sta.te ... 

ment, and the analysis that was completed 

in preparing th,e Strategic Goal Decision' 

Package. 

b. The 90mponents of the problem identified in 

the Problem Statement are those factors that 

the program developer may wish to correct, 

change or eliminate in order to meet the 

strategic goal. Correcting these components 

individually would constitute the potential 

elements of an overall str'ategy. 

c. 

'. 

• Example: tf the Probiem Statement iden

tified low morale, excessive workload, 

'and poor pay as components of the problem' 

of ineffective probation officers, ef"; 

forts to correct each of these condi'tions 

would constitute the elements of an over-

all strtitegy that might be labeled 

"Upgrading' per$onnel policies" •. 

By examining the components of the problem,' 

and grouping those components according to 

common types or features, the p~ogram 
,. 

developers can develop an overall strategy 

that encompass.~s each. 

, ... ', 

, ' .. -
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d. Read the decision package in your Guide re-

lating to the "prosecutor preparation" aspec 

of the low conviction rate problem. 

.e. Identify as many different strategies as 

possible to address this strategic goal. 

• Remember to remain at a general level-

don't start out at the level of specific 

i~terventions or elements. 

• Thinkcreatively,--don't be satisfied 

with the most obvious strategies. 

, 
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.f. 

g. 

Debriefing: In the debriefing: 

• Have one or two participants su~gest 

their different strategies 

• Ask for comments from the participants 

about the strategies su~gested 
Explanation of Proposed Answers: 

• Potential e~ements: Cons~dering the 

fact that prosecutor work'loads are 

believed to be high, one logical elemen 

would be to hire more prosecutors to 

handle the load (Element A). Similarly, 

if there is a lack of clerical and 

secretarial support, the logical respon e 

would be to hire more (Element B). The 

turnover problem could be reduced by 

increasing pay and benefits to provide 

incentives for people to stay (Element 

If current stafr is inexperienced, one 

answer would be to replace or supplemen 

them with more experienced attorneys 

(Element D) or provide existing staff 

with more ·training (Element E). The 

obvious remedy for the problem of the 

judicial time limit rule is to mouify t 

rule to a. more reasonable level (Element F). 

Other potential elements to reduce case

loads are to develop a system to better 

allocate and spread the 'W9rk (Element G) 
.\ .. 
\\ 
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,or reduce the workload directly by 

being more selective in choosing Clases 0 

prosecute (Element H). A second elemen 

designed to improve the level of exper

ience among the existing prosecutors 

would be to pair them with more exper

ienced attorneys who could tutor and gu de 

them (Element I). A second element und r 

the tenure problem would be to require 

new attorneys to promise a minimum peri 

of employment when they are hired (Elem 

• Possible strategies: The individual 

elements suggest more gene~~l approache 

to the problem, i.e., strategies. One 

strategy would be to merely add to the 

'available resources, suggested by Eleme ;\;s 

A ~ B (Strategy 1). A second strategy,s 

suggested by Elements E & I~ that is, 

upgrade existing resQurces (Strategy 2) 

A third strategy would be to use availa Ie 

resources more effeciently (Strategy 3) 

as suggested by Elements G & H. A four h' 

strategy would be to replace existing 

resources with people that can do the j 

better or will perform the job more 

reliably (Strategy 4), as suggested by 

Elements D & J. Finally, a strategy co 

be divised to improve th~ retention of 

sources (Strat$!gy 5) or r~ducethe pres 

b 
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on 'existing resources imposed by exter-

nal, events (Strategy 6). Note that onc 

you have identified strategies, they, i 

tUI:n, may suggest new elements. 

th~~y 'may not be supported by the proble 

statement, they may prove to be useful 

should be saved for further considerati 

h. Debriefing Points: In the debriefing 

emphasize the follow.:i.ng points: 

• Strategies should not be made too spe

cific at this point-~,~the program devel-

oper should avoid being too "locked-in" 

to a particular intervention. 

• The participants should try to develpp 

as many different options as possible-

this is the place to be innovative and 

• Although the participants identified 

several potential elements of the dif-

ferent strategies, the focus should re

main on the strategy. The program de

veloper may later choose to expand. 

revise or delete elements under each 

strategy. 

• Emphasize the importance of information. 

In this exercise the paI:ticipants had 

very little information to work with-

recognize that fact. 

IV-;A-20 

Notes and Comments 

~---------------

End of desk 
activity 

o e 

o 

o 

o 

o o 

o 

IV-A-2l 

8. using the Strategic Goal to Identify 

strategies 

a. The second approach to identifying strat

egies is working backward from the 

strategic goal toward the problem. 

• Program developers may he forced to use 

this approach when the problem state

ment does not clearly spell ~ut what 

the contributirlg factors of the problem 

are, or 

• There are no immediately apparent ways 

of affecting the known contributing 

factors. 

• Example: Po!:\;oe departments often com

plain about a Jlack of support from citi

zens in depressed or declin:lng areas of 

cities. Among the factors given for 

this situation is the breakdown in 

neighborhood coh.esion and sense of re

sponsibility for. the behavior of neigh

borhood residents. Many persons believ 

that if residents could be brought to 

feel a greater sense of responsibility, 

the police would receive better coopera

tion and, possibly; the crime rate woul 
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go down in these areas. Obviously, fac ~ __ N_o_t_"~an_d_C_o_m __ m_e_nt_s ____ ~ 

tors such as neighborhood sense of re-

sponsibility and cohesion are not just 

problems for the criminal justice sys-

tem. Moreover, even though a great dea, 

is known about it, it is not clear how 

to go about attacking this problem. 

Given a pr()blem about which ll.ttle is know 

or a problem with no obvious solution, the 

program developer may be forced to develop 

strategies with little specific: informatio • 

• This approach is clearly more experi

mental and thus, much riskier than the 

approach of using the facts in the Prob em Statement. 

• If the program developer is completely 

"in the dark" about a problem or possi

ble solutions--even after a serious ef-

fort to search out information about 

the problem--the program developer shou 

consider the possibility of discarding 

or revising the strategic goal ~, at 

the very least, clearly advise decision 

makers that the ~olution to the problem 

is going to be very uncertain. 

The demands of this approach are 

the same as those for the deductive ~p_ 

proach of using the Problem Statement. ') 

u.o 
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• 

• 

• 

As much information as possible should 

be brought to bear on the process~ 

The program developer should attempt to 

develop as many alternatives as possibl 

and 

The program developer should focus at 

the strategy-level and not jump too 

quickly to specific elements or inter

ventions. 

d. One way of identifying possible strategies 

e. 

inductively is to use a II brainstorming " 

technique involving persons who are know

ledgeable about the problem or "Tho have a 

clear stake in the .program being developed. 

• 

• 

The Nominal Group Techniques can be use 

at this step, just as it was used in 

development of problem components. 

The bibliography to the text of this 

module contains citations of articles 

that outline other techniques for this 

step. 

We will illustrate this process in the for 

of a walkthrough, using the low conviction 

rate problem as an example, 
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9. Walkthrough - Identifying Alternative 

Strategies Using the Strategic Goal. 

a. Preparations: 

• Using a flip-chart or blackboard create 

two columns; one labeled "Potential 

Elements", the other headed, "Possible· 

Strategies. '.' 

b. The strategic goal we will use is the one 

relating to increasing the number of wit

nesses who appear in court to testify. 

c. 

• This goal was developed out of the same 

Problem Statement we discussed earlier. 

• Recall that the Problem Statement did 

not indicate any specific reasons for 

witnesses not testifying, but only 

suggested that it was probably due to 

practical inconvenience and a "poor at

titude" toward the criminal justice 

system. 

In the previous discussio~we noted that 

the program developer should avoid becomin 

too specific in. developing strategies at 

this point in the process. However, it is 

obvious that it is very difficult to think 

about strategy in a general sense without 

having some very specific elements in 

mind. 
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in Module III to 
review the Problem 
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• The problem with being too specific too 

soon is that it tends to block out con

sideration of other alternatives. 

• Unless you force yourself up to the gen

~ral level the natural tendency is to 

become even more specific. 

d. In this exercise we will use the tendency 

to think at the specific level, but in a 

way that will help us develop general ap

proaches to the problem. 

• Take a few moments to think about the 
, 

witness pr.oblem and begin listing ideas 

em how to meet this strategic goal. 

• Be as specific:as necessary. 

~ Allow the participants to think about 

the problem for one minute. 

e. Begin listing the ideas of the participants 

under the "Potential Elements" heading on 

the flip-cha~t or blackboard. 

• Try to take suggestions from as many 

participants as possible. 

• When you have recorded from between 10 

and 15 suggestions, or when .. the )?arti

cipants have suggeBted elements that 

could be fitted under 2 or 3 different 

strategies, stop the process. 
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f. Have the participants examine the list of 

potential elements and instruct them to be

gin collapsing similar elements into more 

general categories. 

g. 

• When all of the items have been collaps 

into 2 or 3 categories, encourage the 

participants to develop labels which 

describe the approach the elements have 

in common. 

• Each of these labeled categories repre

sents a particular strategy for addres

sing the "witness" strategic goal.' 

These strategies should be written in 

under the "Strategy" column. 
Examples of possible and acceptable answe s 

,",'ould be: 

• Potential elements 

A. Providing free transportation to 
witnesses 

B. Providing baby-sitting services for 
witnesses with small children;;' 

C. Provide penalties for persons who 
fail to testify 

D. Pay witnesses to testify 
E. Mount a public campaign to emphasize 

the importance cif testifying when 
called .? 

F. Provide protection for witnesses' 
who are afraid to testify 

--- ~ 
.' 

u 0 
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G. Require employers to provide 
time off for witnesses who testify 

• Possible Strategies 

Provide conveniences to encourage 

witnesses to testify (A&B) 

Provide penalties for those who 

fail to testify (C) 

Remove or reduce practical barriers 

to those who wish to testify (D,F,&G 

Change public attitudes toward 

testifying (E) 

Debriefing: In the debriefing, make the 

following points: 

• This procedure could be carried on for 

a much longer period to generate several 

more strategies. 

• By examining the strategies developed 

in the process other elements might be 

generated which, in turn, might generat 

additional strategies. 

• The process would be helped a great dea 

if persons familiar with the witness 

problem were involved, or if more infor 

mation about the problem were available. 

, 
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• This exercise was intended to demon- , 

strate how it is possible to generate 

strategies in the absence of specifi~ 

information. However, whenever possibl 

the identification of strategies should 

be grounded in specific facts and anal

ysis of the problem. 

Assessing the Logic of Strategies. 

a. Once the program developer has developed a 

set of possible strategies to meet a par

ticular strategic goal; the next step is 

to assess these strategies for their inher 

ent logic. 

b. The purpose of this assessment is: 

• To eliminate strategies which are 

clearly illogical, and 

• To identify potential strengths and 

weaknesses in the logic of. a strategy. 

c. By the logic of a strategy we mean the set 

of assumptions that the program developer 

makes about how the strategy will eventu

ally lead to the accomplishment of the 

strategic goal. 

• The general format of the logic of a 

strategy is: "If I do 'X' then lye 

will be the result." 
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time and be certain 
the participants 
understand fully. 
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• Examples 

- If twice as many poli.ce cars patrol 

neighborhood "A" between 8 and 12 PM, 

then the number of street robberies in 

that neighborhood will decrease. 

If residents mark their property with 

their Social Security number, then 

the number of burglaries will decrease 

If juveniles are provided with recrea

tional facilities, then the number of 

juvenile crimes will go down. 

The program developer should adopt a criti-
, 

cal and analytic attitude toward the logic 

behind the strategies he or she developed 

in the previous step. 

• Specifically, the program developer 

should layout and critically assess 

each of the assumptions stated or im

plied in any strate2Y logic. 

• The rationale should include the stra-
, 

tegic 20al the strategy is intended to 

meet or contribute to, and the normativ 

20al the program as a whole is attempt

ing to achieve. 
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The first step in assessing the logic of a 

strategy is to identify all of the assmptions the 

stra~ makes. There may be only one, or many. 

• A strategy makes certain assumptions 

about the problem being addressed; abou 

the way people think or behave; about 

the effect of certain conditions or 

events on othe~ conditions or events. 

• Example: A strategy to reduce burgla

ries by marking property assumes that 

burglars have a hard time~disposing of 

marked property, and thus will avoid 

taking property that can be identified 

by the owner. 

• ,Example: A st'rategy to reduce crime by I 

making sentences harsher-assumes that 

potentia: criminals will find out about 

the penalties involved in committing a 

certain crime, and will weigh the risk 

in a rational manner. 

• Example: A stra-cegy to improve the 

quality of police reports through more 

extensive training assumes that after 

they are trained, police officers will 

have the time and desire to use the 

skills they learned. 
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f. The second step in assessing the logic of 
a strategy is to test the reasonableness of 
each and every ass~ption made. Among the 
questions that could be asked about each 
one are: 

• Is there any evidence which supports or 
contradicts the assumption? In the Probl 
Statement? In some other source of data? 

• How limited or general is the assumption? 
Is the assumption true only in certain 
cases? All cases? (Example: How many·-
or what percentage-"·of police officers do 
know how to write an accura,te report?) 

• Are there any additional or special condi" 
tions necessary for the assumption to wor 
If so, what conditions? 'How often do the 
occur? (Example: A crime prevention cam
paign assumes that the public is intereste 
in crime--but is this always true?) 

• How close in time are the links between 
events that are assumed, to occur in the 
stratE?gy? (Example: Isa counseling 
session with a parole officer likely to 
a significant impact on an ex-offender a 

-month later?) 

• Are there any other assumptions that could 
be made about the strategy? (Example: If 
I put more police in 'one neighborhood, wha 
will happen to the crime ;ate in other 

neighborhoods?) 
I 

• How many assumptions are there? The more 
steps and the more questionable the assump 

tions in the logic chain, the greater the 
chance for problems to occur and for the 
strategy to not work. 

, 
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g. At this step in the process the program 

developer ,should, focus pr imar ily on the 

logic of the, strategy, rather than the 

practical considerations Which might'make 

the strategy more or less feasible. 

• At this stage the program developer 

should assume that a way can be found 
, 

to carry out the strategy--the issue is 

not how t.o carry it out, but whe'ther it 

makes :sense to carry 'it o~t. 

.. Factors such: as cost, feasibility, prac

ticality, etc. will be considered,lat~r 

in the procesS af'j:er a decision has bee 

made about the logic of the strategy. 

11. Walkthrough'" Assessing 'the Logic of Strategie 
," 1 

a. In the walkthrough we will, us~ the, e~ampl;e 

of tile low,convicrtion rate problem and 

focus on the strategic goal relating to , " 

the failure of witnesses to show up to 

testify. 

Assume that four strategi~s were developed 

to meet this strategic goal: 

• To impose pena,l,ties on witnesses who 

fail to appear; 
I"~ 

e To provide positive incentives to wi't-

nesses to show 11P for court; 
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c. 

--

To impro,re the cor. Ti7enienqe of testifying 

to wi tI1esses; " 

To increase the pu lic's awareness and 

understanding of t:, e imIlortance, of testi-' 
" . 

fying when cal.ied. 

We will work thr.'ough 1:he r:ationale for the 

first strategy II "Imponing penalties on wit

nesseswho fail to tentify." 

d. The logic behind this strategy is: 

e. 

" . Some witnesses do ilOt show up to testify 

becausf~ there is n o'penalty for not tes-

tifying; 

• If a, penalty is ai ::tached to not testify-

ing, ,some people afra,id of the 

penalty and will when called; 

(Strategic goal) 

• If people'show rp wh~n called, they will 

give their eviajende in dourt; and'; 
i 

• The evidence they give will result in 

more convipti~ms (Norma,tive goal) • 
I 

The first, assumr/tion is ,that s()me persons do 

not testify becaus'e there is ti.O penalty in

volved in riot ,testifyin9. 

• Is this a ~easonable assumption? The 

answer is probably ,,/'yes • II The la?k of a 

penalty 'may not be. the only reason why 
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people do not testify but for some people 

it may be the deciding factor. 

f. The second assumption is that if a penalty 

is attached to not testifying, more people 

will show up when called. 

• Is this a reasonable assumption? The 

answer here is not simple. First, the 

people who would be most affected by at

taching a penalty to not testifying are 

those persons who would not testify other 

wise. That is, persons who would testify 

in any circumsl1ances would not care if 

there were a penalty or not. 

• Second, in order for the penalty to be 

effective, people would have to know 

about the p~nalty and, more important, 

woU:,ld have to know. that the penalty will 
\ 

be enforced. That is, the penalty would 

have to be credible to:th~ ~erson. 

• Third, the penalty woul~ have to be 

strong enough for a person to see that 

it would be better for them to testify 

than not to testify. That is, the disad

vantage would have to be greater than the 

advantage of not testifying. For example, 

if a person would lose $200 a day in 
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salary by going to court~and testifyi~g 

and the pen)al ty for not testifying was a 

$100 fine, .most persons in that situation 

would probably prefer to pay the fine. 

• As a purely logical assumption--and 

assuming all of the above condi ti,ons can 

be met--it is reasonable to accept this 

assumption at this point. 

g. The third assumption is that if people show 

up when called, they will testify and give 

their evidence. 

• Is this a reasonable assumption? On its 

face it would appear that this assumption 

is valid. However, if a person is co

erced into testifying because he or she 

is afraid of be~g penalized, how good a ,. 

witness is that person likely to be? To 

be sure, a prosecutor can force a witness 

to give evidence on the stand, ·but there 

is a question whether such a witness 

would be a plus or a minus for the prose-

cution's case. 

h. The fourth assumption is that if mo~e per .. 

s~ns testify, the prosecution will obtain 

more convictions. 

• Is this a reasonab+e assumption? The 

answer could be either yes or no. 

, 
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The premise is that the additional testi-I--...... --~-----

mony will help the prosecution's case 

more than it will the defendant's case. 

This mayor may not be true. Moreover, 

if penalties are assessed for not testi

fying, the effect would be as beneficial 

to defense attorneys who have difficulty 

getting witnesses to court as it would be 

for prosecutors. Thus, even though the 

strategy would pro~ably bring additional 

witnesses to court--and thus meet the 

strategic goal--it is not entirely clear 

that this would neces~arily result in 

more convictions, the purpose of the pro

gram overall. 

i. The purpose of this assessment is not to 

eliminate a strategy, but to 

highlight the inberent strengths and weak

nesses of the strategy. In this example, 

we identified certain weaknesses and limita

tions in the logic of the strategy and, for 

that matter, in the strategic goal itself. 

• The completed rationale lays out all of 

the assumptions about this strategy. 

• If we later decide to implement this 

strategy, we will have already identified 

certain features of the program that 

would have to be included (e.g., being 

« 

This more complete 
rationale is also 
in the Partioipant's 
Guide. 

o 
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o 
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certain that the penalties are advertised 

to witnesses; making certain the penal

ties are credible) .• 

12. Desk Activity - Assessing the Logic of strategie 

a. In this desk activity the participants will 

be given a chance to assess the logic of a 

second strategy under tl1H'i) "witness" stra

tegic goal. The str.ategy to be assessed is 

the one relating to "Providing a.ddi tional 

cOl'lVeniences to witnesses." 

b. The activity will be carried out in three 

steps: 

c. 

• step 1. The participants will identify 

the assum~tions behind the strategy. 

• step ~. The participants will asse~s the 

logic of the strategy by testing the 

reasonableness of each of the assumptions 

• stee 3. A rationale of the strategy will 

be developed, based on the testing of the 

assumptions. 

stee-1. Have t~e participants work inde

pendently at their seats for 10 minutes, 

identifying the assumptions behind the 

strategy of providing conveniences to wit-

nesses. 
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Notes and Comments • If participants are unclear about what is~ __________________ ___ 

meant by "conveniences", suggest a few as 

examples (e.g. travel to court, babysit

ting serviqes). 

• Advise the participants not to be overly 

o'onceru~d about what the specific con-

veniet.ces would be, but to focus on the 

overall logic of this strategy. Remind 

them that the specific type of penalty 

was not considered in the walkthrough. 

• Also adviae the participants to not be 

overly concerned about purely practical 

considerations (e.g., it woul,d cost too 

much; no one will support it, etc.). 

d. After ten minutes have elapsed, ask the par-

ticipants to stop, and have one of the par

ticipants volunteer to present his work to 

the group. 

• The participant should present the as

sumptions by writing them on the flip

chart' or bJ.ackboard, and explaining each. 

• After the presentation, ask the partici

pant to sit down and ask the group to 

offer suggestions on where the assump

tions could be revised or expandeq. 

• Allow about ten minutes for this discus-

sion. 

) 
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e. Step ,2. Encourage a discussion of the rea

sonableness of the. assumptions, using the 

questions discussed in the lecture and liste 

on the second page of the worksheets in the 

Student Guide for this Desk Activity. 

• Record any suggestions as to the strength 

and weaknesses of the assumptions i.n the 

strategy logic on a flip-chart. 

• Allow the discussion to last for ~~ 

than 20 minutes. 

f. In the discussion, reinforce and emphasize 

the following point: 

• In assessing the logic of the strategy, 

do not focus on the specific elements of 

the strategy (e.g., how will we provide 

trans'portation to the witnesses), but 

focus on the assumptions about the strat

egy as a general approach. 

g. Step 3. The participants should work inde

pendently at their desks and construct a 

complete rationale of the strategy. ~his 

rationale should incorporate the insights, 

into the strqtegy identified in the assess

ment of the assumptions. 

• The participants should refer bac)t to the 

completed rationale developed in the 

, 
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walkthrough as a guide to its format and 

contents. 

• Allow about ten minut'es for this step. 

h. At the end of ten'minutes, ask the group to 

stop and request one of the participants to. 

volunteer to present a rationale. 

• The rationa"le should be presented on the 

blackboard or flip-chart. 

• After the presentation, lead a brief dis

cussion of the completed rationale. ' 

i. Debriefing: In the concluding discussion, 

the following points should be emphasized: 

• 

• 

• 

• 

The purpose of te,sting the logic of a str 
egy is to determine whether or not the 
strategy makes sense to implement~-not to 

determine how easy ~r expensive it would 

By testing the logic of the strategy the 
program developer identifies the logical 
strengths and weakne'sses of the strategy
things that the program developer 
know when designing the strategy. 

By identifying the weaknesses or pos$ible 
weaknesses in the strat;~Cfy the program 
developer identifies' a~~~s where greater 
attention and effort should be placed if 
the st;.,rategy is gping to work. 

By identifying ,the strengths and weakn~ss s 
of a strategy the program developer is in 

a better position to make honest estimate 
of how a strategy will work--~fo himself 
and to decision-makers. 
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j. Discussion points for the AnalysiLs of 

Assump.tions. 

• Witnesses do not testify in court because 

of a lac]!: of conveniences. This assumpti n 

• 

is probably true for some but not all 

persons who fail to testify. It may be 

" useful to further distinguish between 

those conveniences that merely make testi 

fying more attractive and those which 

overcome real practical barriers such as 

lack of transportation or a babysitter 

for young children. The latter are more 

likely to affect the probability of perso s 

testifying than how comfortable the waiti g 

rooms are or whether court personnel are 

courteous. In general, this appears to b 

a reasonable assumption. 

If more.conveniences are provided more 

" witnesses will show u in court to testif 

(strategic Goal). This assumption contai s 

several conditions: witnesses would have 

to k~ow about the conveniences, they woul 

have to know how to utilize the convenien es; 

they would have to see the conveniences a 

being valuable to them and, the value 

would have to be greater than the relativ 

inconvenience of testifying. In addition 

lack of qORlvenience woulo.} ha ve to be the 
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single factor which determines whether or~--------------------

not the person will choose to testify, i . . , 

there should not be any other compelling 

factors influencing them not to testify. 

Within these limitations the assumption 

appears to be valid. 

• !f witnesses show up in court they will 

ive evidence favorable to the rosecutio. 

As in the analysis of the strategy in the 

walkthrough, this is not an entirely vali 

assumption. Unless the conveniences are 

made available only to prosecution witnes es, 

which may not be feasible or ethical, the 

conveniences would benefit the defense as 

much as the prosecution. Further, even 

assuming that more prosecution witnesses ill 

show up than defense witnesses, it is not 

assured that their testimony will automat cally 

favor the prosecution's case. This would 

depend on a variety of factors: what the 

witnesses have to say, how well they say t, 

and how important the testimony is to the 

prosecutor's case. Thus, this assumption 

while not completely invalid, is of dubio s 

or very limi,ted reasonableness unless oth r 

conditions prevail. 
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• If witnesses give evidence favorable to 

the prosecution more defendents will be 

convicted (Normative Goal). within the 
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above limitations this seems logical and alid. 

13. The Importance of Integrating strategies. 

a. To this point we have been concerned pri

marily with the development and assessment 

of individual strategies under specific 

strategic goals. Once the different indi

vidual strategies have been developed and 

assessed, it is necessary to stand back 

and review all of the strategies from the 

perspective of the overall program. 

• Remind the participants that in an actua 

program development effort, strategies 

would be developed for all of the stra-

tegic goals and individual assessments 

carried out for several dozen possible 

strategies. 

b. In the previousl step in which potential 

strategic goa~~ were developed, the program 

developer should have attempted to inte

grate the strategic goals so that they 

• Addressed all of the important 

components o:E the problem, and 

• Tended to re:lnforce each other ~ did not 

contradict Ol~ work at cross-purposes wit 

each other. 
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c. At this point the. same assessment should 

be made with respect to the different 

strategies developed to meet the strategic 

goals. 

• Just as different goals can conflict 

with each oth.er, so too, different strat 

egies can be incompatible. 

• Example: In a program to assist vic

tims and witnesses of crimes, a major 

conflict often arises between those 

elements of the program intended to pro-

vide direct services to victims (crisis 

counseling, help with insurance forms, 

reimbursement) and those elements in-

tended to improve the efficiency of the 

prosecutor and police. 

d~ In addition, programs often adopt multiple 

strategies to meet a particular strategic 

goal and consideration must be given to 

the coordination of the strategies. 
\ 

• The program developer should attempt to 

• 

assess how different strategies could 

or should work together to meet the 

strategic goals of the program. 

Example: In the e~amples used in the 

previous discussion it is likely that 
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the pr?gram developer would select the 

strategy of improving the prosecutors' 

efficiency and the strategy of providing 

conveniences to witnesses as ways of 

increasing the conviction rate. 

e. When the program developer determines that 

several strategies are incompatible or 

that certain s'trategies should be designed 

to work together, the program developer 

has an obligation to advise decision-makers 

of that fact. 

• This may mean that' certain strategies 

should be presented as a "set" rather 

than as individual or alternative selec-

tions. 

14. Preparing the Alternative Strategy Decision 

Package. 

a. The selection of one or more strategies to 

meet the strategic goals of the program is 

a major decision point in the program de

velopment process. 

b. In this discussion we will describe how 

the different products developed in this 

module should be put together into 

an updated decision package. 
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c. The decision package should consist of 'the 

fol~owing items, from the earlier strategic 

goal decision package: 

• The normative goal s'/catement 

• A listing of all strat:eg'ic goals se

lected for further development at the 

earlier decision point 

• Abstracts of those portions of the'Prob

lem statement relating to the strategic 

goals 

• A listing of the rrost :i.nportant cx:mpa:lents of th 

problem derived froln the Problem State-
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d. 

ment relating to ea(:::h of the strategic gals ' 

The new materials to be included in the 

decision package are: 

• A statement of one or two sentences 

describing each potential strategy pro-

posed to meet each strategic goal. 

• A listing of potential elements to carry 

out each strategy 

• The rationale of each strategy 

• An assessment of the strengths and weak-

nesses of each proposed. strategy. 
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e. An e~ample of the different parts of the, 

decision package is in your Student Guid.e 

• In the exercise that follows the fina,l 

product will be a presentation follow'

irig the format of this decision pack

age. 

15. Summary and Review. 

a. In this module we movtad beyond the prob

lem and began consideJ::'ing the strategies 

we would or could adopt to meet the stra

tegic goals of the prclgram. 

b. Building on the understanding we devel-

oped earlier we discusl3ed: 

• The role of the proc;rram developer in 

the development of Eltrategies; 

• Collecting and assessing information 

• 

• 

• 

• 

on different courses of action; 

The importance of developing alter

native strategies; 

The definition and meaning of the term 

"strategy" ; 

The two approaches to identifying 

strategies-- using the Problem State-

ment and using the strategic Goal; 

Assessing the logic of different 

strategies; 

Notes and CCllmments 
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• The importance of integrating strat-

egies; 

• The development of the 13trategy selec-

tion, decision package. 

c. In the next module we will begin to de

velop in more detail the strategies that 

were identified, assessed: and developed 

in this step. 

Notes and Comments 

() () 

00 

Module IV 

Developing the Logic of Different Strategies 

Segment B: Workshop on Developing and Assessing 
Strategies - Introduction 

LECTURE GUIDE 

i. Introduction to the Workshop. 

a. In this workshop you will be given an oppor

t~nj.ty to apply the techniques and concepts 

discussed in the lecture. 

b •. For this workshop you will work in the same 

small groups as you did in the previous 

o 0 workshop. 

c. Each group will be responsible for develop-

I I! ing and assessing t.wo strategies to meet one 

00 

d. 

00 

00 

I 1. 

of the strategic goals we selected at the 

end of the previous workshop. 

• Each group will be assigned a different 
strategic goal 

• If possible, each group will be assigned 
a goal it developed in the earlier 
workshop. 

In 1:his workshop you will need to take with 

you: 

• Your Student Guide 
• The Problem Statement 
• The decision package material developed 

in, the previous workshop 

\ 
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2. Note on Strategy Development 

a. Keep in mind the issues discussed in the 

lecture relating to the level of the 

stra~. 

• Do not become too specific at this 

point, but focus on the general approach 

to the strategic goal. 

b. Also remember that you will be asked to 

work with the materials you develop in the 

workshop for the remainder. of the week. 

c. At the end of the workshop you will select 

a set of integrated strategies that. will 

form the basis for the workshops during 

the remainder of the week. 

3. Assignment of strategic Goals to the Groups. 

4. 

a. Each group should be assigned a strategic 

goal from among the three/four selected in 

Module III. 

b. When possible, assign goa..Ls to the groupE, 

that were originally ~~veloped.bY them. 
'») 

You may now leave for your ~reakout areas. 

• Your facilitator will give you specific 

instructions on how you are to proceed. 
t 

------~ ----

IV-B-2 

o () Notes and Comments 

o 

o 0 

o 0 

o 0 

o 0 

0"· 

Module IV 
Developing the Logic of Different strategies 

Segment B: Workshop on Developing and Assessing 

Strategies 

FACILITATORS GUIDE 

1. Preliminary Preparations. 

a. Each member of the group should have: 

• A copy of the Student Guide, and 

• Th~ Arson Problem Statement 

b. The group should also have available 

c. 

I I 

the materials developed for the presenta-

tion of strategic goals in the previous 

workshop: 

• During the initial step of the workshop, 

the group will utilize the information 

developed, for the strategic goal they 

were assigned 

• This material should include: the norma 

tive goal statement, the strategic goal 

statement, the citations in the Problem , 
Statement related to the goal, and the 

components of the problem derived from 

the Problem Statement • 

The workshop breakout area should also be 

equipped with a black~oard or flip-chart, 

and a roll of tape. 

, 
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2. Workshop Purpose and P,rocess. 

a. The purpose of the workshop is to give the 

participants an opportunity to practice 

spme of the concepts discussed in the 

lecture: 

• Identifying potential strategies 

• Identifying and assessing the assump

tions behind strategies 

• Developing rationales of strategies 

• Preparing a strategy selection decision 

package 

b. The workshop will be carried out in six 

steps: 

• step 1. The participant's will identify 

possible strategies using the problem 

statement, and making use of the decision 

package materials developed in the pre

vious workshop. (Time allowed: 30 min-

utes) 
" " 

• Step 2. The participants will identify 

additional possible strategies using the 

strategic goal as described and prac

tised in the lecture. (Time allowed: 30 

minutes) 
\ ,\ 
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• Step 3. ' The participants will select 

two of the strategies identified in the 

previous steps and identify the assump

tions behind each. (Time allowed: 30 

minutes) 

• Step 4. The participants will assess 

each of the assumptions in the two strat 

egies, using the questions suggested in 

the lecture: (Time allowed: 60 minutes) 

• step 5. The participants will develoE 

a rationale for,both strategies follow

ing the format discussed in the lecture. 

(Time allowed: 30 minutes) 

• Step ~. The participants will prepare 

a presentation following the format for 

the strategy selection decision package 

as described in the lecture. (Time 

allowed: 30 minutes) 

• The totaltirne allowed for these six steps 

is 3 hours and 30 minutes. 

Step 1. Identifying Strategies Using the 

Problem Statement. (30 minutes) 

a. The participants should review the materi

als they developed in preparing for the 

presentation of the strategic goal they 

were assigned. In parti,'!ular, they should 

review: 

, 
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• The relevant portions of the Problem 

Statement they cited in the presenta-

tion, and 

• The list of problem components they 

identified out of the Problem Statement. 

b. Divide t4e blackboard or flipchart into 

two columns: the left-hand column should 

be labeled Potential Elements, and the 

IV-B-6 
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hand column should be labeled ~P~o~s~s~i=b~l~e~~~~~~ 

• 

• 

The strategic goal statement the grO\Ip 

is to meet should be written over the 

top. of the two columns. 

c. After reviewing the components of the 

problem, the participants should begin 

listing potential elements under the 

appropriate column, based on those compo

nents. 

d. After potential elements have been listed, 

the participants should then identify 

overall strategies that would encompass 

them. 

• 

o .0 \.1 

, 
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• 
", 
Eli61nents should be stated in the form 

of a short description of the action 

to be taken with respect to a parti

cuJlar component. 

• ~lmple: "Reduce the workload of arson 

in,,;restigatoX's. " 

4. Step 2. l:dentifying Strategies Using the 

Strategic Goal. (30 minutes) 

a. If room is still available on the black

board lor flipchart, the participants may 

use th4a same work a'rea to develop addi

tional 'strategies out if the strategic 

goal • 

b. Give the participants a few moments to 

examinEI the potential elements and pos

sible strategie~, and then begin solicit

ing suggestions for additional elements. 

• Additional elements should be listed 

under the appropriate column. 

• If the same work area is used, indicate 

which strategies and elements were 

developed under each approach by draw

ing a line between tpe two groups. 
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c. ~s they did in the previous step, the 

participants should group elements into 

strategies. 

5. step 3. Identifying the Assumptions in the 

Strategies. (30 minutes) 

a. The participants should select two of the 

possible strategies for further assessment 

• The group may select any two of the 

strategies. However, the two strate

gies should reflect relatively differ

ent approaches to meeting the strategic 

goal. ' 

• The group may use any method they 

choose to select the two strategies-

show of hands, formal vote, group con-

sensus, etc. 

b. After the two strategies have been se

lected, the group should identify the 

assumptions behind both of the strategies. 

• One member of the group should record 

the assumptions identified on the flip

chart or blackboard. 

• The group may choose to complete this 

step and the next s~ep for one of the 

strategies and then repeat the process 

for the o,ther strategy, rather than the 

process suggested here. 
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6. Step 4. Assessing the Strategies. (60 mJLnutes 

a. After the assumptions behind the strate

gies have been identified, the group 

should assess each, using the questions 

discussed in the lecture and used in the 

desk activity. 

b. 

• A copy of ' the list of questions is in 

the Student Guide. 

As the participants identify weaknesses 

,or strengths in the strategies, they 

should be noted and recorded for use dur

ing the presentation. 

• The facilitator should encourage dis

cussion and participation. 

• The facilitator should also encourage 

ihe partici~ants to go back to the 

Problem Statement to support or refute 

the assumptions made in the strategies. 

• Remind the group that they will, be 

expected to justify the strategies 

they propose to the group. 

7. Step 5. Preparing the Strategy Rationa;Le. 
I, 

(30 minutes) 

a. Based on the assessment of the logic of 

the two strategies~ the participantl3 

should develop a rationale for both;. 
I 

IV-B-9 

Notes and Comments 

, , 
\ 1 
I I 
) , 

, 

" 



8. 

·1 

.. 

---------------- -- - --

• The rationale should follow the format 

presented in the lecture and developed 

during the desk activity. 

• A model of a rationale is shown in the 

Student Guide. 

• The participants may choose to divide 

themselves into two groups to work on the 

two rationales independently. 

b. The two rationales should be precise and com

plete and should reflect the insig'hts devel
',.1 

oped during the assessment of the assumptions 

Preparing the Presentation. (30 minutes) 

a. The participants should review the contents 

of the strategy selection decision package. 

The format of the package should be followed 

in the presentation to the group. 

b. The contents of the decision package ,are: 

• The no~mative goal statement 

• The strategic ~o&i statement 

• 

• 

• 

The relevant portions of the Problem 

statement 

The important components of the .problem 

derived from the Problem statement 

A listing of potential elements under 

each strategy 
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• ~ set of strategy rationales 

• An assessment of the strengths and weak

nesses of each strategy. 
\ 

c. In the presentation, the participants may 

draw on the material already developed in 

di 

the previous exercise. However, because they 

are now focusing on only one strategic goal, 

they should be more explicit about the rele

vance of the strategy to the Problem State

ment--particularly'when discussing the ~

ponents of the problem and the associated 

potential elements. 

The presentation sholtld follow the order 

described below: 

(1) The normative goal should be briefly 

restated 

(2) The strategic goal the group was assigned 

should be identified 

(3) The portions of the Problem statement 

relevant to the strategic goal should be 

cited 

(4) A brief description of th~ components of 

tne problem drawn from the Problem statement 

should be made 

(5) The entire list of ~tt'ategies developed 

in the workshop shDuld be presented and the 

two strategies developed further should be 

identified 

_______________ ---1I!:lL------------. --

IV-B-ll 

Notes and Comments 

The facilitator may 
want his group to 
identify the 
approach used for 
each strategy. 

I: 

, 

C' 

, , 



;\ 
\ ~ 

iI 
II 

, :! . , 
k 

.~ 
11 

~ 
'I 

1 
'I 
I 
1 
I , 
! 

1 
·1 

, :1 

! 
I 
i , 

(6) The rationale for the fil'lst strategy 

should be presented and explained 

(7) Potential elements under the first strat

egy should be presented and briefly described 

(8) The apparent strengths and weaknesses of 

the first strategy should be explained 

(9) Steps 6, 7 and 8 should be repeated for 

the second strategy. 

e. The group should select the person(s) who 

will make the presentation. 

• The group will have 15 minutes to make its 

presentation 

• This step concludes the workshop. 

,f/ 
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The Facilitator should make two additional copies 

of the: 

• Strategy. Rationale and 

• The List .of Assumptions for the strategy assigned 

to the group. These materials will be needed 

later in the Workshop in Module VI. 
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Module IV 
Developing the Logic of Different Strategies 

Segment B: Workshop on Developing and Assessing 
Strategies - Debriefing 

LECTURE GUIDE 

1. Presentation by the groups (45-50 minutes) 

a. After the small groups have returned to th 

main" lecture area, each should make its 

presentation to the main group. 

• Each group is allowed 15 minutes for 

its presentation of both strategies. 

b. The participants sho~ld be encouraged to 

take notes on each presentation to facili

tate the subsequent selection and integra

tion of strategies. 

• The participants should pay particular 

atte,ntion to possible conflicts, in-

compatibilities, or areas of overlap 

among the strategies. 

2. Selection of a Set of Integrated Strategies 

(30 minutes) 

a. After the last presentation has been 

given, the participants should discuss 

the strategies as a whole with particular 

attention to: 
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• The adequacy of the strategies in relation 

to the strategic goal and the normative 

goal 

• Areas of possible conflict among the 

strategies 

• Areas of possible bverlap among the 

strategies, and 

• strategies that should or should not be 

implemented together 

• possible areas where the strategies might 

require coordination 

b. After a 10 to 15 minute discussion on these 

issues, the participants should reach an 

agreement on a set of strategies to be pur

sued further--one strategy for each of the 

strategic goals. 

3. Examples of Possible and Acceptable Products. 

a. step 1: Identifying Strategies Using the 

Problem Statement. 

• 

• 

For purposes of this example the strategi 

goal will be: To ~educe the numb~r of 

arson fires set by juveniles. 

Relevent Eroblem comEonents under this 

strategic goal would be: 

- Disposition of juvenile arson cases by 

the police (p.12) 

- Disposition of juvenile arson cases 

by the courts (pp. 12&13) 

, 
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- Adolescent thrill seeking (p.23) 

- Ignorance of consequences of arson (p.2 

- Pre-adolescent facination with. fire (p. 3) 

Juvenile gangs (in Central City) (p.23) 

- Psycho,logical disorders {pp. 23&24) 

- Relationship of psychological disorder 

and vandalism arson (p.24) 

• Potential elements under the strategic 

goal suggested by the Problem statement 

include: 

- Modifying the way police dispose of 

juvenile arson cases (over 40 percent a e 

released with no further action) (A) 

Provide alt~rnative sources of outlet 

for adolescent thrill-seeking begavior C) 

- Educate juveniles concerning the con-

sequences of arson (D) 

- Treat and/or educate pre-adolescents 

with an inordinate facination with 

fire (E) 

- Identify and address juvenile gangs in~ 

volved in fire-starting (F) 

- Ide.'tify and treat juveniles with 

psychological disorders which co'uld lea 

to fire-'setting behavior (G) 

- More closely screen vandalism arsqn 

. cases for possible psychological 

motivation (H) 
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• Possible strategies derived from potential 

elements: 

- Improve the disposition of juveniles 

identified as fire-setters (A,B,E,F,G,H) 

- Educate juveniles on arson prevention 

and the consequences of arson (D,E) 

~ Provide alternatives to fire-setting 

behavior for juveniles (C) 

b. Step 2: Identifying Strategies Using the 

Strategic Goal. 

• T~e answers derived in this step may vary 

with the imagination and experience of the 

group. Possible innovative elements might 

include,: 

Educating parents on the dangers and 

realities of juvenile arson (I) 

- Co-opt juvenile gangs by recruiting them 

into arson-prevention groups (J) 

- Educ~ting parents and teachers to 

identify behavioral or psychological 

problems that might lead to fire-setting 

(K) 

- Establish arson-counseling programs for 

juveniles caught for arson (L) 

- Encourage police and court:s to divert 

juveniles arre~ted for arson to mental 

health programs (M) 
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- Develop neighborhood clean-up campaigns 

to both remove the opportunities of arson 

and improve general fire safety (N) 

• Possible strategies identified from these 

elements might include: 

- Remove potential targets or opportunities 

of juvenile arson (N) 

- Provide greater community and institution 1 

awareness of juvenile arson (I,K) 

• The remaining elements would tend to fall 

under one or another of the strategies 

developed earlier. 

c. Step 3: Identifying the Assumptions in the 

Strategies .• 

• For purposes of this example we will 

assess the strategy: Educate juveniles 
I 

,on arson ereven tion and ,the consequences 

of arson. 

• The assumptions of this s'l:rategy are: 

(1) Juveniles engage in arson because they 

are ignorant of the consequences of 

arson and are\not familiar with arson 
'.' 

prevention. 

(2) If juveniles were informed about arson 

they would not set fires. (Strategic 

Goal) 
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(3) If juveniled do not set fires the num-

ber of arsons will decrease (Normative 

Goal) 

d. Step 4: Assessing the Strategies. 

• Assumption 1: Juveniles engage in arson 

~ecause they are ignorant of the consequenc s 

of arson and of arson prevention. (Is this 

assumption reasonable?) 

- The Problem Statement indicates that 

ignorance of the consequences of their 

actions is associated with vandalism arso 

Thus, there is evidence supporting this 

assumption • 

- There is no evidence in the Problem 

Statement that knowledge of arson preven

tior;. is a facto.r in the incidence of 

juvenile arson, although this knowledge 

per ~ may affect behavior and attitudes. 

One might look to the existing lite~ature 

on arson for back up on this one. 

• Assumption 2: If juveniles are informed 

about arson they will not set arson fires • 
\ - "-" 

While the Problem Statement states that a 

association exists between knc)wledge of 

consequences and fire-setting behavior it 

does not suggest that this ignorance,caus s 

the behavior. However, it could be reaso 

that if juveniles know about the conseque 
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Notes and Comments of arson they might be deterred fran setting firesil-_________ _ 

- There are several limitations associated 

with this assumption. Some, but not all 

juveniles will be deterred by knowledge 0 

the consequences of arson; merely informi 

juveniles is not enough--they must unders and, 

accept, internalize, and remember the r-

mation; the information must be given to 

juveniles who would otherwise engage in 

fire-setting behavior. 

• Assumption 3:, If juveniles do not Bet fire 

'the number of arson fires will decline. 

- This assumption is self-evidently true. 

Moreover, because juveniles make up the 

largest number of known arsonists any 

significant decline in juvenile arson 

would alaso have a significant impact on 

the overall arson problem. 

d. Step 5: Preparing the Strategy Rationale. 

• The sequence below depicts 'che logic of 

the strategy. 

- Juveniles engage in arson because they ar 

ignorant of the consequences of thp.se 

activities. 

- Juveniles who could otherwise set fires 

are informed a,bout the consequell~es of 
': ) 

arson. 

- Juveniles understand' the information prov ded. 
f f 
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Juveniles accept the information provided 
f f 

- Juveniles internalize and remember the 

information provided. 

f f 

- Juveniles (some) are deterred frmn 

setting fires. (Strategic; G,oal) 

f f 

The overall number of arson fires will 

decline. (Normative Goal) 

4. Debriefing. (Not more than 10 minutes) 

a. In the debriefing, the following points 

should be made: 

• Possible strategies are developed out of 

an understanding of the problem derived 

from the Problem Statement and from a 

creative consideration of possibilities 

suggested by the strategic goal 

• The vallle of a strategy lies in the 

strength of its logic and the best way 

to assure that a strategy is worth 

pursuing is to focus on the relative 

validity of the assumptions implied in 

the strategy itself 

• The program developer needs to develop 

a critical and analytic attitude toward 

the strategies he/she developes or propos s 
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• Weaknesses identified in the logic of a 

strategy do not necessarily eliminate 

the strategy from further consideration-

but identify certain areas of the strateg 

that will require particular attention 

when they are further developed (cross 

referenee to debriefing of desk activitie ). 

(This point relates to the notion of key 

events introduced in module VI) • 
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Module V 
Planning the Details of Program Strategies 
Segment A 

INSTRUCTORS NOTES 

1. Review and Introduction. 

a. In Module I we indicated the three reasons why 

programs fail: 

• The problem was not understood 

• The solution to the problem was 

inappropriate, or 

V ... A-l 
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• The solution was implemented incorrectly. VisualI-C 

h. In Module II we attempted to remedy the first 

potential problem by conducting a detailed 

examination of the problem through an assess-

ment of the Problem Statement. 

c. In Modules III and IV we attempted to remedy 

d. 

e. 

the second potential problem by first, iden-

tifying the most important components of the pro _ 

lem toward which the strategic goals of the prog am 

should be aimed; and second, by developing and 

carefully assessing logical strategies for 

meeting those goals. 

In this module we will begin to address the 

third potential problem - the problem of 

implementation. 

In this module we will consider all of the prac

tical problems relating to implementing a pro

gram in the real world - problems such as: 

• Resources 

• Scheduling 

• Budgets 
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• Procedures, and 

• Political support 

In this module we will cover the following 

topics: 

• The role of the program developer in plan

ning the details of strategies 

• Developing and assessing the elements of a 

strategy 

• Planning the details of the elements of 

a strategy 

• Identifying and assessing the impact of the 

program on the existing system 

V-A-2 

• Identifying and a~sessing the internal impact 

tOf program el~'ments on each other 

• 
• 
• 
• 

Scheduling and networking the program element 

Developing objectives 

Developing program resources and budgets, and 

Preparing the full decision package 

g. In this segment of the module we will cover the 

first three topics - through the design of the 

details of elements. 

• This will be followed by a major workshop 

related to these topics 

h. In the following ~ecture segment we will com

plete the discussion of the five final topics -

through the preparation of the full decision 

package. 

• This lecture will be followed by a second 

'major workshop. 
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The Role of the Program Developer in Planning the 

Details of Strategies. 

a. The design and approval of the program's imple

mentation plan is the next major deci'sioh . 

point in the program development process. As 

in previous modules the course takes the per

spective that the program developer may be re

quired to present his or her work to a higher 

authori ty for approval. Consequezltly, the final 

product of this module is yet another decision 

package for possible review. 

• As before, the decision package will be made 

up of materials developed preyiously as well 

as new materials which expand on or elaborate 

the previous work. 

b. In this module, however, the materials developed 

for the decision package have a second function. 

These materials wi1l also be used by persons 

who will actually carry out the program as the 

imp'lementation plan. 

• The materials in the decision package will 

necessarily be less specific than the mate

rials to be used by the actual implementors. 

c. In addition, the materials developed in this 

module will form the basis for one additional 

step in the program development·process - the 

development of the program's evaluation and 

management plan. 

• This topic will be covered in the next and 

concluding module. 

Notes and Comments 

As discribed 
earlier, this 
Decision Package 
is an interim one. 
It may be revised 
after Module VI. 
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Before discussing the planning of the details Notes and Comments 

of strategies, there is an additional topic to 

be clarified - the level of detail to be 

developed in the implementation plan. 

• In previous modules we have deliberately 

attempted to remain at a high level of ab-

straction when developing the strategicgorals 
I 

and the strategies. 

• In this module we will be moving down to a 

relatively low level of detail - down to the 

level of specific activities within program 

elements. 

In this course we assume that the program 

developer should be able to design a program 

down to this level of detail even though he or 

she may never be able to do so on the job. 

• Larger pl~uming agencies may leave much 

of the design of programs to the perspns who 

will actually implement the activities. 

However, the ideas and guidelines in this 

module are needed to assess the design work 

done by others. 

• Smaller planning agencies may be asked to 

design t.he entire program even below the leve 

of detail described here. 

f. As ~ general ' rule, program developers should be 

prepared to develop the details of the program 

down to a level where they are confident that the 

goals and 'strabl'g'ies of' the progrant' can arid will 

be successfully implemented. 
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Developing and Assessing the Elements of a Strategy ~ ___ N_ot_es __ a_nd __ Co __ m_m_e_n_t_s_ 

a.In the previous step in the program development 

process we identified severa,l potential elements 

to implement each strategy. 

• Review: An element is a specific activity 

or set of activities intended to carry out 

a particular strategy. An element could be 

a project or a set of projects performing the 

same function. An element could also be a 

single activity carried out only once. 

• Example: A strategy to increase the level of 

experience of prosecutors in an agency might 

consist of elements such as: 

- hiring older and more experienced attorneys 

as prosecutors 

- rewarding existing staff in some way to 

encourage them to remain in the agency 

- using more experienced prosecutors ~o pro

vide on-the-job training to newer prose-

cutors. 

b. In the previous step, we identified potential 

elements as a way of developing a range of 

-possible strat.egies. 

• We were not intent on identifying !!l poten

tial elements under a particular strategy -

only those elements which might suggest some 

additional overall approach to meeting the 

strategic goal. 

c. At this point we assume tha't: a set of strategies 
.J 

has been selected (by the program developer 

, 

\ 

, , 

-



, 
'I 

(\ I. 

V-A-6 . 

or by some other decision-maker). Our task Notes and Comments 

now is to expand the list of potential elements 

under the strategies that have been selected. 

• It is important that the program developer 

has a range of potential elements to choose 

from, just as it was important to have a 

range of possible strategies. 

• The broader the range of options available to 
, 

the program developer the more likely he or 

she is to find the elements that will best 

fit the particular circumstances and oppor-

tunities in the jurisdiction. 

• The broader the range of options considered 

by the program developer, the easier it will . 
be to define the choices made to decision-

makers. 

• The broader the range of options, the easier 

it wlll be for the program developer ~o 

develop "fall-back" positions should one ele

ment encounter opposition or prove 

ineffective. 

d. The technique to be used to expand the list of 

,potential elenidnts is essentially the same tech

nique used to identify strategies. 

• The program developer should review the 

Problem Statement to determine whethercer

tain elements are suggested or impliea. 
. .( 

• The program developer should collect ~ 

assess information from other sources; par-
.. 
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.~-----------------------Instructor Note--------------------------~, 

When identifying additional alternative elements', remind the 
participants to look back to the assessment of the strengths 
and weaknesses of the strategy developed in Module IV. As we 
emphasized in that earlier discussion, the areas of weakness in 
the strategy may need to be "shored-up" or given particular 
attention in designing the program. As we indicated, this may 
include designing a specific element to overcome a particular 
weakness. For example, if the assessment showed that it was 
questionable whether the public was really interested in 
reducing the avail.ablility of handguns, one logical element to 
be included under the strategy would be a public education 
campaign. 
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e. 

• 

ticu1ar1y local sources such as persons in 

agencies who might be involved in implement-

ing one or more elements of the strategies. 

The program developer could conduct a 

Nominal Group Technique with know1edgeqb1e 

decisi~n-makers, experts or other persons 

with a stake in the process. 

The purpose of this search for additional ele

ments is to develop a broad range of options 

from which to choose those elements that best 

meet the programs' needs, opportunities, and 

limitations. 

• We will now turn to a consideration of how 

the program developer should go about assess

ing the relative value of the different ele

ments he or she has developed. 

4. criteria for Assessing Strategic Elements 

a. Once it is clear that a set of potential ele

ments are available for each general strategy, 

the program developer has sufficient information 

to make more fine-grained assessment of those 

elements. 

b. The program developer wants to determine which 

eiements are likely to work best, given what is 

c. 

known about the conditions of the jurisdiction, 

the PQ1itica1 structure, what seems to have been 

done elsewhere, and the knowledge and expertise 

of professionals. 

Each element can be assessed against five 

criteria. /( 

Notes and Comments 
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• Effectiveness 

• Practicality 

• Acceptability 

• Evaluability 

• Cost 

d. The information needed to apply these criteria 

can come from a variety of sources. 

e. 

• 

• 

• 

Data and information in the problem 

statement 

Your own professional judgment and 

experience 

Information obtained ,from reviewing 'research 

and evaluation studies, and reports of effort 

undertaken elsewhere 

• The knowledge and expertise gleaned from 

other professionals 

• Knowledge of the local situation -- the 

political structure, voting records, prevail

"ing public attitudes. 
'-:~, 

Effel~tiveness asks "how well will it work?" 
~!' 

• 

• 

• 

This criterion is first among all criteria 

if something does not work it makes little 

difference how it ranks on other criteria. 

This criterion is concerned with,predicting 

how each element will contribute to attaining 

the strategic goal. 

Good sources of information for rating el~

ments on this criterion are evaluations of 

similar efforts done elsewhere or detailed 

reports" of other program oper~~tions. 

V-A-8 
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• Example: If evaluation studies 

show, for example, that providing 

transportation services to witnesses gen

erally result in positive effects on witness 

cooperation, the element would be rated high 

on this criterion. 

• A second source of information is the Problem 

Statement -- particularly hard data on the 

relative impact of different components of a 

problem. 

• Example: If the Problem Statement indicates 

that 30 percent of ,the witnesses who fail to 

show up to testify did so because they 

lacked transportation to the court~ouse, the 

program developer cou!~ infer that providing , 
~':0, 

transportation might impr;ove the "no-show" 

rate by up to 30 percent. 
-

• Information in the problem statement can also 

be used to" compar~ elements on the effect! ve

ness criteria. 

• Example: If the Problem Statement indicat~s 

that 30 percent of the "no-shows" wer~ pre

vented from testifying because of t'ransporta

tion problems, and 4S percent were hindered 

by employers who did not want to allow the 

witnesses time off from work, the program 

developer could infer that -- given a choice 

between the two'elements ~- an ~lement dealing 

with employers' object~ons might be more 

rJ 
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effective than one dealing with transporta-

tion problems. 

Practicability asks "can it bs done -- and how 

easily?" 

• There are several dimensions to this 

criterion 

- Are the resources ~or one element already 

available, or are they more available than 

for another element? 

Is the element legal? 

Has there been any practical experience 

with this particular eleme~t -- has there 

been any prior experience with it in the 

jurisdiction or elsewhere? 

• This criterion implies a "common sense" 

factor of what can or cannot be done. 

• Often, ratings on this criterion are based 

on the program developers' own experience and 

knowledge about the ju~isdiction • 

• Practicability will vary by jurisdiction or 

local circumstances. Providing tran~portatio 
,,), 

to witnesses may be practical in a large city 

where persons live relatively. close together 
f! 

and transportation resources are usually 

available already (e.g., public transit, taxi 

cabs, etc.). However, in a small town or a 

sparsely settled rural area the element might 

require developing transportation resources 
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~cceptability asks, "is the ~lement agreeable 

to the public and political powers?" 

• 

• 

Rating on this criterion depends upon the 

prevailing public attitudes and political 

priorities. 

tlnese are never precise 

- these shift from time to time 

Information for rating on this dimension 

comes from the program developers' sensitivi 

to political facts, their knowledge of the 

power structure and awareness of what ',s going 

on in the jurisdiction. 

• Example: If, for example, there was strong 

opposition from taxpayers for spending public , 

money on transporting people who have a civic 

obligation to testify in court, then "provid

ing transportation" would get a lower rating 

on this criterion. 

Evaluability asks, "can the contribution of the 

proposed element to results or outcomes be found?' 

• 

• 

• 

In theory any element could be evaluated if 

enough time, money, and effort is devoted to 

it. The focus here is on the relative eval-

uability of the element. 

This criterion focuses on the relative ability 

to monitor and evaluate elements in terms of 

their perforiuance. 

An element i:s~valuable if objec,ti ve indica-
';.. ..... \ .. \ 

tors an'd measures can t,i.;:< "', ;;;Q.entified. 

Notes and Comments 

--I; 
I, 

H 
Ii 
fl' r, 
H 

1\ 
I: 
II 
II 

i( 
i'l 
Ii 
f', 
!'t 
II 
f' 
! ! 
;i 
" I' 
Ii 
I 
Ii I, 
U 
\: 
11 
II 
Ii 

11 
!j 

If 
I' 

I: u 
!~ 

~ 

, I 

, 

..... 



" 
~ t 

" i! 

~~ 
" I' 
" ~ ! 

:; 
" )i 
[) 

'[I 
l\ 

U 
'it 

',I 

,~ 
,~ 

\1 
(I 
;1 
k{ 

;1 
'i 

;j 
~ 

~ 

I 
( 

, 
• Example: The number of court cases thrown 

out because of lack of witnesses (indicator) 

as determined by the number of "no-shows" 

who stated they did not go to court because 

of no transportation (the measure).' 

• Information for rating on this criterion 

could come from evaluations of similar or 

related programs elsewhere, knowledge of 

research, measurement and evaluation, and 

from evaluation staff. 

• In the next module we will focus more closely 

on the evaluation of programs. However, con

sideration of evaluation issues should begin 

early in the design of the program. 

1. ££!!:. asks, "how expensive is it?" 

. ~;" 

• The application of this crtterion at this 

stage is to estimate the relative costs of 

the different elements. 

• Some elements will be inherently more costly 

tha,n others. How~ver , the program developer 

should consider long-term and short-term 

costs when assessing elements on this cri-
<o'\",*" • 

\,.erl.a. 

• E:\mPle: It might cost more money in ,the 
\\ 

sho~t,;o~J.·m' to remodel the courthouse to make 

witnesses more comfortable than to set up a 

transportation reimbursement element to get 

witnesses to the courthouse. However, the 

latter element would be a long-term expense 

o 
V-A-l2 

C) o 
Notes and Comments "'-') (' 

- () 

o 
(J 

o o 

o 

() 
0 

0 
0 

o 

• dO 
o 

• 

whereas the remodeling would be a one-time-

only cost. 

Other more complex and sophisticated cost

benefit and cost-effectiveness analyses tech-

niques could be used to assess elements 

under this criterion. These techniques 

require detailed information about specific 

resources to be applied and specific projec-

tions of each element's expected performance. 

They may not be appropriate at the stage of 

program development we are discussing here. 

5. Applying the Criteria for Assessing strategic El~nents 

a. Applying the criteria discussed here to specific 

b. 

elements would, of course, depend heavily on 

two factors: 

• The amount and quality of information avail

able to the program developer related to 

each of the criteria. 

• Local conditions and circumstances relating 

to the criteria. 

Obviously, if the program developer does not 

have information related to the criteria, any 

assessment would be largely a matter of sub-

jective preferences or professional insight. 

c. Equally obvious, local conditions will determine 

how much weight will be assigned to each cri-

terion. 

• In a jursidiction already short on money, 
I 

"cost" would be weighted much higher than any 

other criteria. 

--~ 
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• In a highly politicized jurisdiction, 

"acceptability" might be the most important 

criterion for an element. 

d. Th~ specific method used to apply the criteria 

could als9 vary. 

• Each element could be rated separately on 

each criteria to produce an overall. score or 

some qualitative summary rating. 

• All elements could be ranked on each criteria 

so that element "A" is ranked first among all 

element.s on effectiveness, fourth on practica 

bility, second on acceptability, etc. 

e. Any meaningful rating system would have to be 

based on infonnat.ion available only if you 

studied the problem area or were already a sub

stantive expert in it. 

• We cannot provide the detailed information in 

a training course to permit "real" ratings of 

alternatives against criteria. 

• Any number of quantitative scaling techniques-' 

could be used to rate different options. 

f. Question to the Participants: Ask the partici

pants to describe how they might apply the cri

teria just discussed in their jurisdictions. 

Which of the cri teri'a ~ould be the most importan 

Developing the Detail Of .l;>rogram Elements 

a.Once the set of elements under each strategy has" 

been assessed and those that appear to be the 

most effective, feaSible, practical, etc., have 

been identified, the next step in the program 

Notes and Comments 
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development process is to work out the details 

of those elements. 

• We are now ready to specify the activities 

that must'be undertaken in order to imple

ment the elements, and 

• ·To specify the resources and people who will 

perform the actions. 

b. The technique we will use to develop and or

ganize the details of the elements is called 

the Method of Rationales (MOR). 

c • 

• ~he MOR is a device which breaks down and 

categorizes the differe,nt parts of a pro

gram, project or activity in such a way that 

they can be assessed or analy~ed. 

• 

• 

• 

The MOR is a flexible device which can also 

be used to evaluate, monitor or manage a pro

gram project or activity. 

Some of you may already be familiar with the 

MOR as it was taught in the Evaluation Course 

In this course we will be using the MOR as a 

tool to help desi2n the elements of a pro

gram, rather than as a tool to evaluate a 

program that is already underway. 

Because we are using the MOR in a dif~~ent 
1/ \' ;! \ 

way in this course, some of t~e t?rms that 

may appear familiar to some of y~u may be 
. ~-

treatea in a slightly diffe1'ent way.,<:, 

The MOR divides the parts of a program element 

into four categories. 

1 
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• The categories are called: inputs, Notes and Comments 

,--------·-----------------Instructor's Notei------------------------,~ 
.. ".... (:-) o .. -~ activities, results, and outcomes. Visual V-A 

U 
• The categories are presumed to be causally 

We are advocating the Method 'of Rationales (MOR) as linked 

the means for describing how each element we selected might _ inputs are presumed to "cause" activities, 

be implement.ed. Because some of the participants may have 

gone through the Evaluation or Monitoring Courses, you should 

mention that the MOR is used in those courses. Some back-

ground on the MOR may be useful. 

For evaluators, the MOR is used to distinguish what 

projects are and what they are expected to achieve. By 

applying the MOR an evaluator can bare the ~ogic of a 

project and describe the cause-effect linkages, often implied 

by t:he project but rarely made clear. Very frequently, 

crinlinal justice projects are meticulous in stating objec

tives and goals (sometimes even measurable ones) but how 

they are to be achieved is not described or ambiguous. 

That is, the reasons why the project should be effective 

are unclear.. with the MOR, evaluators can "reconstruct" 

the project's rationale and ferret out the important 

cause-effect linkages to evaluate. 

The reason the MOR is taught in this course is simple: 

The underlying reasons for how and why elements are expected 

to lead to strategic goals' should be systematically planned 
,'. 

and justified while the program is being ·developed. The 

MOR is a convenient way for doing this. If this were done 

more often during program development there would be less 

need ,for evaluators to have to concern themselves with the 

MOR. 
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- activities are presumed to "produce" 

results 

- results are presumed to "cont,t'ibute" to 

the attainment of desired outcomes 

d. The first category: Inputs are the people and 

things required to make the element work. 

• Some inputs will already exist and can be 

"used" as is (e.g., police cars, facilities, 

trained counselors). 

• Other inputs will exist but have to be modi

fied or restructured for imp:lementing a 

strategy. 

• Still other inputs are "New" and will have to 

be acquired. 

• Examples of inputs 

Personnel: 

- Police officers, correctional staff, court 

administrators, laboratory assistants, data 

technicians, etc. 

Facilit'ies: 

- Jails, half-way houses, prisons, police 

facilities, court rooms, laboratories, data 

analysis center, etc. 

Equ'ipxne'J'i't an'd' Ha·rdwarE!.: 

- Computers, data bases, patrol cars, riot 

, 

, 

-



: 

, 
I 

I" 

gear, administrative .records, communica

tion equipment, reference documents, pro

cedure manuals. 

e. The second category: Activities are the 

f. 

operations and processes of the element. 

• 

• 

• 

A'ctivities are the things that the inputs 

make happen. 

Examples of activities 

- policemen p'atrolling streets 

- counselors counseling inmates 

- volunteers ~abysitting for witnesses 

- evaluators compiling statisticis and records 

- staff specialists interviewing employers 

- radio stations broadcasting good citizen-

;/ ship messages 
,Ii 

If 
Acti vi ties range from simple to comple'j( 

- some are "caused'! by a single input (e.g., 

a police ·car patrolling a street). 

- some are "caused" by interaction of several 

inputs 

The third category: Results are the short-term 

effects of the activities. 

• Results represent positive accomplishments. 

They are the "ends" of the activity: 

o 0 
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• Examples: 

- the number of work releases placed on jobs 

- the response time to answer an emergency 

call 

- the number of witnesses taken to 

court 

- the number of personnel records completed 

by a department 

- the number of drug addicts completing a 

counseling program 

• When results are expressed in quantified and 

time-bound terms, they are called objectives. 

f. The fourth categor~: ~~ is the desired 

longer-range effects of the program. 

• Outcomes are what should happen if the under

lying logic of a strategy is sound and it is 

implemented as planned. 

the right mix of inputs produce the right 

kind of acti vi tie's, which produce the 

expected results, which leads to the desired 

outcome. 

• Outcomes can be thought of as the equivalent 

to the strategic goals of a program, but the 

meaning can vary in other contexts. 

g. The MOR provides a conceptual framework for 

describing and explaining to others what ,the 

element is and what is needed to implement it, 

and what its expected re,sults and outcomes are. 

Applying the MOR to the Design of an Element: 

Identifying Activities 

Notes and Comments 

In the evalua
tion course, 
outcomes are 
equated with 
long-range 
normative type 
goals ("reduce 
crime") 
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a. 'The first step in applying the MOR to the 

design of an element is to specify the activi

ties that would have to be carried out in order 

to implement the element. 

• For the moment try to ign9re who would 

carry out the activity and focus on the task 

that would have to be completed. 

h. In specifying activities it is useful to main

tain a 'distinction between those activities 
, 
that would be carried out in order to get the 

element "up and r,mning" and those activities 

that would be carried out on a regular basis 

aft.er the element is in place. 

• In general, it is easier to think about ~he 

on-going acti ,!i ties first. The on-going 
II 

activities -- once they are all identified 

will. tend to suggest the inputs and activitie 

that would be, necessary to get the element 

started. 

• Example: If we are implementing a child care 

element for witnesses with young children, we 

might see that the care would consis~ of pro-
'\ 

viding meals, providing play and recreation, 

providing emergency medical care, etc. Once 

these activities have been specified we would 

then know that to make these activities avail-

able we would need to hire someone to prepare 

meals, supervise play, etc. 

Notes and Comments 

c. Several methods could be used to ide~tify the 

activities ~ecessary(t.o implement a particular ele ent. 
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• Persons who have actually carried out a 

similar element could be consulted for advic • 

Persons with experience in similar efforts 

or with a stake in the element (e.g., poten

tial implementors or potential clients) coul 

be gathered to "brainstorm" about the elemen 

or go through a formal decision-making exer

cise (such as the NGT 'or Delphi) • 

8. Applying the MOR to the Design of an Element: 

Identifying Inputs 

a. Once all of the activities necessary to imple

ment an element have been specified, the next 

step is to identify the inputs that would be 

needed to carry out each of those activities. 

• Inputs can be divided into two broad classes: 

pepple and things. In this step the program 

developer should be concerned about who will 

carry out the activities and what resources 

those people will need. 

b. While identifying who will implement the acti

vities the program d~veloper may be able to 

identify specific persons, agencies or organiza

tions, or the "who" may remain an open category 

to be filled by any number of qualified indi-

c. 

viduals or groups. 

While identifying the resources needed to imple

ment an activity, the program developer should 

keep in mind any existing resources that could be 

used or adopteg for the program. 

Notes and Comments 
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d. 

e. 

Example: One activity to implement the 

child care element is to inform qualified wit

nesses that the service is available.' What 

inputs would be needed to support this acti vi't, 

On the resource side would be such items as a 

list of qualif~ed witnesses, some means of con

tacting the witnesses (telephone, form letters, 

postage), press releases (to infQrmthe general 

publ~c about the service), office space (to 

house the person who will do the task), etc. On 

the "who" side several options are open. The 

"who" could be someone in the police department, 

the prosecutor ',s office, the public defender's 

office, the court administrative office, or 

someone completely outside the CJS (e.g., 

volunteers) • 

The program developer should attempt to identify 

as many specific inputs needed to support each 

activity' as possible. 

• If there are several options open to the pro-

gram develoPer in te~s of persons or resource 

the program developer should again apply the 

five criteria in order to select the set of 

inputs that best fit his or her needs, 

resources and limitations. 

Walkthrough - Applying the MOR to the Design of an 

Element: Identifying Activities and Inputs. 

(30 minutes) 

a. 

Notes and Comments 

o o 

o u 

o o 

o 
u 

o 

o o 

o o 

o o 

d b 
(} 
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d. 

e. 

f. 

and activities needed to implement an element 

of a strategy. 

The desk activity will be carried out as a walk 

through with the participants providing the 

responses and the instructor serving as a 

recorder and facilitator. 

Across the top of the blackboard or flip-chart 

write the normative goal, the strategic goal, 

the str~tegy, and the element statements. 

• Normative Goal: To increase the convictidn 
rate in the jurisdiction 

• Strategic Goal: To increase the numbel? o~ 
witnesses who appear in court 

• Strategy: Make testifying in court more 
convenient to witnesses 

• Element: Provide free transportation to and 
from the courthouse to all witnesses 

Divide the blackboard or flip-chart into two 

columns labeled "Inputs" and "Activities" 

respectively. 

Ask for volunteers to suggest activities that 

would have to be carried out to implement the 

element • 

• List these activities under the appropriate 
column. 

• Remind the participants again of the distin _ 
tion between "start-up" activit,i.es and 
activities to be carried out day-by-day. 

After approximately 10 minutes, or when the pag 

or area under the activities heading has been 

filled up, ask the participants to shift their 
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focus from the activities to the inputs that 

would be needed to carry them out. 

• 

• 

Indicat'e to the participants that the proces 

of identifying activities could ,continue for 

a very long period. 

Also remind the participants that they are 

working on only one element under a particul r 

strategy and that this process would be re-

I t imes for many other elements peated severa ... 

under this and other strategies. 

List the inputs needed to implement each activi 

under the appropriate column. 

• Remind the participants of the distinction 

between human inputs and material or 

resource inputs. 

• Allow the participants to continue for about 

10 minutes. 

Des ireable Products: The followin Acceptable and ... 
are possible answers to the walkthrough. 
• Activities (On-going) 

- Info~ing wi~nesses of the service 
Scheduling pick~p time 
Taking witnesses to and from the courthouse 
Coordinating witness and courtroom schedules 
Verifying mileage of witnesses who use own 
car or public transportation 

- Compensating witnesses for travel expenses 
- Maintaining records of payments 
- Upkeep on "vehicles 

• Activities (Start up) 
\ Develop system for informing witnesses 

Notes and Comments 

- Develpp procedures for' recording pickup 
Train/orient drivers on pickup system 

sched les 
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V-A,-25 
- Develop'procedures for obtaining court and 

witness schedules Nota and Comments 

Develop procedures to verify witness travel e penses 
- Establish payment account and procedures 
- Develop record keeping procedures 
- Develop vehicle upkeep schedule 

• Inputs (On going) 

Means of communicating with witnesses (e.g., 
letter, pamphlet, telephone) 

- A person to communicate with witnesses and 
schedule pick-up times 

- A vehicle to pick up witnesses 
- A driver or drivers 

A person to coordinate court/witness schedule 
- A person to verify witness travel expenses 

and make payments 

- A I)erson to maintain payment records 
- A person to maintain vehicle 

• Inputs (Start up) 

- A person to plan systems for informing witnes es, 
recording schedule, train/orient drivers, ob ining 
court and witness schedules, verifying travel 
expenses, making payments, and record keepin • 

- Funds authorized f~r payment to witnesses 

Debriefing: In th~ debriefing make the follow

ing points: 

• This exercise was intended to 'demonstrate the 

utility of the MOR as a device to de~ign the 

details of a program element -- in the major 

workshop the participants will have a chance 

to carry the process through to the end. 

• This process is an iterative process -- there 

are several options open to the program 

developer as to specific inputa and activities 

-- the program developer might be for,ced to go 

through several, stages of refinement Ibefore a 

final set of inputs and activities is develope 

, 
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• In deciding be'tween specific activities 

and inputs, when options are available, the 

criteria used to assess potential elements 

(i.e., eff~ctiveness, feasibility, accept

abili ty, e~\~aluabili ty and cost) should be 

applied. 

• This process was hindered by a lack of hard 

information about the conditions in the town, 

city, or state where the program was to be 

implemented. It would be easier to develop 

these activities and inputs if this informa

tion could be made available. 

Applying the MOR to the Design of an Element: 

Identifying and Assessing Results 

a. The final step is the design of an element 

using the MOR i,s to identify and assess the 
\ 

results of the element's activities. 

• Review: The results of a program are the 

direct and immediate products of the activi

ties. 

.' Example: The results of the activity of pro

viding job counseling to juveniles is a cer

tain number of juveniles receiving advice, 

guidance or job referrals. 

• When stated in terms of measurable and time-

bound products, the results of an activity 

V-A-26 

Notes and Comments 

End of desk 
activity 

can be thought of as objectiv~~ of the activi~ 

or element. At this stage in the program 

development process we cannot yet state the 
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resul ts as obj ecti ves. However, the resu Notes and Comments 

will eventually form the basis for develo -

ing the objectives. 

b. Identifying the results of an activity is a 

straightforward projection of the activity, 

described in terms of products rather than 

as a process. 

c. 

d. 

e. 

At tibis stage the program developer should 

be concerned about two aspects of the result 

the activities should achieve: 

• The magnitude of the results (e.g., the 

~umber of juveniles counseled) and 

• The logical relationship of the results 

to the strategic goal and the strategy. 

Estimating the magnitude of results depends 

heavily on the circumstances and level of 

infortilation available to the program develop r. 

• In many instances it will be difficult 

to estimate' how many cases a prosecutor 

could process or a couns,elor could nandle 

over a period of tim~. 

• The program developer could refer to pre

vious programs to arrive at reasonable 

estimates of magnitude. 

The Problem Statement ~ay provide indication 

of what the magnitude of results should be. 

• Example: If the Problem Statement indi

cates that an average of 342 witnesses 
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per year fail to show up in court because 

of transportation problems the p~ogram 

developer could assume tha~ the transpor

'tation element 'will be. expected t,o pro-

vide services to 300 or more persons over 

a years time to be as effective as possi-

ble. 

• Depending on the availability of local 

resources, the program developer may be, 

forced to accept a lower level of perfor

mance which would signifiaantl~ reduce, 

but no~ entirely solve the transpo~tation 

probl,em. 

f. Assessing the logical relationship between 

the results of an activity and the strategic 

goal is a necessary step to insure that the 

element or' activities will, in fact contribu 

to the ~chievement of the strategic goal. 

• The program develop.er should' ask, "If I 

achieve this level of results because of 

this activity or element, will this resul 

meet the strategic goal?" 

• In some instances the results of the 

different ac,tivities will meet the stra

tegic goal because of their cumulative 

effect. 
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g. As a result of this assessment the program 

developer may be forced to revise the 

activities of the element or select a 

dif'ferent set of activities to achieve the 

necessary level of results. 

• This may ~ean revising the type of inputs 

needed to'support the activities. 
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Module V~ Planning the Details of Program 
Strategies 

Segment B: Workshop on Planning the Details of 
Program Strategies, Part 1. 

a. 

INSTRUCTOR GUIDE 

Introduction 

In this workshop we will practice the steps dis 

cussed in the lecture relating to: 

• 

• 

Developing and assessing the elements of i.l 

strategy, and 

Planning the d~tails of program elements 

b. In this workshop you will develop the details 

of the strategy selected at the end of the 

previous workshop. 

• 

• 

• 

Each group will continue to work indepen-

dently with the strategy previously assigne • 

Each group will develop the details of one 

element under the strategy. 

Keep in mind that the products of this 

workshop represent elements of a larger 

program which might include other 

strategic goals, strategies, and elem~nts. 

You are focusing on only one element be

cause of time limitations. In an actual 

Program Development Effort, you would 

repeat these steps several times for each 

element of each strategy. 
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c. 

d. 

e. 

During the workshop the participants 

should have: 

• A copy of the Student Guide 

• A copy of the Problem Statement 

• The materials developed in the previous 

presentations in Modules III and IV. 

At the conclusion of this phase of the work

shop each group will make a presentation of 

its progress. 

• In the next phase of the workshop the 

groups will complete the process and 

present a decision package. 

You may now leave for your assigned workshop 

breakout areas. 

• Any questions? 

,.-.~~. -~ . .-~-.-, .... ~,- .. -~ 
'. 
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Module V:' Planning the Details of Program 
Strategies 

Segment B: Workshop on Planning the Details of Program 
Strategies, Part 1. 

FACILITATOR'S GUIDE 

1. Introduction: 

a. In this workshop the participants will be given 

an opportunity to practice the steps in the 

program development process related to: 

• Developing and assessing the elements 0::; a 

strategy, and 

• Planning the details of program elements. 

b. The participants will work with t~e 'strategy 

assigrled' to them at the end of the previous 

workshop. 

2. Preparations: 
y 

a. For this work~hop the breakout area should b~ 

b. 

c. 

equipped with' a blackboard or flipchart, marker 

pens or chalk and tape to mount flipchart pages 

on the wall. 

The participants should have brought with them: 

• Their Student Guides 

• The Problem Statement, and 

• The materials developed for the presentations 

in previous workshops 

The previously developed materials should 

include: 

• The normative goal statement, 

• The list of strategic goals, 'including the 

strategic goal assigned to the group, 

V-B-3 
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• The list of possible strategies developed 

by the group, including the strategies 

assigned to the group; 

The rationale of the strategy assigned to 

the group; 

• The list'vt pct~ntial elements under the 

strategy assigned to,;Jhe group; 

• The strategy assessment; 

• The citations in the Problem S'b""tement 

relating to the strategic goal, and 

• The list of problem components relating to 

the strategic goal. 

3. Specific Instl:'uctions. 

a. The workshop will be carried out in ~~ steps. 

• Step 1. The participants will expand the 

list of potential elements under the assigned 

strategy (30 minutes); 

• Step 2. The participants will assess the 

elements, applying the ,five criteria dis

cussed in the lecture (45 minutes); 

• Step 3. The participants will select one 

element from -the list of potential elements 

(15 minutes); 

• Step 4. The partici~ants will identify the 

activities necessary to implement the 

selected element (30 minutes); 

V-B-4 
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• Step 5. The partiCipants will identify the 

inputs necessary to support the activities 

(15 minutes); 

• Step 6. The participants will identify and 

assess the result! of the activities 

(30 minutes); 

• Step 7. The p~rticipants will prepare a 

presentation for the qroup (15 minutes); 

• Total time allowed for this workshop is 5 

hours including the debriefinq (1 hourl. 

4. Step 1. Expandinq the List of Potential Elem'ents 

(30 minutes) 

a. The p,articipants should refer to the list of 

potential elements developed in the previous 

workshop. 

b. 

• 

• 

Those elements developed under the strategy 

assigned to the grQup (and only those element 

should be identified and listed separately 

on the blackboard or a flipchart sheet. 

The normative goal and the strategic goal 

statements, and the description of the 

strategy should be either mounted where the 

participants can easily see them, or they 

should be copied on the flipchart sheet where 

the potential elemt\ints are listed. 

The participants should then begin to identify 

additional e+ementsthat could be used to 

implement the strategy. 

, 
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• 

• 

They shou;ld refer back to the list of problem 

component~s relating to the strategic goal. 

They should refer back to the portions of the 

Problem Statement relating ,to the strategic 

goal. 

As additional elements are identified they shoul 

be added to the original list. 

d. At the point where the participants have 

exhausted their ideas' for additional elements, 

or after 30 minutes have elapsed, ask the par

ticipants to proceed to the next step. 

5. Step 2. Assessing the Elements of the Strategy. 

(45 minutes) 

a. Ass~gn a letter identifier to each of the poten

tial elements (A, B, C, D ••• etc. ) 

b. Hav.e each of the participants remove the 

c. 

Potential Element Assessment F.ol:lm from the 

Student Guide. 

Have the participants re-read the portions of 

the Problem Statement relating to the strategic 

goal they were assigned. 

• Allow about 15 minutes for this step. 

d. After the participants have completed reading 

the Problem Statement ask them to rank order the 

elements on each of the criteria listed on the 

Potential Element Assessment Form,and to com-
, . 

pute an overall ranking scOre for each element,; 

, '" " 
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• This is the ·total of all rankings assigned 

to an element. (e.g., If element A ranked 1 

on effectiveness, 3 on ,practicability, 5 on 

acceptability, 4 on evaluability and 2 on 

cost, its ranking score would be 15.) 

• Each participant should work independently. 

• Allow about 10 minutes for this step. 

e. After all participants have completed the form 

the Facilitator should collect them and record 

the vote on the flipchart after each element. 

• The average ranking score for each element 

should be computed (Total of all scores 

d~vided by the number of participants). 

• Allow about 5 minutes for this step. 

f. After the scores have been computed open a 

discussion of the elements and the way they 

were scored emphasizing 

• The reasons why participants assigned the 

scores they did. ii, 

• Evidence in the problem statement supporting 

the assessment. 

• Allow about 20 minutes for this discussion, 

then proceed to the next step. 

6. Step 3. Selecting an Element for Further Developmen 

(15 minutes) • 

a. After the 20 minutes of discussion the Facilita

tor should focus the gro~p's attention toward 

the selection of one element for fn~ther develo 
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b. If the group cannot reach an agreement on their 

own, a second vote should be taken in which 

each element is assigned a single overall rank

ing. 

• The participants should not rank the element on 

each criteri~ but only assign a single ra~-

ing score. 

C. If t.he group chooses to vote, the results of the 

vote will be binding. 

7. Step 4. Identifying Activities to Implemept the 

Selected Element~ (30 minutes) 

a. A new sheet of flipchart paper should be headed 

with,a label of the element chosen in the pre

vious step and divided into three columns 

headed: 

• "Inputs" 

• "Activities," and 

• "Results," respectively. 

b. The "Inputs" column shouJ.d be further divi.ded 

into two columns headed: 

c. 

• "Persons" and 

• "Resources" respectively. 

The participants shOuld then begin to identify 

specific activities necessary to carry out the 

element. 

• The activities should be listed under the 

appropriate column. 
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• Remind the group to distinguish between 

"start up" activities and activities that 

would be carried out after the element is 

"up and running." 

d. After all activities have been identified ask 

the group to proceed to the next step. 

8. Step 5. Identifying Inputs to Support the Activitie .

(15 minutes) 

9. 

a. 

b. 

On the same sheet, the part::igipant~ shQuld befJin 

to identi fy resources and persons neces$~:t1'· -t.o 

carry out the acti vi ties developed in th~' k't~'e ... 

vious step. 

• As inputs are identified they should be liste 

under the appropriate columns. 

• If the group develops optional resources or 

persons to carry out an activity they should 

decide on one or leave tpe category open, 

indiJ.cating that there are options open. 

After all inputs have been identifi~d ask the 

group to proceed to the next step. 

Step 6. Identifying and Assessing the Results of 

the 

a. 

Activities. (30 minutes) 

On the same worksheet the participants should 

identify the probable results of the activities 

they developed in Step 4. 

• The results are usually expressed as the 

logical products of the activities. 

Notes and Comments 
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b. 

;' 

c. 

.. 

• Example: If the group developed an activity 

to "establish guidelines for the police to 

divert juvf.lnile arsonists" the probable 

result:of this activity would be "police 

divert juvenile arsonists according to 

established guidelines." 

Wherever possible, the participants should 

estimate the magnitude of the results to be 

achieved by activities. 

• 

• 

The participants should refer back to the 

Problem Statement as a guide to the magnitude 

of the results to be achieved. 

Example: • If the Problem Statement indicates 

that only 5 percent of· all fire.s are fully 

investigated and the group has developed an 

activity involving an increase in investiga

tions,. the group should estimate what the 

probable increase in the number of investi

gations would be or should be as a result of 

their activity. 

Important: If information is not avaq.able in 

the Problem Statement, do not permit the _ grou12 

to guess about the magnitude of results. 

• ;/ 

They should indicate that the probable 

results are not known. 

---~.-''''~.,~-----.,--"" < 
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d. After all results have been identified tne par

ticipants should review them and verify that the 

results wj,ll in fact contribute to or meet 'the 

strategic goal. 

10. Step 7. Preparing the Presentation. '~15 minutes) 

a. 

b .. 

c. 

d • 

The participants should organi~~e the materials 

they developed for the presentation to the gr~up 

In the presentation they will be expected to 

present. 

• A restatement of theatrategic goal state-

ment; 

•. A restatement of the strategy they were 

assigned, 

• The expanded list of elements developed in 

the workshop, and the identification of the 

element chosen for further development, 

• A description of the activities I!necessary to 

carry out the element, 

• A description of the inputs needed to support 

the element, including persons and resources, 

• A description of the results to be achieved 

by the activities, including an explanation 

of how the results will contribute to o~ meet 

the strategic goal. 

Each group will be given 15 minutes to make its 

presentation;. 

AftElr theJpresentation has been prepared this 

P4r t of the workshop is concluded. 

v-a-ll 

Notes and Comments 

I, 

,,:,, 

\\.'" 

o 

, 

., 
. , 



i' ~ 

fi 

Ii 
/I~ 

II 
,\ 
," ," 
I' i; 

" If 
i( 
q 
!! 
n 
" r! 
I' 

11 
Ii 
;1 
1. 
Ii 
fl 
1'< 
" II rJ . "I 
tl 

/ , 
n 
" 

~ I . I 

I 
I 
L. 

Module V: Planni~g the Details of Program V-B-l2 

Strategies ' 
Segment B: Workshop on Planning the Details of Pro

gram Strategies, Part 1: Debriefing 

1. Presentations by the Groups. (45 minutes) 

a. Each group should present the products of its 

work in the workshop. 

• Each group should be allowed no more than 

15 minutes for its presentation. 

b. Other participants should be encouraged to 

take notes on the presentations, but to with,

hold questions until the debriefing period. 

2. Acceptable and Desireable Products 

a. Step 1: Expanding the List of Potential 

Elements. 

• Continuing the example used in the previous 

exercise; the following elements were identif ed 

for the strategy - Educate juveniles on the 

ponseguences of arson and arson prevention: 

. - Educate juveniles on the consequences of ar on 

Treat and/or educate juveniles with an 

inordinate,facination with fire 

• Additional elements under this strategy-might 

incilude: 

- De~velop advertising campaigns aimed at 

j uVen.i.le~~ to prevent arson 

- Take school children to fire scenes to impr ss 

on them the destructiveness of fires 

- Develop regular classroom p~esentations on 

arson and fire prevention 

, ' 
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c. Step 3. Selecting an Element for Further 

'" Development.. + + See next page 

• The element to be developed further is the 

development of a regular classroom 

presentation 

d. Step 4. Identifying Activities 'to Implement 

the Selected Element. 

• The on-going activities under this element 

would include: 

- Scheduling classroom time in schools 

- Scheduling instructors to make presentati s 

- Conducting classroom presentations. 

• The start-up act,,!yities would include: 

- Establish the training course content 

- Developing the curriculum and materials 

- Recruiting instructors 

- Training/orienting instructors to curricu um 

- Testing and revising curr:lculum 

- Coordinating presentations with school 

year schedule 

- Persuading/orienting school authorities t program 

e. Step 5. Identifying Inputs to Support Activi ies. 

• On-going inputs would include: 

- A person to sChedule classroom time and 

coordinate instructors 

- Instructors to make the presentations 

- Supplies of course materials 
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Module V: Workshop 
Worksheet 1 

------------- -----

, ...... ,. "'-",~- <~~--,- .. ,~,,--~.-~_~ ____ -, '''' .. ,·_.c·v _ •• ~, 

POTENTIAL ELEMENT ASSESSMENT FORM 
--~--~---=~----------~-~--~--~ 

Educate Juveniles on the Consequences of Arson and Arson Prevention Strategy : ______________________________________________________________________ __ 

List of Criteria and Rankings 
Elements Effectiveness Practicality Acceptability Evaluability 

A. Educate juveniles on the 
consequences of arson 3 3 3 3 

B. Treat and/or educate 
juveniles with an inordi-
nate facination with fire 4 5 . 5 5 

c. Develop advertising 
campaigns 5 2 2 4 

D. Take juveniles to fire 
scenes 1 4 4 2 

E. Develop regular classroom 
presentatiohs 2 1 1 1 

a o 
,,', 

o 

. '. , '0 ) 

Cost Retain? 

-3 X= 3.0 
NO 

4 4.6 
NO 

5 3.6 
YES 

2 2.6 
YES 

1. 1.2 
YES 
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• Start-u2 inputs would include: 

- A person to establish what ~hould go into 

the classroom course 

- A person to develop, test, and revise the 

classroom curriculum and materials 

- A person to recruit, train, and orient 

instructors 

- A person to coordinate the presentations 

with the school year calendar 

- A person to present the proposed course 

to the school authorities and persuade 

them to cooperate 

f. Step 6. Identifying and Assessing the Result 

of the activities. 

• The results of the activities would include 

- An agreement with school authorities 

A classroom course on arson prevention 

and the cons~quences of arson 

A series of classroom presentations 

course 

• The magnitude of results would depend 

V-B-l4 

Notes and Comments 

number of schools and the size of the schoo -

age population. 

3. Debriefing. 

a. After the participants have made their presen 

tations, they should be encouraged to ask 

questions or make comments on the workshop, 0 

the products of the groups. 
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b. In the debriefing the Instructor should 

emphasize the following points: 

• The purpose of plan',.:J.ng down to this level 

of detail is to assure that the strategies 

developed in the previous module can and wi 1 

be implJementeci. 

• ~ven if the program developer is not 

responsible for planning the program down t 

this level of detail he or she may be expec 

to review, comment on, or approve the devel 

ment work of the persons who will actually 

implement the elements. Thus, these tools 

are valuable in that they provide a 

framework within which to make that assessm nt. 

• The criteria used to assess the different 

elements (i.e., effectiveness, feasibility, 

cost, etc.) can and should be used, at sever 1 

different points in the process--whenever 

more 'detail ha's been de"eloped so that the 

criteria can be more precisely applied. 

Realistically, this step requires a detaile 

understanding of the juriSdictions' politic 

finances, economic conditions, and governme al 

structure--rnore detail than we could provic't 
/1 

in the exercise. In the participants' own 

jurisdiction, ,this information should be 

part of the program developer's tool-kit. 

'Notes and Comments 
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• The application of the MOR at this step is 

intended to provide a useful and familiar 

structure for the planning of the program. 

It is applied at the element level because 

it is at this level that realistic decis,ion 

about activities, inputs, and results can 

be made. It could also be applied at a 

higher level--at the strategy level--but th 

level of detail would necessarily be more 

abstract. In the participants' own 

jurisdiction, the appropriate level at whic 

to apply the MOR will be much clearer. Per ons 

at a higher level agency (i.e., a statewide 

operating or planning agency) might wish 

to apply the technique at the more general 

level. Persons working at a lower level 

agency may find that even more detail will 

have to be developed at this step. 

• Once the planning gets down to the level 

of specific elements it becomes easy to 

lose sight of the overall program. 

Participants should avoid this by keeping 

in mind that each ()f the elements is only 

a part of the larger program plan. 

• The second half of this module will refine 

the details of the elements further after w ich 

we will start back up to put these elements 

together into a package. 

Notes and Comments 
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Module V: Planning the Details of Program 
strategies 

Segment C 

INSTRUCTOR'S NOTES 

1. Review and Introduction. 

2. 

a. In the previous lecture segment we discussed 

the first steps in the planning of the 

details of the program strategies. We dis-

b. 

cussed: 

• The role of the program developer in 

developing the details of strategies 

• The identification and assessment of pro-

gram elements, and 

• The development and assessment of the 

details of program elements 

In this segment we will continue the process 

and cover the following topics: 

• Identifying and assessing the impact of 

the pr.ogram on the existing system, 

• Identifying and aE~essing the internal 

impact of program elements on each other, 

• Scheduling and networking the program 

elements, 

• Developing objectives, 

• Developing program resources and budgets, 

and 

• Preparing the d,ecision package. 

Identify.ing and Assessing the Impact of the Pro-

gram on the Existing System. 

. "'. 
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a. ~br a program Ito work as intended, it must 

accommodate the sysbem, both curr.ent and 

future, into which it fits. The program 

developer must look for constraints and 
, , 

potential impacts between the program and 

the existing context in which it will 

operate. 

b. If not planned for, these impacts can damage 

the program and the system. 

• The system can produce negative impacts 

on the program. "surrounding conditions 

can impai'r the program itself~ as with 

legal obstacles or public resistance to 

certain strategies or elements. These 

are impacts from the system. 

• Alternatively, program events can create 

crises' in other parts of the system -

such as backlogs, resource drai,ns, or 

crime displacement. These are impacts 

2a the system. 

c. The best way to demonstrate t.he importance 

of anticipating system impacts is to look at 

examples of programs that have failed by 

ignoring their contexts. These examples 

come from practitioners who consider the 

impacts to have been predictable and the 

damage preventable. 

, 
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• Example: An example c)f how an unantici

pated system impact damaged a program is 

the case of a prcgramt:o train line polic 

personnel. The px'ogratn was set up so tha 

a certain number of lillie officers were to 

be taken off the j()b and systematically 

fed through the tralinin~1 program a few at 

a time. However, the pl,an depended on 

the availability of a re,serve of police 

officers who could oover for the officers 

go.ing throu:gh the tr'ainin1g. T.p.e program 

broke down when a ne'li may()r was elected 

who placed a freeze em all hiring in the 

police department. In sholtt order the 

reserve of officers d:isappe\ared and the 

police department couJLd no ,ilonger afford 

to rel'ease men for additionall training. 

• Example: An example of how ,a program can 

have an impact on the t~xistir,lg system is 

illustrated by the caSEI of a program to 

unify the state cO'llrt system. ' One of the 

strategic goals of the 'program: was to 

speed up the disposi tio:n ofca~\es in the 

system. Unfortunately, the pro~lram was 

so successful that it created overcrowdin 

in the prison system and a spill-over 

into local jails. 

\T-C-3 
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d. One way to identify and assess the impact 

the system might have on the program is to 

develop a checklist of factors, such as the 

one shown in your Student Guide. 

• To use the list, ask of each factor named 

how it might figure in the action of the 

progr.am now and in the future. Might it 

disrupt the program? 

• Finding answers requires analyzing both 

conditions (e.g., unemployment) and 

events (e.g., elections). Thi~ means 

keeping up with current affairs, review

ing trends, and synthesizing these to 

anticipate changes in the system. 

e. One way to identify and assess the impact 

the program might have on the system is to 

review t~e Problem Stat§ment. 

• A good Problem, Statement will identify, 

those agencies and systems that are alrea y 

being affected by the problem or ar~ 

currently trying to address the problem. 

• A good Problem Statement will also provid 

data on the magnitude of the system's 

current effort with respect to the prob

lem. 

~, c::l 
~ ------------~----------------------------
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f. 

• Example: The Problem Statement indicates 

that prosecutors can currently handle 

only about 40 percent of all juvenile 

.If cases referred to them by the police. 

you are designing a program that will 

increas~ the nvmmer of juvenile arrests 

made by the polf\?e this will have an 

obvious aggravating eff~cton the prose-

cutor's workload. 

The program developer could prepare a 

Sxstem Impact Matrix 

• Across the top of the matrix write in the 

agencies and organizations that are 

currently affected by the problem or are 

working to address the problem. This 

information should be contained in the 

Problem Statement or it should b~ 

gathered by the program developer. 

• Along the left hand margin of the matrix 

write in the results of th~ various 

elements of the prog~am. 

g. The assessment of the program's impact can 

b~ carried out by systematically examini~g 

each cell created by the intersection of a 

result item and an organizatio~; or agen6y. 
\,' : 

V-C-6 
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Create the format of 
the n1a tr ix on a 
flipchart 
or blackboard. The 
format is shown on 
the following page. 
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• While examin:lng the cell the program 

• 

developer should ask: 

- How is this agency currently affected 

by or: affecting the problem? 

- How will the results of this ell~menb' 

affect this agency? 

If a particular agency performs sever.;tl 

different functions with respect to a 

given problem the program developer mJLght 

,be obliged to consider how the program's 

results will effect each of these func-

tions~ 

• Example: If the police department is 

involved in a juvenile diversion program 

in addition to its normal prevention, 

investigation and apprehension functions 

the es'tablishment of a neighborhood block 

watch effort might affect each of those 

functions (e.g., resident~,~pset because 

the police divert rather than arrest 

juveniles identified by the block watch.) 

h. This assessment could produce several 

responses from the program develop~r. 

• The program developer may discover that 

he or she needs to ~ather additional 

information about a particular age~cy 

(i.e., the program developer realizes 

, 
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that the probable impact of the program 

on the agency is not known) 

• The program developer may choose to 

adjust the element or activities of the 

program to minimize or eliminate the 

anticipat.ed impact. 

• The program developer may develop addi

tional activities in order to accommodate 

the anticipated impact. 

• E~ample: If the results of the program 

wil." be to increase the worklo~d on the 

police beyond a. reasonable level the pro

gram developer may be forced to recommend 

an increase in the number of police or 

some other measure to accommodate the 

impact. 

I~ i~he progran{ develoP'er may identify areas 
1\ 
,I 

where the p~ogram must or could coordinat 

its activities with those of another 
I -

agency or organization. 

• Exam~~e: The program developer might 

discover that a senior citizens group 

already proyides free transportation to 

elderly persons who are called to testify 

in court;. This would be an obvious area 

where the program should coordinate its 

activities with a part of the existing 

system. 
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i. The System Impact r.~,atrix is not a fool

proof method of assessing the 'impact of a 

program on the syste~. 

• The technique 1s only as useful as the 
., 

comple1ceness of the list of affected 

agenc:i.es and the list of pr?9'ram results. 

• In a large, complex program involving 

many elements and activities the process 

could also be very time-consuming and 

complicated.to interpret. 

• Even after such an analysis th~remay be 

areas of impact. that were not anticipated 

or which arise only after the program is 

underway. 

• This techniqu~ can only minimize the num

ber of unanticipated impacts -- it cannot 

entirely eliminate them. 

V-lC-9 
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j. Question to the Participants: AfJk the pa·r- Class discussion 

ticipants how they currently account fo.r or. 

accommodate the impac~ of a program or pro-

ject on the existing system? (10 minutes) 

3. Identifying and Assessing the Internal Impact of 

Program Elements. 

a. An~ther source of impact i.s wj.thin the pro-

gram: the interactions between the various 

elements. Again, we want to identify 

, 
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h. 

possible conflicts and areas of needed 

cooperation in the plan. We need to ask: 

• Who should, talk to each other? 

• Who might internere with each other? 

• Who is working at cross-purp'oses? 

A way to systematically answer these ques-
I 

tions is to assess the results of each 

element with each of the other elements. A 

convenient way to do this is to arrange the 

elements in a matrix. We will call this an 

. Internal Impact Matrix, since it ~hows which 

elements can affect each other. 

• List the program elements, repeating them 

across the top and down the side of the 

matrix. 

• Examine all pairs of elements by looking 

at each cell, and asking: 

• Is there a conflict between these element ? 

(Are there inconsiste,nt objectives; .too 

much drain on the same personnel, 

resources, etc.?) 

• Is coordination needed between these 

elements in timing, communication, etc.? 

• Example: If tne police are intended to 

inform witnesses about the availability 

of transportation services to and from 

the courthouse and another aspect of the 

() 
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c. 

d. 

program enta.iJ.ls training police on re}?ort 

writing, the program developer might 

include an orientation session on ,the 

transportation service during the other 

training. being provided. 

The progl."am developer should make notes on 

the type of cross-impact anticipated and 

areas where different; elemen'i;.s should be 

coordinated. 

After the internal impacts have been iden

tified the program developer shou~d clesign 

measures to take care of these needs and 

integrate them into the list of activities. 

• Example: If the analysis indicates that 

there is a conflict between rescheduling 

the court'a docket to permit trials on 

evenin9s and weekends, and the avail

ability of public transit during those. 

hours or days, the program developer may 

be forced to add auxiliary transportation 

services to accommodate both elements. 

• Example: If the analysis indicates that 

there is a potential conflict between the 

t~me available to prosecutors to instruct 
\) 

witnesses prior to trial and the addi-

tional number of witnesses expected to be 

brought to court by the project, the 

Notes and Comments 

Note that if new 
elements are added, 
they should be 
MORed and 
re-analyzed. 
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program developer may wish to add a coor

dinating mechanism to the program to 

smooth the flow of witnesses through the 

syst,em. 

e. Eventually, all the activities making up the 

,program should be arranged on the matrix. 
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4. Networking ~nd Scheduling the Program Elements. See Instructor's 

a. Once all of the system impacts' and internal 

impacts have been identified and accommodate , 

the program developer can now turn to the 

development of the program networ~ and the 

establishment of a schedule for individual 

activities, elements and the program as a . 

whole. 

b. The MOR developed earlier provides little 

f I 

more than a listing of inputs, activities 

and resul'ts. We need an organizing tool to 

aid in further planning as w.ell as in,com

municating the plan to decision makers and 

i.mplementors. This tool should: 

• Relate the activities of the element in 

time, and enable the program devel.oper or 

decision makers to make other decisions 

on how activit1es are to be scheduled; 

• Show implementors what is important to do 

when; .. ' 
..... -
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V-C-12a 

r-------------INSTRUCTOR'S NOTE----------__ 

The coverage of networking in this section is very similar 
,to the planning technique called PERT (~rogram Evaluation and 
Review Technique). This technique along with £ritical Path 
Method, is commonly used to ~chedule complex projects or 
programs in business and industry. This presentation deletes 
the fairly complex mathematical considerations that go into 
~stimating the duration of activities and the more refined 
aspects of establishing optimal networks, resource allocation, 
etc. A persQn with a basic grounding in algebra or statistics 
could probably master these methods in a short time. The 
participants should be urged to examine a standard reference on 
the subject such as: 

Joseph Horowitz. Critical Path Scheduling: Management 
Control Through CPM and PERT, New York: The Ronald 
Press Company; 1967. 
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• Show monitors and evaluators the planned 

sequence of program events. 

c. A tool that fills these needs is the network --

a flow chart of activities in time. 

d. The network is a graphic tool that displays 

three aspects of an element: 

• How the activities of an element are ~ 

V-C-l3 
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quenced or ordered with respect to 
I each 0 her, 

• How long each activity will take to com-

plete, 

• What calendar dates are to be ~ssociated 

with the program activities. 

e. How does a network display this information? 

• The acti vi ties' of an element are rep:ce-

sented as processes in time, by means of 

horizontal lines: 0 operate services 0 

• The way the lines relate in space shows Demonstrate on 
flipchart or 

how the activities relate in. time: their blackboard. 

order, duration, and dates. 

. , , 
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5. 

• The program developer should be prepared 

to adopt one of the fall-back options 

developed earlier in the process if some 

insurmountable conflict develops lat this 

stage in the process. 

V-C-14 
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Networking: Ordering the Activities of an Eleme t. 

a. The planned ordering of activities is 

indicated by the left-to-right sequence of 

lines: 

b. Independent activities which have no neces-

sary sequence or which could be carried out 

simultimeously are presented lined up one 

above another. 

hire staff o-------, .----------~ .... 
....... train staff 0-------------0 
" 

0-g~Y~!2E-E~~!B!Bg-o'" 

c. Identifying necessary sequences an~ng 

activities is largely a matter of logic. 

Look olosely at the list of activities and 

ask, "What has to happen first, before some-

thing else can star,t?" 

d. A simple technique to help you develop the 

sequence of actiyities is to write each 

activity on a 3" x 5" card -- one card per 

activity and array the cards in front o,f 

you. 

Instructor Note 

C) .. 0 
(" 

( )I 

I 
i 

o 0 

=--_" ______ .... PI>'"" __ ~..., .. ~,., 

V-C-1S 

r--------------------INSTRUCTOR'S NOTE--------------------___ 

Distinguish tl:le use of ,"network" here from the' evalua

tion course. There, the network is an extended MOR. Here, 

the network differs from a program rationale in function 

and cont~nt. Participants who question the utility of 

the distinction can be told these points. 

• A rationale is not a work plan. It ignores 

durations and dates, though it implies 

sequence thrQugb logical dependencies. 

• The network is a cornerstone of the plan. 

It arranges the activities as processes in 

time. 

• The network also shows the activities nec

cessary to set up that system, to assemble 

the program machinery. 
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• This simple device enables you to easily 

rearrange the order or activit~es until 

a logical sequence is d~veloped. ' 

6. Networking: The Duration of Elements. 

a. Once you have established the sequence of 

activities you should then estimate how long 

it will take to complete the activity or 

estimate the period over which the activity 

will be carried out. 

• The program developer should distinguish 

between activities that are carried out 

only once over a fixed period (e.g., 

providing orientation training) and 

acti iT! ties that are carried out on a day-

to-day basis throughout the life of the 

program (e.g., counseling juveniles). 

b. Duration is represented by setting the net

work against a time line. 

• The program developer should first s'elect 

an appropriate scale against which to 

display time (Le., days, weeks, months). 

This will depend largely o,n the kinds of 

activities being performed and the level 

of detaill.at which the program devel,oper 

feels most comfortable. 
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• During the early period of a program, 

when a variety of activities relating to 

getting the element started are being. 

performed, the program developer may wish 

to use a shorter time scale. During late 

periods, when the program has (hopefully) 

settled into a routine longer time period 

C J are more appropriate. 
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c. The program developer should then estimate 

how long each activity will take to complete 

• These estimates should be as a9curate and 

realistic as possible because they will 

be used later to estimate the budget for 

the element. 

• The program deve'loper may wish to consult 

wi th pe,rsons who have performed similar 

activi'ties to estimate the time needed to 

complete an activity. 

• Remember, there is a natural tendency to 

assume that activities will be performed 

more quickly than t~ey can be in reality. 

The program developer should balance off 

this tendency by permitting a certaih .. 

amount of leeway for the completion of 

activities. This should be done particu

larly during the early ph~ses of a progra 

when peJ:'sons are usually new to their job 

and uncertain about their roles. 

V-C-l7 

Notes and Comments 

; 

, , 

r 



/ 

1, 

! 
I' 

L 
i' , 
P 
, 
! ; 
" ~ , 

" f! 
1 ; , 
1; 

N 

.. ~ 

: I 
i 

, ~ 
'~ 

~ 
;\ 

11 

~ 
~ 
a 
" 

i 
~ 
i 
) 

j 

--------- - ~ 

V-C-IB 
~----------.---------=~-

• Also remember that in order to perform a 

particular a,ati vi ty more quickly will 

usually involve a direct increase in the 

amount of resources and the number of per 

sons needed, thus increasing the cost of 

the acti~ity. 

d. After each activity has been estimated for, 

time the program developer can then display 

the network against the time line. 

• The location and length of the line will 

indicate when the activity will begin, 

how long it is expected to last and when 

it will end. 

• Remember to maintain the sequence of 

activities. If, aftar arraying the 

activities against the time line, the 

program developer discovers that the 

schedule is too long, he should consider 

re"ising the activities or increasing 

the persons and resources 'needed for par

ticular activities in order to speed up 

the process. 

7. Networking: Dates and Milestones. 

a. To' this point we have networked and schedule 

the element as if it could begin and c;md"and 

reach certain points in its progress at any 

time. In the real world, however, progr,amme s 
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are constrained by a variety of deadlines, 

time limitations and events that will deter

mine where the beginning, the 'end and points 

between must fall. 

• Legislative calendars, fiscal years, 

pending elections and competing events ar 
\ 

examples of constrai.nts on the program 

schedule. 

• In other instances decision-makers will 

set dates by whitm the program must show 

substantial results or reach c~rtain 

points in its progress. 

b. Faced with these constraints, the program 

developer should identify or establish the 

critical dates and milestones for individual 

elements or activities and for the program 

as a whol'e. 

c. The process for identifying and accommoda,t

ing critiaal dates in the schedule and,net

work of a program is as follows: 

• The program developer should identify 

those critical dates that cannot be 

changed (e.g., elections, legislative 

schedules). 

• The program developer should attempt to 
if 

minimize the number of unreasonable de~d-

lines established by decision-makers. 

This may mean educating decision-makers 
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as to the realithlS of the program's 

probable rate of progres~. 

• The program developer should then inte

grate the remaining critical dates into 

the sch@dule, assess how they will effect 

the program and identify possible remedie 

d. Possible remedi~s might include: 

• Collapse the network so that more 

activities occur'together. 

• Adjust the expected level of results 

(e.g., reducing the number of .clients to 

be served to cut proportionately the time 

required for an activity.) 

• Reallocate resources among activities 

(e"g., transferring money or people from 

a less to a more crucial activity). 

e. Once the network and schedules for individua 

elements of the program have been developed 

~nd approved by decision-makers, the program 

developer may wish to cons'truct a master 

network fQr 'the entire program, following 

the same procedures at the level of elements 

rather than activities. 

• Such a "master" network should not 

structed until the elements of the 

have been approved. 
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8. Pesk Activity -- Networking and Scheduling the 

Program Elements. (30 minutes) 

a. In this desk activity the pa~ticipants will 

be given an opportunity to practice net

working and scheduling the activities of an 

element. 

b. Have the participants read the instructions, 

and the scenario in their Guide. Answer 

any questions and then have them carry out 

the instructions. 

• Allow 20 minutes for this step. 

c. Debriefing: 

• Have one of the participants present his 

or her network to the group. 

• Ask the participants if they have any 

questions or comments about the network 

presented. 

• Hand out the prepared version of the 

network to the participants. 

d. In the debriefing emphasize the following 

points: 

, 

• The network provides a detailed schedule 

for each element of the program. When 

combined, the networks of all of the 

elements provide an overall schedule for' 

the program. (In thi,s desk activity we 

practiced only one. In an actual program 
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development effort this procedure would 

be repeated several times for each elemen • 

Eventually, when the elements have been 

approved, a master network would be 

constructed.} 

• If you have taken the time to separate 

start-up a9tivities from on-goin~, day 

to day activities the networking procedur 

should be much simpler. Note that networing 

tends to be more useful 

descrete and time-bound activities 

the early phases of a program than the 

on-going, day to day activities. 

• In this example the time was adequate to 

carryout all of the activities and still 

meet the commitment of the governor to 

graduate a class from the new academy 

before the elections. However, under 

'some circums'tiances the time may not be ad _ 

quate and the program develQper would be 
." "0;, 

forced to consider alternatiie measures 

to make the'deadline. 

• By networking the program ,elements, the. 

program developer can identify potential 

problems and take steps to remedy them 

before they Occur. 
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• The scheduling of activi.ties ~hrough 

networking also provides the basis for 

establishing the program budget and 

establishing objectives. 

9. Developing Objectives for the Elements of a 

Program. 

a. The next step in designing the details of a 

program is to establish objectives for each 

of the program elements. 

• Review: An objective is "a specific con

dition to be attained by a specific pro

gram of activities, stated in time-limite 
It and me.as.urable terms. 

b. The two key phrases in the definition of an 

c. 

objective are: 

• "time-limited" and 

• "meas1,lrable." 

Earlier, when we discussed the "results" . 

category under the MOR we indi~ated that the 

results of an activity could be considered 

as roughli'/equivalent too an objective wh~n 

stated in time-limited and measurable terms. 

• Now that we have established the s.t~hedule 

for the activities of the program element 

we have formed the basis for establishing 

time-limited objectives. 

I 
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• Earlier, when we ,4iscussed the magnitude 

of expected results we established the 

basis for developing measurable objective 

d. Before discussing how objectives can be 

developed, based on this information we will 

first discuss the functions of objectives in 

a program. An objective serves two primary 

V-C-26 
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e. 

• It provides an immediate stand.ard against 

which persons working in a program can 

measure their own progress, a~d 

• It provides managers and evaluators with 

inulIediate indicators of how the program 

is 1I?~:.\l:'k;ing as a whole. 

For the individual working in a progl."8m, 

particularly a large, complex program, the 

long-term outcome~ of the, overall effort 

often seem remote. 

• The person may not see how what he.or she 

is doing is contributing to the accomplis 

ment of the strategic ornormative'0goals 

of the program. 

• In some instances the effects of individu 1 

elements are buried amqng the effects of 

other :elements. 

t' In many instances the accomplishment of 

the strategic goal will not occur or 

OO OC) 

o 0 

o 0 
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become apparent for m~ny months or years 

if at all. 

• By establishing objectives the ~ersons 

working in a program can receive immediat 

feedback on how well their part ~f the 

program is working, and -- presuming the 

logic of the st~ategyand of the strate

gic goal is sound ,-- the person can 

assume that success o£ an objective does 

in fact contribute to the accomplishment 

of strategic an? ~lormative goals. 

f. For evaluators and-program managers objec

tives serve a similar function~ they provide 

a basis for j,mmediately determining how well 

g. 

the progx-,<;(tQ ;1.,11 performing as, a, whole even 

before the strategic goal has been, or could 

be expected to' be accomplished. 

Objectives are deve-loped in a variety of 
',,.1 • 

ways: they may be established as a matter 

of policy by decision-makers or others~ or 

they may be established empirically" based, 

on an assessment of the expected and rea

sonable level of performance of the program 

elements. 

• Objectives may be developed by decision

makers, courts, profes~ional Sl:.anda~d

setting bodies, or indiv~dual clgencies as 

ab matter of policy. 

, 
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• Examples: The courts may have establishe 

a limit on the number of persons who may 

be housed in a cell~ a probation agency 

may set a quota on the number of clients 

a probation officer must serve~ the state 

district attorney's association may 

establish a standard number of hours 

of training a new prosecutor must receive 

• In program development the preferred 

approach to developi~g objectives is to 

empirically assess what the probable and 

reasonable level of performance of a 

particular element should be. 

• Example: If the program developer esti

mates that a given shelter care project 

can provide housing to a maximum of 600 

juveniles per year, and the number of 

juveniles needing such services is in the 

thousands, it would be unreasonable to 

set an objective of red'ucing the number 

of juvenile runaways by 30 percent. 

h. To establish reasonable objectives the pro

gram developer should: 

• Establish observable indicators of per

formance for the elements of the program. 

• Determint the magnitude of results likely 

to be achieved by a program element in 

terms of those indicators. 

.. ' 
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• 

Examine the network 'a'nd' 'schedule for the 

element and determine when those results 

will probably be achieved, and 

Estimate what a reasonable level of per

formance on each indicator for the elemen 

would be. 

Desk Activity - Developing Objectives for the 

Elements of a Program (30 minutes) 

a. The purpose of this desk activity is to give 

the participants'a chance to practice set

ting objectives for an element o~ a program. 

b. The participants should read the instruction 

and the information in their Student Guide 

and carry out the steps indicated on their 

own. 

• Allow 20 minutes for this step. 
c. Explanation of Suggested Answers. 

• The estimated performance for six months is 

as follows: 

- five survey teams trained within one 

month from the start of the project 

- 500 households contacted within the 

first six months of the project 

- 100 inspections completed during the 

first six months 

- ten locks installed within the first 

six months 
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• The first estimated level of performance 
is dictated by policy--no more than five 
teams can be trained and the training take 
one month to complete 

V-C-30 
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• The second level of performance is a funct on of: 
- The number of months of activity (5) 

The number of teams working (5) 
- The estimated number of contacts to be m de (20~ 

5 x 5 x 20 = 500 contacts 

• The third level of performance is based on 
the estimate that only 20% of all resident 
contacted will agree to a survey 

- 20% x 200 contacts = 100 inspections 
\. The fourth e,stimate is based on the fact th t 

10% of the households are eligible for the ervice. 
Thus, each team has a 10% probability of co tacting 
an eligible household of which only 20% are 
expected to agree to an inspection and thus be ' 
eligible for the lock installation service 

500 contacts x 10% x 20% = 

10 lock installations 

Deb~iefing: Have one of the participants 

present his or her work to the group, and 

ask for comments or questions about the 

ac,tivity or the answers. In the debriefing 

make the following points: 

• Developing objectives is an important 

step in the program development process 

because: 

It provides the basis for persons in 

a program to assess their own immediate 

performance. 
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- It provides the basis for managers and 

evaluators to determine immediately 

how ~he.program is performing overall. 

• If possible, objectives should be estab

lished empirically, based on the reason

able and expected performance of the 

elements. 

• If the progr~m developer is uncertain how 

a particular element will perform the 

objectives for that element should not 

be set arbitrarily, but shoul~ reflect 

the uncertainty about that element. 

Developing the Progr,am' s Resources and Budget 

a. Planning for resources to support the pro

gram requires a set of interrelated deci-

sions: 

• What amount is needed? 

• What amount is available? 

• What amount must be acquired to fill the 
gap? 

• The sources of the amount to be acquired? 

• How should the resources be allocated 
among parts of the program? 

b. Resource decisions shoul~ address each of th 
program elements individually before asses
sing the overall program's budget. This 
should be done to avoid the common tendency 
to "shave" expenses in order to remain under 
a fixed dollar amount. This may be necessar 
later, but the program developer should do 
this with the knowledge of his actual needs. 
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c. The level of resourc.es ll'eeded by a program -, . '~ 

element is a function of two factors: 

• The inputs identi~ied as necessary to 

support the activities of the elements, 

and 

• The amount of time those activities are 

to be perfor~ed. 

d. These factors have.already been ,identified 

in earlier planning steps. 

• The inputs were identified and refined 
when we planned the details of the elemen • 

• The ~ factor was established in the 
elements' network and schedule. 

e. To establish the level of resources neces-

sary the program developer should 

• Determine the amount of inputs needed to 
sustain each activity (i.e., the number. 
of persons; the quantity of materials, 
equipment "and facilities) i;"1 

• Determine the length of time each of 
these imputs will be utilized, and 

• Determine the amount of money that will 
be needed to acquire and maintain that 
amount of input over that period of time. 

• Example: To. provide victim crisis coun-

seling would require the' eIllployment of a 

professional counselor (input)., If the 

Notes and Comments 
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service is to be provided on a twenty-four 

hour basis the program would be required to 

employ 4.5 full-time counselors at a cer

tain salary level each year (24 hours cov

erage x 7 days per week ~ 40 hours per week 

(standard work week per counselor) = 4.5 

full-time counselors needed x yearly/month-

~y/weekly cost) • 

In many cases the program developer may wish to 

consult an accountant or budget specialist in 

estimating the costs of supporting an eiement. 

The method described here is suitable only ,for 

estimating the costs of a program and may pro

vide tile basis for more detailed estimates by 

an expert. 
• This would be particularly true when the 

costs involve personnel .or equipment likely 
to entail additional hidden or non-obvious 
costs (e.g. benefit levels, administrative 
costs, etc.) 

The level of resources already available may be 

determined on the basis of the Problem Statemen 

A good Problem Statement will provide informati n 

about services already provided in relation to 

a particular problem as well as estimate.s of th 

amount of m0ney being spent to address the prob em. 
• The program developer may wi,sh to consid r 

how resources used for current efforts 
could be appropriated or adjusted for 
use in the program. 

• The program developer shOUld, also consid 
er the utiliza,tion of resources already 
in place as a way to avoid t.he initial 
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acquisition costs of developing these 

resources from "scratch." 

• These factors will depend essentially on 

local circumstances. There is no stan-

dard formula ",for determining available 

resources except that the progr~ 

developer should be thorough and imagina. 

tive in seeki~g out resources that could 

be adopted for use by the program. 

The amount of resources to be acquired is a 

simple function of subtract,;,ng what is 

available from what is needed. 

• The amount to be acquired are new inputs 

to be created or obtained by the program. 

• The program developer should attempt to 

reduce the level of new inputs as much 

as possible, since these will usually be 

the most expensive and untested aspects 

of the program. 

The sources of new inputs to the program 

will vary from jurisdiction to jurisdiction. 

Beyond traditional funding sources the pro

gram developer should: 

• Seek funding sources not traditionally 

used for criminal justice programs. 

Examples: 
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- Federal sources are CETA, Drug and 

Alcohol Abuse, and Emergehcy School 

Aid grants. These have supported such 

programs as youth diversion. 

- Local sources range from Jaycees to the 

Salvation Army. These have been 

successful:j.y C!,pplied, for example, to 

community crime prevention programs. 

• Identify potential supports' that do not 

require '.funding. Examples: Teaming ci ti 

zen volunteers with policemen pn foot 

patrol; finding existing structures to 

house detained juveniles rather than 

building new ones. 

• Maximize the strength of what is avail-

able. 

Coordinate existing funding sources, 
service agenqies, or other traditionally 
used resources whose application is cur
rently isolated or fragmented. Coordin
ation fills gaps and prevents duplica
tion of effort. The concept of service 
networks refers to a method of focusing 
scattered resources 'on one problem. 

In. those cases where the program developer is 

constrained by a fixed level of money or resour 

ces, choices must be made about which activitie 

will receive what level of material support. 

The allocation of resources among different 

activities within an element, or among 
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different elements wibhin a pr~gram will 

depend on: 

• 

• 

• 

The relative importance of th~ different 

activities or elements to the overall 

success of the program 

The expected level of performance of each 

activity or ~lement in terms of expected 

output versus needed input, and 

The optimal "mix" of activities and ele

ments in the program. 

In a complex program with several, different 

strategic goals, several different strategie 

and several different elements and activitie 

the program developer should develop a sense 

of relative importance concerning the parts. 

• This may be difftcult in a program where 

different elements and strategies depend 

on each other to work properly. 

• Example: The prosecutor will only improv 

his or her conviction rate if the police 

improve their report writing and the 

prosecutor has.a more effective and 

efficient staff. 

• However, the program developer should 

develop a sense about those parts of the 

pr,ogram that are most likely to produce 

the maximum benefits in relation to the 

amount of resources allocated. 
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1. The process of allocating resources will 

depend on the differ,ent trade-offs. the pro-

gram developer can make so as to balance the 

expected results against the needed inputs. 

• In obvious cases, such as an activity 

with a high resource need and a low or 

uncertain result level, the allocation 

decision may be relatively easy. 

• Example: Using police officers to conduc 

door-to-door home security inspections. 

• In many cases, however, the program 

developer may be forced to allocate 

resources experimentally before the best 

"mix" of activities or elements becomes 

apparent. 

Preparing the Decision Package ( Interim ). 

a. The approval Of the elements of the program 

is a decision point in the program develop

ment process. Thus, the product of the 

b. 

detailed planning steps discussed here shoul 

be a decision package which will enable 

decision-makers to assess the acceptability, 

feasibility, effectiveness, cost and evalu

ability of the p~oposed program elements. 

The decision package should contain 

materials developed at several stages of the 
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program development process. For each ele

ment of the program the decisi.on package 

should include: 

• The strategic goal statement under which 
< ~ 

the element was developed. 

• A brief description of the proposed ele-

mente 

• The objective or objectives to be 

achieved by the element. 

• 

• 
• 
• 

A description of the inputs, activities 

and results under the element. 

A network of the element. 

A cost estimate for the element. 

An assessment of the advantages and dis-
• 

advantages of the proposed element, and 

• A description of how the element fits 

into the rationale of the strategy under 

which the element was developed. 

Each of these parts of the decision package 
• 

has been developed in ,pne of the 

preceding steps in the program development 

process. } 

• The strategic goal statement was prepared 

in Module III when all of the pJogramls 

strategic goals were developed. 

• The proposed element was identified in 

Module IV in the development of alterna

tive strategies or in this module during 
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the initial expansion of the li.st of pro-

posed elements. 

• ~he objective or objectives of the ele

~nt wa~ developed in this module on the 

basis of the details of the element: 

- the inputs, activities and results, 

and 

- the element network 

• The cost estimate should come from the 

• 

cost estimate step discussed in this 

lecture, 

The assessment of the advantages and dis

advantages should come fr.om the assessment 

of the strategy carried out in the pre

paration of the strategy selection 

decision package and the assessment of 

both the internal and systems' impact of 

the element, and 

• IDhe rationale should come from the assess 

ment of the 10<:fic of the strategy (:on

ducted in Module IV. 

In preparing the full det;!:i.sion package, the 

program developer should consider the work 

completed to thi~ point as being only pre

liminary to a further step in the process. 

• Having worked at the level of individual 

elements the program developer must now 

come back up to the level of the program 
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to see how the individual parts will fit ~ 

together to accomplish the strategic and 

normative goals of the program. 

Summ~ry and Review. 

a. In this module we have tak~n the program 

development process from a set of strategic 

b. 

goals and possible strategies to a detailed 

plan to implement the strategic and meet the 

strategic goals. 

In this module we have discussed the follow-

ing topics: 

• The role of the program developer in 

designing the details of the program's 

strategies 

• The development of elements unaer each 

'strategy 

• The design of the details of pro~ram ele-

ments 

• The assessment of the elements impact on 

both the existing system and of the 

activities of the element on each other 

• The development of a network and schedule 

for each element 

• The development of objectives 

• The development of a CO$t estimate 

.' The preparation of a decision package tha 
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c .• In the next module we will focus on the 

integration of the different program element 

and on the evaluation and management of the 

program itself. 
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Module V: Planning the Detail~ of Program 
Strategies 

Segment D: Workshop on Planning the Details of 
Program Strategies, Part 2. 

INSTRUCTOR GUIDE 

1. Introduction 

a. You are now ready to complete the Implemen

tation Plan you began in the last workshop 

segment. 

b. In this workshop you will. (~omplete the 

following steps: 

• Identifying and assessing the impact of 

an element on other parts of the criminal 

justice ~ystem. 

• Identifying and,assessing internal impact 

within an element. 

• Preparing a network of the element. 

• Develop objectives for the element, and 

• Develop a budget for the element. 

• Prepare a presentation following the for

mat of the full decision package. 

c. For this workshop the participants should 

have: 

• Their Student ~uide 

• The Problem Statement 

• The materials developed earlier in pre-

vious workshops 

2. You may now break out into your groups. 

a. Your facilitator has detailed instructions o. 

each step as does your Student Guide. Take 
o 

it with you. 
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Module V: Planning the Details of Program 
strategies 

segment 0: 'Workshop on Planning the Oet&ils of 
Program Strategies, Part 2. 

FACILITATORlS GUIDE 

1. Introduction 

2. 

a. In this workshop the participants will be 

given an opportunity to practice the steps 

in the program development process relating 

to 

• Identifying and assessing the impact of 

an element on other parts of the criminal 

• 

• 
• 
• 

justice system, 

Identifying and assessing the internal 

impacts within an element, 

preparing a network of the element, 

Developing objectives for ~he element, 

Developing a budget for the element 

l?reparations. 

a. For this workshop the breakout area should 

,be equipped with a blackboard or flipchart, 

marker pens, or chalk, and tape to mount 

pages on the wall. 

• The participants should also have a packe 

of 3" x 5" cards to be used in preparing 

the network of the element in step 3. 

b. The participants should h~ve brought with 

them~ 

• Their Student Guides 

• The PrQblem Statement, and 

V-O-3 

Notes and Comn len~s ( -J" 0: . 
\ < .', 

'\..... U I} • The materials developed for the presen

tation in previous workshops 

c. The materials prepared earlier include: 

• The normative goal statement, 

• 'The list of strategic goals, including 

tile goal assigned to the group, 

• The list of possible strategies developed 

() 0 by the group, including the strategy 

() 0 

o 0 

Q 0 

assigned for further development, 

• The rationale of the strategy assigned 

to the group, 

• The list of potential elements under the 

strategy, 

• The strategy assessment, 

• The citations in the Problem Statement 

relating to the assigned strategic goal, 

• The list of, problem components relating 

to the assigned strategic goal, and 

• The lists of the inputs, activities and 

results of the element selected for fur-

ther development. 

3. Specific Instructions. 

a. The workshop will be carried out in six 

steps: 

• Step 1. The participants will identify, 

assess and take steps to accommodate the 

impact of the element on the existing 

system • (30 minutes) • 

'" 
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• Step 2. The participants· will identify, 

assess and take steps to accommodate the 

internal impac£ of activities within 

the element. (30 minutes). 

• Step 3. The participants will prepare 

a network for the element, indicating 

• 

• 

• 

the sequence and duration of each 

activity, and the dates when activities 

will start and end. (45 minutes) • 

Step 4. The participants will develop 

objectives for each of the activities 

under the element. (30 minutes) • 

Step 5. The participants will develop 

a budg:et for the element. (30 minutes). 

Step 6. The participants will prepare a 

presentation following the format of a 

full decision package. (15 minutes) • 
b. Total time for the workshop is 3 hours. 

4. Step 1. Identifying a~d Assessing System 

Impacts. 

a. The participants should mount the sheet 

C prepared in the earlier workshop listing 

the inputs, activities and results of the 

element. 

00 
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See Facili.tator's 

Note. 
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r----------------------Facilitator's Note------------__________ ~ 

This step is related to the lecture discussion on 

identifying system impacts. The workshop has been sim

plified so that only those impacts inside the CJ system 

need to be considered. This was done because: 

• The participants were not given information 

on external problems or constraints~ and 

• To save time. 

--------------------------------1 
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b. The participants should mount a second sheet 

headed System Impact Matrix near the first 

she~t. 

c. The participants should refer to the Problem 

Statement and locate the agencies listed on 

Table 4 on page 9 • 

• Each of these agencies should be listed 

across the top of the second sheet. 

• The participants may wish to abbreviate 

the agency names (e.g., Farmington Volun

teer Fire Department: FVFD). 

d. The results listed on the first sheet should 

be numbered or assigned an identifying 

letter (A, B, C, etc.). These identifying 

numbers or letters should be listed along 

the left-hand margin of the second sheet 

e. 

to create the matrix arrangement. 

The participants should then proceed to 

cross-reference each result with each agency 

and, referring to the functions performed 

by each agency (listed on Table 4 in the 

Problem Statement) determine what impact 

that result would ha:v.e on the agency. The 

participants should ask: 

, .' 

V-D-6 
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• How is this agency "or agency function 

currently affecteq. by the problem? 

• How does this agency or its functions 

currently affect the problem? 

• How will this result affect the agency 

or ito functions? 

f. If the participqnts identify an area where 

a result of an element's activity will have 

an impact on the agency, or one of its 

functipns, the impact should be noted and 

recorded, either on the matrix or, on a 

separate sheet. 
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a.. The pl:-7J.tlticipants should prepare a third 

sheet headed Internal Impact Matrix and 

mount it near the first sheet (the list of 

inputs, activities and results). 

b. Across the top Ot this sheet, (below the 

heading) the participants should list the 

numbers or letters used to identify the 

results of the element. These same iden

tifiers should then be listed along the left 

c. 

d. 

hand margin of the page to create the 

matrix arrangem~nt. 

The participants should then proceed to 

cross-reference the results in a systematic, 

pair-wise manner and identify possible 

internal impact between the results. The 

participants should .ask: 

• How will this result affect t~he other 

• 

• 

• 

results of th~s activity? 

Does this result conflict with some other 

result? 

Does this result reinforce or assist in 

the accomplishment of some other result? 
'1 

Is some other result dependent on this 

result? 

As internal impacts are identified they 

should be noted on the matrix or on a 

separate sheet. 

o 

/'''':..' 
. " 

• ~ ____ ..... -.-.""'_ ... ___ .,~-""~~""-............ _ •• 0\" 

.. --,..-~-~ .. -- ..... _._._-----
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e. After all internal impacts have been iden

tified the participants shoUld devise appro

propriate measures to accon~odate them, i.e. 

adding, deleting or revising the activities, 

inputs and r~sults. 

6. Step 3. ~reparing a Network of the Element. 

a. On the 3" x 5" index cards provided, the 

participants should copy the activities 

listed on the first page as revised -- one 

activity per card. 

b. 

c. 

d. 

The participants should array the cards and 

determine the appropriate sequence of 

activities by grqup consensus. 

When the sequence has been determined the 

group should then estimate how long it will 

take to complete each activity. This should 

be noted on the cards. 

• Activities that will be carried out 

throughout the life of the program should 

be identified first. 

• Duration is an issue only for those 

activities that will be carried out for 

a fixed period -- very often those activi 

ties carried out during tl1e "start-up" 

phases of the element. 

The participants should next select an 

approp+iate time scale for the element 

, 

V-D-9 
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(Le., days, weeks, months) and prepare a 

'time-line in that scale on which the ne'twork 

will be arrayed. 

• The participants may wish to tape two or 

three sheets of flipchart paper together 

to form the ~ime-line, and array the card 

on the sheets lying flat on a table or th 

floor. 

The participants should then arrange the 

cards on the time-line in the appropriate 

sequence and showing the duration of each 

activity. 

• The participants should follow the format 

demonstrated in the lecture and 'shown in 

the Student Guide on pages V-C-4b & v-C-l 

f. The participants should then tape the cards 

permanently to the time-line sheets and draw 

in the connectors and lines to complete the 

network. 

7. Step 4. Developing Objectives. 
r, 

a. The participants 'should prepare a sheet 

headed Objectives. 

b. The sheet should be divided into two columns 

c. 

headed Results and Indicator.,fespectively .. 

The participants should identify each 

result with a, letter ()r number identifier, 

) 
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d. 

f/ 

and li~t these identifiers along the left

han~ margin of the page. 

Fqr each result the participants should 

$elect an observable indicator and lis,t the 

indicator under the appropriate column oppo

site th.e activity identif:Ler. 

From the results column on the h s eet develop 

in the previous exercise (the sheet listing 

the inputs, a~tivities and results), as 

revised in previous steps, the participants 

should estimate the expected level of per

formance on the activity. 

• Example: If the activity'involves "pro

viding inservice trai,ning to arson inves

tigators" an indicator might be "number 

of investigators trained" or "hours of 

training provided." The level of perfor

mance might :then be "six fire investiga

tors trained," or "200 hours of training 

provided." 

• The participants should refer to the Pro

blem .Statement to determine the level of 

performance that could or should be 

attained. 

, 
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• If the participants estimated the magni-
, , 

tude of results in the p.revious·workshop, 

this step would consist only of translat

ing these results into the form of the 

observable indicator. 

f. Referring to the network and the sheet first 

prepared, the participants should draft a 

statement describing each objective in terms 

of: 

V-D-l2 

Notes and Comments 

• Indicating the level of performance to be See Facilitator's 

attained, Note. 

• Expressed ill the form of an observable 

indicator, and 

• Indicating the time-limit for reaching th 

level indicated. 

" 8. Step 5. Developing a Budg~t for the 'Element. 

a. The participants should prepare a sheet 

headed ~udget. 

b" The sheet should be divided irl'!;'o two columns 

headed ~evel Needed and Amount respectively. 

c. The participants should identify each of the 

inputs on the original list, ClS revised, wi 

a letter or number. Thes~ identifiers shoul 

be listed along the left-hand margin of the 

page. 

d. By referring to the level of performance 

expected for each a~tivity the participants 

.. _---, 

o 0 

o 0 

() 0 

0;0 

() 0 

() 0 

o 0 
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------------...,Facili tator' s Notee-------------. 

In this step do not permit the participa.nts to "make 

up" performance estima.~ce without some reasonable basis. 

That is, the participants should be pr.epared to justify 

estimates to the group if they choose to make guesses 

about how well anyone activity will be performed. 
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should estimate the level of resources needed 

fo~ each input. 

• Example:. If the activity of "providing 

training to fire investigators" was fOl,lnd 

to require inputs such as "instructors, 

,training materials, and classroom space" 

the. participants should estim~te the level 

of each,of t~ese inputs needed (e.g., 

one instructor, six copies of training 

material, one classroom, etc.). 

Referring to the network for the element the 

participants should determine for how lon~ 

these inputs will be used or needed and esti

mate the total cost for each. 

• The cost figure should be inserted under 

the Amount column. opposite the input. 

• If the participants do not wish to commit 

themselves to a dollar estimate, they may 

substitute the equivalent resource level 

estimate. 

• Example: "two instructors for two months" 

~nstead of "salary for instructors 

$6,000." 

• The participants .should be prepared to 

justify their estimates before the group. 

V-D-14 
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9" Step 6. Preparing the Presentation. 

a. The partioipants should prepare a presenta

tion following the format of the full 

decision paoke.~"'~i 

• The group will be given 15 minutes to make 

their presentation. 

b. The presentation should contain the following 

sequence: 

• The presentation of the strategic goal 

under which the element was developed, 

• The presentation of all elements under the 

strategic goal, and the identification of 

the element that was fully developed, 

• ~ description of the element and how it 

fits into the rationale of the strategy, 

Le., hj'ow it contributes to theaccom

plisf.:1nent of the strategic goal, 

• A description of the inputs, activities 

and results of the element, as revised, 

• A presentation of the network of the element 

c. 

• A presentation of the' objectives to be 

achieved under the element, 

• A presentation of the cost of the element, 

and 

• An assessment of the advantages and dis-

advantages of the element based on the 

assessment of the system impact.' 

After the pre~entation has been prepared the 

workShop is completed. 

() 
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Module V V-D-16 
Segment D: Worksho~ Part 2 

LECTURE NOTES 

1. Introduction 

a. We will now hear what each group has acco~' 

plished in its workshop. 

• Each group will have 15 minutes to presen 

its work. 

b. During the presentations you sho~ld take 

careful no'te of the details of the individua 

plans. 

c. Tomorrow (or in the next Module) the groups 

will be broken up into (2-3) cornm~ttees to 

draw together the individual elements into a 

integrated program plan. 

• To assist in this process take notes of 

any parts· of the other.plans that might 

affect your own plan. 

2. Example o~ Acceptable and Desireable Products. 

a. Step 1: Identifying and AsSessing System 

Impacts 

• Contil1luing the example in previous exercise 

the fc>llowing diagram presents the 

syst'~ims impact matrix. 

Notes and Comments 
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Results ::13. 
.(From MaR) ,iz; g ,g g 

• Agreement with 
School Authorities none none 

." 

• A classroom course 
on arson conse- A B 
quences and pre-
vention 

• A series of class-
room presentations H I 
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Agencies and Organizations 

(From p. 9 of the Problem Statement) 
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• Explanat·ion of possible cross impacts are: 

A. Fire departments should be soliciteci for 

background information in designing cour 

B. Similarly, police departments should als 

make input on the course 

C. Same for ~rosecutor's Office 

p. The State Fire Marshalls' office should 

be contacted for data on arson State

wide as further background for the cours 

E. The Bureau of Human Resources should be 

contacted for background on the 

secondary consequences of arson 

F. The Youth Bureau should be contacted for 

information on programs for youths 

arrested for arson 

G. The Burn unit should be contacted for 

information and background material on 

the physical effects of fire 

H,I,J,K,L,&M. Each of these agencies shoul 

be contacted to provide instructors for 

,#. 

the classroom course--possible impact on 

their manpower. In addition, if the,cou se 

is effective, it may result in decrease 

in arson-related workload. 

• Additional activities generated by this 

analysis include: 

- Contact local arson control agencies and 

agencies with arson-related functions for 

Notes and Comments 
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1. 

2. 

3. 

background information and materials 

- Contact (above) agencies for possible 

instructors for the course 

• Additional inputs would be s,omeone to make 

the above contacts and collect the 

necessary infromation and materials 

b. Step 2: Indentifying and Assessing Internal 

Impact. 

• The matrix for the above example is shown 

below. 

Results 

Results 1 2 3 

Agreement with 
School Authorities none A B 

A classroom course 

Classroom 
presentations 

C 

E 

none D 

F none 

• The explanation for the cro~s impacts are: 

- A,B,C,&E. All work on the proposed cours 

is contingent on the agreement with the 

school authorities. The program develope 

should consider whether a certain amount 

of development work should be done before 

approaching school authorities in order t 

give them an idea of the course's content 

V-D-18 
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- D&F. The content, length, and method of 

delivery will affect when and how often 
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the course can or should be presented. 

two factors will be coordinated. 

Th se 

e. Step 3: Preparing a Network o'f the Element. 

• The full list of activities identified to 

this point with the time estimate and 

sequence are: 

1. Persuade and orient scnool authorities t 

accept course (1 month) 

2. Coordinate presentations with school 

year schedule (1 month) 

3. Establish course content (1 month) 

4. Develop curriculum and course materials 

(1 month) 

5. Contact arson-related agencies for 

information and materials (1 month) 

6. Contact arson-related agencies for 

possible instructors (1 month) 

7. Recruit instructors (1 month) 
( 

8. Train and orient instructors (1 month) 

9. Test and revise curriculum (1 month) 

10. Schedule classroom time (on-going) 

11. Schedule instructors (on-going) 

12. Conduct presentations (on-going) 

(1\ 0 

I 
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• The network for,this element is shown 

below for the first year: 

Month 

M ,J ,J A S 
3 4 .. 

o 
8 
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N D ,J F 
9 10 11 12 

__ ~! ----1--
567 
~---4!----41----~---~'---+-! - _!-H-

(10) 
.... 

(11) 
~+ 

(12) 
~+ 

(2) 

( 3) 

0- _____ - - - - - _oo~---------------------------------++ 

(4) (7) (8) (9) I 
o 0 0 0 0-----------------------------------++ 

I (.5) I I I (6) I o----------------------------------~ 
o o 

• 
Start-up Date Start of School Year 

(September) (March 1) 

• Analysis of the network indicates that the 

element must be implemented starting in 

March in order to begin classroom presen

tations in September at the start of the 

school year. 

d. Step 4: Developing Objectives 

• Reasonable indioators of performance for 

this element would be: 

- A written agreement with school authoriti s 

~ :h~:::d 0:0:::: s::::i:::::::::?g iv n 
-The'number of stll.dents receiving th1 

classroom presentation -':::~c, 
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• Reasonable objectives for this element' 

would be: 

- A completed written agree~ent with school 

authorities by April 1, 198_ 

- A completed curriculum package by 

September 1, 198_ 

- "Xli classroom presentations complet.ed 

by the end 'of February, 198_ 

- "X" students receiving classroom 

pres~ntations by the end of February, 198 

e. ,Developing a Budget for the Elemen:t. 

• The inputs identified for this element are: 

- a person to schedule classroom time and 

coordinate instructors 

- instructors 

- supplies and course materials, 

- a person to establish course content 

- a person to develop, :test, and revise 

the course curriculum 

- a perso~ to recruit, train, and orient 

instructors 

- a person to coordinate the presentations 

with the school authorities 

- a person to present the proposal to schoo 

authoritiel:l and persuade them to cooperat 

- a person t(), contact the relevent arson 

control agencies 

, V-D-2l 
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• There is obvious room to collapse these 

inputs and assign them to a single person 0 

at mest, perhaps two persons: a full-time 

coordinator and someone to develop, test, 

and revise the curriculum. 

• The completed product would look like this: 

Level needed 

1 full-time course 
coordinator 

1 full-time course 
developer 

"X" part-time 
instructors 

"X" sets of train
ing materials / 

3. Presentations 
,\ 

" 

~t 

12 months x salary 
+ expenses 

6 months x salary 
+ expenses 

6 months x salary 
+ expenses 

Cost 

a. DUring the presentations the faculty should 

challenge the group to justify any assumption 

it has made regarding levels of performance, 

costs or other aspects of the element. 

b. The other participants should also be asked 

to make comments or ask questions about the 

material presented. 

• This should be encouraged if there are 

apparent areas where two or more elements 

are likely to overlap. 
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Notes and Comments 
~----------------~--• The refinement of the details of an element 

req'lires the program developer to consider: 

- how the element will affect the 

existing system 

- how the system might affect the element 

- how the system could be used to 

implement the element 

- how the internal results of the element 

will affect each other 

- the schedule for ·t:he element 

- what reasonable le.vels of performance for 

the element are 

- the overall cost of implementing the 

element 

• We attempt to determine how the element 

will or should relate to the existing 

system in order to anticipate possible 

conflicts between the system and the elemen 

and to find ways of integrating the element 

into the existing system. 

• We attempt to determine internal .. impact 

because the different results of the 

element may work at cross purposes to each 

other, or may be dependent on each other. 

• We develop a schedule and network in order 

to locate the element in real time and 

identify possible bottlenecks or unreasonab e 

deadlines before] they 3?CCUr • 
(~.o 

., _. ----.----~--.-.--.,q .... -. 
00 
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• We develop objectives in order to help both 

imp'lementors and evaluators appraise the 

perfo.l'lmance of the element as it is in 

operation and before the longer term 

impact could be observed. 

• We established the cost items for the 

element as the first step to developing a 

budget. In this exercise the task was only 

to estimate the level and amount of resourc s 

needed. In a real program developme~t effo 

the next step would be to attach actual 

dollar amounts to those resources. 

• Having worked through the details of the 

individual elements, the next step will be 

, to integrate the elements into a coherent 

whole. 

c. In the next workshop the details of the 

individual elements will be used\'t:o develop a 

final work ~lan which can be used by managers 

and evaluators. 

d. Also, any changes fO,und to be needed as a 

result of the coordination of the elements 

V-O-24 
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will be incorporated into the decision 

package. 
End of workshop 
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Outline of Module VI 

Preparing for Implementation and Evaluation 

Segment A 

1. Re,view and Introduction 

2. The Role of the Program Developer in Preparing for the 
Implementation and Evaluation of a Program 

3. The Importance of Integrating the Elements of the Program 

4. Integrating Elements 

5. Insuring that the Program is Implemented as Intended 

6. 

7. 

8. 

9. 

10. 

The Concept of the Key Event 

Identifying Key Events 

Using Key Events in the Management 

Using Key Events in the Evaluation 

Summary and Review of the Course 

of the Program 

of the Program 
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Module VI. Preparing for Program Implementation and Evaluation 

Segment 'A 

G INSTRUCTORS GUIDE 

1. Review and Introduction. 

a. To this point in the program development 

process, we have completed a substantial 

portion of the work necessary to insure 
that: 

• The problem is correctly understood, 

• The strategic goals of the program re-
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fl'ect the important components of the pr lem, 

• The strategies are logical approaches 

to the attainment of the strategic 
goals, 

• The elements of the strategies are ef

fective, feasible, acceptable, evalu

able and economical, and 

• The details of the elements have been specified 

in terms of inp,tts, activities, schedules, ooj 

tives, budget, arxi inte.mal and external impact. 

b. However, before the program can be imple

mented, the program developer must step 

back from the details of individual ele-

ments and once again view the program as 
a whole. 
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c. 

• This means that the program developer 

must build on the work that haS been 

completed and approved to this point, 

and if nece.ssary, add new elements to 

the desigrl of the program. 

In this module we will discuss the follow-

ing topics: 

• 

• 
• 
• 
• 

• 

The role of the program developer in 
preparing for imple~en~ation and evalua

tion. 
Integrating the elements of a program. 
The concept of the key event. 
Preparing the full decision pack~ge. 
Using key events in the, management of 
the program. 
Using key events in the evaluation of 
the program. 

The Role of the Program Developer in Preparing 

for the Implementation and Evaluation of a 

Program. 

a. After the approval of the individual 

or a set of elements that constitute 

gy, the role of the program developer 

from one of a designer and planner to one 

of a cO'o'rd'i'n'a't:o'r and 'faci:l'i:t:ator. 

'. As a coordinator, the program developer 

should attempt to identify tho~e linkage I 
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~------~--------

b. 

will insure that they wO+k together to 

address the problem. 

• As a facilitator, the program developer 

should attempt to develop guidelines 

necessary to insure that the prc)gram 

will be carried o~t as intended. 

Once the overall implementation plan has 

been approved, the program developer may be 

directly involved in the implementation of 
I 

the program. The program developer may be 

responsible for: 

• Carrying out certain elenM:lhts of the 

program 

• Providing technical assistance to the 

implementors 

• M!nagi,llil the overall program . 

• Monitoring or evalu~ting the program 

• Making or advising on future decisions ! 

about the continuation or revision. of 

the program. 

c. In any or all of ~hese roles, the progr~~ 

developer should have a grasp of the pur!

pose, design, and intended implementation 

of the program in terms of its parts and as 

a whole. 
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.... ----"-------The final product of this step in the program 

development process is a full decision package . . 
which provides the following information to 

decision-makers: 

• 'rhe normative goal statement; 

• The problem summary; 

• The important components of the problem, 

• A listing of the strategic goals; 

• An overview of the strategies under each 

strategic goal; 

• A listing of the elements under each 

strategy; 

• The strategy rationales; and, 

• An assessment of the program with appro-

priate recommend~tions. 

This material, along with the decision ,package 

devel9ped for each of the elements in the 

previous module, would be presented to decis'io -

makers for a final determination: 

• It is at tliis point that the program's 

strat~gic goals are finally approved and 

the shape and approach of the overall 

program is approved. 
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3. The Importance of Integrating the Elements of 

the Program. 

a. The separate elements of the program repre

sent discrete and sometimes narrowly fo

cused parts of an overall plan. 

b. Unless these elements are integrated and 

coordinated, they may tend to drift apart 

and become independent, small scale efforts 

with no purpose beyond the immediate objec

tives they are committed to accomplish. 

c. Example: A classic example of t~is phenon

menon is a community crime prevention pro

gram which had as one of its ,elements the 

organization of neighborhood groups to !work 

to prevent crime. After several months the 

neighborhood organizing element became the 

primary focus of the program. Eventually, 

the staff responsible for neighborhood 

organizing was captured by a major politica 

organization, and the crimecprevention goal 

of the program were completely abandoned. 

d. By integration of the elements we mean that . 
necessary linkages between elements are 

created sQ that the activities of one ele

ment,-.pan be coordinated to work with the 

activities of other elements. 
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• EXampl!: If one element of a program 

involves providing information to the 

public about the availability of trans.-

portation services to wit~esses and an

other element involves a public cam

paign to make citizens more receptive to 

testifying in court 1~hen called, there 

is an obvious area where the two ele-

ments could work together. 

By integration of elements we also 
/"\' 

mean preve~tl~, conflicts between elements. 

• EXampl1}: Very often efforts to create 

cooperation between different organiza

tions are c~t>mplicated by long-standing 

rivalries or the fact that there is a 

degree of overlap in functions among two 

or more agencies (e.g., municipal police 

departments and county sheriff's police) 

The pro~ram developer in his role as a £2-

ordinator should help to create the link

ages and head off the potentialconflict~,) 

in the program by integrating the different 
\ , 

element$ of the program into a coher'eri'l::. 

whole. 
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4. Integrating Elements. 

a. Elements of the program can be integrated 

b • 

c. 

by: 

• Identifying areas where the activities 

of two or more elements could be com-

bined Or shared. 

• Identifying areas where the activities 

of two or more elements must be coord i-

nated for one or both to operateeffec

tively. 

• Identifying areas of potential conflict 

between elements. 

One technique for identifying these areas 

where elements could or should be integra

ted is to bring the persons responsible fo 

knowledgeable about the elements together 

to discuss the topic: 

• The Nominal Group Technique could be 

applied here effectively. 

A second approach would be for the program 

dev1i3loper to create an Element Integration 

Matlcix, similar to the device .1lsed in Mod

ule V to identify the internal and external 

impact of an element. 

• We will practice this technique in the 

concluding workshop. 
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• Under this technique, the activities of 

the different elements would be a~rayed on 

the matrix and the areas of potential co

operation, coordination or conflict would 

be identified by ex~ining pairs of 'activi 

ties. 

,do> Once areas,of integration have been identifi 

the program developer should create 

appropriate remedies, such as: 

• Combining or sharing staffs or resources 

among different elements. 

• Creating an advisory group made up of rep

resentatives of individual elements to 00-

ordinate activities. 

• Drafting cooperative agreements among 

agencies to spell out areas of cooperation 

and jurisdictional responsibility-

• Creating new elements for the sole purpose 

of fostering cooperation and coordination 

(e.g., internal newsletter, periodic 

meetings, joint: planning sessions). 
I 

• Creating formal or informal relationships 

among persons working in different elements 

of the program. 
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Note to the partici
pants that they 
completed a similar· 
step earlier within 
their individual 
elements. In t\,)!is 
step they are 
assessing cross
impact between 
elements and 
strategies. 
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Insuring that the Program ,is Implemented as 

Intended. 

a. In his or her role as a program facili~ator, 

the program developer should also attempt to 

insure that the program is carried out as in-

tended • 

• The program developer should recognize that 

aft~r a prog;ram is implemented, the program 

may change in the way certain activities 

are carr~ed out or the way resourc~s are 

allocated. 

• However, the program developer ~as an obli

gation to in~ure that the strategic goals 

of the program, and the strategies devel

oped to meet those goalL, are followed 

within reasonable limits • 
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bll Question to the Participants. Ask the parti- Class discussion 

cipants if they know about or have worked on 

programs where the original goals apd strate-

gies were completely ignored after ~rogram was 

initiated. 

c. The two primary means by which a program can 

be kept on track with respect to its strategic 

goals and strategies are: 

• Through the way the program is managed, at 

the program or the element level. 

• Through the evaluation and monitorin9 of 

the prqgram. 
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A conceptual device which will help the mana

ger and the evaluator/monitor is called key 

event analysis. 

6. The Concept of the Key' Event. 

a. In any large-scale undertaking, such as a pro-

gz;;:w, there are some aspects that are rela-

tively more important to the success of the 

effort than others. In the context of program 

development, these aspects of a program are 

called key even!!. 

b. Key events are important in program develop

ment in that they should be the focus of at-

tention of managers and evaluators. 

• A manager/evaluator cannot observe or moni-

tor all aspects of a program with the same 

degree of attention. Key events provide a 

method whereby the manager/evaluator can 

know which parts of the program should re

ceive,the greatest amount of attention. 

c. ,A ~,!LEvent might occur at any point and at 

any level in the program. 

• A key event might be a single activity 

within a~. ,element., or a set of elements 

under a strategy. 

d. The principle which determines whether some 

part of a progr~ is a key event is~ its 

VI-A-lO 
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size ot· the amount of resources devoted to 

its imple;mentation. The factor which deter

mines that an act~vity or an element is a key 

event is its importance to the success of the 
f..,~,t:;"" 

program's strategic goals. 

7. Identifying Key Events. 

a. Key events may be identified by: 

• Reviewing the design of the program or of 

individual elements and identifying those 

inputs, activities or results that appear 

to playa major role in the way the pro'

gram will. operate; 

• Examining the networks and schedules of 

the prograrr1i and identifying those p,laces 

where two or more activities or elements 

intersect; 

• Identifying the mechanisms created to co

ordinate or create cooperation among the 

elements (these mechanisms are key events 

almost by~efinition); 

• Negotiating with persons who may be in

volved or have a stake in the implementa

tion of the program. (This is another 

place where NGT could be used). 

b. The program developer can also identify key 

events in a program by reviewing the assess-

__ ---------~-. __ ...Jl!L-1 _-~----

VI-A-ll 

Notes and Comments 

,; 

, 
a ..... 



:\ 

;: 
i. 
1, 
:.' n 
If 
I 
I 

\! 
I, 
'" ;1, 
~ 1 
" ',1 

P 
Ii 
I" 
I , 
I' 

~ \ 
" ~ I 
~ "; 

I' 
L 

\ t ~ 
U 
H 
~\ 

I 
J , 

/ 

ment of the logic of the strategy carried out 

in Module IV. 

• In that step, we identified the assumptions 

behind the strategy and attempted.to deter

mine how reasonable those assumptions were. 

• The assumptions were stated in the form, 

"If the program does A, Band C, then the 

strategic goal will be achieved." 
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• Example: If the program provides training sk class to select 
possible key events 

to police officers, and tht~ officers under- and discuss before 
giving them the ideas 

stand and accept what is taught, and they in "d" below. 

have the time, means and motivation to use 

what is taught, then police officers will 

write b~~ter reports. 

c. Now that we have designe4 the program elements 

to implement the strategy, the program devel

oper should identify those parts of the pro-

gram that were intended to fulfill the logic 

of the str~tegy. 

d. Example: The key events of the police train

ing example would be those events that were 

designed to insure that the police officers 

received the training, understood what was 

taught, and had the time, means and motivation 

to carry out the instructions. 

• If anyone of these conditions were not met, 
or were met for only a few persons, 
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this particular element would not succeed 

in meeting the strategic goal. 

Using Key Events in the Management of the Program. 

a. The manager of a program can use the identi

fied key events of a program to: 

b. 

• 

• 

Select implementors to carry out the design 

of the program 

Inform those implementors how the pro

gram or its el~ments should be carried out, 

and 

• Guide the activities of implementors after 

the program is under way. 

Key events provide a means of determining what 

the qualifications of an implementor should be 

• Example: If the strategy of providing 

training to police officers to improve the 

qualify of reports assumes that the train

ing must be understood and accepted by the 

police officers, that knowledge suggests 

that whoever is hired to provide the train

ing must be able to communicate effectively 

with pqlice officers and maintain credibi

lity with them during the training. 

c. Key events enable the program developer to 

focus on the critical requirements of the acti 

vities the implementor will be expected to 

, VI-A-13 
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perform. These requirements can then be 

translated into criteria against:which to 

assess various possible implementors. 

• Example: Given a choice between ,two in

structors for the police training element 

of the program, the program developer migh 

prefer. an experienced police officer ,with 

special preparation in the area of report 

writing over an outside instructor with 

academic training in report writing. 

d. Key events also inform impleme~tors about 

what is important in their particular part of 

e. 

the program. 

• Example: The implementor should know that 

it is important that the counselors he or 

she hires to provide job counseling to ex

offenders are qualif'ied to provide this 

service. Without tn.;is information, ·the 

implementor might substi.tuteuntrained col 

lege students or anyone .elsewho could be 

labeled a "counselor". 

Key events enable the program developer to 

specify the special requirements that an 'lm

ple.mentor should be prepared to.carry out as 

a condition of participating in the program. 

, " .• ~' .1 
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f. Finally, key events help managers of programs 

guide their activities after the program is 

underway. 

• Example: If the manager knows that follow 

up is critical to the success of the job 

placement element of the program, he or 

she can' quickly focus on that particular. 

activity and insure that it is carried out I 
as intended. 

g. Key events enable the program developer to 

identify areas where implementors may need 

special help and arrange for appropriate 

Technical Assistance in those areas. 

Using Key Events in the Evaluation of the Program. 

a. The secondl us~ of key events is to i'nsure 

that programs remain on track through. proper 

prograln evalu·ation. 

b. Program evaluation is different from project 

evaluation in that the evaluator must work at 

a higher plane and must apply a different 

order of criteria in determining the effici

ency and effectiveness of the program. 

• The program evaluator must still evaluate 

how well each element of the program oper

ates and the impact that element may have. 

However, the program evaluator must also 
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c. 

determine how the elements ,of the program, 

working together, ¢ontribute to the accom

plishment of the program's strategic goals. 

• It is possible for each of the individual 

elements of the program to work correctly, 

but for the program as a whole to fail. 
" 

(Of course, if the program developer. has 

followed the steps of the process des

cribed here, this possibility should have 

been minimized.) 

• Question to the Participants. Ask if anl'G 

of the participants have ha~ experience' 

with, or know of" a program that failed 

despite the, fact that its individual ele-

ments all spcceeded. 

Evaluators usually disti.nguish ~between two, 

l.evels of evaluation: 

$ Proc;ess evaluation, in ,.which the pX'imary~ 

focus is on the way the program oper~tes 

and its success in achievi~g its objec

tives; and 

extended to a determination of how,the 

program affected the problem being address 

d. The selection of one or both of these 

two lev<;:Ils of evalu~tion wil'l depend on: 
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f. 

• The needs and interests of decisi6n-makers~ 

and 

• The degree of certainty or uncertainty 

about either the proces~ or the probable 

impact of the program. 
.. 

In a process evaluation, key events help the 

evaluator focus on those critical internpl. 

processes' that should lead ~ to the accomplish

ment of the strategic goals, according' to the 

logic of the strategies being implemented. 

• Example: Knowing that acceptance of the 

training by police officers is a critical 

assumption (key event) of the program, the 

evaluator can focus on determining ,how 

well police officers accepted th~ training. 

In an impact evaluation, key events hej,p the 

evaluator' draw the necessary linkages l~~tween 

what the program did and the level of imp~ct 

th~t was observed. 

• Example: If the quality of police rl:!ports 

improved because of the iiraining 1,. th(~ eval-. 

uator would then focus on the extent ,to 

which improved police reports contributed 

to improvements in the conviction rate of 

prosecutors. 

. " 
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10. Preparing the Final Decision Package. 

a. Once the program developer has identified 

areas where the elements of the program 

should be integrated and has identified the 

key events of the program, the final step 

is to prepare a decision package for a fina 

approval of the strategic goals and the 

substance of the program. 

b. 

c. 

• If the program developer has kept the 

decision-makers appraised of the pro

gress and direction of the development 

process, there should be very few 

suprises in this decision package. 

At this point there should be a minimum of 

"tinkering" with the details of the program 

decision-makers should focus on the broader 

issues relating to: 

• The current and generally accepted under 

standing of the problem, 

• The appropriateriess and adequacy of the 

strategic goals and strat.egies, and 

• The overall feasibility e)f the· implemen.-

tat ion plan to carry out the strategies. 

The decision package should contain the 

following materials: 

• The normative goal statement for the 

problem area, 

• A summary of the problem, as it is 

understood, 
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• The important components of the problem ~---------------------

derived from the Problem State·ment, 

• The strategic goal statements that 

formed the pasis for the more detailed 

planning, 

• An overview of the strategies developed 

to m.eet the' strategic goals; 

• The elements intended to implement the 

different strategies, 

• The rationale for each strategy--the 

logic and assumptions behind the 

strategies" and 

• An assessment of the strategies and a 

set of reconunelldations concerning the 

integration~ implementation, and evalu-

ation of the program. 

d. To this material, the program developer 

sh9uld append the !ndividual element 

decision packages as back-up documentation; 

this I!laterial was developed in the previ.ous 

step in the p~ocess in Module V and was 

rev.ised as necessary in this Module. 

Review of the Module. 

a. In this module, we have completed the final 

steps in the program development process. 

We have discussed: 

• The role of the program developer in pre 

paring for the implementation and evalua 

tion of the program; 
() 
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• Integrating the elements of the program:~----~~------------

• The concept of the key event: 

• using key-events in the management of 

programs: 

• using key events in the evaluation of 

the program: and 

• Preparing the final decision package. 

b. In the workshop which follows' you will 

complete the program development process b 

carrying out these remaining steps. 
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Module VI 
Segment B: Workshop: Preparing for', Implementation 

, \'. and Evaluation 

LECTURE N'OTES 

1. Introduction. 

a. We are now ready to begin to put the pro-

() gram t,ogether' into a single coherent package. 

b. Each group has worked independently up to 

now. 

• We are all generally aware of what the 

other groups have proposed to do. 

• However, we do not yet have an overall 

perspective of how all the individual 

elements of the program fit together. 

• This program-level perspective is what we 
i' 
I' i~~ are going to develop in this final work-
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shop of the course. 

c. We have three major tasks to complete. 
• Integrating the individual elements into 

a coherent package, 

• Identifying those key events that will guid 
the management and evaluation of the progr· , 

• Preparing a fi~al decision package. 

d. The first task--integrating the individual 

elements--is necessary becauSe: 

• Large-scale programs are seldom planned 

by single individuals or ~/Ven a single 
II 

group of individuals, and 

• When planning~s divided ~mong di;fferent 
. ~ ~'"') \)1 

persons or groups there are bound to be 
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significant conflicts, inconsistencies 

or gaps between their plans. 

e. The second task--identifying key program 

events--is ~ecessary in order to insure th 

the programmatic concerns whichweT.~ built 

into the elements are carried out when the 

program is implemented, and are reflected 

in the program evaluation. 

f. The third task will be to prepare a presen 

tation following the format of the final 

decision package discussed in the lecture. 

Workshop Process. 

a. For this final workshop we are going to 

break up your original work groups and 

create (3-4) new groups made up of persons 

from each of the p~evious groups. 

• You will be responsible for representin 

your,original group in this new group. 

• Your job will be to clarify and explain 

what your plan intends to do and how it 

is to do it. 

b. The first responsibility of these new 

groups is to reconcile any conflicts, in

cons:istencies or duplications in the 

individual plans by: 

• Changing, deletin9, or consolidating 

specific activities of the elements. 

o 
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• Reassigning responsibilities for specifi 

activities, or 

• Creating new elements or activities to 

coordinate the elements or head-off 

possible conflicts. 

c. The second responsibility of these new 

groups will be to identify the key eventsi 

the program that should be of the greatest 

concern to program managers and evaluators. 

d. 

e. 

This work will then form the basis for the 

groupls presentation of the overall program 

Each new group should have a copy of the 

following materials developed in the 

previous workshops: 

• The complete list of all in uts, activit1es 

and results for each of the elements, 

• The !:!tionale of each groups strategy, 

and 

• The'list of assumptions behind each stra 

tegy" 

• These materials have been copied, and 

should be available to each group. 

f. I will now assign each of you to a new grou • 

• Additional instructions will be given by 

facilitators when these groups convene. 
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--~~·------------------INSTRUCTOR'S NOTE----------------------~ 

You should point out to the patticipants that in a 

real program development effort there may be more integra· 

tion of effort throughout the process, thus makirtg it lesS 

necessary to formally integrate .. the program as a final 

step. On the other hand, in a :Large program development 

effort, where teams have been established to work on 

individual areas, this firiai coordinating step may be 

very real. In either case, the steps outlined here need 

to be accomplished if the program is going to be given 

its best chance of meeting its goals. 
'\ rr) '" .' --

o 

• 
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Module VI 
Segment B: Workshop' 

1. Introduction. 

a. trhe purpose of t.his workshop is to allow the 

partidi~ant.st.o ~ract.ice Some of the steps 

discussed in t.he led~Ure re1atingto: 

• tritegrat.ing t.he ele~ents of the prQgram, 

• Ident.ifying key events to guide program 

martagers and eva;L.tiators, and 

• ~reparing t.he firta1 decision package. 

b. The original work groups will be broken up' 

and mixed so t.hat tHe new groUps each con

t.ain t.wo t.o t.hree me~bers fro~ each of the 

bt.her Cjroups • 

2. Preparations. 

a. trh!S workshop will require some additional 

preparat.ion on t.he pattof t.he facilitator. 

This is due t.o t.he fabt. t.hat the original 

groups have been mixed; and tHat each of the 

neW grOups will. ne.ed copies bt materials de

veloped in previoti~ Workshops. 

b. AS noted in t.he racillt.ator Notes in Module 

tV. t.he facilit.ators shou1d have made additi al 

copies ~adh of the strategy rat.ionale and of 
I Ii. 

the list. of 'assumptions developed in the 

Wdrkshop in IV-S. 
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..... 
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• These copies should follow the format 

used by the original groups. 

c. At the end of the workshop in Module V-D, 

the facilitator should have also made two 

d. 

e. 

copie~ each of the list of inputs, activi

ties and result,s, as revised, in that work

shop. 

• These copies should also follow the for

mat used by ·the original groups. 

• The facilitators should check tile copies 

to make certain that all chan~es made by 

the participanta are accurately reflected 

A copy of each of these materials should be 

available to each of the groups ,at the:begin 

ning of this workshop. 

The breakout area should also be equipped 

with a flip-chart or a blackboard, cha'l~, 

or marker pens. 

3. Specific Instructions. 

a. The workshop will be carried out in three 

steps: 

• Step 1. The participants will integrate 

the elements they developed in the previ

ous workshops, 

• Step 2. The participants will identify 

key events in the program, and 

o 
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4. 

b. 

• Step 3. The participants will prepare a 

final presentation following the format 0 

the final 'decision package. 

Following the last step, the group will pre

sent its work and participate in a final de

briefing. 

• Each group will be given 15 minutes to 

make its presentation. 

Step 1. Integrating the Elements. (1 hour) 

a. The three sheets indicating the inputs, acti 

vities and results of the three elements 

should be mounted in front of the group, 

where all members can clearly see them. 

b. 

• The participants should assign letter 

identifiers to the three listings to make 

it easier to refer to them during the dis 

cussion (e.g., Group A, Group B, Group C.) 

An additional sheet should be prepared, 

headed Element Integration Matrix: Group A 

x Group 2. 

• 

• 

Across the top of the new sheet, beneath 

the heading, the participants should l~st 

the identifiers for each of the activitie 

on Group At s list. 

Along the left-hand margin of the new 

sheet, ' .. the participants should 

VI-B-6 

Not .. and Comments 

Following the presen
tations, the facili
ta~ors should collect 
and evaluate the 
final products before 
conducting the final 
debriefing. 
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list the identifiers for each of the 

activities 0,11 Group Bls list. 

• This forms the matrix to identify possi

ble areas of integration between Group 

Als element and Group Bls elE~ent. 

c. The participants should then procec:!d to iden 

Hfy areas of possible integra.tion between 

the two el,ements by cross-referencing pairs 

of activities. 

• All members of the group should be en-

couraged to participate, not just those 

iJ? the two groups whose elements are be-

ing discussed. 

d. In idfmtifying area~ of integrat5.on, the 

participants should ask: 

• Could these activities be combined or 

shared? 

• Do these activities overlap? 

• CQuld these activities C9nflict with each 

other? 

• Is one activity dependent on the other? 

• Should these activities be coordinated? 

·e. As areas of possible integration are identi-

fied, they should be noted on the matrix or 

on a separate sheet. 

f. When all areas of integration have been 

00 
VI-B-7 
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o 0 

o 0 
I) 

., 
,. 

identified, the group should develop appro

priate ways of responding: 

• Adding new'activities to one or both ele-

ments; 

• Deleting or revising' activities. 

g. Any changes in the activities created by i1/l

tegrating elements should be reflected in 

h. 

appropriate changes in inputs and results. 

After the group has completed integrating 

the activities in Group A and Bls elements, 

the same procedure should be followed for 

Group A and Group C, and Group B and Group C. 

• Subsequent changes, may create the need to 

revise earlier changes. All changes 

should be carefully noted. 

5. Step 2. Identifying Key Events. (1 houz') 

a. The revised lists of inputs, activities and 

outcomes should remain mounted, and the 

Strategy Rationales and Lists of Assmnptions 

should be mount~d nearby. 

b. A sheet headed ~ey Events should be prepared. 

c. The group should first identify those key 

events developed in this exercise where new 

activities were created to coordinate, con-

solidate, or otherwise integrate the elements. 

• These activities should be listed on the 

Key Events worksheet. 
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• d. The group should then iden~ify key events 

within each element by noting those activitie 

·that appear to be critical. to the success of 

the element itself. 

• The group should briefly review the 

rationale and the ass~pt~lons behind, each 

of the three ~trategies which the elements 
\ 

are to implement. Activities designed to 

implement or guarantee the ':fulfillment of 

these assumptions should be identified. 
, \ 

• These activities should be listed on the 

Key Events worksheet. 
\ 

e. After all key events hav,~ been identified, th 

group should prepare a final sheet heade~ 

Recommendations. 

VI-B-9 

Notes and Comment. 

• The participants should review the key even s 

identified.and develop specific recommendat ons 

on how the program should be implemented 

and evaluated. 

• The recommendations ,s,hou14 include,soch 

factors as: 

- Qualifications or characteristics of 

implernentors 

--------------------------------.~------------------
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- Special conditions to be lmet by imple-

mentors, 

- Areas where technical or slome other form 

of special assistance should be 

provided, and 

Areas where evaluators should focus their 

attention or make a special effort 

to determine process or impact 

performance. 

Step 3. Preparing the Final Presentation. 

(one hour) 

a. In the final presentation, the group will 

present its final recommendations on how 

the program is to be integrated, implemente , 

and evaluated, based on the work just 

completed, and following the format of the 

final decision package~ 

b. The final presentation will follow the fol

lowing sequence: 

• A brief presentation of the normative 

goal, 

• A brief summary of the problem, 

• A description of the three important 

'components of the problem addressed, 

• The three strategic goals addressing the 

j:mportant components of the problem, 

• A brief presentation of the three stra

t;,egies developed in the process, 

VI-B-lO 

Notes and Comments 

The first five 
topics have been 
covered several 
times before. 
The emphasis 
should be on the 
remaining four. 
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A brief description of the three 

that were fully developed in the 

A review of the rationale behind each 

strategy, and 

An assessment of (1) how the elements 

implement the assumptions behind each 

strategy, (2) how the strategies will 

contribute to the accomplishment of the 

strategic goals, and, (3) how the accom"': 

plisrJmer.t of the strategic goals will 

.contribute to the accomplishment of tpe 

normative goal. 

• A description of the key events •. 

• A set of recommendations regarding: the 

qualifications or ,pharacteristics of pro 

gram implementors'~ s\fecial condttions ~o 

be required in the implementati\?n of the 

program, or areas of special interest to 

pe:csons providing Technical Assistancell 

VI-B-ll 

Notes and Comments 

areas of special interest to program eva uators. 
I 

c. The group may divide responsibility for eac 

of these parts of the final presentation. 

• The group will have 15 minutes to make 

its presentation. 

d. After the presentation has been prepared, 

the workshop has been completed. 
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Module VI 
Segment B: Workshop 

1\ 

INSTRUCTOR GUIDE 

1. Introduction. 

a. We will now hear from each of the groups on 

the work they have completed. 

b. Each group will have up to 15 minutes to 

make its presentation. 

2. Examples of Desireable Products. 

a. Step 1. Integrating the Elements of the Prog ';0 a) • 

• 

• 

Because only one element was d evelop€d, in the 

example" we cannot pI:eSel')lt a specific Elxample 

of how the classroom presentation could be 

integrated with one or more other elements. 

Examples of possible types of integration of 

elements for a progr~ ~lOl.1ld be: 

- D~veloping a centralized coordinating body 

bo foster cooperation between different 

,f~lements • 

- Sharing or collapsing tasks among different 

elements. 

- Sharing or collapsing resources to reduce 

duplication and get maximum output for 

each element. 

• ~l'he participants, may initially resist efforts 

'1;.0 integrate their elements or become upset 

by the inevitable blurring of the boundaries 

VI-B-l2 
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between elements that occur during integra

tion. In the debriefing the facil~tators 

should note that fact and comment on the 

degree to which the elements were truly 

integrated. 

b. Step 2. Identifying Rey Events to guide the 

Implementation and Evaluation of a Program. 

• Examples of possible key events within the 

element used in this example would be: 
r 1'1 

- The needs analysis in whic,b/the contents 

of the course are determined, based on th . 

areas where juveniles should be informed 

about arson. 

- The timing and scheduling of the element 

to assure that juveniles who would other

wise set fires are reached. 

The development and testing of the course 

content and materials to assure that the 

information presented is understood, 

accepted, and remembered. 

• These key events were identified on the 

basis of the assumptions that were made 

when the strategy's logic was tested in 

Module IV. 

• Examples of the recommendations would be: 

- That considerable care be taken to deter

mine those areas where juveniles most nee 

to be informed abou~ arson. 

VI-B-l3 
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- That the course be heavily targeted to 

schools ~)n areas wi th' a higher than avera e 

incidence of juvenile arson~ 

Notes and Comments 

- That emphasis be placed on the testing ant revision 

process to assure that the materials are appro-

priate to the aUdience the course is 

This Su~gests the need to recruit 

oper with experience in preparing 

juyenile aUdie~ce~, and to make this an a 

special emphasis in the evaluation. 

at •. 
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c. Following the presentations the facilitators See instructor note 

should collect and evaluate the matel:'ials 

presented before the final debriefing. 

3. Debriefing by ~ll faculty members. (30 minutes) 

a. During the debriefing the facilitators should 

note the following featUres of the final 
presentation: 

• The extent to which the elements were truly 
in t( g.~!";0ted. 

• The relationship betWeen the key events 

identified and the assumptions made in the 

logic of the strategy for each eleme,nt. 

• The degree to which \he el'ements reflect 

the strategies and the strategic goals 

developed earlier. 

• The degree to which the presentations addre s 

or fail to address Possible problems in the 

recommendations section of the presentation 
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Instructor Note '----.-------------.t 

The final debriefing should include a critique of the work 
completed in the last workshop. After the last preseh(~ation 
has been completed the instructors should call a brief recess. 
During the recess the instructor and other facilitators should 
review the work of the grcnps and draw up a detailed critique 

, r 

of the products. The crtc.ique should focus: first, on the 
teaching points outlined under the debriefing points~ and 
second, on the degreee to which the products deviate from or 
build upon the work done in previous workshops. 
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b. Additional points to be made in thp, 

debriefing are: 

• The elements of the program, by themselves, 

do not constitute a program. 

• Only when the elements are integrated do 

they constitute a programmatic effort. 

• The program developer must think at'two 

levels at once: 

- How the elements will operate individuall 

an~~ 

- How the elements will operate together 

to achieve the normative goal. 

3. Review of, the Course (30 minutes) 

a. 

b." 

At this point, we can now review our steps to 
see how we got to where we are. 

In Module II, we began with a problem as it 
was described and explained in a Problem 

Statement. 

• We assessed the adequacy of the Problem 

Statement to determine whether we knew 

enough about the problem to develop a pro

gram. 

• We ,also looked at the problem in the con

text of other competing problems to deter

mine whether it should be addressed now, 

later, or ever--and how much effort to put 

into trying to solve it. 
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c. In Module III, we used our understanding of 

the problem to develop strategic goals. 

d. 

e. 

• We broke the problem down into its import an 

components, and drafted strategic goals 

for each. 

In Module IV, we developed strategies to 

implement the strategic goals. 

• Using two different approac~es--the Problem· 

Statement c:.nd th~e Strategic Goal--we identi 

possible strateg:les and assessed tl:le logic 

In Module V, we deVeloped the elements of the 

strategies. 

• Starting with a list of potenti~l elements, 

we expanded the l.ist, 

• Developed the details of those elements, 

• Assessed the internal impact of the ele

ments and the impact on the existing sys

tem. 

• We developed a network of each element, 

• Established objectives for the elements an 

• Developed a budget for the el~aent. 

f. Finally, in Module VI, we integrated the 

elements into a~eoherent program, identified 

the key events of the program, and prepared 

for the implementation and evaluation of 

the program. 

VI-B-l6 
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4. Course Closing • 

a. The process described here is an ideal, 

and like. all ideals it can seldom be 

achieved completely in the real world. 

However, th~ principles expressed are 

Notes and Comments 

o 0 sound and deserve your best effort. 

o 0 

o 0 

o 0 

o 0 

·cJ 
o 0 

b. If you can adapt any or all of these steps 

into your work--or even an approximation of 

these steps--you can pe reasonably confi

dent that the results will be worth the 

effort. 
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MODULE I 
Introduction to Program Development 

TITLE 

PURPOSE 

OBJECTIVES 

DESCRIPTION 

PARTICIPANT GUIDE 

Introduction to Program Development 

To provide an understanding of the 
basic concepts relating to Program 

. Development and to place them in the 
context of the overall planning pro
cess. To introduce some ,of the key 
terms used in the course. To out-
line the basic ,steps in the Program 
Development process and to relate those 
to the contents of the course. To 
begin a dialogue 'around some of the 
barriers and constraints to effective 
programmatic planning. 

At the co~pletion of this module the par
ticipants will be able to: 

• Discuss the concept of a program. 

• Discuss the definition and the con
cept of program development. 

• Describe how the Program Develop
ment Course relates to other train
ing courses and to the General Plan
ning Process Model. 

• Identify the steps in the program 
development process as presented in 
the course. 

• Identify the skills and knowledge 
needed in program development. 

• Discuss the role of the program 
developer. 

• Discuss specific issues relating to 
program development. 

This module consists of a Lecture Seg
ment (A) that will require about one hour 
to deliver. The Module ends with a 
Workshop Segment (B) requiring about one 
hour to complete, including a aebriefing. 
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Outline of Module I 

Introduction to Program Development 

Segment,A 

1. Introduction to the Module 

2. What is a Program? 

3. What is Progr.am Development? 

4. The Importance and Use of· Progl:arn Development 

s. 
6. 

7. 

8. 

9. 

10. 

How this Course Relates to Othelr Courses 

The Steps to be 'Completed in this Course 

Decision Points and the Decision 'P~\ckages 

Skills and Knowledge Needed by Program Developers 

TQe Role of the Program Developer 

Summary and Review 

(. 

o 

o 

o 

'0 

.Module I: Introduction to Program Development 
Segment A 

PARTICIPANT GUIDE 

1. Introduction. 

2. What is ~ Program? 
a. In criminal justice 

planning, a program 
is defined as: 

• A set of related 
efforts, under a 
conunon, general 
authority, which is 
designed to address 
a particular problem. 

b. Programs are often 
contrasted with 
projects. 

• A project is a 
planned intervention 
at one or more sites, 
which is under the 
direction of a spe
cific manager and 
which operationalizes 
a set of closely 
related activities. 

c. Three essential char
acteristics of a 
program. 
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Notes and Ques'ti'ons 

,,,. 

d. This course will (Copy of Visual on next page.) 
teach you about pro-
gram development, 
which is a process. o 

3. What is Prosram Develop 0 ment? 

• Program development 
is the process of , 

I identi~ying, select-! ' 
ins, and desisning 
one or more s~stems- 0 

:-, 

oriented strategies 
made up of com lemen 
tar:t ~rojects and 

'I act~v~ties, to pro-
! duce goal.-directed r:> 

changes in specific ("') criminal justice \;....;0 
'i 

12roblem areas. 
,i 
,t 
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Program development 0 a. 
is first of all a 
12rocess. 
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! b • Program develoPment • 1 
1 is a process of 
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d. The purpose of pro
gram development is 
to produce goal
direoted ohanges. 

f£'he importanoe and 
Use of Program 
Development. 

5. How This Course Relates 
to Other Course,s. 
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a. The Criminal Justice 
Planning Course 
covers the entire 
GPPM at a general 
level. 

b. The Criminal Justice 
Analysis Course 
focuses on the iden
tification and anal
ysis of problems 
(Step 5). 

c. The Criminal Justice 
Evalua,tion Monitor1n 
Course focuses on 
Step 11 o£ the GPPM. 

d. The Criminal Justice 
Mana~ent Course 
provides a managemen 
and. decis'ion-making 
perspective for the 
entire planning and 
implementation 

'process. 

e. The PrQgram Develop~ 
ment Course begins 
with the definition 
of one or more 
problems. 
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f. Program development 
continues through 
"Planning for Imple
mentation and Evalu
!(ltion" at Step 9. 

------- - ~- -
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Notes :and 'oues·tions 

6. The Steps to be Com- (Copy of Visual on" next ~age.) 
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pleted .in This Course. 
a. The first st~p in the 

Program Development 
process is to 
Develop an Under
standing of the 
Problem. 

b. The second step is to 
Develop Priorities 
Among Problems. 

c. The third step; 
Develop' Strategic 
Goals. . 
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COURSE { 
SEQUENCE: 

PROCESS 
STEPS 

DECISION 
. POINTS 
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. , 

THE PROGRAM DEVELOPMENT PROCESS 

MODULE MODULE 
II III 
A 

I. 
A 

(1) Develop (3) Develop 
an under- strategic 
standing of goals 
the problem 

(2) Develop 
priorities 
among 
problems 

o o 

MODULE 
IV 
A 

(4) Collect 
and assess 
information 
on different 
counesof 
action 

(6) Lay out 
the logic of 
different 
~egies,/!\ 
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.,;< I . . . 

MODULI: MODULE 
V VI 
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(6) Plan the (7) Prepare 
details of for implamen-
_Iected tation and 
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d. Step 4 is called 
Collect and Assess 
Information on 
Different Courses 
of Action. 

e. Step 5 is a critical 
one: Lay Out the 
Logic of Different 
Strategief!.' 

f. Step 6: Plan the 
Detailed Program 
Strategies. 

g. Finally, Step 7 
completes the Program 
Development process 
in Module VI, "Preper 
ing for ~rogram Imple 
mentation and Evalua-
tion." 

The Decision Points and 
'the t)eciaion Packages. 
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S. Skills and knowledge 
needed by program devel 
opers. 

9. 

a. Fact-finding and 
Analytic Skills. 

b. Interpersonal Skills. 

c. Technical, adminis
trative, and planning 
skills. 

d. Operational and 
Content Expertise. 

The role of the Program 
Developer. 

a. Program development a 
taught here must co
exist with other 
planning activities. 
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b. Limited resources rna 
restrict the number 
of opportunities for 
program development 
efforts in anyone 
year. 

c. The proqrarn developer 
may play a variety 
of roles. 

10. Summary and Review. 
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WHY PROGRAMS SUCCEED OR FAIL: 

.. Understanding of the Problem 

• Appropriateness of the Strategy 

• Adequacy of the Implementation 
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Module I: Introduction to Program Development 
Segment B: Workshop 

PARTICIPANT GUIDE 

1. Questions for group discussion: 
a. To what extent is there a program development orientation 

in your agencies? If there is, how is it carried out and 
who does it? How extensive is it? 

b. What barriers do you see to program development in your 

agencies? Can they be overcome? When? How? 
1 

c. Does the future in CJ planning seem to be generally 
supportive of program development? 

2. Course Objectives. 
a. You should be able to assess the adequacy (completeness, 

accuracy, logic) of statements relating to criminal 
justice problems within your jurisdiction (ref. Module II); 

b. You should understand the importance of establishing 
priorities among those problems for possible programmatic 
intervention (ref. Module II); 

, 
c. 

d. 

e. 

You can develop strategic goals for the problems under 
I 

consideration (ref. Module III); 

You will be able to develop and assess strategies logically 
capable of meeting the strategic goals (ref. Module IV); 

You will be able to plan out in some detail the steps and 
procedures needed in order to implement those strategies 
(ref. Module V); 

f. And finally, you wi.ll be able to ideI?-tify those key events 
in the program plan on the basis of which effective 
management, evaluation, and corrective feedback. can be 
carried out as the plan is later implemented (ref. Module VI). 
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,Module 2 
DEVELOPING AN UNDERSTANDING 

'OF THE PRO aLE,. 
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Module II 
Developing an Understanding of the Problem 

TITLE 

PURPOSE 

OBJECTIVES 

DESCRIPTION 

<:' 

I:? 

PARTICIPANT GUIDE 

Developing an Understanding of the Problem 

To provide an understanding of the rela
tionship between the Criminal Justice 
Analysis process and the Program Dev'elop
ment process. To cover the procedures 
and skills needed to assess the adequacy 
of the primary product of the analysis 
process: the Problem Statement. 

Upon completing this module, the trainees 
will be able to: 

• State and apply criteria for 
assessing the conceptual ade
quacy of a problem statement. 

• Discuss techniques for selecting 
problems for program development. 

This module consists of a lecture segment 
and a workshop segment. The segment 
sequence and estimated timing is as 
follows: 

• Lecture Segment A - 1.5 hours 
• Workshop Segment B - 2.5 hours 
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outline of Module II 

Developing an Understanding of the Problem 

Segment A • 
1. Review and Introduction 

2. The Relationship Between Problem Analysis and Program Development 

3. The Problem Statement 

4. The Role of the Program Developer in Assessing the Adequacy of 
Problem Statements 

5. Assessing the Adequacy of Problem Statements 

6. Assessing the Conceptual Adequacy of a Problem Statement 

7. Assessing the Explanatory Adequacy of a Problem Statement 

8. Desk Activity--Identifying and Categorizing the Components of 
a Problem from a Problem Statement 

9. Assessing the Logic of a Problem Statement 

10. Desk Activity--Identifying Relationships Between Components 
in a Problem Statement 

11. The Boundaries of a Problem 

12. Setting Priorities Among a Set of Problems 

13. Selecting Problems ior Programmatic Treatment 

14. Review--Assessing the Adequacy of a Problem Statement 
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Module II: Developing an Understanding of the Problem 

Segment A PARTICIPANT GUIDE 

1. Review and Introduction. 

2. The Relationship Betwe~n 
Problem Analysis and 
Program Development. 

Notes ,~uld Ques·t-ions 

II-A-l 

a. The analysispr'ocess (Copy of Visual on next. page. ) 
has three primary 
tasks: to identify 
problems that exIst in 
the System, to s eC'if 
and define those pro-
blems in useful and 
meaningful terms, and 
to interpret or 
explain problems so 
that they can,be 
understood by oth,ers. 

3. ~he Problem Statement. 
a. A Problem Statement is 

defined as: 
• A written document or 

oral presentation 
which comprehensively 
describes the: 
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- nature, 
- magnit.ude, 
- serious!:'ess, 
- rate of change, 
- persons affected, 
- spatial aspects, 
- temporal aspects, 
of a problem using 
qualitative and 
quantitative informa
tion. It identifies 
the nature, extent, 
and effect of system 
response; makes pro
jections based on 
historical inferences 
and rigorously at
tempt.s to establish 

'the origins of the 
problem. 

4. The Role of the Program 
Developer in Asse~sing 
the Adequacy of . 
Problem Statements. 

5. Assessing the Adequacy of 
Problem Statements. 
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2.0 

ANALYSIS COURSE 
Problem Statement Format* 

Introduction 

1.1 Statement of concerns 
1.2 Nature and source of concerns 
1.3 Scope of concerns 

Analysis Methodo~ 

2.1 Definition of terms used 
2.2 Assumptions made 
2.3 Measurement, ~eliability and validity 
2.4 Data collec,tion procedures used 
2.5 Statistical methods used. 

3.0 Findings 

3.1 

3.2 
3.3 

Conceptual Hypothesis #1 -- supporting 
variables and measurements, results, 
interpretations, and conclusions 
Conceptual Hypothesis #2 
Conceptual Hypothesis #3 
(As manl~.-,as needed) 

4.0 Discussion of Findings in General 

5.0 

4.1 Discussion of findings in relation to 
concerns expressed 

4.2 Discussion of limitations 

Summary 

5.1 Highlights 
5.2 Conclusions 

6.0 Appendices 

This is the format recommended in the Criminal Justice 
Analysis Course. 
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a. There are two primary (Copy of Visual on next page.) 
criteria.for assess-
ing the adequacy of a 
Problem Statement. 

• The Problem Statement 
should be technically 
adequate. 

• The Problem Statement 
should also be con
ceptually adequ~ 

6. Assessing the Conceptual 
Adequacy of a Problem 
Statement. 

a. Conceptual adequacy 
refers to how well th 
Problem Statement 
describes and ex lains 
the problem. 

b. The first criteria to 
be considered is how 
well the Problem 
Statement describes 
the problem. 

• The characteristic of 
a good problem descrip 
tion is that it is 
comprehensive. 
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• A com~()nent of a pro
blem 1s~ondition 
or an elvent that 
defines-or-is associ
ated with a particula 
problem. 

7. Assessing the Explanator 
Adequacy of a Problem 
Statement. 

a. The presumed causes 0 (Copy ·of Visual on next page.) 
a problem are those 
conditions and events 
that are thought to 
come before and lead 
to the expressed con-
cerns and related 
events and effects. 

b. Primary effects are 
those conditIons and 
events that directly 
resul t f·rom the pre
sumed causes. 
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c. Secondary effects are 
those oonditions and 
events that directly 
result from the 
primary effects and 
indirectly from the 
presumed causes. 

d. System response refer 
to those conditions 
and events in the 
criminal justice sys
tem or some other 
relevant system that 
have an effect on or 
are affected by the 
problem's presumed 
causes, primary and 
secondary effects. 

e. For the program devel 
opel' to have a com
plete explanation of 
a problem, the Proble 
Statement should 
contain information 
on each of these 
categories of condi
tions and' events. 
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8. Desk Activ,ity - Identifying and Categorizing the Component8 
of a Probtem from a Probtem Statement. 

Read the foll.owing segment of a Problem Statement and identify 
the componenta (events and conditions) described there. List the 
components you identify on the lines provided and decide if they 
are a presumed cause, a primary effect, a secondary effect, or 
a system resonse component. 

STATEMENT 

It is estimated that there were 22,100 robberies committed in 
the city in 1978, an increase of 8.4 percent over 1977. Of these, 
it is estimatEld that 75% were reported to the police. Approximately 
50% of the reported robberies were committed in the street f 40% were 
committed in commercial locations, and 10% were committed in private 
residences. The police were able to clear by arrest 29% of all 
robberies reported to them. About 58% of the persons arre,sted were 
prosecuted and 55% were convict,ed. The estimated monetary loss due 
to robbery was 7 million dollars. In addition, there were 6 deaths 
and 45 cuses of serious physicai injury resulting from robberies. 
The increase in the number of street robberies is attributed to an 
increase in the number ofun~ployed persons in the city and an 

\'--" 
increase in street gang activity over the last year. The high rate of 
street robbery has resulted in a significant decline in nightirne retail 
business activity, and is believed to have contributed to the 
exodus of business to the suburbs. 

Components 

1. _________________________________________________ _ 

2. ______ ~ ____________ --------_,,~.\ ________________ __ 
30 ________________________________________________________ _ 

40 _______________________________________________________ _ 

50 _____________________________________________________ _ 

Presumed Cause, 
Primary Effect, 
Secondary Effect, or 
System Response? 

'--.----------~ -- ----
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6. _ ... 1 _____ ...:... _____________ -...~----

/'7 ) 7. __ ,,~ ___________________________________ ___ 

8 • . ------------------_-:....( 
9. ____________________________ ~-__ --( 

10. _______________________________________ ~ 

11. _______________________________________ _ 

12. ______________________________________ ~( 

13. ( 

14. ( 

15. ( 

16. ( 

17. ( 

18. ( 

19. ( 

20. __________________ --_____ ,--( , 

- ------- --- -~---------------------------.---------

o 0 

o 0 

o o 

o 

0 0 

0 0 

0 
Q~ . S(j 

0 

9. Assessing the Logic of a 
Problem Statement. 

a. In an ideal Problem 
~tatement linkages 
between components of 
a problem are explici ly 
stated and tested· in 
the form of h othese 

• An hypothesiS is a 
statement that 
asserts a relation
ship among either 
concepts, variables, 
or measures. 

b. The program developer 
should be very care
ful in inferring too 
much from the infor
mation contained in 
a Problem Statement. 
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lll.Desk Acti.vity Identifying ReZationship8 Between Component8 
in 'a PpobZem Statement. 

Read the following segments of a Problem statement. 

segment~. A major problem in this city is the level of vandalism 
in the city schools. An, analysis of school vandalism rates in 
the city indicates that vandalism is more prevalent in older 
schools than in schools built since 1965. The seriousness of 
the vandalism incidents (i.e., the cost of repairing the damage) 
was also found to be greater in schools with a lower level of 
upkeep, defined in terms of· the amount spent on janatorial and 
groundskeeping serv1ces. Schools with lower numbers of vandalism 
incidents tended to be located on larger plots and to be farther 
removed from commercial or industrial land uses. 

Segment ,2. Schools with a high rate of vandalism tend to spend 
a smaller percentage of their budget on athletics and extramural 
activities. They also tend to have a higher rate of academic 
fai~ure and teacher turnover. Students involved in vandalism 
incidents tended to have relatively lower aClldemic performance. 
Over a third of the persons involved in such incidents were 
students who had dropped out of the school or who had been dis-
missed or suspended at Some time while attending the school. 

Relationships Identified 
! 

'sepmtl: 
lIt aIXl ent 

1 • Age of School Building NlInber of Vandalism .Incidents 
2. ,Seriousness (Cost) of Level of Upkeep of Building and 

Vandalism Incidents Grounds 

3 • AoDunt 9f LaB:l 00 Which N\miber of Vandalism Incidents 
Sdlool is Iocated 

4 • Distance of School Fran N\mber of Vamalism Incidents 
catmercial/Industrial U$ElS 

, 

; ; 

! 
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Segment 1.: 

c omponen t an c omponen t 
5. 

6. 

7. 

8. 

9. 
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11. The Boundaries of a Pro- (Copies of. Visuals on next two pages.) 
blem. 

12. Setting Priorities 
Among a set of Problems. 

a. Priority-setting means 
making three different 
decisions: . 

• Do we deal with this 
problem at all? y~. 

• If we decide to addres 
the problem, do we do 
so now or at some time 
in the future? 

• If we decide to deal 
with the problem now, 
how much effort do we 
want to make? 
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13. Selecting ProblemS for 
Programmatic Treatment. 

a. The criteria for select
ing problems for program 
matic planning are: 

• The problem to be " 
addressed should be well
understood. 

• The problem should be 
important and should be 
seen as such by decision
makers, particularly in 
relevant operating 
agencies. 

• Theproblern should be 
subject to comprehepsive 
and system-level treat-
ment. . 

14. Review: Assessing the 
Adequacy of a Problem 
Statement. 

0 0 1.0 
~. 

Notes and Questions 

() it 

{) I) 

o • 

o 1\ 

~"'-""-"'.~~'--'--''''~-.rr"''''~'.~~~~"''-"''''~'' ., 

~------~----------------~~,~------~~----~---------~-~--~------~-.-"-----''~---'-----~.---~~'.~~------~ 

PROBLEM STATEMENT ON ARSON: 
A ~PQRT ON THE PROBLEM OF ARSON IN 
THE CENTRAL CITY METROPOLITAN REGION 

Submitted by: 

The Arson Task Force of the 
Criminal 'Justice Planning Unit 

To: 

The Central City Regional Planning 
Commission, Metropolitan Council 
of Governments 

, 

If 

Ij 
II 

; 

,..-

, 

-
! 
! ' 



~C) 

. , 

, ' 

,! " ~ 

\ 
.". I , 

,- , .... 

PROGRAM DEVELOPMENT COURSE 

Guidelines for Reading the Problem 
Stat~ment on Arsor1 

The document titled Problem Statement on Arson in the Central 
City Me'tropolitan Reiion serves as the basis for several of 
the major workshops n the Program Development Course. While 
preparing to attend the course you are strongly encouraged 
to read this document and to digest as much of the detail as 
possible. 

To help you organize your understanding of this Problem State
ment we have provided the following guidelines: 

• Review the Table of Contents before'reading the 
main body of the text. Familiarize yourself 
with the topics covered and the way the material 
is organized. 

• Read the text of the Problem Statement through 
once for comprehension. As you read think of 
the document as describing a problem in your 
jurisdiction which you have been asked to 
address. 

• For the first reading do not spend more than a 
few minutes on the statistical tables. Once 
you feel you have a good grasp of the problem 
overall go back and focus on the tables, one at 
a time. . 

• As a final review, re-read the "Discussion of 
the Findings" and "Summary" sections (pp. 26-30) 
and make a mental note of how these discussions 
relate to the more detailed discussions in the 
"Findings" section. 

• A 3-page worksheet is 
document (pp. 31-33). 
Detailed instructiolns 
form will be given in 

included in the back of the 
Do not complete this form. 

on how to complete this 
the course. 

• Be sure to bring the Problem Statement with you 
when you attend th~.:;" course. 
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PROBLEM STATEMENT ON ARSON 

. Explanation 

This problem statement presents the analysis of the problem 
of arson in the Central City Metropolitan Planning Region, 
(CCMPR). The region contains a large urban jurisdictipn, Central 
City~ a rapidly growing s.uburban community, Parkville~ and the 

, ' 

surrounding jurisdiction of Farmington County. Central City 
and Parkville operate with exclusive jurisdiqtion--there is no 
overlapping of'authority. The County provides all po~ice and 
fire services outside Central City. and Parkville. 

. , 

Prosecutional and adjudicatory functions are performed at 
the county level,. The District Court supervises the adult pro
batiori program. ~\'lVenile corrections, including probation and 
aftercare are runny the State Youth Authority. 

. . 

~he problem'Statemerit'wa~prepa~ed by the Criminal Justice 
Unit of the Central 'City Regional Planning Commission, a multi-

". " . . . . 
purpose, planning agency under a Council of Governments. 

1.0 Introduction 

The Central City Regionai Planning Co~ission mandated the 
CJ;iminal Justice unit (CJU) to investigate and report on the prob
lem of arson' in the Central City Metro~)litan Region. 

1.1 Statement of Concerns' 

The mandate required the CJU to conduct a general survey of 
the arson problem. ,The mandate also specified a set 9f major 
concerns to beaddresr;sed in, the report •. 

• " That the incidence, of .. arson. 'has ~ncreased rapidly wi th
in the last ten years • 

• That existing efforts to control arson were'illadequate, 
.. " inappropriate or ,uncoordinated • 

• . ' , 1 • • 

• That the problem of arson.po,~s a threat to the life, 
safety and economic security to citizens in the region. 
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• That the destruction of lives and property caused by 
arson creates a substantial burden on local governments 
through the loss of tax revenue and increased demands 
for services. 

Source and Nature of Concern a 
~~~~~~~~~~,---~ 

The sources of these concer.ns included a variety of local 
community, business and civic groups in the Region. 

jl 

• The Central City Chambe~r of Commerce indicated 
that the high level of arson in the City's Cen
tral Business District (CBD) was threatening to 
reverse recent efforts to revitalize that area. 

• The chairperson of the Neighborhood Action 9roup 
(Central City),: made a lstatement that the C1ty' s 
police and fire departments were not responding 
adequately to I'the "epidemic" of arson fires in ',' 
that part of the City. The statement suggested 
that this increase was the result of a well-
organized arson-for-profit scheme. ' 

• The Presid~nt of -the Parkville Homeowners Associ
ation testified that juvenile vandalism was becom
ing a major problem. The most dangerous aspect 
of the problem, he suggested, was the ino:;:'-aased 
number of vandalism fires being set by juveniles! 

• The chairperson of the Farmington County Busirl.ess 
Association indicated that financial losses due 
to arson impeded the development of the county. 

• The President of the Central City Municipal League 
cited increased arson as an indication of height
ened frustration among minority youth, and the 
lack o,f adequate recreational facilities. 

• The Councilman from Zone 5 (Central City), during 
public hearings, indicated that, the city was los
ing significant sums of revenue due to property 
losses resulting from arson fires and .that ex
penses for dealing with arson imposed a heavy 
burden on the city's finances. 

1.3 ~cope of Concerns 

A public opinion survey conducted by the CJU indicates that 

than five percent of all residents in the Region consider fewer 
arson 
be an 
Thus, 

,\ 
a major problem. Only twelve percent consider arson to' 
"important" or "very important" problem for the Reg'ion. 
despite a considerable coverage of the arson problem. in 
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local media, arson is not regarded as a salient area of concern 
by the public. 

2.0 Analysis Methodology 

This analysis is based on information gathered from a 
variety of sources: 

• Official fire service and criminal justice records 
• Personal interviews with fire and crimina~ justice 

personnel 

• Interviews with local business and civic l~aders 
• Communication$ with experts in the field of arson 
8 Current research literature in the arson area 

.A Region-wide survey of the public and local businesses 

3.0 Findings 

The findings are organized according to the major questions 
developed out of the broader concerns listed above~ Tne 
questions are: 

3.1 

• To what extent has there been an inc~ease 
in the number of arsons being committed?' 

• Which agencies are responsible for the control 
of arson and how do they operate in this area? 

• What indications are ther of the effectiveness 
of current arson control efforts? 

• What are the individual costs and consequences 
of arson? 

• What are. the costs and consequences of 
arson to. local governments? . 

\" 

• What arE{ the ll.:mg-term effects of arson 
on the;tegion? 

• What ~~e the social, economic, and psychological 
factors related to arson? 

~he Incidence of Arson in the Centra,l City Met'ropolitan 
Region" 

According to State law, arson is defined as 'the deliberate 
and i:'l't.entional setting of a fi're for the purpos'e' 'o'f dama'gi'ng 
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or destroying the property of another person, or of damaging and 
destroying property to collect insurance proceeds. In 1978, 
thE~re were 11,687 fires reported to the fire departments in the 
l'te9ion. Of these, 1476 (12.6%) were caused by arson. The rate 
of ar~on per 100,000 population in the Region is 98.2. 

Table 1 presents the arson experience of the Region and the 
cc:mstituent jurisdictions since 1974. The number of arsons de
tE'~cted has increased by 5.5 percent since 1974. This increase 
cannot be attributed to changes in population as the Region's 
population has declined by 1.1 percent since 1975. Each juris
diction has experienced an increase in the incidence of arson 
over the last five years. With the exception of Farmington 
County, the proportion of fires fotmd to be the result of arson 
has increased over the five year period, as has the rate of arson 
per 100,000 population. The two urban jurisdictions, Central 
City and Parkville, experienced substantially higher rates of 
arson than the County. 

TABLE 1. ARSON EXPERIENCE IN CENTRAL CITY METROPOLITAN REGION 
BY JURISDICTION: 1974-1978. 

YEAR 

ill! llli. llli. ll.ll ill.! 
REGION (li'OTAL) 

11645 11687 All Fires Reported 11488 11695 11581 
Arson Fires 1399 1427 1436 1456 1476 
Percent Arson 12.2 12.2 12.4 12.5 12.6 
Rate Per 100,000 94.0 98.2 

population 

CENTRAL CITY 
All Fires Reported 6210 6050 6107 5971 5882 

865 863 895 8U 885 Arson Fire. 
Percent Arson 13.9 14.3 14.7 14.1 15.0 
Rate Per 100,000 101.4 107.7 

Population 

f.ARXVILLE 
213 All Fires Reported 148 187 198 205 

19 27 30 30 37 Arson Fires 
Percent Arson 12.8 14.4 15.1 14.6 17.4 
Rate Per 100,000 91.7 109.0 

Population 

FARMINGTON COUNTY 
All Fires Reported 5130 5458 5276 5469 5592 
Arson Fires 515 537 511 585 554 
Percent Arson 11'1.0 9.8 9.7 10.7 9.9 
Rate Per 100,000' 83.3 85.6 

Population 
i,l, 

I, 
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More arsons are committed in the Region than are reported to, 
or detected by, authorities. Experts estimate that up to 40 per
cent of the fires categorized as "suspicious" or "of unknown 
origin," and 20 percent of fires categorized as "accidental" 
are the result of arson. Thus, it is, likely. that CUl'l'ent 
figul'es sub6tantia~~y undel'estimate the actua~ incidence of 
al'son in the Region. 

3.2 ~he Location of Arson in the Central City Metropolitan Region 

Table 2 presents the types of structures inVOlved in known 
arson fires in 1978, broken down by jurisdiction. The majority 
of arson fires occurred in residental locations (72.6%), fOllowed 
by commercial locations (21.8%), and industrial locations (3.9%) 

in 1978. School arsons accounted for 1.7 percent of all arsons. 

'tABLE 2. TYPI or STRUCTURES INVOLVED IN ARSON FIRES BY 
JURISDICTION. 1987. 

JURISDICTIQN 
Cencral Park- '.rminq- R.gion Type of Structure City ville ton Co. (Total) 

RlSIDINTIAL 
Nlllllber 602 27 443 1072 
(Percent) (68.0) (72.!I) (79.9) (72.6) 

COMMIRCIAL 
Nlllllber 243 4 74 321 
(Percent) (27.5) (10.8) (13.4) (21.8) 

INDUSTRIAL* 
Nlllllber 25 0 33 58 
(Percant) (2.8) (0.0) (6.0) (3.9) 

SCHOOLS 
Nlllllber 15 6 4 25 
(Percent) (1.7) (lfi.2) (0.7) (1.7) 

TOTAL 
N~r 885 37 554 1476 
(Percent) (lOO.Ot) (lOO.Ot) (lOO.Ot) (lOO.Ot) 
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About half of the buildings i1'lvolved in arsons were occupied 
at the time of the fire, approximately 15 percent were temporarily 
vacant and 35 percent were abandoned. Table 3 presents the break
down on the occupancy status of the buildings involved in arson 
by type of structure. The most f~equent tapget of apson is the 

oaaupied pesiden~;aZ buiZding. 

TABLE 3. OCCUPANCY STATUS OF STRUCTURE,S INVOLVED IN ARSON 
FIRES BY TYPE OF STRUCTURE: 1978. 

OCCYPANCY STATUS· . 

~e. of Structure occueied Vacant Abandoned Total 

RESIDENTIAL 
NUlllber 504 129 439 1072 

~ercent (47.0) (12.0) (41.0) (100.0) 

COMMERCIAL 
Number 178 87 56 321 

Percent (55.5) (27.1) (17.4) (100.0) 

INDUSTRIAL 
Number 34 6 19 59 

POercent (59.6) (10.3) (31.0) (100.0) 

SCHOOLS 
Number 25 ' a a 25 

Pereent (100.0) (0.0) (0.0) (100.0) 

TOTAL 
Number 743. 222 513 1476 

Percent (50.2) (15.0) (34.9) (100.0) 

• occupancy .tatu. defined accordinq to whether or not the 
.tructure .involved in the ar.on had a full-time tenant and 
an identifiable owner at the time of the ar.on fire. A 
.tructure wa. c .. teqorized a. "occupied" if it met both of 
the.e condition., "vacant" if it met only the latter con
dition, and "abarid9ned" if it met neither condition. 

3.3 Current Efforts to Control Arson 

Seven uni.ts of local government and one unit of State 
government are legally responsible for the control of arson in 

the Region. These are: 
• the Central City Fire Department 

• 
• 
• 

the Parkville Fire Department 
the Farmington County Unified Volunteer Fire Department 

the Central dity police Department 
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• the Parkville Police Department 
• the Farmington County Sheriffs Department 
• Farmingtop County Prosecutors Office 
" State Fi",'e Marshalls Office 

Several ,other local- and State-level agencies are involved 
in arson-related activities. These include: 

• the Central City Regional Bureau of Human Resources 
• the Central City Regional Youth Buteau 
• State Attorney General's Office 
• State Insurance Commisl!;ion 

Table 4 summarizes the jurisdiction of these agencies, their 
arson-related functions and responsibili t:ies, and the existence 
of any speciali~ed unit or personnel in the arson area. 

Arson control can be broken into three major components: 

• Detection 
• Investigation 
• Prosecution 

3.3.1 Arson Detection 
,~==:.: 

State law requires that the cause and origin of all fires 
reported to the fire department be determined. The cause and 
origin of fires may be determined to be: 

• accidental 
• incendiary (arson) 
• unknown or suspicious (no cause found or verified) 

The cause and origin of a fire rnay be determined on the 
basis of a preliminary investigation at the fire scene by the 
r~nking commandt.,r of the fire department responding to the fire. 
If the fire commander is unable to determine the cause, he or she 
requests a full investigation. In the case of Central City this 
would be carried out by a six-man Fire Investigation Unit. In 
Parkville the investigation is made by a senior commander or the 
Assistant Fire Chief. In Farmington County the investigation 
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Central City 

parkville 
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t1t:iU8M 2 MIn In\.Wtiqati ... 
or- !'r<II statlll Fire MIr-_

____________________________ ~--------------------------------------~~==~'s~Offu.~~t 

Central City Pollc:a 
Department 

Parkville Police 
Dep/!rt2!!!nt 

FarJ\I:In;Jta1 County 
Sheriffs Office 

F.u:m:inqi.", COUnty 
P2:oeec:Iltors Office 

state Fire Mlrahal$ 
Office 

Central City Regional 
Bureau of HI:IIIIln 
Reaources 

Omtral City Reqia15l. 
Youth Bureau 

cmtral. City tJniveraity 
Ho!pita! an-n Unit 

State Attomey Ge'laI:al.'. 
Office 

state Insurance 
camdssial. 

Central. City 

parkville 

Faz:minqtx:In 
CQmty 

Regial 

StAte-Wide 

cart:nl City 

Stat:...wida 

Stat:...wida 
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may be carried out by a senior fire commander or a two-person 
investigation team provided by the Stctt:.'.:! Fire. Marshall's Office. 

Table 5 presents the disposition of all fires reported to 
the fire departments in the Region in 1978. The table indicates 
that three .percent of all fires in the Region were given a full 
inves,tigation, (N=360, inclu~ing four pending as of 12/31/78). 

Of these, 83 percent were conducted by the Central City Fire Invest
igation Unit. The remainder were conducted by a team from the 
State F.ire Marshall's Office. Al'son was detected in 56 pel'cent 

Of the fil'es when a fuZZ investigation 7J}as conducted compal'ed to 
11 pel'cent when the cause was detel'mined on the basiB of a pl'e
Zinimal'Y dudgment at the fil'e scene. 

TABLE 5. DISPOSITION OF REPORTED FIRES BY FIRE 
DEPARTMENTS, BY JURISDICTION: 1978. 

Disposition/Findings 

.TOTAL FIRES REPORTED 

• Fir •• Inv~.tigated* 
Number 
Percent 

- Arson Found 
Number 
Percent 

- Accidental Found 
Numbcr 
Percent 

- No Cause Found 
Number 
Percent 

Central 
City 

5882 

294 
(5.0) 

156 
(53.1) 

10 
(3.4) 

128 
(43.5) 

• Fires Not Investiiated** 
Number . 5585 
Percent (95.0) 

- Arson Found 
Number 729 
Percent (13.1) 

- Accidental Found 
NUIIlber 4866 
Percent (87.1) 

• Investisation Readini*** 
Number 3 

JURISDICTION 
Pa.",t..'Ville 

213 

6 
(2.8) 

6 
(100.0) 

0 
(0.0) 

0 
(0.0) 

207 
(97.2) 

31 
(15.0) 

176 
(85.0) 

'. -
0 

Farmington 
County 

5592 

56 
(1.0) 

41. 
(73.2) 

0 
(0.0) 

15 
(26.8) 

5535 
(99.0) 

513 
(9.3) 

5022 
(90.7) 

1 

Region 
(Total) 

11,687 

356 
(3.0) 

203 
(59.0) 

10 
(2.8) 

143 
(40.2) 

11327 
(99.0) 

1273 
j(ll.2) 

10054 
(88.8) ------

4 
* Full investigation by fire department personnel. 
** Preliminary investigation at fire scene by tire commander. 
*** As of December 31, 1978. 
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may be carried out by a senior fire commander or a two-person 
investigation team provided by the State Fire Marshall's Office. 

Table 5 presents the disposition of all fires reported to 
the fire departments in the Region in 1978. The table indicates 
that three :percent of all fires in the Region were given a full 
investigation, (N=360, incluCiingfour pending as of 12/31/78). 
Of these, 83 percent were conducted by the Central City Fire Invest
igation Unit. The remainder were conducted by a team from the 
State F,ire Marshall's Office. Apson lJ)as detected in 56 p~pcent 
of the fipes lJ)hen a fuZ Z investigation lJ)as conducted conipaped. to 

11 pepcent lJ)hen the cause lJ)as detepmined on the basis of a ppe
Z.inimapy judgment at the fipe scene. 

TABLE 5. DISPOSITION O~ REPORTED FIRES BY FIRE 
DEPARTMENTS, BY JURISDICTION: 1978. 

JURISDICTION 
Central Parkville Farminqton Reqion 

DiseositionlFindings Citl Countl (Total) 

,TOTAL FI~~S REPORTED 5882 213 5592 11,687 

• Fires Investigated* 
Number 294 6 56 356 
Percent (5.0) (2.8) (1.0) (3.0) 

- Arson Found 
Number 156 6 41 203 
Percent (53.1) (100.0) (73.2) (59.0) 

- Accidental Found 
Number 10 0 0 10 
Percent (3.4) (0.0) (0.0) (2.8) 

- No Cause Found 
Number 128 0 15 143 
~erc.nt (43.5) (0.0) (26.8) (40.2) 

• Fires Not Inv~stigated** 
Number 5585 207 5535 11327 
Percent (95.0) (97.2) (99.0) (fl9.0) 

- Arson Found 
Number 729 31 513 1273 
Percent (13.1) (15.0) (9.3) (l,l,.2) 

Accidental Found 
Number 4866 176 ,)5022 10054 
Percent (87.1) (85.0) (90 ... 7) (88.8) 

e Investigation Readin~*** 
Number. 3 0 1 4 

* Full inve.tiqation by fire 4epartment personnel. 
** Preliminary investiqation at fire scene by fire commander. 
*** As of December 31, 1.970. 
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3.3.2 Arson Investigation 

When arson is detected the! fire service submits a report 
to the County Prosecutor indicat:ing its finding. Based on the 

report the Prosecutor may take cme of several steps: 

• 

• 

Have an arrest warrant issued for the person(s) suspected, 

Conduct a further inve~;tigation of the crime, or 
Determine that there il3 not enough evidence to pursue 
the case ~urther. 

No uniform poZiay has been adop·ted in any of t}{e jurisdiations 

in this area. 

Table 6 presents the disposition of arson cases up to the 
arrest of ~ersons. Law enforcement agencies cleared about 25 
percent of all arson cases by an arrest~ Slightly over 40 per

cent of all cases were suspended and 33 percent were not investi 
gated. The reasons given for suspending or not conducting an 

investigation aentered on Zack of evidence or insufficient 

manpo~er to conduct a fuZZ investigation. 

.1 I 
.. ' 

TABLE 6. DISPOSITION OF REPORTED ARSON CASES BY LAW 
ENFORCE~~NT AGENCIES, BY JURISDICTION: 1978. 

TOTAL REPORTED ARSONS 
Number 
Percent 

• Cleared by Arrest 
Number 
Percent 

Central 
.City 
885 

(100.0) 

239 
(27.0) 

9 Investigation Pending 

Number 8 

(0.9) P~rcent 

• Investigation Suspended 
Number 496 
Percent (56.0) 

• No Action Taken· 
Number 
Percent 

142 
(16.1) 

JURISDICTION 
Parkville 

37 

(100.0) 

10 
(27.0) 

1 

(2.7) 

9 

(24.3) 

17 
(45.9) 

Farr..inqton 
County 

554 

(100.0) 

119 
(21.4) 

o 
(0.·0) 

109 
(19.6) 

326 
(58.8) 

• 'Law enforcement records indicate report received but no 
action wa. con.idered nece •• ary or po •• ib1e. 
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1476 

(100.0) 

368 
(24.9) 

9 

(0.6) 

614 
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485 
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Table 7 presents the characteristics of the persons arrested 
for arson in 1978. 
young ~hite maZes~ 

adoZesaents. Les~ 

age 25 or older. 

Pe.t'sons arroested for arson ~ere predominantZy 
incZuding a sUbstantiaZ 'number of pre-

than 30 percent of all persons arrested were 

Table 1. CfIAIUICmRISTICS OF PE!RSOOS J\RRESTID FOR ARSOO, BY JURISDICl'IOO: 1978. 

~: 

10 YelJI'S or Younger 

11-17 Years 

18-24 Years 

25 Yearll or Older 

~: 

Males 

FElM1es 

~I 

Itlite 

Black 

other 

Central City Parkville 

~...L ~...L 
"79 100.0 

31 

129 

55 

64 

246 

33 

212 

63 

4 

11.1 

46.2 

19.7 

22.9 

88.2 

11.8 

76.0 

22.6 

1.4 

15 100.0 

2 

7 

3 

3 

14 

1 

13 

2 

o 

13.3 

46.7 

20.0 

20.0 

93.3 

6.7 

86.7 

13.3 

0.0 

Fannington Coonty 

~ -'-
180 

10 

41 

59 

70 

163 

17 

158 

19 

3 

100.0 

5.6 

22.8 

32.8 

38.9 

90.5 

9.5 

87.8 

10.6 

1.6 

. !legion ('lbt:a1) 

~ ...L 
474 100.0 

43 

177 

117 

137 

423 

51 

383 

84 

7 

9.1 

37.3 

24.7 

28.9 

89.2 

10.8 

80.8 

17.7 

1.5 

Table 8 indicates that about half of all juveniles arrested 
for arson were referred to Juvenile Court. Over 40 percent were 
handled within the department and released with no further 

action. A small number of juveniles were diverted to the Regional 
Youth Bureau or transferred to another agency outside the Region. 
Six juveniles were tried as adults. 
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Tl\BIE 8. PRE-TRIAL DISPOSITIOO CF JtJ\IEN.tIES J\RRES'l!D FORMlSOO, BY JURISOICl'IOOI 1978. 

Central City 

Disposition ~ -'-
'lUl'AL J'lJ'JENlIES* 160 100.0 

• Referred to Juve.,Ue OJurt 82 

• Re1eased/No FUrther Action 71 

• Referred to Youth Jllreau 2 

• Transferred to other Jurisdiction 2 

• Transferred to Criminal OJurt*" 3 

51.3 

44.4 

1.3 

1.3 

1.7 

* Juveniles defined as persons under age 18. 

** Tried as an adult. 

JURISDICl'IOO 

Parkville Fapningl:al OJunty 

9 100.0 51 100.0 

4 

4 

1 

o 

o 

44.4 

44.4 

11.2 

0.0 

0.0 

31 

15 

1 

1 

3 

60.8 

29.4 

2.0 

2.0 

5.8 

Rl;'9ioo (Total) 

~ -L 

220 100.0 

117 

90 

4 

3 

6 

53.2 

40.9 

1.8 

1.4 

2.7 

Table 9 indicates the disposition of adults.arrested for arson 
in 1978. Of the 254 persons arrested, approximately 12 percent 
were charged and held for prosecution (N = 30). The remainder 
were released with no further action. Of t,he 30 held for prose
cution, eight were referred to juvenile court to be handled as 
youthful offenders. 

TABLE 9. DISPOSITION OF ADULTS ARRESTED FOR ARSON: 1978. 

TOTAL ADULTS ARRESTED 

Pre-Trial Disposition 

• Released/No Further Action 
• Held For Prosecution 

~ 

254 

224 
30 

Percent 

100.0 

88.2 
11.8 

Adjudication 
-.~~~~------------------------------------• Convicted/Arson 

• Convicted/Lesser Charge 
• Acquitted/Case Dismissed 
• Referred to Juvenile Court/ 

Tried .s Youthful Offender 

• Prosecution Pending 

Sentencinq (Arson Conviction Only) 

• InCarcerated 
• Suspended Sentence 
• Probation 
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3.3.3 Arson Prosecution 

The judicial disposition of persons tried in juvenile court 
is not available. The six juveniles tried as adults were adjudi
cated as follows: one was convicted on the charge of arson, two 
were convicted on a lesser charge, one was acquitted on all 
charges, and two were awaiting trial as of 12/31/78 pending a 
psychiatric examination. 

Of the 22 adults tried for arson, seven were convicted on 
the arson charge, one was convicted on a lesser charge, five were 
either acquitted or had their case dismissed and nine were await
ing trial pending a psychiatric examination (as of 12/31/78). 

Of the seven adults convicted of arson in 1978, three were 
sentenced to prison. One was required to serve a sentence. The 
remaining six were placed on probation or given a suspended 
sentence. 

3.3.4 Polic~es and Procedures 

Areas of policy and procedural adequacy investigated for 
this report include: 

• Level of training in the area of arson detection, 
investigation and prosecution. 

• Level of basic resources to respond to arson incidents. 
• Level of cooperation and coordination among the 

agencies responsible for arson control. 
• Legal policies affecting arson control measures. 

T~aining was identified as 'a problem in the agencies involved 
in arson control. The critical period for detecting an arson is 
during the first few minutes after the fire is set. Such 
factors as the location of the fire and the color of the flames 
and smoke provide the best clues as to whether the fire was 
deliberately set. Police and firefighters are not ·tr·a·i'ne'd to 
notice these factors. In the course of putting out the fire, 
the physical evidence needed to confirm the presence of arson is 
often destroyed or not adequately preserved. This problem is most 
acute in small vO'l'untee'r' fire'de'p'artments where trai'h'in'g oppor
tunities are often very limited. 
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Fire investigators indicated that their training has' la'gged 
behind recent developments in arson investigation. In Central 
City, four out of the six full-time investigators have received 
no formal training and none have received in-service training 
during the last four years. In Parkville and Farmingtqn ~ounty, 
fire officials.who carry out fire investigations have not received 
any formal training in that function. 

Police officials indicated that detectives assigned to arson 
investigations have not received training in arson investigation. 

Prosecutors indicated that arson cases are assigned to them on 
the basis of availablility. None of the prosecutors have been 
trained in arson prosecution or investigation. 

ReBoupaeB. The equipment used in current investigations is 
ten to fifteen years behind the state-of-the-art~ The only ade
quate fire analysis laboratory in the state is located in the 
State Fire Marshall's Office in Capitol City. The normal per~od 
from the time evidence is sent to the Laboratory for anal,ysis 
and the time a report is received is approximately five wee~s. 

There is no system to collect or .preserve data 011 arson, and, 
consequently, there is no data base that can be used to monitor 
or make decisions about the allocation of arson control resources. 
Information relating t9 changes in property ownership" insurance 
claims or other information valuable in arson investigation is 
not available. 

Coopepation and Coopdination. Current efforts to control 
arson are hindered by a lack of inter-agency coop~ration and coor
dination. Fire departments have no independent law enforcement 
powers and rely on law enforcement agencies to conduct criminal 
investigations and presecutions. At present, there is no mechanism. 
to coordinate the activities of fire, police and prosecution 
agencies. Previous efforts to cooJ':dinate these agencies have been 
complicated by conflicting workloads, inconsistent record- " 
keeping procedures and internal department policies. 
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LegaZ ppivaay pequipementB limit the ability of law enforcement 
agencies". other administrative agencies and private companies to 
share information. These laws were passed to protect individuals 
from indiscriminate invasion of their privacy, but in the context 
of arson control, they also limit the ability of agencies to detect 
fraudulent overinsurance of property and to investigate suspected 
arson cases. 

3.4 Personal Costs of,Arson 

Three major categories of personal loss dl,le to arson were 
investigated: 

• Property loss 
• Physical injury 
• Loss of life 

3.4.1 Pr.operty Loss 

In 1978 the estimated value of property des'troyed by arson 
fires was approximately 5.2 million dollars. Table 10 breaks down 
these losses by jurisdiction and by type of structure involved. 
Arson fires aocounted for slightly less than 20 percent of all 
fire losses in the Region. These losses are for ,insured 
property losses 9nly. 

TABLE 10. INSURED FIRE AND ARSON PROPERTY LOSS BY JURISDICTION AND TYPE OF 
STRUCTURE I 1978 

JURISDICTION 

Central City Parkville Farmington County 

TOTAL FIRE LOSS $14,239,279 $584,739 $11,226,037 

• Residential , 11,116,389 333,301 6,398,841 

• Non-Residential 6,122,890 251,438 4,827,196 

TOTAL ARSON LOSS $2,829,344 $116,188 $2,230,614 

• Residential 1,298,622 53,328 1,023,815 

• Non-Residential 1,530,722 62,860 1,206,799 
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$26,050,055 

14,848,531 

11,201,524 

$5,176,146 

2,375,765 
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3.4.2 Physical Injury 

In 1978 there were 865 cases of serious physical injury 
(injury requiring hospitalization for more than 24 houi's) due'to 
fires in the Region. Of these, 133 (15%) were associated 'With 
arson fires. Table 11 presents the in:jury,data broken dqwn~ by 
jurisdiction and type of str~cture 'inv()lved in the arson. Resi
dential arson accounted for nine percent of all injuries due to 
fire. Non-residential arson fires accounted for seven percent 
of all injuries due to fire in the region~ 

, TABLE 11. PERSONS' INJURF.D IN FIRES AND ARSON FIRES BY 
JURISDIqTION AND '!'YPE OF STRUCTURE: 1978 

JUR!SDICTION 

Central Parkville Farminqton Reqion 
CitY~ ..£E!!.~ (Total) 

TOTAL FIRE-INJURIES 410 l5 440 865 

Residential 303 11 326 640 

tion-Residential 107 4 114 225 

TOTAL AllSON INJURIES 63 2 68 133 

Residential 36 1 39 76 
J\ 

Non-Residential 27 I 29 57 

--
Farmingtt:m Couri.ty had an average. injury rate of one injury 

for every eight arson fires. 
for every 20 fires. Central 
every 14 arsonfiresi. 

Parkville had a·rateof one injury 
City had 'a rate of one injury' for 

3.4.3 Loss of Life 
I 

In 1978 there were' 59 deaths caused by fires in ±heregion. 
Of these, four have be~n attributed to arson fires. Two of the 
deaths occurred in a si~gle' incldent in Central Ci'l:y., T~e other 
two were associatt~d with separate incidents in Fal.-mington county. 

" 

3. 5 Cost of Arson t,o Local Governments 

The assessment c.lf the costs of arson to local governinents 
I ~.:, 

focused' on two prima.ry factors': 

\' 
1. 
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• Deoreased revenues due to arson-related property loss. 
• Increased expenditures due to demands created by 

arson fires. 

The latter estimates were confined to: 

• Costs associated with current efforts to control arson. 
• Costs associated with current public assistance to 

citizens affected by arson fires'. 

3.5.1 ~creased Revenues 

In 1978 local governments lost an estimated $172,260 in 
prclperty tax revenues due to arson fires. Table 12 presents the 
break,down of these estimate~ by jurisdiction. Other indirect 
ef.fects, such as lost jobs and clos~d businesses, also reduce 
the tax base of,the region, but cannot be accurately estimated. 

~ABLE12. ESTIMATED PROPERTY TAX LOSS DUE TO ARSON FIRES, ~Y JURISDICTION: 1978' 

CentrAl Cit~ ParkVille. Farmin2ton Count~ Re2ion (Totall 

RESIDENTIAL $33,575.22 $1,418.79 $6,142.89 $41,136.90 

NON":RESIDENTIAL 117,100.23 3,224.72 10,801.19 ' 131,126.14 

TOTAL $150,675.45 $4,643,51 $16,944.08 $172,263.04 

* '; Based on insured property losses only. 

3.5.2 !Berea sed Service Demands 

Current efforts to control arson cost local governments an 
estimated $980,000 in 1978. Approximately $650,000 was spent on 
responding to the actual fires. The remaining $330,000 was spent 
on detecting, i~vestigating, arresting and prosecuting arsonists~ 
Table 13 summarizes the costs for these various functions byi; 
j ur isdiction .' * 

*Cost elltimates are based on the ave;age cost to local governments 
to carrr out the various functions involved in arson control. The 
only cost specifically attributable to arson is the Fire Investiga
tion U~it maintained by the Central City Fire Department. 
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TABLE 13. ESTIMATED ARSON CONTROL COSTS, BY TYPE OF FUNCTION AND JURISDICTION: 1978. 

. JURISDICTION 
Function Central city Parkville Farmington County Region (Total) 

FIRE SUPPRESSION $533,230 $26,840 $92,673* $652,743 

FIRE INVESTIGATION 216,000 o o 216,000 

CRIMINAL INVESTIGATION 45,240 3,714 47,706 96,660 

PROSECUTION 15,500** 

TOTAL $794,470 $30,554 $140,379 $980,903 

* Farmington County's fire suppression cost reflects the predominant use of voluteer 
firefighters versus the use of full-time, paid firefighters in Central City and 
Parkville. 

** Prosecution costs are for the County Prosecutor's Office only with jurisdiction 
over the whole region. 

( . 

The remaining costs attributable to arson relate to the ser
vices provided to persons victimized in arson-related indicents. 
These costs came to approximately $1.9 million in 1978. Table 14 
summarizes the nature and the amountzof these costs. 

TABLE 14. ESTIMATED COST OF SERVICES PROVIDED TO ARSON 
VICTIMS, BY TYPE OF SERVIC!: 1978. 

SERVICE 

• Public Assistance/Unemployment 
Compensation 

• Temporary Sh.ltfl~~ Care 

~ Small Busin.ss Loan Program 
(Administrative Costs Only) 

• Emergency Medical Treatment 

TOTAL 

ESTIMATED AMOUNT 

$1,660,300 

165,000 

21,585 

12,410 

$1,859,295 

Based on the above estimates the total annual cost of arson 
to local governments in the Region is approximately $2.8 million • 
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3. 6 ~/ng-Range Im.pact! a.!. Arson on the Region 

The long-term imp,,~ct of arson on the Region wasarialyzed 
in terms of the foIl/owing factors: 

• Lost jobs and wages 
• Loss of housing and displacement of residents 
• Effect on property values and business activity 

3.6.1 Lost Jobs and Wages 

In 1978 there were' 28 commercial and two industrial arson 
fires that resulted in the total destruction of a business or 
manufacturing firm. 'The total number of jobs lost due to these 
fires was 447. using the average yearly income of persons 
employed in this Region the estimated losss in wages was over 
5.5 million dollars.· The additional wage loss due to temporary 
closings is estimated to be approximately 5.8 million dollars. 

The total loss in wag~s is estimated to be $11.3 million'. 

3.6.2 Loss of Housing and Displacement of Residents 

The toal number of housing units destroyed for every 
5.2 ~esidential arsons. Table 15 presents the breakdown on 
the number of units lost by jurisdiction • 

TABLE loS. HOUSING UNITS DESTROYED BY ARSON FIRES, 
BY JURISDICTION: 1978. 

Jurisdiction Number of Units Destroyed 

CENTRAL CITY 

PARKVILLE 

FARMINGTON COUNTY 

TOTAL 
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The estimated number of persons permanently displaced from 
their homes by arsons in 1978 was 503. In addition, it it esti
mated that as many as 5000 persons were forced to seek alterna-

tive shelter for some period due to arSQln. 

3.6.3 Property Values and Business Activity 

An arson fire has a direct impact on the value, of the 

structure involved in the fire. The other'aspect to be oonsidered 

the value of property in the vicinity is the impact arson has on 
agreed 

of the arson. The persons interviewed for this report 
on property instances of arson have a minimal effect 

that isolated 
values. However, in areas where a large number of arsons have 
occurred, property values tend to decline. Persons interviewed 
for this report also suggested that isolated incidents of arson 
do not have a ~ajor impact 'on business activity. However, when 
a neighborhood has been identified as a high-arson-risk area it 
becomes difficult for businesses to obtain financial backing 
from banks. In addition, businesses in these areas may have 
difficulty obtaining insurance coverage except at higher than 
normal premium rates, if at all. Thus, existing businesses are 
encouraged to leave and new businesses are discouraged from enter-

ing areas with a high level of arson. 

3.7 Cause of Arson 

Under current police practice, arson crimes ar~ categorized 

according to the presumed motives of the arsonist. These cate-

:Jories include: 

r U I 

• Vandalism Arson - arson committed for the sole purpose 
of destroying or damaging property. 

• Revenge Arson - arson committed to punish or injure 
a second par-ty. 

• pyromania - arson committed as a result of a 
psychological disorder. 

• Arson to Cover Crime - arson committed to destroy 
evidence of a crime. 

/' " 
• Arson for Profit - arson (~o}:)Jnitted to defraud or estort. 
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These categories are applied to all arson cases for which 
an arrest is made. Table 16 presents the distribution broken 
down by jurisdiction, along with the total number of persons 
arrested under each category. This distribution reflects the 
frequency and the relative difficulty of detecting and clearing 
the different types of arson. Police officials indicated that 
arsons committed for profit or to cover another crime are difficult 
to detect because they nprmallly i~lvolve premeditation. Vandalism 
arson and pyromania cases are easier to detect ~ 1 an". c ear because 
they are committed with little premeditation. In the case of 
arson for revenge the motive often enables the police to identify 
the pers~n responsible. Thus, the figures presented below probably 
underaest?'mate the relative frequency of profit-rela't'eda'nd CQver
up arsons. Such arsons are more likely to be classi'f'i'ed~s 
accidental.~ires or fires of unknown cause. 

TABLE 16. PRESUMED DDTIVES OF PERSONS ARRESTED FOR ARSON, BY JURISDICTION I 1978. 

centr.d City 

Presumed Motive Number _'_ 

TOTALI ALL ARSONS 

• Cases 
• Arrest.s 

VANDALISM 

• Cases 
• Arrests' 

REVENGE 

• Cases 
• Arrest .. 

COVER:!!f. 

• Cases 
• Arrests 

~.!!. 
• Cases 
• Arrests 

FOR PROFIT 

• Callell 
• Arrelltll 

239 
279 

100 

140 

55 

55 

34 
34 

33 
33 

17 

17 

100.0 

100.0 

41.8 
50.2 

23.0 

19.7 

14.2 
12.2 

13.8 

H.8 

7.1 

6.1 

Parkville 

~ -'-
10 100.0 

15 100.0 

7 

12 

o 
o 

o 
o 

3 

3 

o 
a 

70.0 
80.0 

0.0 
0.0 

0.0 
0.0 

30.0 
20.0 

0.0 
0.0 
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Farmington County 

~ -'-
119 100.0 

180 100.0 

48 
106 

32 
35 

18 
18 

14 
14 

7 

7 

40.3 

58.9 

26.9 

1.9 ... 

15.1 
10.0 

11.8 

7.8 

5.9 
3.9 

Region (Total) 
Number _,_ 

368 
474 

155 

258 

87 
90 

52 
52 

50 
50 

24 

24 

100.0 

100.0 

42.1 

54.4 

23.6 
19.0 

14.1 
11.0 

13.6 
10.5 

6.5 
5.1 
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3.7.1 Vandalism Arson 

The most prevalent :form of arson.involves the setting of 
fires for the sole purpose of destroying property. This form of 
arson is most often committed by juveniles. In 1978, 82 percent 
of all 4uveniZe aPBon arrests were for vandalism,related incidents. 

Among juveniles the most common explanation is adolescent 
thrill-seekin~--a desire to destroy prG~erty for excitement. A 
contributing factor to juvenile arson is a marked ignorance of the 
consequences of the act in terms of possible loss of life, injury, 
and finanr .ial loss. This factor is particularly .evident in the 
case of pre-adolescents where a fascination with fire is common. 
Arson committed by juvenile'vandals is frequently carried out in 
groups. In some areas of Central City the police department 
attributes a large proportion of vandalism ·arsons to juvenile gangs. 

Adult vandal.ism arson is often associated with intoxication. 
Adults are less likely to act in large groups than juveniles, 
but the same motives as juveniles--general th;rtll-seeking or a 
desire to relieve frustration, with the contributing effect of 
alcohol or drugs--are a.ssociated with adult vandalism arson. 

3. 7. 2 : Re'\1enge Arson 

Almost any form of conflict--neighbor versus neighbor, 
customer versus storeowner, employee versus employer, or tenant 
versus landlord--could result in an arson. No single situation 
or factor is associated with revenge arsons. Persons arrested 
for this crime tended to be older--only 6.7 percent of those 
arrested were under age 18. 

3. 7,. 3 Pyromania 

As used here the term "pyromania" refers to all forms of 
fire-~etting behavior resulting from psychological disorders. 

Juveniles made up approximately two-thirds of all persons 
arrested for pyromania in 1978. J\l'venile pyromaniacs corne from 
all areas and socio-~conomic levels in the community. The array 

-23-

u 

o 

o 

o 

o 

• o 

I . 

I 

I 
/ 

~(.,) 

) 

of psychological and personality factors associated with fire
setting is very broad. There is no decisive evidence pointing 
to a single cause or set of causes. 

In many instances there is a fine line bet-ween the so""'ca.lled 
revenge arsonist and the pyromaniac. A recent study of cases 
classified as revenge-motivated arson showed that the "wrongs" 
being aveng.ed by the arsonist were often delusional. Similarly, 
many juvenile vandalism fires may also be the result of psycho
logical disorders. 

3.7.4 Arson to Cover Crime 

Little systematic information is available on the use of 
arson to destroy the evidence of other crimes. Crimes such as 
homocide and burglary are sometimes Covered-up through the use of 
fires. However, police and prosecutors tend to focus on the more 
serious crimes when making formal charges. Thus, the number of 
arsons in this category is probably underestimated. 

3.7.5 Arson for Profit 

Arson for profit is defined as deliberately setting a fire 
in order to defraud or extort. The most common situation inVOlves 
a person setting fire to his or her property in order to 
col.lect on the insurance benefits. Arson for profit schemes 
arise most often where the value of property is less than its 
insured value--a situation called ovepinsupance. Overinsurance 
may occur when property values ~n an area have dropped rapidly. 
Businesses with excessive inventories may use arson as a means 
of liquidating assets when they cannot sell their inventory 

without a loss. Overinsurance may also occur when the real value 
of the property is fraudulently inflated. Fire and police offi
cials in the Region are certain that the number of arson-for-profit 
fires far exceeds the number actually detected. Insurance com
panies estimated that 20 to 30 percent of their fire insurance 
benefits are paid for fraudulent claims • 
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Most, arson-for-profit schemes involve only the owners of the 

property. However, 'a second party is often employed by an owner 
to se't, the fire as a W21Y of avoiding suspicion. Professional 

arsonists are usually skilled in disguising the origin of the 

fires they set. In many instanc~s such a crime could not be 
detected except by a trained arson investigator. 

A significant factor contributing to the use of arson-for

profit is the low level of risk to the arsonist. Arson-for-profit 

schemes are difficult to detect, complicated to investigate, and 

difficult to prove in court. A hostile attitude on the part of 
certain segments of the public toward the insurance industry' 

often m~kes it difficult for prosec~tors to locate witnesses or 
con'7ince a jury to convict. "When a conviction is obtained, the 
courts are unable to impose severe sentences because arson-for
profit is considered to be a "white-collar" property crime 
under the law. 

3.7.6 Other Factors, 

Other factors that are thought to Icontribute to the arson 
problem in this Region include: 

• Current arson prevention practices 

• Current levels of publ~c awareness and participation 

3.7.6.1 Arson Prevention Practices 

Current arson prevention practices, involve efforts made 

t9 remove or reduce opportunities~or persons to commit arson. 

According to fire p~evention officials, business and individuals 

that could become the target of arson often fail to take steps 
to reduce their risk such as preventing unauthorized persons from 
gaining access to their premises, or safely storing materials 
that can be used to start fires. These practices provide 
opportunities for arsons and increase the difficUlty of dis
tinguishing arson from accidental fire::;. 
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3.7.6.2 Public A 
----~~~w~a~r~e=n~e:2s~S~a~n~d~P~a~r~t~i~c£!ipE!a~t4i~0~n 
Current levels of publ' 

arson 1C awareness and participation in 
control; as noted earlier is 1 

consider arson to b " ~w. Many persons do not 
e a ser10Us problem d 

estimate the numb ' , an most people under-
er or the costs of a 

themselves. Many were rson to the Region or to 
unaware that settin f' 

property to cOllect on th ' 9 1re to one's own 
, e 1nsurance was a " 

Th1s appears to confirm th " cr1m1nal offense. 
th t 

e Op1n10n of fire 
a peFsone i thO prevention officials 

n ~e aFea aFe geneFaZZy t 
steps t d no motivated to take o Fe uce the Fisk Of aFson. 

4.0 Discussion of the Findings 

This discuss~on will fOllow the six 
out of the general concerns and the ,:!'~!9stions formulated 
the economic, social d ' add1t10nal examination of 
They are ' an Psychological factors related to arson: 

4.1 

• 
• 
• 
• 
• 
• 

To What extent has ther ' 
number of arsons be1'ng e b,e7.n an 1ncrease in the . comm1tted? 
What agencies are res 'b 
arson, and how do th pons1 le ,for the control of 

ey operate? 
What indications are there of th 
current arson control efforts? e effectiveness of 

What are the individual c 
osts and consequences of arson? What are the 

to the local 
tfuat are the 

costs and consequences of arson 
governments? 

long-range effects of arson on the 
' region? 

Incidence of Arson 

The data indicate that' , 
and in each of the 'consti tue ars~n ~as, 1n~reased in' 'the' 'Re' ion 
fi ve years. The most ,~t ur1sd1ct10ns over the' , 'a'st 

rap1d 1ncrease has b ' 
Where the number of een 1n Parkville, 

arsons has almost doubled 
has been in Central Cit h ; the slowest increase 

y Were the numbe d 
has remained high b t r an rate of arsons 

u constant. However ' 
can be made about th ' no prec1se statement 

e actUal level of arson ' 
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tl h ' h umber of arsons not detected by or system and the apparen y, ~g n 
reported to public agencies. 

Other major findings concerning the incideI;lce of arson are: 

• 
• 

The majority of reported arson fires occurred 
in residential locations. 
The most frequent target of arson is the 
occupied residential building. 

4.2 Current Efforts to Control Arson 

The current system to control arson consists of seven units of 
local government and one unit of State government. In addition, two 
local-··.aftd two State-level agencies have a distinct but secondary 
role in arson-related efforts. 'The agencies are involved in three 
primary functions, 

• 
• 
• 

Arson Detection - which is primarily carried out by 
local fire departments; 
Arson Investigation - which is carried out by both law 
enforcement and prosecutional agencies; 
Arson Prosecution - which is carried out by the Farm
ington County Prosecutors Office .:, 

At present the system operates with no centralized coordinating 
body or standardized policies or procedures. Only one of the agen
cies, the Central City Fire Department, maintains a unit with· 
specific responsibilities in the control of arson--the Fire InVes
tigation Unit. In the remaining agencies responsibilities are 

·a'd hoc bas';s to units or individuals with other delegated on an .. 
primary duties. 

Other major findings concerning the current arson co'ntrol 
system are: 

• 

• 
• 

Persons responsible for carrying out arson-control 
functions are generally not traineq specifically in 
those functions; 
Equipment and facilities for arson control is generally 
old and about fifteen years behind the state-of-the-art; 
Fire analysis facilities are not available locally, 
resulting in considerable delays in the'analysis of arson 
evidence; 
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• There is no standardized or centralized repository of 
arson-related information to be used by decision makers 
or arson investigators; 

•. State lat'l places apparently strict restraints on the 
ability of investigators to gather and share information 
on suspected arsonists. 

4.3 The Effectiveness of the Arson Control System 

The data indicate that the current arson control system is 
substantially ineffective in detecting, investigating, and pro
secuting arson cases. These deficiencies can be linked, at least 
in part to the findings described'above. 

• Only a very small percentage of all fires are given the 
full investigation that is necessary to detect many types 

• 

• 

• 

of arson (e.g. arson-for-profit). 

Almost a third of all arson cases reported by the fire 
department to police or prosecutors are not pursued 
because of a lack of evidence, lack of suspects, or lack 
of available manpower. 

Although the police clear approximately 25 percent of all 
arson cases with an arrest, the arrestees are ~rimarily 
juvenile offenders: Almost 10 percent of all arrests are 
of juveniles age ,10 or younger. 

Of those arrested less than half are eventually prosecuted. 
Of those prosecuted, 75 percent are juveniles and only 
25 percent are adults. ' Less than 12 percent of all adults 
arrested for arson are held for prosecution. 

• Of those adults that are prosecuted less than one-fourth 
are convicted and only a small proportion of these are 
incarcerated. (In 1978, out of 254 adult arrests for ~rson, 
only one person was sentenced to prison for arson) • 

4.4 Personal Costs of Arson 

The data indicate that arson imposes a significant financial 
and safety cost on local residents. In 1978, arson cost local 
resi:d,ents over $5 million in property losses--approxim~tely 20 
percent of all fire-related losses. In addition, arson caused 133 
serious physical injuries and four deaths. These costs ~re only 
for known arson incidents. 

-28-



i 

,i' 

• 1 

4.5 Cost to Local Government 

The data indicate that arson imposes a significant cost to 
local government in the form of lost property tax revenues and in
creased public expenditures. Property tax losses amounted to over 
$170,000, arson control efforts cost over $980,000 and additional 
emergency and public assistance to arson victims cost over $1.8 mil
lion. It should be noted that under the arson control category c~ 
two-thirds of the money is spent only on suppressing the fires set 
by arsonists. In 1978, only $330,000 was spent on .detecting, in 
vestigating, and prosecuting arson cases. 

4.6 Long-Range Impact of Arson 

The data indicate that arson poses a potentially signifi~ant 
threat to the long-term welfare of the Region. In terms of destroyed 
or damaged businesses, lost wages, destroyed or damaged housing, and 
displaced residents, the cost of arson is high. However, for the 
immediate future, arson has not had a serious impact on overall 
property values or the level of business ac~ivity except in those 
areas with a high incidence of a·rson. It should be noted. that, 
while arson is not the only factor, it does contribute to the overall 
loss of residents and business activity, particularly in Central City. 
In that sense, it may pose a threat to the current effort to revit
alize Central City's central business district. 

4.7 Causes of Arson 

Arson is not a simple crime. The motives for committing arson 
include deliberate vandalism,reve~qe, psychologicai disorder, a 
desire to cover-up evidence of other crimes, and an intent to 
defraud or extort. Vandalism is the most commo'n' 'fo'rm O'f' a'r'son 
and is committed most often by juve·niles. Reve~ge arson and arson 
resulting form psychological disorder are also common. ,However, 
information on ,arson-for-profit and cover-up arson is limited, 
primarily because these forms of arson are more difficult to detect 
and presecllte. Police, fire, and insurance exper·ts' i"n'd'i"c'a'te' 'that 
these crimes are probably much more prevelen't than 'is' 'r'e'f'l'ec't'e'd' 'in 
official statistics. 
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Juveniles make up the largest group of arsonists; both vandalism 
arson and pyromania arson are committed most often by juveniles. 
Revenge arson, arson-for-profit, and cover-up arson are carried 
out primarily by adults. 

The psychological and social roots of arson are varied. Vandal
ism arson is most often associated with adolescent and pre-adolescent 
thrill-seeklng. There are no definitive theories concerning the 
roots of pyromania--a variety of social and psychological factors, 
common to many forms of psychological disorder, have been identified. 
Revenge arson is the product of a var:iety of interpersonal conflicts: 
personality~ economic, racial, and family. Little is known about' 
cover-up arson beyond its link to a variety of violent and property 
crimes. Arson-for-profit appears to be the most calculated form 
of arson and is most often linked to conditions that cause property 
values to be less than insured values, including fraudulent inflation 
of property values. 

Other factors which contribute to the instance of arson include 
the lack of public awaren~ss of and participation in arson control 
and arson prevention efforts. Based on surveys of individuals and 
businesses, it was determined that the public is generally not 
motivated to take the steps necessary to reduce the risk of arson 
to themselves or others. 

5.0 Summary 

• Arson has increased in the Region over the last five years. 
• Responsibiiity for the control of arson is scattered among 

a variety of autonomous and uncoordinated agencies. 
• The current arson control system is inadequate to respond to 

the current level of arson activity • 

• Arson imposes a significant financial and safety cost on 
local residents. 

• Arson imposes a significant financial burden on loca~ govern
ments in the form of lost revenues and additional services. 

• Arson poses a potentially significant threat to the 
long-term welfare of the Region 

• The causes of arson are varied and complex--no single factor 
or set of factors can be associated with the problem in 
the Region. 
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WORKSHEET 

Developing an Understanding of the Problem 

1. Comprehensiveness of Description: 
Question - Does the Problem Statement provide information on 
the important components of the problem: the nature, magni
tude, seriousness, rate of phange, persons affected, spatial 
aspects, temporal aspects, system response and origins? 
What other information .wou1d be useful for an understanding 
of the problem? 

2. Completeness of Explanation: 
Question - Can the components of the problem described in 

the Problem Statement be categorized as: presumed cause, 
primary effect, secondary effect, and system response 
components? Identify examples of each. 

Presumed Causes: --------------------------------.-----------------

Primary Effects: -------------------------------------------------
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Secondary Effects: 
------~--~--~---~--------------------

Sy~tem Response: 
-------------------------------------------------

3. Logic of Explanation: 

Question - What relationships between components of the 
prob1~ does the P~ob1em Statement indicate/or imply? 
Descr1be and exp1a1n some of the more important relationships. 
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4. Boundaries of the Problem: 
Question - What are the boundaries of the arson problem 'as 

described and explained by the,Problem Statement? Are 
these boundaries too broad, too narrow, or about right 
for purposes of developing a program? 
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Module III 
Developing Strategic Goals 

TITLE 

PURPOSE 

OBJECTIVES 

DESCRIPTION 

PARTICIPANT GUIDE 

Developing Strategic Goals 

To provide an understanding of the 
process of developing goals. To 
explain the importance, purpose, 
and consequences of goal-setting. 
To provide an opportunity to prac
tice goal development skills. To 
learn how to use the Nominal Group 
Technique. 

At the completion of this Module 
the participants will be able to: 

• Describe the role of the program 
developer in developing and 
selecting strategic goals. 

G Explain the purpose of strategic 
goals in program development. 

• Describe the different types 
and levels of goals in program 
development. 

• Describe the distinction 
between goals and objectives. 

• Explain the strategic goal 
development process. 

• 

• 

• 
• 
• 

Use the Problem Statement to 
identify potential strategic 
goals. 

Explain the importance of 
developing integrated strat
egic goals. 

Draft strategic goals in an 
acceptable for-mat. 

Describe the components of the 
Strategic Goal Decision Package. 
Use the Nominal Group Technique 
to identify the major aspects 
of a problem. 

This module consists of one ~ecture 
segment (A) and one workshop segment 
(B). The lecture should require no 

more than one and one half hours to 
complete. The e"Xercise should require" 
no more than 3.5 hours to complete, 
including a final class discusl~ion. 

~ __________ ~J/j'~ __________ ~~ 
! ? ,CJ / 
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Module III: Developing Strategic.Go~ls 
Outline 

OUTLINE 

1. Review and Introduction 

2. The Role of the Program D'eveloper in the Development of Strategic Goals 

3. Types and Levels of Goals 

4. Strategic Goals 

5. Strategic Goals and Objectives 

6. The Purpose of Strategic Goals in Program Development 

7. The Strategic Goa! Development Process 

8. Using ,the Problem Statement to Identify Potential 
Str~tegic Goals 

9. Des'k Acti\rity - Identifying Pobimtial Strategic Goals from 
a Problem Statement 

10. The Importance of Developing Integrated Strategic Goals 

11. Drafting Goal Statements 

12.' Preparing the Strategic Goal Decision Package 

13. Summary and Review 

,;' 
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Module III: Developing Strategic Goals III-A-l 
Segment A 

PARTICIPANT GUIDE 

1. Review and Introduction. 

2. The Role of the Program 
Developer in the Devel.
opment of· Strategic 
Goals~ 

3. Types and Levels of Goals 

. " 

a. Normative Goals are 
considered the highes 
order or level of 
goals • 

Ii 

Notes 'and ·Q·u·es·t'i'ons 
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4. Strategic Goals. 
o Strategic goals are 

usually more speci'fic 
than normative goals. 

o Strategic goals repre-
sent concrete ideas about 
what can be accomplished in 
relation to a particular 
problem. 

5. Strategic Goals and Objective 
• As defined, a goal is: 

-A,desired furture state 
expressed as results 
to be achieved, usually 
general, and not 
time-bound •. 

• As def.ined, an objective is: 
- ~ specific condition to 

be attained by a specific 
set of activities, 
stated in time-limited 
and measurable terms. 

III-A-2 

Notes and Questions 
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III-A-3 

Notes and Questions 

6. 
The purpose of strategic (Copy of Visual on next page.) 
Goals in program Devel-
opment. 
a. The pur,pose of stra

tegic goals in pro
gram development is t 
focus attention on th 
end points of the 
program. 

7. The Strategic Goal Develop
ment Process. 
a. There are three steps 

involved in strategic 
goal development: 

• Identifying potential 
strategic goals. 

• Drafting the strategic 
goal statements. 

• Developing the strategic 
gQal decision package. 

8. Using the Problem Statement 
to Identify potential 
strategic Goals. 

a. (Copy of Visual on page after next.) 
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GOALS AND OBJECTIVES 

I Objective 

Strategic 
Goal 

I Objective 

I Objective 

Normative Strategic 
Goal Goal 

I Objective 

I Objective 

[ I Strategic 
Goai 

I Objective 
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Visual III-B 

STRATEGIC GOALS SHOULD REFLECT 
THE IMPORTANT COMPONENTS OF THE PROBLEM 

Peer Group 
Pressure 

Ability to 
Find 
Employment 

Recidivism 

Support 
J Systems 

Follow-up 
in the 
Community 
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III-A-4 

9. Desk Aativity - Identifying PotentiaZ St~ategia GoaZs f~om 

a P~obZem statement. 

Read the following summary abstract of a Problem Statement. 

From t.he Problem Statement identify the components of the 
problem. List your answers on the lines below the Statement 
Abstract. Take 10 minutes for this step. 

Problem statement on Low Conviction 
Rates in the City: Abstract 

A review of ·court and prosecutor files indicates that 
there has been a gradual decline in the percentage of cases 
successfully prosecuted in this city. The current percentage 
is significantly lower than the national average and the average 
of other cities of a comparable size. Prosecutors' reicords 
indicate that a substantial number of cases are lost because 
wi tnesses fail to appear in court to testify. Prosecu.tors are 
uncertain of the r~asons for this behavior, but suggested that 
it w.as probably a combination of practical inconveniences to . 
witnesses and a poor attitude toward the criminal justice system. 

Judges indicated in interviews that prosecutors 
frequently appear unprepared iri the courtroom and that many 
cases are dismissed because prosecutors fail to meet deadlines 
for filing charges, motions, and appeal~. Prosecutor workloads 
are significantly higher th«n the national average and are 
aggravated by a lack of adequate clerical and secretarial 
suppqrt staffs. A high tu~nover rate among prosecutors in the 
city has increased the number of inexperienced prosecutors on 
the staff. However, prosecutors indicate that they are often 
asked to pursue cases based on inaccurate or incomplete police 
reports and evidence that has been imprpperly gathered and 
preserved. Recent time limits established to speed up the 
trial process have also apparently placed a substantial burden 
on prosecutors' ability to prepare cases for prosecution. 
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III-A-5 

Components": 

1. 

2. 

. 3. 

4. 

5. 

6. 

7. 

8. 

9. 

10. 

11. 

1;2. 

13. 

14. 

15. 

16. 

17. 

18. --
19. 

20. 

Review the componento you listed above and identify what 
you consider to be the major components of this problem. List 
them b~~low. Take 5rninutes for this step. 
A. ,~ ______________________________________________________ _ 

B. __________________________ ~ ____________________________ __ 

c. ______________________________________________________ __ 
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10. The Importance of Develo
ping Integrated Strategic 
Goals • 

a. The strategic goals 
selected for further 
development should re
flect a basic policy
orientation toward the 
problem. 

b. Goals should be. selectee! 
that, taken together, 
tend to enhance the 
effectiveness of other 
parts. 

11. Drafting Goal Statements. 
a. The format of a goal 

statement is: 
• An action verb (a) 

followed by 
• A statement of what is 

to be accomplished (b) . 

III-A-6 

Notes an4 Questions 
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b,. The characteristics of 
a good strategic goal 
statement are: 

• Clarity. 
• Specific to the problem 

(not all-purpose-stan-
dards-and-goals type 
goals). 

• Reflect agreement among 
interested parties. 

• Flexible. 
• Not restrictive. 
• Not too ambitious. 
• Positive. 

12. Preparing the Strategic 
Goal Decision Package. 

a. At this point in the 
process the strategic 
goals selected for 

!ifurther development are 
still only Eotential 
2oals • 

u 
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Notes and Questions C)~) 
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b. To facilitate this deci~ 
sion the program devel-
oper should prepare a 
decision Eacka2e which 
summarizes the work that 
has been completed to 
this point, and layout 
the options to the per-
son (s) who will make 
the decision. 

c. The deci$ion package 
should consist of the 
following items: 

• The normative goal state 
ment which the strategic 
goal addresses. 

• Abstracts of the portion 
of the Problem Statement 
out of which the strate
gic goals were 
identified. 

• A listing and a brief 
description of the major 
aSEects of the problem 
drawn f:rom the Problem 
Statement. 

• The strategic goals 
statements. 

13. Summary and Review. 

III-A-8 

Notes and Questions 

(Example of Decision Package on 
following page.) 
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III-A-8a 

ALTERNATIVE STRATEGIC GOAL DECISION PACKAGE 

A. Normative Goal: To reduce crime in the Downtown Business 
District of Gotham City 

B. Problem Sumn/~ry: In the five-year period from 1973-78, the 
increase in index crimes in this area was 46.57%, an alarming 
rise and a fl1ll 20% greater t,han the city-wide increase of 
26.29%. The crime problem in this area appears to be having 
a devastating impact on both the businesses in the downtown 
area and many of the people who are compelled to shop here. 

C.Important Components of the Problem: 
Based on an assessment of the Problem Statement for the 
Downtown Business District, the following appear to be the 
major factors contributing to this problem~ 

1. Juveniles ,engaging in criminal behavior 
2. Vulnerability of potential "targets" of crime 
3. Inadequate crime deterrent and response capability 

by criminal justice agencies dealing with the 
Downtown Business District 

4. Ready availability of handguns to potential offenders 

D. Proposed Alternative Strategic Goals: 

1. Improve juvenile justice. apprehension and treatment 
capacities 

2. "Harden" potential crime targets in the Downtown 
Business District 

3. Upgrade crime deterrent and response capability 
criminal justice agencies dealing with crime in 
Downtown Business District 

4. Reduce the availability of handguns to potential 
offenders. 
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III-B-l 

Module III: Developing Strategic Goals 
Segment B - WOrk~hop on the Nominal Group Technique 

Normative Goal: To reduce the number and consequences 
of arson fires in the Central City 
Region. 

Nominal Group Technique Question: 

WHAT ARE THE IMPORTANT COMPONENTS OF THE ARSON PROBLEM 
IN THE CENTRAL CITY REGION, AS IT IS DESCRIBED IN 
THE PROBLEM STATEMENT? 
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NOMINAL GROUP TECHNIQUE 
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\ i RATING SHEET 
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II ID# STATEMENT 
Lea 
ImportlDt -

1 

I 2 3 

2 3 
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2 3 

2 3 

1 2 3 
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RATING: 
More 
Important 

4 5 6 7 8 9 10 

4 5 6 7 8 9 10 

4 5 6 7 8 9 10 

4 5 6 7 8 9 10 

4 5 6 7 8 9 10 

4 5 6 7 8 9 10 

4 5 6 7 8 9 10 

4 5 6 7 8 9 10 

4 5 6 7 8 91 10 
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ALTERNATIVE 
STRATEGIC GOAL DECISION PACKAGE FORM 

III-B-3 

Arson Problem -
Normative Goal: To reduce the number and consequences of arson 

fires in the Central City Region • 

• The Strategic Goal Statement: __________________________________ _ 

• 'Itle inportant carponent(s) of the ~lem Addressed l¥ the Strategic (":IOal: 

(Describe) 

• The Portion of the Problem Statement Providing the Basis for 

the Strategic' Goal: ~(~C~i~t~e~) ____ ~ ______ ~ ____________________ ___ 
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III-B-3a 

• How the Strategic Goal Relates to the Normative Goal: 

(Explain) 
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Module IV 
Developing the Logic of Different Strategies 

TITLE 

PURPOSE 

OBJECTIVES 

DESCRIPTION 

PARTICIPANT GUIDE 

Developing the Logic of Different Strategies 

To provide an understanding of the process 
for identifying and developing logical strat
egies to meet strategic goals. To develop a 
critical attitude toward the logic of differ
ent strategies and to select those that are 
most effective. 

At the completion of the Module, participants 
will be able to: 

• State the importance of seeking 
information to assist in identi
fying strategies. 

• 
• 
• 

• 

Relate strategies to strategic 
goals. 
Analyze and describe the logic of 
different strategies. 
Apply crit~ria for assessing the 
relative strength of different 
logics. 
Prepare a decision package to 
select strategies that will meet 
the strategic goals. 

This module consists of a lecture segment 
(A) that will r~quire about three hours to 
deliver. Several desk activities are in
cluded in this segment. The module ends 
with a Workshop Segment (B) that will take 
about four hours to comp~ete. 
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outline of Module IV 
Developing the Logic of Diff.erent Strategies 

segment A. 

Review and Introduction 

The Role of the Program Developer in Developing Strategies 

Collecting and Assessing Information on Different Courses 
of Action 

The Importance of Developing Alternate or optional strategies 

What Is a strategy? 

The Two Approaches to Developing strategies 

Desk Activity--Using the Problem Statement to Develop 
Strategies 

using the Strategic Goal to Develop Strategies 

Walkt~rough--:Identifying Aleternative strategies using the 
strategic Goal 

Assessing the Logic of strategies 

Walkthrough--AsSessing the Logic of strategies 

Desk Activity--Assessing the Logic of Strategies 

The Importance of Integrating strategies . 

Preparing the Alternative Strategy Decision Package 

Summary and Review 
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Module IV: Developing the Logic of Different 
Strat~g1es 

IV-A-l 

Segment A PARTICIPANT GUIDE 
Notes and Questions 

1. Review and Introduction. 

a. In this module we will 
discuss the following 
topics: 

• The role of the program 
developer in developing 
strategies 

• collecting and assessing 
information on different 
courses of action 

• The importance of devel
oping alternate or 
optional strategies . 

• Defining what is meant 
by the term "strategy" 

• The two approaches to 
developing strategies. 

• Assessing the logic of 
different strategies 

• The importance of inte
grating strategies 

• Developing the strategy 
selection decision 
package 

',\ . ~ . ," ________________ ........ ____________ ....o--___________ ----=-__ ~ __________ - ----
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2. The Role of the Program 
Developer in Developing 
Strategies 

3. Collecting and Assessing 
Information on Differ~nt 
Courses of Action. 
a. Just as the program 

developer needs a , 
detailed understanding 
of the problem, so too, 
the program developer 
needs detailed informa
tion about the different 
strategies that might 
be available to him or 
her. 

b. There are numerous 
sources of information 
available to the program 
developer. They include 

• Experts in the planning 
agency . 

• Reports and records ma1n 
tained by the agency 

• Persons in other public 
agencies, including 
persons in non-criminal 
justice areas 

• Professional association 
in areas relevant to 
certain problems 

'. ~ 

IV'-A-2 

Notes and Questions 

. , 

------ -----
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• Research and evaluation 
literature 

• Professional journals 
and magazines 

o ,I' i) • LEAA-supported informa
tion sources (e.g., 
National Criminal Justic 
Reference Service) 
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• Professional and private 
consultants 

• Persons in agencies who 
have implemented pro
grams in the same or a 
similar area 

4. The Importance of Developin 
Alternate or Optional 
Strategies. 

5. What is a Strategy? 

a. A strategy is a general 
approach to the accom
plishment of a particu~ 
lar set of conditions 
or results implied or 
specified in a strategic 
goal. 
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b. A strategy, encompasses a 
variety of possible 
interventions or 
elements. An element 
is an activity or set of 
activities that imple
ment the strategy or 
some part of the strateg • 

6. The Two Approaches to 
Developing Strategies 
a. There are two basic ways 

to develop a strategy: 

• Working forward from the 
facts of the problem 
toward the goals. 

• working" backward from 
the goals to the 
solution. 

\1 
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? Desk Activity - Using the ProbZem Statement to DeveZop 
Stra'/;egies 

Read the decision package below. Based on the information it 
contains, develop as many different strategies as you can. 
Write your ideas on the lines provided. Take 10 minutes for 
this step. 

Decision Package 

Normative Goal: To increase the conviction rate in this city 

Strategic Goal: To improve the efficiency and effectiveness 
of prosecutors' preparations for court trials 

Problem Statement Abstract: The level of prosecutor prepara
tion is a major aspect of the low conviction rate problem • 
Prosecutors currently work under a higher than average work
load and lack,adequate clerical and secretarial support. Due 
to a high turnover rate, a high proportion of prosecutors are 
relatively inexperienc~d. These factors are aggravated by 
judicial'rules which reduce the amount of time available for 
trial preparations. Bec.ause of these conditions, prosecutors 
are frequently not prepared when they a~pear,' in court resul t
ing in acquittals, dismissals and missed deadlines. 

P~oblem Components: 

1. Prosecutor workloads 
2. Level of clerical and secretarial support 
3. Prosecutor turnover 
4. Level of prosecutor experience 
5. Judic1al time limit rules 
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In the left-hand column, identify 'potential elements based on 
the components of the problem. In the right-hand column, list some 
possible strategies which are suggested by the elements. 

-

Potential Elements Possible Strateg:ies 

'A. 1. 

B. 2. 

C. 3. 

D. 4. 

E. 5. 

..-F. 6. 

G. 7. 

H. 8. 

I. ~ 9. 
..... , 

J. 10. o. 

K. 11. 

L. 12. 
_«;l;' 

M. 13. 

N. 14. 

O. 15. 

P. 16. . \ 

. 

O~ 17. 

R. 
'~ , 18. 

-

t 

IJ 

• 

Using the Strategic Goal 
to Identifying Strategies 
a. Working backward fronl 

the strategic goal 
towar4 the problem. 

i-lalkthrough. 

Assessing the Logic of 
Strategies. 

a. The purpose of this 
assessment is: 

• To elimin&te strategies 
wh~ch are clearly 
illogical, and 

• To identify potential 
strengths and weaknesses 
in the logic of a 
strategy. 

b. The general format of th 
logtc of a strategy is: 
"If I do 'X, then Iyl 

will be th'e result." 

f 

IV-A-7 

Notes and Questions 

(Copies of Visuals are on the 
following pages.) 
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ViStAal A 
(Module IV) 

PROBLEM 

Conviction Rate in Jurisdiction Too Low 

NORMATIViE GOAL 

We Should Increase Conviction Rate in Jurisdiction 
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3COMPON'ENTS OF THE 
, PROBLEM OF LOW CONVICTION RATE 

1. Witnesses'often ' fail to' appear in court to testify · ' 

2. Prosecutors do not have adequate time 'to 
prepare eases properly. 

3. Police often prepare poor reports. 
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Visual C 

(Module IV) 

COMPONENT 

1. Witnesses fail to testify 

2. Prosecutors do not have time 
to prepare cases properly 

3. Police prepare poor reports 

" . 
. . \ 

STRATEGIC GOAL 

Increase number of witnesses 
who appear in court to testify. 

Reduce prosecutor caseload 
and/or increase efficiency 
of work. 

Improve the quality of police 
report perparation. 
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Visual D 
(Module IV) 
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STRATEGIC GOAL 

Increase the number of witnesses 

who appear in court to testify 

"~I 

• • 
" 

i l 
1 

; ( 

i 
i 

I , I 

II ,: 

;1 

II 
11 
11 
Ii 
II 
'I 
~ 

I 

" 

, 

\ 

, , 

-



''''/ , 

) 

it 

~£) 

" • 
Ii 

') ;; \ I 

,3; 

., 
( • . 

'. " ~. 

1 I . , 
... ~ .. 

c. The first step in asses
sing the logic of a 
problem is to identify 
the assumptions the 
strategy makes. 

d. The second step in 
assessing the logic of 
a strategy is to test 
the reasonablenesS---
of the assumptIons. 
Among the questions that could be asked are: 

• Is there any evidence 
which supports or contra 
dicts: the assumption? • How limited or general 
is the assumption? • Are there any additional 
or special conditions 
necessary for the 
assumption to work? 

• How close are i:he links 
between the events that 
are assumed to occur in 
the strategy? 

• Are there any other 
assumptions that could 
be made about the 
strategy? 

• How many steps or 
assumptions are in the rationale? 

IV-A-8 

Notes and Questions 
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Selle perscxiS c:b 
not testify 
because of an --t 
absence of 
penalties 

. 
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Penalties are Mlm witnesses will 
attached to ~ show up in CXJUrt 
not testifying ---,. 

(Strategic Goal) 

• • • • , 

Mlm witnesses will !bra defeJXle.nts 
..... give evidence -+ are cxnvicted. 

CRmnative Goal) 
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IV-A-lO 

12. Desk Aativity - Assessing the Logia of St~ategies 

Directions: In the space below, identify the assumptions behind 

the strategy of providing conveniences to witnesses as a way to 

meet the strategic 2oal. Refer to the questions in your Guide 

to help you identify these assumptions. 

Normative G~al: Increase the conviction rate in the jurisdictioh. 

Strate2ic Goal: Increase the number of witnesses who appear in 

court to testify. 

ASSUMPTIONS 

l. ____________________ ~-------------------------

2. __________________________________________________________ ~ ____ __ 

. 

3. _____ ~-----------------------------------------------------------------
'i, t 

. " 

'. C~ 

4. _______________ ..... :
c

\-______________________________ _ 

5. __________________________________________________________________ _ 

RATIONALE 

In the space below, sketch out the rationale of this strategy, 
following the format shown in your Guide on page IV-A-9 • 

< 
~::~.j; t ... rr. .... ,"' ... 1Jfrcr~_I .. _~_---... ~--.~.: .. -·~,..-·, 

. 'I' ........ 
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IV-A-II 

ASS'ESSMENT 'QUESTIONS 

• What evidence is tnere to support or contradict the assump
tion in the Problem Statement or other sources? 

• Is the assumption true in all cases or only in some cases? 

• What special or additional conditions must be present for 
the assumption to be correct? What conditions are they 
and how often are they likely to exist? ' 

• Is th~ amount of time between the different events in the 
assumed sequence long or short? 

• What other assumptions could be made about the strategy? 
What other effects might the strategy produce? 

• How many steps or assumptions are there in the ra.tiona.le? 
Completed 'Ra.ti'onale 

In the space ,below" sketch out the completed rationale, based 
on the initial rationale and the assessment. Refer to the 
completed rationale in the Walkthrough as a guide. 
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13. The Impo~tance of Integra
ting Strategies. 

a. Just as different goals 
can conflict with each 
other, so too, d~fferent 
strategies can be incom
patible. 

14. Preparing the Alternative 
S.trategy Decision Package. 

a. The decision package 
should consist of the 
following items, from th 
earlier strategic goal 
decision package: 

• The normative goal 
statement 

• A listing of all stra
tegic goals selected for 
further development at 
the earlier decision 
point 

• Abstracts of those por
(')"l:.ions of the Problem 

Statement relating to th 
strategic go~ls 

• A listing of the major 
aspects of the problem 
derived from the Problem 
Statement relating to ea h 
of the strategic goals 

.~-.,...., ----.,1-'----.-,,,·.- .• - -
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Notes and Questions 
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h. The new materials to be 
included in the decision 
package are: 

• A statement of one or 
two sentences describing 
each potential strategy 
proposed to meet each 
strategic goal 

• A listing of potential 
elements to carry out 
each strategy 

• The rationale of each 
strategy 

• An assessment of the 
strengths and weaknesses 
of each proposed stra
tegy 

15. Summary and Review. 

IV-A-13 

Notes and Questions 

(An example of this new material in 
the Decision Package is on the 
following two pages.) 
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IV-A-13a 

,~ \}O [\LTERNATlVE STRATEGIC GOAL' DECISION PACKAGE 

o 

' .. , o 
,0 

Note: This is a continuation of the Decision package shown 
in Module III. ' 

E~, Strategic Goal <*4): 
'To "harden" potential crime targets in the Downtown 
ausiness District. 

F. Proposed Strategy: 
To provide downtown businessmen with knowledge and skills 
necessary to improve their security practices. 

G. Proposed Elements: 
(1) Create a Crime Prevention ,Unit in the police department 

to assist downtown merchants in target-hardening. 
(2) Provide merchants with a no-cost, volu~tary, on-site 

securi~y inspection to advise on changes made and/or 
on l'leeded additional securi·ty precautions. 

H.Strategy Rat~onale: 
• Downtown businesses are not E!'ufficientl" "har.dened" tel 

discourage crime. 
• Downtown merchants need and will use assistance on 

target hardening." 
.' The' Crime Prevention Unit will be able to provide 

needed ass,istance, knowledge, and skills to ,merchants. 
• Downtown merchants will improve the hardening o;f their 

businesses against crime • 
• Criminals 'willbe unable to commit crimes a~ainst these 

businesses in the downtown area. 
• The crime rate in the downtown area will decline. 

I. AI9sessment of Strengths and Weakness'es: 
, The da~a suggest that large numbers of business~s in the 

D9wnt\~wn area are vulnerable to crime andt~at merchants would 
welcoI\\e additional knowledge about improving their security. A 
specia';Lized unit in the police department would provide more 

~l~~ ______ --~--
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and better information to merchants than any current effort in 
the department. However. it is not certain that merchants can 
or will actually "harden" their businesses becaUse of financial 
costs and the fact that additional hardening might reinforce the 

fear of customers that. it is unsafe to shop downtown. 
presuming that a siqn,ificant number of merchants participate 
in the program. there shouid be a reduction in crimes in and 
around the downtown stores. However. it is possible that the 
program may displace some,criminal activity into adjacent areas 

of the downtown. some integration between this element and 
the second element (on-site inspection) seems to be in the best 
interests of both'of them. What is learned in the visits to 
merchants should be of help to the CPU in improving the effective-

ness of their work--particularlY in the areas of resistance to 

change and identify what is effective and wha.t is 'not. 
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Module IV: 

Segment B: 

Developing the 
Strategies 

Workshop 

Logic of Different 

PARTICIPANT GUIDE 

1. The workshop '11 W1 be carried out' , 1n Sl.X steps· 

Step lv . 

IV-B-l 

You will identify possible ' ':i~~~'i~e~~ ,and making use or:;::el::~ ~sing the problem 
(Time ~llO 1n d :he pr,:,vious workshop. 1.S10n package material·s 

we . 30 ml.nutes) 

Step 2. 
You will identify add't' strate ' ~ 1 10nal possibl (T' g1C goal as described and pracet1~sterdat1~ngitehSe ulseint

g 
the 

1me allowed: 30 minutes) cure. 

Step 3. 
You will select t previous steps an~Oi~!n~~~ystrategieS identified in the 
(Time allowed: 30 minutes) the assumptions behind each. 

Step 4. 
Yo';1 will !!,sess each of us

7
ng the questions su the as~umPtions in the (Tl.me allowed. 60 ' ggested 1n the lecture two strategies, 

· m1nutes) · 

§tep 5. 
You will develop , the format d' a ratl.onale for both 

( 
, 1scussed i th Tl.me allowed. 30 ' n e lecture. · m1nutes) 

strategies following 

Step 6. 
You will prepare a strategy selection ~~e~e~tation following the format for the 
(Time allowed. 30 . C1S1on package as d ' · m1nutes) escrl.bed in the lecture. 
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Module V 
Planning the Details of Program Strategies 

TITLE 

PURPOSE 

OBJECTIVES 

DESCRIPTIQN 

PARTICIPANT GUIDE 

Pla~ning the Details of Program Strategies 

To describe the process of converting a 
set of logically defined strategies into 
an implementation plan. To provide 
practice in preparing sections of an 
implementation plan. 

At the completion of the Module, par
ticipants will be able to: 

• Use MOR to descri~e inputs, 
activities, results, and outcomes 
o;f specific interventions'. 

• Expand MOR to develop elements 
of specific interventions. 

• Predict impacts outside and 
within the program, and design 
measures to handle them. 

• Prepare a network sche9ule j:or 
the program and its elementf3. 

• . Prepare program objectives. 

• Estimate resource and budget 
needs. 

• Describe the components of a 
full decision package. 

, The Module consists of a lecture segment 
(A) of 2 hours, followed by a workshop 
(B) of 5 hours including debriefing; 
another lecture segment (C) of 2 hours, 
and a final workshop (D) requiring about 
4 hoUrs, including debriefing. 

. , 

I 
\ . 



! ,e 

!' 
! 

j 
; 
1 
,I 

~ 
1 
II 

I 
I 
'I 
1 
1 
il 
1 

1 

~ . // .. ~ 

Outline of Module V 

Planning the Details of Program Strategies 

Segment A 

1. Review and Introduction 

2. The Role of the Program Developer in Planning the Details 
of Strategies 

3. Developing and Assessing the Elements of a Strategy 

4. Criteria for Assessing Program Elements 

5. Applying the Criteria for Assessing Program Elements 

6. Developing the Detail of Program Elements 

7. Applying the MOR to the Design of an Element: Identifying 
Activities 

8. Applying the MOR to the Design of an Element: Identifying 
Inputs 

9. Walkthrough--l~pplying the MOR to the Design of an Element: 
Identifying Ai::tivities and Inputs 

10. Applying the :MOR to the Design of an Element: Identifying 
and Assessing: Results 

l. 

2 .. 

3. 

4. 

5. 

6. 

7. 

8 • 

1 I 

Segment C 

Review and Introduction 

Identifying and Assessing the Impact of the Program on 
the Existing'System . 

Identifying and Assessing the Internal I~pact of PrQgram 
Elements 

II 
Networking and Scheduling the Program El~ments 

Networking: Ordering the' Acti vi t,i:es of an Element 

Networking: The Duration of Elements 

Networking: Dates and Milestones 

Desk Activity--Networking and Scheduling the Program Elements 
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9. 

10. 
Developing Obje~tivesfor the EleJnents o~ a 'Pro~ram 

~e;~o~~!!VitY--DeVeloPing Objectives for the Elements of 

11. Developing the ~rogram'8 Re8ou~ces and Budget 

12. Preparing the Decision P~ckage 

13. Summary and Review 
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Module V: Planning the Details of Program strategies 

Segment A 

V-A-l 

PARTICIPANT GUIDE Notes and Questions 

1. Review and Introduction. 

2. The Role of the Program 
Developer in Planning t.he 
Details of Strategies. 

3. 'Developing and Assessing 
the Elements of a Strategy. c. 
a. An element is a specific 

activity or set of activ 
ities intended to carry 
out a particular strateg • 
An element could be a 
~roject or a set of pro
Jects performing the 
same function. An 
element could also be a 
single activity carried 
out only once. 

/1 
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o 
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o 
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() o 
o 

........ , . 

.' .~ ~ ________ ;'~ __ ~~ ______________ ~ __ ~ __________ ~~ ____________ ~ ____ ~~0~~~ _______________ ~ 

r~, } '. 

~, ' " 

. () 

I 

• 

b. The technique to be used 
to expand the list of 
potential elements is 
essentially the same 
t.echnique used to 
identify strategies. 

tl. Criteria for Assessing 
Strategic Elements 
a. Each element can be 

assessed against five 
criteria: 

• Effectiveness 
• Practicality 
• Acceptability 
• Evaluability 
• Cost 

b. Effectiveness asks "how 
well will it work?" 

'liiiiiiiillil,t.'.' ".I""E ._._ ..... ",_ ...... _. ----~.~)~.~------.-i~."....-' ...... ~--
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Notes and Questions 
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c'. Practicability asks' "can 
it be done--and how 
easily?" 

d. Acceptability asks, "is 
the element agreeable 
to the public and 
political powers?" 

e. Eval uabil i ty asks, "carl 
the contribut,ion of the 
proposed element to 
results or outcomes be 
found?" 

f. Cost asks, "how exp~nsiv 
IS' it?" 

--~~---~- ~ 

o 
V-A-3 

Notes and Questions 
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5. Applying the Criteria for 
Assessing Strategic 
Elements. 
a. Apflying the cr:i.teria 

discussed here to 
specific elements would, 
of course, depend 
heavily on two facto~s: 

• The amoUnt and qu~l!ty 
of information available 
to the program developer 
related to eaoh of the 
oriteria • 

• Local conditions and 
oiroumstanoes relating 
to the oriteria. 

6. Developing the Detail of . 
~rogram Elements. 

a. Ti1e technique we will 
use to develop an~ organ 
ize the details ot the 
elements·fscalled the 
Method of; Rationales 
(MOR) :--' 

, V-A ... 4 

Notes and Questions 

... " 1II ... r.vllliir.' ........... q ... -_ ... • .. " .... • ,-, .--.~ .. -..;.,=~-~~~-'-,,---,' '~-.. --~Q--'-" .. -.~.--~--'~~,-., ~ ... -. ------____ .. 
Ji' '" ' 1i!.11I.ii'.:'-::~ 

.-TIr~~~~:~7r:--='.~--;:-~-:-~~~'-:-:-.\~.-'-....--"-' __ I~ .... Hfi ......... n~i~ ... ' "'., _ .......... " • .,.I_niiillliil&" ... 0_.,$ __ :.4I.r ... .-.u
IlU

.': , ,/ 

(J .~~~~~_. __ ...;....;.------.----..;..------...;...---------~---'ii..-......... ----''"''------~---~ .......... -~---~----~~--



I 

1 

!1 
,:-.: 
;,\ 

Ii 

,1 

~ 
~ 
I 

.'/ 
'i 
~ 

~ 
/ ! 

\ 

, ~ " 

\ "j 

. "i 
,l 
1 

" 1 
, ! ., , 

~\~ 

., 
::: 

\,1 

b. The MOR divides the 
parts of a program ele
ment into four cate
gories: 

• inp1.\ts, 
• activities, 
• results, and 
• outcomes .. 

c. The first category: 
In~uts are the people 
an things required to 
make the element.work. 

d. The second category: 
Activities are the 

, 'operations and processes 
of the element. 

e. The third category: 
Results are, the short
term effects of the 
activities. 

• When results are ex res
sed in quantified and 
time-bound terms, th~ 
are called objectives. 
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COMPONENTS OF THE 

METHOD OF RATIONALES 

Activities Results 
(objectives) 

• 

Outcomes 
(strategic 

goal) 
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f. The fourth oategory: 
Outcomes is the 
desirecClonger--range 
effects of the program 

7. Applying the MOR to the 
Design bf an Element: 
Identifying Activities. 

. , 

8. Applyi~g t~e MOR to the 
Design of, an ~lement: 
Identifying I~p'uts., 
e Inputs can be divided 

into ,two broaq , 
classes: people and 
things. 

9. Walkthrough -- Applying 

. '. 

, the MOR to the D~sign 
of ' an' Element: ' 
Identifying Activities 
and Inputs. 

.... . ~ 
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'Notes' and Que's·ti'ons· 
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,10. Applying the MOR to the 
Design of an Element: 
,Id~ntifying and Assessing 
Results. , 

,', 

a. Identifylng the results 
o.f ,an ac'ti vi ty is a 
straightforward projec-
tlon of the activity, 
described in terms of 
Eroducts rather than as 
fA process. 

b. At this stage the ,progr 
developer ,shOUld be , 
concerned about two 

,aspects of the results 
the actiVities should 
achieve: 

e The magnitude of the 
.results (e~,g., the 

,number of ,juveniles 
Counseled) and 

eThe logical relationship 
of the results to the 
strategic goal and the 
strategy. 
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Module V: Planning the Details of Program Strategies 
Segment B: Workshop on Planning the Details of Program 

Strategies, Part 1. 

PARTICIPANT GUIDE 

1. The workshop will be carried out in seven steps. 

V-B-l 

• Step 1. You will expand the list of potential elements 
under the assigned strategy. 
(30 minutes) 

• Step 2. You will assess the elements, applying the five 
criteria discussed in the lecture. 
(45 minutes) 

• Step 3. You will select one element from the list of 
potential elements. 
(15 minutes) 

• Step 4. You will identify the acti,,,i ties necessary to 
implement the selected element. 
(30 minutes) 

• Step 5. You will identify the inputs necessary to support 
the activities. 
(15 minutes) 

• Step 6. You will identify and assess the results of 
the activities. 
(30 minutes) 

• Step 7. You will prepare a pres~nta·tion for the group. 
(15 minutes) 

• Total time allowed for this workshop is 3 hours. 
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Module V: Workshop 
Worksheet 1 

POTENTIAL ELEMENT ASSESSMENT FORM 
--"~~ 

• 

Strategy: ______________________________________________________________________________ __ 

List of 
Elements Effectiveness 

. 

I 

o 
\,' 

Criteria and Rankings 

Tfracticali ty Acceptability 
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Evaluability Cost 
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Module V: Planning the Details of Program strategies 
Sesment C 

V-C-l 

PARTICIPANT GOlDE 

1. Review and Introduction. 

2. Identifying and Assessin 
the Impact of the Progra 
on the Existing System. 

Notes and Q·uestions 

a. If not planned for, (Copy of Checkli.st is c,n next page.) 
these impacts can 
damage the program an 
the system. 

b. One way to identify 
and assess the impact 
the program might hav 
on the system is to 
review the Problem 
Statement. 

. c'. The program de'lTeloper 
could prepare a 
&ystem Impact Matrix 

(Copy of format is shown on V-C-2a) 
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SYSTEMS IMPACT CHECKLIST 

_ ..... _"..,., -------"""'1"""------------------------. 

Sources of Constraints & Conflicts 

Areas 

Non-CJ System 

Politics 

Law 

Social and community 
attitudes 

Economy 

Government 

Education 

Examples 
(Events or Conditions) 

Elections/policy changes 

New laws on sentencing 

Shifting reaction to 
criminal offenses 

Recession/job scarcity 

Departmental reorganization 

Curtailment of after 
school programs 

~ - - - - - -.~ - - --- - - '--- -
'CJ System (look at all 

components) 

Inter-agency/intra-agency 
organization 

Procedures 

Work loads 

Objectives 

Attitudes 

Lines of ~uthority resisting 
restructure 

Miscommunication between probation 
and parole management 

Streamlining one component of a 
client flow without· streamlining 
others 

Confliots over corrections 
philosophy 

Unwillingness of practitioners to 
adopt program 
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SYSTEM IMPACT MATRIX 
A d 0 gencl.es an rqanl.zatl.ons 

• Program 
Results 
(From the MOR) 
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3. ide~tifying and Assessin 
the Internal Impact of 
Program Elements. 

4. Net~~rking and 
schea~ling the program 
elements • 

a. The. network is a 
graphic tool that dis 
plays three aspects 
of an element: 

• How the activities of 
an element are 
seguenced or ordered 
with respect to each 
other, 

• How lon~ each activit 
will ta e to complete 

, What calendar dates 
are to be assocIated 
with the program 
activities. 

V-C-3 

Notes and Q'u'estions 
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I. s. Networking: Ordering 
the Activities of an 
Element. 

6. Networking: The Duratio 
of Elements. 

7. Networking: Dates and 
Milestones. 

V-C-4 

Notes and Q\lestions 

(Copy of Visual is on page V-C-4a.) 

(Copy of Visual is on page V-C-4b.) 
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Visual B 
l-Iodule V 

6 mos. 

Draft 
legislation 

NETWORK AND TIME LINE 

6mos. 

Get 
legislation passed 

10 mos. 

Develop 
training 

-"", i,')' '. . 
c· 

4 mos. 

Hire and train 
instructors 
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Suocessive 2-month blocks 
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NETWORK AND DATES 

6 mos. 6 mos. 10 mos. 
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:~:~:m Initiation --'--dr:~ed "-----1 Passage ~--,-------,-,-,- ~:~rc~::~ .. .... .. 
Calendar ~'''''''''''''' ............. ' ..................... ' 

July Jan 1980 July 1980 May 1981 
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V-C-5 

8. Desk Aativity -- Netwopking and SaheduZing the Ppogpam EZements 

Instructions: Read the scenario below. Then prepare a net
work of the program element described, showing the sequence 
and duration of each activity and indicating the milestones 
and critical-dates for the element. You have 20 minutes to 
complete this step. 

Scenario 

Listed below are a set of activities to be carried out to 
implement the development of state-wide training academy 
for police employees. These activities are: 

• Prepare draft of enabling legislation 

• Lobby and negotiate passage of enabling legislation 

• Select training academy site 

• Design and construct aca.demy structure 

• Develop training curriculum 

• Recruit and train academy instructors 

• Notify police departments about training 

• Recruit and enroll trainees for academy 

• Operate training academy 

It is now January, 1981. The current Governor -- and 
the program's principal supporter will be up for reelection 
in November 1982. The Legislature meets each year from 

January to June. However, capital projects can only be 
introduced in odd-numbered years and are reviewed yearly 

before new money is appropriated. The committee's which 

oversee such projects usually demand evidence of "signifi
cant progress" before a new appropriation is approved. The 

Governor has promised several key legislators that, if the 

academy is approved it will graduate its first class of 
police officers before the elections in November, 1982. 

Under state law the academy must provide a minimum of 160 

, 
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V-C~6 

hours of traIning.: ,Assume thatdesig~~nd construction of 
the academy,wi11 req~ir~ n~ m~e than 14 months. 

On the foilowing p~ge' layout the net~ork for. the first· 
two years ~f this pr~gram ·elehtent. 
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Module V 
Segment C 

.' 
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Desk Activity 'NETWORK OF THE STATE-WIDE POLICE TRAINING ACADEMY 

I . 1981 

J F M ,A .M J J AS 
I I I J . I 

/ 
;" 

ACTIVITIES 
1 •. Prepare draft of enabling legi~l:;ttion 
2. Lohby and.negotiate passage' of' legi~lation 
3. Select training academy site 

,4. Design and construct academy structt~e 
5 •.. Develop trc;\ining curriculum .c-

6. Recruit and train academy intiructo~s 
7. Notify police departments about trai,ning 
8. Recruit and enroll trainees for academy 
9. Operate training academy 
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9. Developing Objectives for 
the Elements of a Program 
a. An objective is "a 

specific condition to 
be attained by a 
specific program of 
activities, stated in 
time-limited and 
measurable terr.is." 

b. An objective serves 
two primary functions: 

.• It provides an immedi
ate standard against 
which persons working 
in a program t.~an 
measure their own pro
gress, and 

• It provides managers 
and evaluators with 
immediate indicators 
of how the program 
is working as a whole. 

c. Objectives are devel
oped in a variety of 
ways: they may pe 
established as a 
matter of policy by 
.decision-makers or 
others; or they may b 
established empiri
cally, based on an 
assessment of the 
expected and reason
able level of perfor
mance of the program 
elements. 
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Notes and Questions O
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d. !n program development 
the preferred approach 
to developing objectives 
is to ~mpirically assess 
what the probable and 
reasonable level of 
performance of a 'particu 
l.ar element should be. 

e. To establish reasonable 
objectives the program 
developer should: 

• Establish observable in
dicators of performance 
for the elements of the 
program. 

• Determine the magnitude 
of results likely to be 
aChieved by a program . 
element in terms of thoa 
indicators. 

• Examine the network and 
schedule for the element 
and determine when those 
r.esul ts will probably be 
achieved, and 

• Estimate what"a reason
able level of erformanc 
on each indicator for th 
element would be. 

V-C-g 

Notes and Questions 
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V-C-10 

10. Desk Activity - DeveZoping Objectives for the Etements of. 
a Program 

Instructions: In this desk activity you are to develop 
reasonable objectives for each of the activities of the 
element described below. 

The program element involves the use of trained civilian 

volunteers to conduct home security inspections and provide 

individual instruction on home security precautions in a high 
crime area of a city. The results to be achieved under this 

element will include: 

~RE~SU~L~T~S~_______________ ~MA~G~N~I~T~U~D~E~ ___________________________________ __ 

1. A cadre of trained Funding limitations allow the project to 
volunteers support no more than 5 inspection teams of 

2. Direct contacts 
with neighborhood 
residents 

2 persons each. Training will take one 
month to complete. ~ 

Previous experience indicates that each 
team should average about 20 contacts per 
month, including inspections and lock 
installations. 

3. Individual 
ilnspections of 
homes 

The service is voluntary. Previous projects 
reported that only about 20 percent of the 
persons contacted will agree to an inspection. 

4. Free locks installed 
in homes of eligible 
neighborhood 
residents 

Approximately 10 percent of the households 
are eligible. The installation service 
is conditioned on the willingness of the 
resident to agree to the inspection. 

The neighborhood contains J~qo households. 

On the lines provided develop reasonable objectives for the first 

six months for each of the four activities listed .above. You should: 

• Select an indicator of Eerformanc~ for each expected result 
• ES.tablish a reasonable level of performance for the activities, 

stated in terms of the indicator, for the first six months of 
the element's implementatiQn. 

> _" ,",,_ ~ _c·¥ '_'_~"" __ , • _'~v~ __ '~& .. _~_ ....... ", ".~~ •• . , 
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The schedule for the 
element is shown below. 

1 2 
MONTHS 

3 4 I- 5 

Contact Individual Re 'd S1 ents Train 0 

Vol un-
I I: oteers 

0 

I 
0 

Conduct Home Inspections 

Install Locks in El}.giele Homes 
'. 

~ 

Indicator 

• Level of Performance 
("'~ 

~\ ) 
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11. Developing the Program's 
Resources and Budget. 
a. Planning for resource 

to support the progra 
requires a set of 
interrelated deci.sion 

• What amount is 
• What amount is 

available? 
• What amount must be 

acquired to fill the 
gap? 

• The sources of the 
amount to be acquired? 

• How should the 
resources be allocate 
among parts of the 
program? 

V.-C-l2 

Notes a:nd 'Ques,tions 
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12. Preparing the Dec)ision 
Package (Interim • 
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V-C-13 

, Notes 'and Que. tiona 

(Copy on pages l5a thru l5c.) 
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V-C-13a 

PROPOSED ELEMENT t 1 ' , 

A. ~rategic Goal: 

" Har.den •• potential crime targets in the downtown business 
district. 

B. ?_roposed Strategy: 

To provide downtown businessmen with the skills necessary , 
to improve their security practices. 

C. Proposed Element: 

Create a Crime Prevention Unit in the Gotham City Police 
Department to assist downtown merchants in target-hardening. 

D. Obj'ective to be Achieved: 

Increase the number of businesses in the downtown district 
that have demonstrably improved their security by at least 
50% this year over the number who did so the previous y.ear • 

.E. '~: 

$71,500 
" 

Assumption Cost: $42,'-500 per annum 

F. Rationale for Elements: 

The merchants in the downtown business' district have 
engage4 in few target-ha~dening activities to date. 
Their businesses a~e vulnerable, and the theft rate reflects 
this. A systematic crime prevention program could reduce 
this vulnerability. 

G. Advantages: 

T~is strategy would enable the merchants to help themselves 
to a degree. .Based on relevant studies, target-hardening 
is a cost-effective method to curb the types of crime 
plaguing the downtown bu,iness district. 

H. Disadvantages: 

The Chief really is not completely ,sold on the crime pre
vention concept. He expressed the opinion that a lot of the 
claims about crime prevention appear to be public relations 
gimmicks~ He would be.willing, however, to try such an 
approach if the Planning Agency funded it. 

........ , ....... I11III1 .'iiijiFII""" 1 __ '_. ------.. ,--•• ---------.... ..--.-~,.-"-,.,-..,.,,.~-,~-~" ,..~ .. "'.l<-~~-~.~--~ .. .,''"--..~----- .. '-'' .. - ..... ..,..--___ ... t.l_lJ. 
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V-C-13b 

MOR 

A. Proposed Element: 

Establish a Crime Prevention Unit (CPU) in the down'town 
business district. 

B. Inputs: 

1. CPU director (from existing Gotham City personnel) 
2. Three law enforcement officers 
3. Crime prevention "train-the-trainers" course 
4. Car and equipment 
5. Audio-visual and demonstration materials 

C. Major Activities: 

1. Recruit and train three crime prevention unit officers. 
2. Procure car and equipment. 
3. Purchase required audio-visual and other related 

supplies and equipment. 
4. Conduct public seminars for downtown merchants. 
5. Provide direct target-hardening technical assistance 

to downtown merchants. 

D. Results: 

Inl:::.rease the number of businesses in the downtown district 
that have demonstra~ly improved their security by at least 
50% this year over the number who did so the previous year. 

E. Outcomes: 

The value of los,ses (corrected for inflation) for the merchants 
participating in the CPU project will be reduced compared 
to their losses for the previous year. 
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V-C-13c 

NETWORK 

Project: 
Establish Crime Prevention unit in Gotham City Police Department 

1. 
2. 
3. 
4. 
5. 

6. 

7. 
B. 
9. 

10. 
ll. 

12. 
13. 
14. 

ACTIVITIES 

Appoint director of CPU. 
Announce officer openings. 
Screen applicants. 
Interview selected applicants. 
Select new officers. 
Select appropriate training course. 
Enroll officers in selected training course. 
Complete training course. 
Procure car and equipment. 
Purchase audio-visual and other related supplies and equipment. 
Schedule seminars. 
Conduct seminars. 
Provide tartet-hardening technical assistance to 12 downtown merchants • 
Complete target-hardening technical'assistance. 

Key: 0 Activity 
----tRelationship 

-----•• Sequence of 
Activities 

,j 

I~ 
~ , 



_. 
'. 

13. Summary and Review. 
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Module V: Planning the Details of Program Strategies V-D-l 
Segment D: Workshop on Planning the Details of 

Program Strategies, Part 2. 

PARTICIPANT GUIDE 

1. The workshop will be carried out in six steps: 

• Step 1. You will identify, assess, and take steps to 
accomodate the impact of the element on the existing system. 
(30 minutes) 

• Step 2. You will identify, assess, and take steps to 
accomodate the internal impact of activities within the element. 
(30 minutes) 

• Step 3. You will prepare a network for the element, indicating 
the sequence and duration of each activity, and the dates 
when activities will start and end. 
(45 minutes) 

• Step 4. You will develop obj'ectives for each of the activities 
under the element. 
(30 minutes) 

• Step S. You will develop a budget for the element. 
(30 minutes) 

• Step 6. You will prepare a presentation following the 
format of a full decision package. 
(lS minutes) 

• Total time for the workshop is 3 hours. 



.. 

) 

,l?--" 
;:i \" .. 
". ~ " , . , 

" 

. I 

ie 

Module 6 
PREPARING FOR PROGRAM 

IMPLEMENTATION AND EVALUATION 
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Module VI 't 

Preparing for Implementat'ion and Evaluation 

TITLE 

PURPOSE. 

OBJECTIVES 

DESCRIPTION 

PARTICIPANT .. GUIDE 

Preparing for Implementation and 
Eval uation . 

To show the need to carry the 
Program. Development process to 
the' pOint that the program can 

. be implemented,' managed, and 
evaluated as intended. To pro
vide a chance to practice 
selecting key events. 

At the completion of this module 
the participants will be able to: . 

• Describe the role of the 
program developer in pre
paring for implemeritation 
and evaluation. 

• Integrate the elements of 
a program. 

• Describe the contents of 
a full decisi9n package • 

• Explain the concept of the 
key event. 

• Use key events to guide the 
implementation and evaluation 

. of. a p.J:ogram. 

This module consists of a Lecture 
Segment (A) that will require about. 
one hour to complete and a final 
course Workshop Segment (B) that 
will require about four hours to 
complete, including a final de
briefing. 



Outline of Module VI 

Preparing for Implementation and Evaluation 

Segment A 

1. Review and Introduction 

2. The Role of the Program Developer in Preparing for the 
Implementation and Evaluation of a Program 

3. 

4. 

5. 

6. 

7. 

8. 

9. 

10. 

The Importance of Integrating the Elements of the Prog~am 

Integrating Elements 

Insuring that the program is Implemented as Intended 

The Concept of the Key Event 

Identifying Key Events 

Using Key Events in the ,Management of the l~rogram 
, 

Using Key Events in the Evaluation of the l?rogram 

Summary and Review of the Course 
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Module VI: Pr . 
d
epan.ng fc;>r Program Implementation 

an Evaluat~on 

Segment A 

1. Review and Introduction. 

a. I~ this module we wil 
d~s~uss the following 
top~cs: 

• The role of the pro
gram developer in 
preparing for imple
m7ntation and evalua-
t~on. . 

~ Integrating the ele
ments of a program 

~ The concept of the'key 
event. . 

• Preparing the full 
de~ision package. 

• Us~ng key events in 
the management of the 
problem. 

• Using key events in 
the evaluation of the 
problem. 

2. The Role of the Program 
Devaloper in Preparing 
for the Implementation 
and Evaluation of a Pro
gram • 

PARTICIPANT GUIDE 

No:t'es an'd ·Oue·s.t:ions 
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a. The program developer 
may be responsible for 

• Carrying out certain 
elements of the progr 

• Providing technical 
assistance to the 
implementors 

• Managing the overall 
program 

• Monitoring or evalua
ting the program 

• Making or advising on 
future decisions about 
the continuation or 
revision of the 
program. 

b. The final product of 
this step in the pro-
gram development pro-
cess is a full decisio 
package which provides 
the following informa-
tion to decision-maker 

• The normative goal 
statement~ 

• The problem summary~ 

• The major aspects of 
the problem~ 

• A listing of the 
strategic goals~ 

• An overview of the 
strategies under each 
,strategic goal; 

• A listing of ~he 
elements under each 
strategy; 

• The strategy rational 
and 

• An assessment of the 
program with appro-
priate recommendati,on 

' ... 

VI-A-2 

Notes: and'guesti'o'ns 
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3. The Importance of Inte
grating the Elements of 
the Program. 

4. 

a. By integration of the 
elements we mean that 
necessary linkages 
between elements are 
created so that the 
activities of one ele
ment can be coordinate 
to work with the activ 
ities of other element • 

b. By integration of 
elements we also mean 
preventing conflicts 
between elements. 

Integrating Elements. 
a. Elements of the pro-

gram can be integrated 
by: 

• Identifying areas where 
the activities of two 
or more elements could 
be combined or shared. 

• Identifying areas where 
the activities'of two 
or more elements must 
be coordinated for one 
or both to operate 
effectively • 

• Identifying areas of 
potential conflict 
bet:ween elements. 

VI-A-3 

Notes and 'Q'u'e's'tfons 
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S. Insuring that the Program 
is Implemented as Intende • 

a. The two primary means 
by which a program can 
be kept on track with 
respect to its strate
gic goals and strate
gies are: 

• Through the way the 
program is managed, at 
the program or the 
element level • 

• Through the evaluation 
and monitoring of the 
prpgram. 

b. A conceptual device 
which will help the 
manager and the 
evaluator/monitor is 
called key event 
analysis. 

6. The Concep~ of the 
Key Event. 

VI-A-4 

Notes and' Q'ues'ti'o'ns 
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a. Key events are impor- I 
tant in program devel
opment in that they 
should be the focus 
of attention o~ manag
ers and evaluators. 

b. A key event might occu 
at any point and at 
any level in the 
program. 

c. The principle which 
determin~s whether 
some part of a progra 
is a key event is no~ 
its size or the 
amount of resources 
devoted to implementa
tion. The factor 
which determines that 
an activity or an 
element is a key 
event is its im ortanc 
to the "Success of the 
program's strategic 
goals. 

7. Identifying the Key EVen 

• Reviewing the design 
of the program or of 
individual ,elements 

• Examining the . ..network 
and schedules of the 
program 

• Identifying the mech
anisms created to 
coordinate or create 
cooperation among the 
elements 

VI-A-S 

Notes'and' 'Q'u'es'ti'ons 
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• Negotiating with 
persons who ,may be in
volved or have a stake 
in theimpiementation 
of the program. 

a. ,The program developer 
can also identify key, 
events in a ,program by 
reviewing the assess
ment of the logic of 
the strategy carried 
out in Module IV. ' 

8. Using Key Events in the 
Management of the Progra 
a. The " manager of a 

program can use the 
identified key ,events 
of a program to: 

.. Select implementors t 
carry out the design 
of the' program " 

, • Inform those implemen 
tors on how the pro~ 
gram qr its elements 
should!1pe' carried out, 
and 

• Guide the activities . 
of implementor~ after 
the program is under 
way. 
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9. Using Key Events in the 
Evaluation of the 
~ro9ram. 

a. The program evaluator 
must still evaluate 
how well each element 
of the program oper
ates and the impact 
that element may have. 
However, the program 
evaluator must also 
determine how the 
eleme.nts of the 
program, working 
together, contribute 
to the accomplishment 
of the program's 
strategic goals. 

b. Evaluators usually 
distinguish between 
two levels of evalua
tion: 

• Process evaluation, in 
which the primary 
focus is on the way 
the program operates 
and its success in 
achieving its objec
tives; and 

• Im~act evaluation, in 
Wh1Ch the focus is 
extended to a determi 
ation of how the pro
gram affected the 
problem being addresse 
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10. Preparing the Final 
Decision Package. 

a. The decision package 
should contain the 
following materials: 

• The normative geal 
statement for the 
problem area, 

• A summary of the prob
lem, as it is under
stood, 

• The major aspects of 
the problem derived 
from the Problem 
Statement, 

• Th~ strategic goal 
statements that formed 
the basis for the more 
detailed planning, 

• An overview of the 
strategies developed 
to meet the strategic 
goals, 

• The elements intended 
to implement the 
different strategies, 

• The rationale for each 
strategy--the logic 
and assumptions 
behind the strategies, 
and 

• An assessment of the 
strategies and a set 
of recommendations 
concerning the inte
gration, implementatio 
and evaluation of ~he 
program. 
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b. To this material, the 
program developer 
should append the 
individual element 
decision package! ~s 
back-up documentat10n; 
this material was 
developed in the pre
vious step in the 
process in Module V 
and was revised as 
necessary in this 
Module. 

11. Review of the Module. 

VI-A~9 

I 
f 

I ~ 
I 
r 
I 



Module VI: Preparing for Program Implementation 
and Evaluation 

VI-B-l 

Segment B: Workshop 

PARTICIPANT GUIDE 

1. The workshop will be carried out in three steps: 

• step 1. You will integrate the elements developed in the 
previous workshops, 

• Step 2. You will identify key events in the program, and 

• step 3. You will prepare a final presentation fo,llowing the 
format of the final decision package. 

a. Following the last step, the group will present its work 
and participate in a final debriefing. 

• Each group will be given 15 minutes to make its presentat~on. 

b. The final presentation will follow the following sequence: 

• 
• 
• 
• 

• 

• 

• 
• 

• 
• 

A brief presentation of the normative goal, 

A brief summary of 'the problem, 

A description of the three major aspects of the problem addressed, 

The three strategic goals addressing the major aspects of 
the problem, 

A brief presentation of ,the three strategies developed in 
the process, 

A brief description q£, the three elements that were fully 
developed in the exel;!(;ise, 

A t'eview of the rationa,ie behind each strategy, 

An assessment of (1) how the elements implement the assumptions 
behind each strategy, (2) how the strategies will contribute to 
the accomplishment of the strategic goals, and (3) how the 
accomplishment of the strategic goals will contribute to the 
accomplishment of the normative goal, and 

A description of the key events identifie'd, 

A set of recommedations regarding the qualifications or character
istics of program implementors, special conditions to be required 
in the implementation o~ the program, or areas of special interest 
to persons providing Technical Assistance • 
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c. The group may divide responsibility for each of th,~ese parts 
of the final presentation. 

• The group will have 15 minutes to make its presentation. 
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APPENDIX: 

NOMINAL GROUP TECHNIQUE BACKGROUND 

An important tool covered in the Program Development Course 

as part of the discussion of both priority-setting and strategic 

goal development is the Nominal Group Technique. The following 

discussion outlines the major features of this technique and 

indicates how it could be conducted. For further information 

about this technique the following references are particularly 

useful: 

• Delbecq, A.L., Van de Ven, A.H., and Gustafson, D. 
G11¥P techniques for erogram alanning. Glenview, 
I 1I'101s: Scott, Foresman an Company, 1975,. 

• Huber, G. and Delbecq, A.L. Guidelines for combining 
the judgements of individual group members in decision 
conferences. Academy of Management Journal, ~, June, 1972. 

In reading this discussion, keep in mind that the Nominal Group 

Technique can be applied at several points in the program 

development process--not only at the point where the important 

components of the problem are identified. 
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Nominal Group Technique 

The Nominal Group Technique (NGT) is a structured group 
process which follows a prescribed sequence of steps to reach 
a decision. The NGT is a valuable device for reaching deci
sions when: 

• The decision-making situation involves 
very complex issue~ or problems, and 

• The judgements, opinions or attitudes 
of several persons must be collected, 
considered and reconciled. 

The NGT has been used in a variety of settings in busi
ness, industry, education and government to: 

• Identify the most important components 
of a problem • 

• Establish priorities and goals for 
organizations. 

• Identify and select p08sible strat
egies to solve problems. 

When used properly the NGT can produce high quality 
decisions as well as a high degree of agreement and satis
faction among the participants •. 

The NGT Process. The NGT is carried out in small groups. 
The recommended number of persons to be included in the pro
cess is from 5 to 9. Research on group processes indicate 
that groups of less than 5 persons often lack the breadth of 
experience and ideas needed to make the process productive. 
However, groups of more than about 9 persons often tend to 
bog down in factional disputes or the amount of record
keeping involved in the process. A technique to handle more 
than 9 persons will be discussed later in this text • 
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The nlemb(ars of the NGT group focus on a single question, 

which has been selected beforehand by the persons running 
the meeting. There are six steps in the process: 

1. Each member of the group works silently and inde~ 
pendently for 5 minutes to generate a lis't of 
possible responses to the question.' , 

2. The re~ponses of the group are collected and 
recordeU. 

3.' The group discusses and clarifies each of the 
responses. 

4. A preliminary vote is taken on the responses. 

5. The preliminary vote is discussed and, if , 
necessary, the responses are further clarified. 

, ' 

6. A final vote ,is ta~en. 

Each of these steps will be di~cussed in detail below. 

Preliminary Preparations. Per~ons running an NGT 
exercise should make the following preparations:, 

• 

• 

• 

• 

Each member of the group shoul~ be pro
vided with w~iting materials and a,free 
area at which to work~ 

The members of the group shQuld/be ar": 
ranged so 1=-hat they f~ce each other and 
can clearly see the flip chart or black
board where the!ir responses will be 
recorded~ _ 

. \~ 

The room in which the/>exercise is car
ried out should be relatively free of 
outside noise or distdlctio1'ls. 

Each member of the group should be 
given a sheet of paper on which the 
question to be CQnsidered is indicated 
at the top. The question can also be 
'wri,tten at the top, of the flip chart 
or blackboard where the group's re-
sponses are to be recorded. (\ 
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When the group has been seated the leader of the exer
cise should make a brief opening statement which: 

• Explains the specific purpose, and objec
, ti ves of the meeting,. 

• Briefly describes the steps of the 
process, and 

• Emphasizes the importance of each mem
berrs full 'concentration 'and participa-
tion. 

The leader then asks the group to r~ad the question and, 
if necessary, will clarify its meaning. 

Step 1. Silent Generation of Respons'es to the Question. 
After the question has been' read and Clarified the leader 
should,instruct the group as follows: 

• The members of the group will be given 
5 minutes to generate as many responses 
to the question as possible. 

• Each member should work silently and', 
independently, listing their tesponses 
in short sentences or phrases on the 
worksheet they were given. 

• The members should not focus on any 
one response too long - the purpose 
o~ the step is to identify as many 
d1fferent responses as, possible. The 
responses need not be completely worked 
out to be listed • 

'l'he five-minute limit on the generation of ideas serves 
two purposes: it encourages members of the group to think 
and work quickly, and it keeps the number of ~es~onses to be 
considered by the group to a manageables!ze. Persons may 
object that the limit does not ailowenough time for adequate 
reflection on the question. However,' research on the NGT 

. -3-



l 'ttle useful input is lost by limiting 
indicates that very 1 
th amount of time for this step. People tend to produc~ 
ed' g the tirst few minutes of reflect10n. 

their best ideas ur1n 'f' 
. t d later tend to be more elaborate or spec1 1C 

Ideas genera e , 'd s These de'tailed responses can be 
versions of ear11er 1 ea ~ , 

1 d during later steps in the NGT proc~ss. 
better deve ope 

k silently and The purpose of having each person wor 
'ndependently is to eliminate some of the pressure many persons 
1 '" group More-

ked t o "think on their feet 1n a • feel when as , '_ 
'sts of persons with d1fferent POS1 

over, when the group conS1 table 
d this step provides a safe and accep 

tions and backgroun s, . . k 
'th less status and self-conf1dence to rna e 

way for persons W1 
Th.1' s is p'articularly important when the grou,p 

their input. 
at different levels in the same organ1za·

consists of persons 

tion. 

f telling members to not focus on anyone 
The purpose 0 I • f 

l is to avoid the premature eliminat10n 0 
response too ong. . 'd t'f 

d The purpose here' is to 1 en 1 Y 
potentially useful i ease 

" of these IIbrain-
a broad range of responses. Obv1ously, many , ' the 

'd '11 not hold up under closer scrut1ny. At storm ll 1 eas W1 ' 
time many innovative and creat;i.ve ideas have been 

same , , 'II th' nking . f th' s typ' e of "free assoc1at1on 1 • 
developed out 0 1 , " ' d 
One of the primary benefits of the NGT is that 1t can be use 

unc.onventionalresponses that might otherwise not 
to develop 
be considered. 

Y' 7 

The role of the · leader in this step is to: 

• 
• 

• 

Keep track of the time. 

Enforce the rule that persons work 
independently, and ' 

Encourage the group to us~ '~he time 
period creatively and eff1cJl.ently. 
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The leader should answer questions about what a good 
response would: be by indicating that there are no "correct" 
responses to the question. The leader should also avoid 
influencing the group by giving examples. Such examples often 
end up being given as responses by group members because they 
were "endorsed" by the leader. Finally, the leader should set 
an example by working silently on the question along with the 
group. 

Step 2. Recording the Responses. When the time limit 
has elapsed the leader should ask the group to stop writing 
and give the group the following instructions: 

• The responses will be recorded without 
comment on the flip-chart or blackboard. 

• The responses will be collected one by 
one from each group member in a serial 
fashion. 

• The members should avoid repeating the 
same response - if more than one member 
had the same idea the response should 
be recorded only once. 

• New responses, stimulated by a response 
given by someone else may be added to 
their list at any' time~ 

. 
The; purpose of recording the· responses in'front of the 

entire group is to allow all of the members to see what the 
group has produced. This can be a major payoff for the group 
by itself - a sizeable list of optional responses generated 
in a relatively short time. The purpose 6f recording the 
responses without comment is to avoid premature discussions 
which woul~ tend to increase or decrease the perceived value 
of any ~ne response. A member whose response is criticized 
by the group before all of the others have given their re
sponses may choose to "drop out',' of the process or become 
overly defensive about his or her other ideas. In effect, 
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the recording of the responses shifts the ownership of the 
responses from the individual member to the group as a whole. 

The responses are recorded in a serial fashion. The 
first member provides the first response on his or her list. 
The lea·~er records the response on the flipchart and then 
asks a second member to provide the first response on his or 
her list. The leader continues to go around the group, solic
iting one response at a time until all responses have been 
collected. The leader should include his or her own responses 

.~ 

with the others. 

The purpose behind this procedure is to disassociate 
specific responses with specific individuals. This will re
duce the tendency of some. persons to dismiss the ideas of 
others based on personal feelings or ~~dividual status. The 
disassociation of responses with individuals is particularly 
important if the group is to consider the responses objectively 

during the next steps in the process.' 

The role of the leader in this step is to record the 
responses of the group members on the flipchart or blackboard. 
The leader should avoid editing the responses and should re
cord them as closely to the words of the member as possible. 
Overly long statements should be shortened or abbreviated 
if possible. However, the person providing the response 
should be satisfied with the way the response is expressed. 

The leader should also avoid prejudging respon~es by 
suggesting that one response is the same as another response 
already listed,: or that one response could be subsumed or 
combined with another. At this stage the leader should act 
as little more than a recorder of the group's ideas. 
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Each 'response should be numbered as it is recorded. In 
addition, room should be left along the right hand margin to 
record the votes to be taken by the group in subsequent steps. 

Step 3. Discussing and Clarifyini the Responses. After 
all of the responses have,been recorded the leader should 
initiate a discussion of the responses. The discussion should 
focus on one response at a time, starting with the first re
sponse and proceeding through the entire list. The leader 
should begin the discussion- by asking the group, "Does anyone 
have any conunents or questions about this item?", or "Does 
everyone understand the idea behind this response?" 

The purpose of this discussion is to clarify the intent 
and logic behind each of the responses on the list. The 
person who provided the response is not obliged to explain 
the statement. However, the leader should encourage members 
of the group to ask questions or suggest explanations in 
order to clarify the meaning of the response. 

Conflicts between members may arise at this point. 
This should not be discouraged so long as the disputes bring 
out real issues or facts related to a given item. However, 
the leader should not permit disputes to become personal 
feuds between two or more members, or allow the discussion 
to drag out too long. Once it becomes apparent that the 
issues surrounding. a given response have been fully aired 
the discussion should move on to the next item. 

certain 
However, 

If the number of items in'the list is large, a 
amount of editing and collapsing may be permitted. 
the leader should be very careful not to allow this proces.s 
to go too far or too fast. The group as a whole should agree 
that the revision is necessary and useful. In particular, 
the person who provided a response should agree that the 
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change should be made. If the leader senses that the whole 
group may not see the need to collapse or delete 'art item it 
is preferable to leave the list as is. The consequenCeS of 

having d member feel that his or her response was deleted 
arbitrarily can be serious, particularly if that person will 
be expected to accept or act on the group'S final decision. 

It may be preferable to set a time limit on the dis
cussion of anyone item. Although it is desireable to allow 
the group to pace itself in the discussion the natural ten-

dency is for the group to discusS the first 
more detail and to then give lesS attention 
lower on the list. This should be avoided. 

responses in 
to responses 

Important issues 

may not be given adequate attention and some responses may 

not be completely understood by everyone. 

The role of the leader in this step is to facilitate 
discussion, mediate disputes and keep the discussion focused 
on one response at a time. The leader should participate 
in ,the discussion with the others. However, the leader should 

be careful to not "steer" the group because of his or her 

dual role. 

Step 4. preliminary vote. Once every item on the list 

has been discussed the leader should indicate that a prelim
inary vote will be taken. A number of voting procedures 
could be used in this step. The ranking procedure described 
here is merely a suggestion. The purpose of this step is tQ 
determine the degree of agreement or disagreement within the 

group based on the initial discussion. 

In this procedure the group members. are asked to indivi
dually rank the responses according to some priority criterion. 
The crite~ion might be the importance 6f the responses, the 
relative acceptability, desireability or practicality of the 
responses, or some other criterion related to the decision 
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the group is to reach. The basis on which the group 1'S to 
s ou d be explained and rank the responses h 1 bef th clearly understood 

ore e vote is taken. 

is to determine how many 
The group should not be 

The first step in the procedure 
of the responses should be ranked. 
required to rank the entire list 
to identify relatively intense di::cause the intent here is 
wi thin the group B k' erences or agreements 

• y as 1ng the group m b the top 6 to 9 em ers to select only 
responses from a larger l' t forced tof" 1S the members are 

ocus on those responses abo ' 
clearest and least am' b' 1 ut whJ.ch they have the 

1va ent opinions. 

As a rule of thumb the number 
h 

of responses t b 
s ould be about 40 percent of the t toe ranked 
on the group's list u t ,0 al number of responses 

th 
p 0 a max1mum of 9. For exam 1 'f 

e group developed a l' t P e, 1 1S of 15 responses th 
responses to be ranked should b b e number of 

l

ea out 6. If the l' t ' 
c uded 20 responses th 1S 1n-e number to be ranked h ld 
8. The group should not b k s ou be about e as ed to rank more th 9 
no matter how large the b an responses num er of responses th 
reason for this is th t on e list. The a most persons find it difficult t 
many more than 9 items at a"tim " 0 rank 
number of items to be ranked ' e 1n a mean1ngful way. As the 

, 1ncreases the m'd 
become increasingly difficult 1 -range items k to assess and persons tend to 
ma e arbitrary decisions. This tend 
and validity of th s to decrease the value 

e process for both th rank' e person doing the 
1ng and anyone wishing to use or interpret the results. 

When the number of items to be ranke 
the leader should give tht d has been determined 

a number of 3x5 cards to each group 
member. Each member of the group "Nil numb should then select the top 

er of responses from the lis ' 
corresponding to tho t and wr1te the numbers 

se responses in th of the card e upper left hand corner 
s - one number per card. This should be written 
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in pencil in order to make it easier for the member to make 
a change. 

After all the cards have been assigned a number the 
members should each copy the response statement corresponding 
to the number on the card. This serves two purposes: it 
forces the member to check the correct correspondence between 
the number and the response, and it "commits" the member to 
the response he or she selected. 

When the members have completed copying their responses 
on their cards they should each'array these cards before 
them, face up. From their array they should then select the 
lowest ranking response and assign that response the lowest 
~umeric rank. The rank number should be written in the lower 
right hand,corner of the card and underlined twice. The 
underlining is intended to distinguish the rank number from 
the response number when the card in interpreted. The members 
should then turn the card over and select the lowest ranking 
response from those remaining., This process is continued 
until all of the responses have been ranked. 

When all of the group memb~rs have completed ranking 
their cards they should be passed forward to the leader. 
The leader should t:hen shuffle the cards to preserve the 
anonymity of the balloting and begin tallying the votes on 
the sheet where the responses are listed. 

There are several methods which cQUld be used to tally 
the ballot. The simplest method is to merely write the rank 
numbers as~igned to a response in the margin behind the re
sponse. Thus, if response number 3 was assigned a rank of 
"4" by a member a 4 is wr.ttten after the response. Thus the 
group c~n readily see how many times each response was ranked 
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and the distribution of ranks it was assigned. (T'he.format 
for tallying the first vote is shown on page _~I) With this 
method it is not necessary to compute an average lacore or any 
other summary score for the responses. The prese'ntation of 
,the raw tally is usually sufficient given the relatively small 
number, of persons voting and responses to be votE~d on. 

After the vote has been tallied .the leader should take 
a few moments to allow the group to examine the vote results. 
The leader may wish to make a few notes on the vote relating 
to: 

• Responses on which there appears to bfa a 
clear agreement (i.e., everyone gave il:.he 
response a high ranking or no ranking at 
all). 

• Responses which received only one or two 
extreme rankings. 

• Responses in which the assigned rankings 
were polarized (i.e., some high ranks 
and some low ranks). 

These notes can then form the basis for the discussion which 
follows in the next step. 

The role of the leader in this step is to facilitate the 
voting ~ clarifying or demonstrating the process for the 
members - and to record the vote. The leader should vote 
along with the others. During the tallying the leader may 
wish to recruit one of the members of the group' to assist :l.n 
reading off the votes or recording the vote on the work sheet. 

Step 5. Discussion of the Vote.. After the vote has 
been tallied and the group members have had a chance to ex
amine the results the leader should initiate a discussion, 
again aimed at clarifying the responses and the vote itself. 
The discussion should ,focus on one response at ,a time, par
ticularly those items which the group as a whole selected as 
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being among the more important. This may also be the time to 
draw out further explanations on specific responses. Indi
viduals should not be asked to reveal. how th~~y v\')ted or to 
justify their vote to the group. 

The role of the leader, as in the first discussion is 
to facilitate the discussion, mediate disputes and keep the 
discussion focused on the responses. 

Step 6. The Final Vote. The first vote may have indi
cated that the group is already in agreement on the responses. 
In this instance tht~ NGT process can be stopped after the 
first vote. However.r in most instances ,a discussion and a 
second vote are necessary to refine the group's decision. 
~s in the first vote, any number of voting procedures could 
be used, including the same procedure outlined,for the first 
vote. In this examplE~ we will outline a second technique in 
which numeric weights are assigned to specific responses~ 

For the second vote the group members are again asked 
to each select a certain number of responses from the overall 
list. These responses can be the same as those selected in 
the first vote or they can be an entirely new set. At this 
point every response should still be considered a potential 
candidate. In the instructions to the group the leader should 
emphasize that no one should feel compelled to change their 
vote or, conversely, to adhere to their original vote. 

The members should each be given a form such as the 
one shown on the following page. In the first column the 
group should again list the numbers of the response items 
they selected. In the second column they should then write 
in the corresponding response statements opposite the number • 
Finally, the group members should then rate each response 
on the scale from 1 to 10 in which a "1" indicates lesser 
importance and a "10" greater importance. The members may 
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assign the same weight to more tha.n one response if they 
~elieve two or more items are of equal importance. 

When all of the members have completed their voting the 
leader should collect the forms and compute average and total 
scores for each response as well as the number of persons 
assigning a rank. After the scores have been computed the 
leader should announce the results and indicate what the 

group's decision is. 

At this point, unless there is a need for further dis
cussion, the leader should indicate that the MGT process is 

completed. 

MGT for Groups'of More than 9 Persons 

A technique has been developed for handling groups of 
more than 9 persons in the MGT process without distorting 
the results. In this approach the larger group is broken up 
into two or more groups of between 5 to 9 persons. Each group 
is assigned a leader who leads them through the first 4 steps 
in the process (i. e., i:hrough the first vote). After the vote 
has been ta~en the groups reconvene as a whole while the group 
leaders consolidate the individual group responses. 

Consolidating the responses and the votes from two or 

more groups consists of: 

• compiling a single master list of all 
responses from all the groups, 

• Collapsing and combining response items 
where appropr ia te, ' " 

• computing overall group scores on the 
items. 
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In those instances where the different groups generated 
essentially similar response items the leaders may be able 
to combine the two or more into a single item. When this is 
done the rankings or scores of the groups on the combined 
~esponses can also be combined. However, the leaders should 
take care not to eliminate responses or arbitrarily combine 
items not clearly the same in intent. This is often a matter 
of 'judgement and leaders should tend to err on the side of 
not comhining responses if any doubt exists. Any combining 
or collapsing of responses should be clearly explained to the 
group. 

When all changes in responses and the vote have been 
explained a leader should facilitate a general discussion as 
described in Step 5. Following the discussion the group then 
carries out a final vote as described in Step 6. 

Writing the, NGT Question. The most important preliminary 
decision for pehsons conducting an NGT exercise is the selec
tion and drafting of the question the group is to address. 
The NGT is a relatively powerful decision-making tool. Persons 
who participate in an NGT exercise very often become highly 
involved in the process and exert a significant level of per
sonal effort. Because of this, participants may become highly 
committed to the results of the process and demand that those 
results be put to direct and immediate use. Thus, before 
persons running an NGT ask a gro~p to make this level of 
effort it is important that they have a clear view of both 
what is t.~ be accomplished through the exercise, and how the 
results of the exercise will be used. 

There are four steps in selecting and drafting the NGT 
question: 

1. The objectives of the MGT meeting should 
be clearly specj.f ied. -, 
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2. Examples of the kinds of responses to be 
generated should be drafted. 

3. Alternative question statements thought I 

to elicit the desired kinds of responses 
should be drafted. 

4. Each of the alternat~ve question state
ments should be tested to determine which 
produce the desired kinds of responses. 

Deciding on the objectives of the NGT exercise is the 
most important of the four steps. The NGT is a highly adapt-
able tool. However, there are certain kinds of decisions 

for which it is more useful than others. In general, !the 

NGT is most useful when: 

• Only one dec1sion is to be made by the 
gr'oup, 

• The options available to the group are 
relatively open. 

The NGT 'is most valuable when only a single decision 
must be reached. Because of the nature of the process it is 
difficult for a group to focus on more than one decision at 
a time. For example, it would be inappropriate to conduct. 
an NGT exercise to decide which aspects of a complex problem 
should be addressed in a program and what the strategy to - , 

address those aspects should be. Clearly, there are several 
separate decisions to be reached here, each of which would 
require considerable thought and discussion. In this instance 
it would be preferable to conduct several separate NGT meet
ings - the first to decide on the aspects of the problem to 
be addressed, and the subsequent meetings to decide on strat-
egies. . I 

The NGT is ,most valuable when the options available to 
the group are relatively open. A decision which has been 
reduced to a simple yes-no choice, or one in which the'options 
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have already been specified is not particularly suitable for 
the NGT approach. For example, a decision about which of two 
programs to fund would not be appropriate for an NGT exercise. 
The valUe of the NGT is that it allows the group to generate 
and consider a range 'of options, some of which may not have 
been even recognizedbeforehand~ 

The second step, the drafting of the kinds of responses 
desired from the group, is critical in terms of the ultimate 
use of the NGT results. At this stage the persons conducting 
the NGT must consider how the results will be used and thus, 
what kinds of results would be most useful. This does not 
mean that the persons running the NGT should predetermine 
the content of the responses from the group. It ~eans that 
the level of specificity and the scope of the responses 
should be carefully considered. For example, if a group of 
decision-makers are led through an NGT exercise to determine 
what the general strategy of a program will be, the persons 
running the NGT might be concerned, that the responses selected 
by the group will be too specific. Similarly, if the responses 
generated by the group are too broad and general the persons 
running the NGT may find that .they cannot use the decision in 
a meaningful way. 

The third step is to draft a set of possible NGT questions 
that are intended to elicit the ~inds of responses desired. 
Wherever possible, the question should be a single, relatively 
simple sentence. The l,onger and more involved the qu~stion 
the greater will be the group's difficulty in focusing on the 
issues. A s~cond consideration in drafting the question is 
the background of the persons in the group. If the members 
of the group share a common background it may be possible to 
use more technical or specialized language. However, if the 
group is made up of persons with different backgrounds or 
with different.levels of expertise it is necessary to draft 
the questions in more generic and common language. 
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The final step, pre-testing the que~tions should be 
carried out in order to determine whether the questions will 
actually generate the kinds of responses desired and which 
of the questions appears to produce the most workable responseS. 
The pre-testing shoulclbe carried out ,with persons' n,ot in
volved in the drafting of the qUestions. In addition, persons 
who might be included in the actual NGT exercise should not 
be used during the pre-testing stage. 

~Should Participate in the NGT,Exercise? The selection 
of persons to participate, in, . anNGT exercise, should be guided 
by the overall objectives of, the exercise. ',A major' criteria' 
for the selection is that the persons have a definite stake 
in the issue being discussed •. For example, in'program develot>
ment persons who might be involved in the implementation of 
a program,or who are likely to be directly affected by the 
program are suitable candidates for the group. It is also 
desireable to include persons with diverse backgrounds and 
areas of expertise. The makeup of the group will play a 
large part in determining the outcome of the NGT process, and 
the greater the diversity within the group the b~oader will 
be the range of issues and responses. 

Summary. The NGT is a useful and relatively powerful 
decision-making device. When used properly.it, can generate 
a high level of agreement and satisfaction among participating 
decision-makers. In addition, the process can produce deci~ 
sions that are both creative and well .thought out in a 
relatively short period of time. ' 

As a caveat, persons running an NGT exercise. should be 
aware of the limitations and potential dangers of' the 'approach'. 
We haye attempted to identify some of t~e limitations in this 
discussion,. However, . the greatest 'danger in using the tech-
nique is that it may raise un'realistic expectatj,onsamong ::~. 
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persons participating in the process. Unless the persons 
running the technique have the skill to follow through with 
the decis,ions made in the group, the counter reaction may be 
very serious. For this reason persons using the technique 
should bev~ry clear on how, the ,results of the technique can 
and will be used and should convey that understanding to 

the group before the exercise begins. 
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Chapter I 
Introduction to Program Development I-I 

TEx'r 

What is Program Development? 

Before attempting a concise definition of program devel-

opment, it would be helpful to discuss some of its salient 

characteristics and place it in the context of the General 

Planning Prc)cess Model that has been adopted by many prac

titioners in the Criminal Justice System. 

Program ~evelopment is a critical part of this overall 

planning model and supports the development of a wide variety 

of acti vi ties tha't have as their common purpose the reduc

tion of crime and/or the improvement in the efficiency 

with which the Criminal Justice system operates. 

The model (shown below) is seen to contain eleven 

"steps," each representing a logical progression in the re·· 

finement of plans that move from the normative level (steps 

1 through 6), to the strategic level (steps 7 and 8), and, 

finally, to the operational level (steps 9 through 11). 

The progr~ development process "begins" with the defini-

tion of problems, which is at the end of the problem analysis 

process'that is represented by step 5 in the model; it "ends" 

, . 
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with the completion of planning for the implementation and 

evaluation of a program of activities, which is represented 

by step 9 of the model. 

'IT-I GENERAL PLANNING PROCESS MODEL 

PREPARING DETERMINING DETERMINING coNSIDERING 

FOR f--to- PRESENT ~ 
PROJECTIONS ~ 

ALTERNATIVE 

PLANNING SITUATION AND SYSTEM 
ANTICIPATIONS FUTURES 

® 
I 

I 

t 
~ONITORING IDENTIFYING 

AND 
SETTING 

EVALUATING 
AND ANALYZING GOALS 

PROGRESS 
PROBLEMS 

t ® l 
.. -

IMPLEMENTING PLANNING FOR SELECTING IDENTIFYING 

PLANS ,,"- IMPLEMENTATION ~ 
PREFERRED ~ 

ALTERNATIVE 
AND EVALUATION AL TERNATIVF-S COURSES OF 

ACT'ION 

® 
:-;-;"/ 

(/ 
Stated most simply, program ~bvelopment builds upon 

well-defined problems (step 5), sets goals for dealing with 

those problems (step 6), identifies possible strategies for 

"solving" those problems (step 7), selects those strategies 

that are most likely to work (step 8), and plans for their 

implementation and evaluation (step 9). Program development" 

in, this model, stops short of the funding of 'acti vi ties or 

their actual implementation, but, as we shall see, this 

dividing line is not always a sharp and well-defined one. 
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Since there already exist Criminal Justice Training Center 

courses on problem identification and definition (the Analysis 

Course) and on the evaluation of projects (the Evaluation/ 

Monitoring Course), the program development process is anchored 

at both ends by well-researched and by sound methods and tech

niques for carrying out those two functions. Thus, the Program 

Development Course fills a large and critical gap in the process 

that goe's from problem to solution. Or stated still another way, 

program development, carries the planning process from what should 

be done to what must and Can be done but stops short of 

actually doing it! 

Programs and Projects 

Another useful way of th!nking about program developm~nt is 

to contrast .it '\dth Eroject dE!Velopment. This is difficult 

because the terms are often used interch.angeably, ~e d' en !.4 pen l.ng 

one's perspective. Thus, a large activity in a small community 
I 

(e .• g. , • I i a J uve:!n Ie diversion initiative) may be seen as aErogram 

by the local people but as a Eroject at the regional or state 

level. This potential for confusion can be reduced by looking 

at the planning process that led to that activity. 

The illustration on the, following page shows the two 'W,~y!~l a 

planner can think about an org'anized effort to solve a problem. 

In the program on the left we see a set of efforts all relating 

to juveniles. The lines between the different kinds of efforts 

we call these efforts "elements"-- indicate that they are somehow 

connected or "integrated." The set of projects on the left are 

also related to juvenile justice. However, the lack of in-t)egreLtion 
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,~ among the projects suggests that they are just that--a 

set of projects that happen to all relate to juveniles. Thus, 

even though both groups of efforts contain common parts, such 

as juvenile diversion facilities, only the one on 'the left can 

be truly described as a program. As we shall see, this distinc-

tion is profound in its.conceptual and planning implications 

but may seem trivial at the operational level. Let us at this 

point simply state an axiom that is the driving force behind 

the entire'notion of program development: 

Sinae a~minaZ justice probZems are highZy aompZex 

and muZti-faaeted in thei~ aausation~ their overt 
eroistenae~ and their impaat~ it foZZows that 
intevvention aativities must be sensitive to this 

aompZeroit,yif they are going to be of any reaZ 
and Zasting vaZue to soaiety. 

The corollary to this axiom is: 

SingZe projeats deveZoped in quiak response to 
narrowZy aonaeived and/or iZZ-defined probZems 
bJiZZ not aont~bute signifiaantZy to the 
reduation of a~me or to the improvement of 
'the C~minaZ Justiae system • 

Stated J.ess formally, putting out fires or responding to 

the wheel that squeaks the loudest is no·t consistent with sound 

program planning. It also does little to improve the professional 

image of Criminal Justice planners. 

l 
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The Role of the ,Planner In Program Development 

If one were to point out that much of the planning currently 

being carried out in the various criminal justice agencies 

throughout the country is at the project rather than the program 

level, this would be correct. If one were to assert that this 

is not likely to be, or cannot be, changed regardless of the 

desirability of such change, this would hopefully be incorrect. 

In a survey carried ,out in support of this course development 

effort, it was learned that some form of program development work 

is now performed by most of the 242 planners who responded, 

covering state, regional, and local agencies (1). In fact, 

only 2.1% of the respondents said that they do ~ program 

development work at all and 20% spend over 50% of their time . 
on program development work. The remaining 78% range between 

these two extremes. 

Furthermore, of the 76 tasks ini~ially identified as 

comprising the program development process, 62 of them, or 

82%, were said to be performed at least some of the time by 

over 70% of the agencies responding. Even allowing for the 

error inherent in SUc.n survey results, there is still a 

~izable number of planners who are making some kind of an 

"effort to engage in program development, although very few 

'of them are doing' it on a systematic, regular, and full-time 

basis. 
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Definition of Program Development 

Having set Program Development in context and described 

some of its .characteristics, the following defin:HJ,.q,n is 

offered: 

Program 'Vevetopment is the proaess of 

identifying~ seteatingj and designing 

systems-oriented strategies~ made up of 

aomptementary projeats and aativities~ 

vo produae goat-direated ahanges in 

speaifia ariminat justiae probZem areas. 

The emphasis in the definition is clearly on the notion of 

developing a systems response to criminal justice problems. 

This does not mean that the program as developed should 

confine itself to the present criminal justice system--the 

courts, police, corrections, etc., but that the response 

should re~ate to the problem in its breadth and complexity and 

thus be a multi-faceted set of activities, all linked together 

by a common goal. The systems notion also carries with it 

the idea of evaluation, feedback and revision--a dynamic 

response rather than a static one. Finally, the program 

development process is characterized by the need for'expertise 

that ranges over several areas, and strongly suggests the 

use of a team approach. 

The aasic Steps in Program Development 

Prior to the development of this course, an extensive 

literature review was carried out as well as intensive 
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interviews with a substantial number of practitioners with 

many years of experience in developing programs and 

projects in the Criminal Justieeenvironment. Based on a 

concensus of their informed judgments, 76 separate tasks 

were , identified as being part of ~he program development 

process. To validate, this list, a survey form was sent to 

237 planning agencies in the u.s. and territories to (1) 

check on the accuracy of the list ("Is this task part of 

the program qevelopment process as you see it?"), (2) determine 

how many of the planners actually did these tasks, and 

(3) determine how important they considered each one to be. 

Based on the results of this survey, a validated model of 

the program development process was developed and served 

as the basis for the desiqn bf this training course. 

(Perceived areas of inadequacy were'also solicited from 

practitioners to heip determine the relative emphasis that 

should be placed on various topics.) 

The seven major steps in th~ program' Development Model 

shown below (related course modules are shown by Roman _,are 

numerals) : 

• Develop an understandin5J of the plcoblem -(II) 

• Develop priorit;es among problems (II) 

• D,evelop strategic goals (III) 

• Co;Llect and assess information,on different courses 

of action (IV) 
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II 

• Layout the logic of different strategies (IV) 

• Plan the deta,ils of selected strategies (V) 

• Prepare for i.mplementation and evaluation (VI) 

It should be noted that this model of the Program Development 

process, while more detailed, is quite consistent with the 

General Planning Process Model shown earlier. .Thus, Modules 

II and III are essenti.ally dealing at the normative level of 
J 

planning~~the "ought" stage. Here, problems are defined and 

selected, and strategic goals for those problems are established 

and approved, thus establishing the overall policy direction 

of the work to follow. Module IV is at the,heart of the process, 

sorting out what kinds, of strategies can be considered as 

potentially able to "solve" the problem a~nd meet the strategic 

goals. Available re~ources begin to playa role at this point 

in the process, introducing the notion of what can be done as 

distinct from what ought to be done. Modules V and VI carry 

the process to the operational level o~ pl,anning (the will 

be done stage), spelling o~t the elements necessary in order 

that the program be carried out as planned, of'ten including 

who will' do it, when it will ,be, dQne,~nd how much it will cost 

to do, it. Planning for the 'management ~nd evaluation of the 

various elements that comprise the program is also accomplished 

here. 

The program development process also c,ontains a series of 

decision points--points at which, key decision-makers must be 

brought· into the process and approvals to continue the program 

development efforts ~hould be obtained. In this course we 
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/ 
discuss four such decision points: 

• The selection of a set of possible strategic 

goals (A); 

• The selection of a set of possibl.e strategies (B); 

• The approval of a set· of elements which will 

implement the different strategies (C); 

• The approval of the completed work plan which 

integrates the different elements and wi.ll guide the 

implementation and evaluation of the pro~Tram (0). 

At each of these decision points the program developer prepares 

what we call a decision package; a documen~ which outlines the 

options available to the decision-maker and provides the necessary 

background information he or she needs to evaluate the choices. 

The Logic of the Program Development Process 

A simple way to conceptualize the program developinent 

process <is to consider the reasons why programs i succe.ad, or fail. 
, 

In general, there are three such reasons: 

• The extent to which the persons planning the, 

program understand the problem they are trying to 

address; 

• The extent to which the strategies developed are 

appropriate to the solution of the problem; 

• The extent to which the strategies are carr.:iLed out 

as intended. 

A program succeeds or fails largely to the extent that all 

three of these conditions are met. A perfectly executed plan 

o 0 0 0: ~~~~"_~"""'~'~~""""""~''l':J.~~~~~t~~U~iJ;j·~·:iiUPW'''''':·~~~~1 
.~.~, ,~~,,,,,,,,~--,-, __ ~_~,,,~~,,,,,,,,-~~~,,,,,,,,,,~~~"""~~T''''''' .. " ~t#_ ?' #' ~'.'"'?7,~':''':'i:~~.~~:~~~''''''''''''~''''~-~~~l~~'"'f''''\t~1<-~~;~-~~''-''.::;.-~~......:t''..: . .!!'.:::::\:;.;:;:: .• ~ • .....,.,... .. --
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will fail if the plan itself was faulty to begin with, just as 

,a perfect plan will fail if the plan is'not followed. 

Similarly, a strategy may meet all the criteria of logic and 

feasibility but still fail if it is based on an inaccurate ' 

understanding of the problem to be addressed. 

The program development process outlined in the course 'is 

aimed at maximizing the probability that programs will succeed. 

It does this by outlining a logical series of steps that tie 

the problem to the development of s,trategies and the develop

ment of operational plans to the strategies. Puttj.ng first 

things first we focus on the problem before looking to 

solutions and test the logic of those solutions before 

deciding how best to implement them. We also follow a 

consistent pattern at each step. Before any decision is made 

we first identify as many relevant options as possible and 

then organize those options in a way that makes the decision 

possible. 

We can now see that the program development process is 

really a set of decisions, each one representing a further 
(i 

refinement of, and narrow.ing of, the;' options available to 

the planner. However, these deci~ion points must be 

recognized not as part of a one-way linear process but as 

informed estimates, subject to reassessment and re-definition 

as the process\~rogresses. Thus, goals established earlier 

ma¥ be revised ot~ the basis of new information: ; .. new insights 

o 

o 

o 

o 

o 

o 

() 

• 

o 
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or newly imposed limitations on the resources available. The 

process should operate as a self-correcting system, with feed

,back from each step used to reassess the adequacy of earlier 

steps and modify them as appropriate. 

We can also see that the end-point of the program 

development process is difficult to define w.i th preciaion. 

The best one can say about where the program planning process 

should stop is "it depends." We, have said that for purposes 

of this course it ends at that point where the program is 

funded or implemented. But in the real world, program 

development may well continue beyond that point. The extent 

to which that is .true depends on several things, but mostly 

on the nature of the elements that comprise the program. Are 

they innovative or traditional? Large and complex or small 

and easy to define? Are they dispersed geographically or 

confined to a small area? Are they research efforts or 

demonstration efforts (or mixed)? Do they cross jurisdictional 

lines? Are the agencies and personnel involved in carrying out 

tt.:e elements of the program plan well known and experienced 

in the work involved or is it new to them? Have unforseen 

external events forced the elements to be modified? Any of 

the above factors could result in additional program develop

ment work after funding and implementation. But courses have 

to end, so a logical point to consider the process as having 

been completed is at that point where the program is ready 

for implementation. 

, 
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those who will implement the work is the other side of the 

same coin when do guidelines for management and evaluation 

of a project become a straightjacket on effective performance 

at the operational level? When does the detailed planning 

of the prolgram developer become an insult to those given 

the responsibility to carry out the plan? 

At the more phi.losophical level,'we can also see that 

~rogram development cannot be bound by a finite set of steps. 

The entire process is one that can only im~rove the probability 

of success while reducing that for error and failure. In a 

world of imperfect knowledge and limited resources, the 

results of the best program development efforts will also be 

imperfect. In that sense, then, the process is never com-

pleted; many of today's programs are built on the foundations 

of earlier activities that were the product of other 

planning efforts. There is little reason to believe that 

this process will now reach its ultimate conclusion~ even 

with the increased skills of planners that should result 

from courses such as this one! 

The Skills Ne~ded for Program Development 

The development of a program is a complex and demanding 

process ,and requires a variety of special skills. 

program developer should have: 

The ideal 

• Faat-finding and anaZytia skiZZs, e.g. skills in 
interpreting research and eva,luation materials, .. 
abili ty to think systematically a'bout intervent10ns 
and identify assumptions, knowledge of ways to 
access available information. 
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• InterpersonaZ skiZZs, e.g., organizational, 
leadership, communications, and public relations 
abilities. 

• 

• 

TeahniaaZ~ administrative and pZanning skiZZs~ 
e.g., competence in budgeting, procedural dev
elopment, staffing and organization, scheduling, 
and developing internal and external feedback 
mechanisms. 

OperationaZ and aontent expertise~ e.g., sub
stantive knowledge of the content areas, 
practical experience with the agencies 
involved in and impacted by the program, 
knowledge of local conditions. 

This brief overview'of what Program Development is, 

I-l3 

some of the problems connectep with its use, and some of the 

relevant skills and knowledge that those who do Program 

Development need to have, serves to point up the challenge 

faced by a course that proposes to provide training in 

the area. The ideal program developer would appear to be 

someone who has the wisdom of a Solomon, the craftiness of 

a Machiavelli, the brains of an Einstein, the charm of a 

Valentino, the hide of an elephant, and the agility of a 

gazelle! 

The Role of the Program Developer in the Context of Criminal 
Justice Planning 

The process for developing a program described in -chis 

course may seem idealistic, particularly in a period of limited 

resources when the "grand" approach to criminal justice pl;'oDlems 

apprears to be less feasible. In addition,¥ the approach may 

appear to be ~pnning counter to the, reactive, crisis-oriented 

approaceh to cril':li.nal justice planning which many agen(!ies have 

, 
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adopted over the years. It is true th~,t the process described 

here may often take more time, money, and effort than is required. 

by the more typical "quick-fix" approach to planning. However, 

there are a number of reason's why such an approach i-sl,l in fact, 

more practica.l ar:.d reaLi~tic than the more typical approaches 

to problem solving. 
'I' 

First, in times of li~ited resources the program developer 

must necessarily be more selec't::ive'in his or her choice of 

targets. Thus, a process which deliberately forces the program 

developer t:o lOQk carefully at the natwc:e of the problems to 

be addressed and the options :eor intervention is more realistic 

than one that simply J:'eacts to ea.ch crisis .as it occurs. 

Second, when limited resources are available the program developer 

must be as certain as possible that the interventions implemented 

have the best chance of succeeding--the margin for mistakes is 

much narrower. Third, program development, as qescribed here 

does not necessarily mean the implementation of "new" activities 

or projects--it may often mean redirecting existing efforts or 

providing better ways of doing what is already being done. 

The process described here e~courages the program developer to 

use what is already available and to not limit program thinking 
. -

only to those activities that will require additional resources. 

It can alSo be argued that very little of what is presented 

here is beyond the curr~\rlt 'experien,ce or capacities of persons 

in the criminal justice planning professic')n.. Most of the tasks 

and s.kills required in program development a,re already carried 

out by persons~ in the system. What' this COll,rse adds is a more 
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systematic and logical arrangement of these tasks and skills, 

and an underlying approach that makes the process explicit 

rather than intuitiv.e. 

We are not attempting to minimize the difficulties involved 

in implementing the process described in this course. To 

work properly the process must have the support of :managers 

and decision-makers. This means that it will have to be 

"sold"; either as a whole package, or one piece at a time. 

The logical person to do the selling is the program developer 

who is convinced that the process can work. One excellent way 

to sell the process is to fi,rst, create a sense of teamwork in 

-the'process--program development is seldom a one-person 

operation--and second, to involve the key decision-makers in 

the process through timely briefings and free sharing of 

information. 

Summary: The Characteristics of Program Development 

We have tried to cover a great deal pf ground in this 

intr.oductory essay. Many of the ideas will be fleshed out in 

more detail in s\wsequent chapters. We conclude this 

discussion with several salient points which helped form the 

overall concept of the course: 

• A collection of individual projects and other 
activities that fall within or are assigned to a 
programmatic label do not usually constitute a 
program as defined here. A collection of 
highly skilled carpenters, plumbers, brick 
layers, roofers, etc., will never bui'ld a 
house unless they are working toward a 
common goal and from a common set of blueprints. 
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• The elements that comprise a program may be 
of several types, including funded projects 
that went through the REP and grant process; 
activities that an operating agency agrees to 
do within its own budget; and initiatives that 
are carried out within the planning agency 
itself. Each of these elements requires a 
different approach, different products and 
different skills. Yet each is an integral 
part of the overall program and the failure 
of anyone of them may seriously compromise 
the overall program. 

• The various eJ,ements that represen.t the end 
products of the program development process are 
likely to require inter-agency cooperation. 
This puts special requirements on the management 
and evaluation functions to insure the 

• 

• 

, . 

integrity of the program elements oncy they 
are operational. 

Programtl,evelopment may be initiated and carried 
out at different levels in the Criminal Justice 
system. Ideas may start at lower levels, go to 
higher levels for further development, integration, 
and funding support and return" to the 'lower 
level for detailed planning and implementation. 

The various state and local planning agencies 
have routini?:ed and proc~auralized much of the 
planning process, partly due to pressure from 
various governing authorities'to work within 
prescribed legal codes and guidelines. This 
is not a guidelines-compliance course, nor is 
it one on how to obtain funding. It describes 
a process that can be carried out acoording to 
certain logical procedures. The variations 
in the way these procedures can be·, J~6cally 
institutionalized and legally defined are 
infinite, subject to constant change, and 
clearly beyond the scope of this course. 

Managers of criminal justice agencies should 
serve in a sorting capacity in the ,program 
development decision process, selecting those 
things that the developer can decide on his 
own, those things that th~ manager should 
decide on his own, and those decisions that 
should involve a largerconsti'~uencYi suCh as 
a planning or supervisory board. The program 
developer can facil~.tate and heavily influence 
these decisions thrOugh his technical and 
interpersonal skills, bu.t he or she must 
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recognize tha.t ~.inal a.uthority~or ,decisions 
about the selecti'on of problems, the deter
mination of goals, the selection of inter
vention strategies, and the utilization of 
resources will almost always rest elsewhere. 
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• The program development process has n opportunity 
to present itself as a force for pOw_tive 
social change as opposed to a negative response 
to serious and inunediate problems. It has the 
scope and breadth to consider longer range 
·sqlutions that can consider, for example, 
prevention activities. This is also why 
progranunatic approaches are often harder to 
"sell" and to keep before the public eye. 
Results are longer range and more difficult 
to document. Interest may lag and funds 
diverted to other, more immediately perceived 
needs. 

• Quantitative factors should play the major 
role in the program development process, but 
qualitative factors playa large role as welle 
Traversing from the "ought," to the "can," to 
thl(,) "will" involves selling ideas to the hard
to-sell" and convincing the hard-to-collvince 
of the logic of your approach. It also means 
knowing when to retreat, compromise, and select 
alternate routes -- all of this beinq done while 
maintaining the integrity of the prog'ram. Such 
interpersonal factors are hard to define and 
even harder to teach. The course will discuss 
their importance and provide some gu.i.dance on 
their use, but it will not be able to compensate 
for real deficiencies in these areas. 

Course Objectiv~ 

If'some of the ,above characteristics seem problematic, 

that is only because 'the role of the planner in program 

development is being looked at realistically. A course of 

instruction in such a complex area as program development 

does little service to the cause of improved criminal 

justice practices by ign~ingreality. What such a course 

c~n do is (1) convince you of the inherent rogic and 

desirability of program development, and (2) introduce you 
" ' 



~ 1 
:1 
I 

" !~ 

1-18 

to the basic skills and knowledge that will enable you to 

begin the pursuit of Progran\ Development in your own agency. 

The stated overall objectives of the course are as follows~ 

To provide to those who have Program Development 
,responsibilities the necessary knowledge and skills 
so that they, w'iJ.l see the need to, and will be able to:' 

• Assess the adequacy (completeness, accuracy, 
logic) of statements relating to criminal 
justice problems within your jurisdiction 
(ref. Module II); 

• 

• 

Establish priorities among those problems 
for possible intervention (ref. Module II); 

Develop program goals consistent with the 
problems selected and the priorities estab-
lished (ref. Module III); 

• Locate and/or develop approaches potentially 
capable of meeting program goals, i.e., dealiQg 
with the selected problems (ref. Module IV); 

• Select those approaches most likely to impact 
on the reduction of those problems, commensurate 
with available or obtainable resources (ref. 
Modules IV and V); 

• Identify delivery systems and procedures ,that 
can implement those approaches at both the 
strategic (program) and ac'l;ion .(project) levels 
(ref. Modules V and VI); 

• Identify those key events in the ,program plan 
on the basis of which effective monitoring" 
evaluation, and corrective feedback can be 
carried out as the plan, is being implemented 
(ref. Module VI). 

The obligation of a trainin.g course is to present a 

model of things as t~ey could or ought to be if'the world 

were a more rational place and everY9ne in it were motivated 

by the purest of intention's, while at th~\ same time pro-
. 

viding usef~*,skills and knowledge for the real world we all 
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live and work in. No one will be able to use and follow all -
of the advice, guidance, ideas, skills and knowledge presented 

in the following modules. But h Id 1 no one s ou eave the course 

without having at least 2a! new idea that they can put to 

good use in their own planning environment. 

, 
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Chapter II II-1 
Developing an Understanding of Problems 

TEXT 

Program development is aimed at finding and designing solutions 
'~.'t 

to problems. How well this is accomplished depends heavily on 

two early steps in the process: . , 

• The development of an understanding of the problem 

• The selection of problems for program intervention 

In this module (II), this part of the program development 

process is discussed. 

Developing an Understanding of the Problem 

Program development can be thought to begin when a problem 

is first identified. How the problem is described and explained 

plays a major role in determining how the problem will be 

addressed. People tend to react to the most obvious and dramatic 

aspect of problems. This.initial perception, however, may be 

based on inadequate or partial evidence. This can lead to erroneous 

assumptions about the problem, its causes and effects, and how 

it can be "solved." In the General Planning Process Model, the 

initial identification of a problem is followed by a period of 

careful analysis. Through this process, the characteristics of 

the problem are clarified. Through analysis the boundaries and 

characteristics of the problem are defined, thus confirming, 

revising, amplifying, or replacing the earlier assumptions 

made about it • 
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The major product of the analysis process is a document that 

spells out what is known or suspected about the problem--the 

Problem statement. This document serves as the primary basis for 

decisions about whether to initiate a program to address the 

problem. If a decision to act is made, the Statement can also 

serve as the major source of information about how the problem' 

could be solved. 

t Problem Statements differ greatly from Problem S'tatement Forma • 

jurisdiction to jurisdiction. In this course we have adopted 

the format and content as taught in the course on Criminal 

Justice Analysis, a companion ,course in this training'series. 

The recommended format for the Problem'Statement is shown on the 

following page. This format is comparable to the standard 

format used in technical and research reports in the social 

sciences. 

According to this format the Statement should begin with 

an introductory description of the problem and the major concerns 

and issues surrounding the problem. This should be followed by 

a detailed description of how the problem was analyzed. 'In a 

good Problem Statement the discussion of methodology should 

enable any reader to assess the technical adequacy and 

limitations of the analytic methods. 

Following the methodology section, the S'l:ateinei'lt $hO'ulci--c--

next present the 'findings viz a viz the hypotheses tested in 

the analysis. The Statement should specify these hypotheses 

explicitly and indicate the theory or assumptions behind each~ 

The interpretation of the findings is presented n,ext. This 
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discussion should layout t..he implications of the findings: 

• The extent to which the findings confirm or 

refute the original assumptions about the problem 

• Specific characteristics about the problem not 

previously ,suspected 

• Additional questions or hypotheses raised by the 

findings, 

• Limitations in the findings 

• Alternative explanations for ~he findings 

The Problem Statement shoul.-d conclude with a brief summary 

of the findings and interpretations and additional materials, 

calculationstor technical discussions supporting the analysis. 

Assessing the Adequacy of Problem Statements 

Based on a survey of criminal justice planning agencies, 

diE'cussions with criminal justice planners, and our own 

examinations, it is clear that the quality of problem statements 

produced int~e system varies widely. Because the Problem Statement 

can be an' important input to the program development prQc'ess, 

it is 'important that the program developer has confidence in 

the contents of the Stat~rnent and is aware of the limitations 

and defects in the Statement. This same r.equirement holds true 

for any'other sources of information about a problem the program 

developer may use. Consequently, the process described in the 

'course provides for a preliminary assessment of the Problem 

Statement before any decisions are made to proceed with the 

development of a program. The purpose of this assessment is to 
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identify those Problem Statements that fail t~ meet certain 

criteria of adequacy and to develop a detailed "understanding 

of the problem. 

Criteria for Assessing the Adequacy of Problem Statements 

There are two general aspects of the Problem Statement that 

should be assessed by the program developer: the technical 

adequacy, and the conceEtual adequacy of the statement. 

Technical adequacy refers to the quality of the information 

contained in the Statement and the appropriat~ness of the 

analysis used. The criteria to as~ess technical adequacy are 

the same as those applied to any other analytic work. Among the 

technical aspects of the Statement to be assessed are: 

• The research design applied by ,the anialyst, 

• The measures and variables used in th'e analysis, 

• The size and characteristics of the data sample, 
, , 

• The statistics used to analyze the data. 

Research desig~ refers to the overall analytic strategy used 
. 

b~ the analyst to answer certain questions about a problem. In 

a good, Problem Statement these questions are identified explicitly 

in the form of hypotheses. However, in other instances it will 

be necessary to infer the questions that a,re tested through a 

careful reading of the Statement. The primary criterion of an 

adequate research design is that it allows the analyst to 
1 

answer or test the 'research questions posed. 

The first step in assessing the', research design is to 

identify all of the questions the analysis attempts' to answe::~~ 

o 

o 

o 
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The second step is to determine how the analyst attempted to test 

the hypothesis. Since there are always a variety .of ways to. do 

this, the assessment should consider the relative value of 

the alternatives. In general, a design which permits a 

co~parison--between groups of subjects, before-and-after 

, ore powerful than those wh1,'ch merely collect compar1sons--are'm 

undigested facts. 

A third step in assessing the design is to look for uncon

trolled threats to validity. A valid research design is one 

where extraijeous factors, factors not directly relevant to the 

hypothesis are accounted for or controlled. This control is 

necessary if the analyst is to be able to state that Factor A 

is related to Factor B.' 

Measures and variables. A second aspect of the Problem 

StatE;!ment to be ~ssessed is the way in which the data used in 

the analysis was gathered and defined. The first step in this 

assessment is to identify all of the measures and variables 

used in the', ,analysis. Again, in a good Problem Statement, these 

will be identified and described in detail • 

In assessing the use of measures and variables the program 

developer should' ask the following questions: 

• Is the analyst measuring what he or she thinks is 
being measurred? Police arrest rates may be a good 
indicator of police performance and ~reductivity, 
b,ut may be poer indicaters ef the velume ef crime 
being cemmitted • 

• Are/the measUres 'anti variables representative ef , 
evehts in the real 'werld? A cencept such as "recid~VlTism" 
may encempass a bread array of specific events ranging 
frem a released effender breaking parele to. helding up 
a liquer stereo By lumping all such events into. a 
single measure the analyst may be presenting an 

'inaccurate p;i,{'lture ef real werld eventa. , 
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• If the same analysis were. conducted again using ,other 
data would it produce the same or similar results? 
Many analytic findings are the product of purely 
local conditions and could not be replicated anywhere 
else or even at any other time. The program developer 
must consider whether the findings are generalizable 
beyond the location or moment the data was collected. 

The Sample. The third, technical aspect of the Problem State

ment to be a~sessed is the adequacy of the data sample used in 

the analysis. Did the analyst use all of the data available, 

or was a sample selected? In general, a survey of the total 

universe of data points is ideal, but seldom feasible. If a 

sample was used, how was it selected? Random selection is 

preferable. Otherwise a matching of subjects is allowed if all 

relevant variations are accounted for in the sample. The 

program developer should be aware of any selection biases that 

make one group of subjects more likely to be picked for 

analysis than another. 

Related to the representative adequacy of the sample is the 

matter of sample size • There are no fixed rules related to t'he 

minimum size of a sample. HowevE~r, the larger the sample the 

better the predictive power of the analysis. The program 

developer should ask: ' 

• Is the sample size roughly proportionate to the 
number of variables being gathered? The greater 
the number of variables, the larger the sample 
should be. ' 

• Is the sample large enough that it is likeJ,y to 
contain most of the variations found in that 
popu~ation (e.g., most,age groups, most major 
ethn1c groups', most ne1ghborhoods, most police 
ranks, etc.)? • o 
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The critical question related to the sample is, does the sample 

size or characteristics permit the analyst to generalize about 

the entire population, i.e., is the sample reasonably represen

tative of the population as a whole? 

Statistics. The adequacy of the statistical methods used 

in the analysis is a highly technical subject beyond the immediate 

capacity of this course. The reader is urged to refer to a 

good standard text ort statistics in making this assessment. 

Several useful works are referenced in the appendix of this 

module. This discussion will be limited to a few common problems 

in the use and misuse of statistics. 

• Percentages are widely abused in Problem Statements. 

The most common abuse is the failure to present 

the whole numbers upon which percentages were 

calculated. A statement that, "40 percent of 

the respondents in our, survey indicated that they 

felt police protection was inadequate" is meaning

ful only if the number of persons responding is 

also'reported. ,In this instance the statement may 

mean that 2 out of 5, 4 out of 10, or 400 out of 

a thousand had this opinion. It should be noted 

that there are stat'istical tests of si'gnificance 

which can be used to estimate the degree to which 

changes or differences in percentages are meaning

ful • 
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Averages are often abused in a similar fashion as 

percentages. For example, a statement that the 

average number of years of education among police 

officers is 14 years obscures the fact that a 

sizeable number of officers may have a much smaller 

educational attainment. Interpretation of averages 

should be accompanied by an appreciation of the 

range and overall distribution of 'the total popula

tion. Again, there are tests to estimate the 

statistical significance of differences or changes 

in averagese 

Correlations are not frequently used in Problem 

statements. When they are, however, a common error 

is to assume that if two factors are highly 

correlated one factor caused the other. A correla

tion only measures the degree to which two or more 

factors change together; in a regular or uniform 

fa.shion. This may be because of some thir'd factor 

or pure chance. There are numerous examples of 

factors that vary together in a regular fashion 

over many years (e.g., ice cream consumption and 

the number of drownings per month1. In highly 

complex systems, organizations or societies, many 

similar correlations can be found for which the 
':<:' 

third c9mmon causal factor is not obvious. 
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Technical ao.equacy is the minimum requirement of any problem 

statement. Unless the statement can meet minimum methodological 

criteria, the program developer and decision-makers are 

seriously limited in the kinds of decisions they can make about 

the problem. Indeed, unless ,the statement meets these criteria, 

there may be little basis ,for assuming that the problem exists 

at all. 

Conceptual adequacy refers to 'the substantive quality of 

the problem statement--how well the statement describes and 

explains the problem. The criteria to be applied in this area 

are necessarily less precise than those used to assess technical 

adequacy • 

In general, -the description of the p:t;?blem in the Problem 

Statement should be relatively comprehensf\r'e. The explanation 

of the problem should be complete and logical. 

Comprehensiveness. The Problem Statement should serve as 

the major source of relevant information about a particular 

problem. It should contain as much information about the pro

blem as the limits of time and space allow. At a minimum the 

statement should present information on the following topics: 

',' 

• What is the problem? The Statement should provide 

a clear description of ,the type of problem under 

examination. It should specify whether the problem 

is related to a specific crime, the way the criminal 

justice system works, the secondary effects of crime, 

ora combination'of al:1. these. 
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• What is the size 01: the p,roblem? The Statement' 

should indicate the magnitude of the problem.' 

If the problem is one of crime, the Statement should 

state how often the crime is conunitted., If the 

problem is-in the system itself, the number of times 

the problem arises should be ,reported. If it relates 

to some secondary effect of crime, the number of 

people affected should be given. 

• How has the problem changed over time? The statement 

should provide a history of the problem. Is it a 

new problem? Along-standing problem? An old 

problem that has suddenly increased in seriousness? 

If the problem h~s changed over time, the Statement 

should also indicate how fast the change has occurr~d. 

• How serious is the problem. The S~atement should 

indicate the extent to which the problem poses a . 
critical situation for the system in terms'of costs, 

public confidence, or the ability to operate. 

Si:milarly, the statement, should indicj1te how serious 

the problem is for the community or segments of the 

conununity as a whole. 

• Who is affected by the problem? The Statement should 

indicate the people, groups, organizations, and. 
'll -

agencies that are affected by the problem. The 

Statement should also indic~te how these people, 

groups, etc., ,are affected. and the seriousness of 

the problem for each. 
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• Where is '~El problem located? The Statement should 

indicate how widespread the problem is. Is it con-

fined to a single neighborhood? A sin~le conununity? 

A region? Or is the problem scattered about in 

various places? Is it a statewide problem? A 

national problem? 

• When does the problem occur? The Statement should 

indicate the temporal or cyclical nature of the 

problem. Is the problem more prevelant at certain 

times of the year? On certain days of the week? 

Certain times of the day? Does the plioblem display 

any regular trends or is it a continuous problem? 

• How does the criminal justice system respond to the 

problem? The Statement should indicate which parts 

of the criminal justice system have responsibility 

for dealing with the problem. If agencies outside 

the system are also involved, this should also be 

reported. The Statement should give an assessment 

of how well the system responds, where response prob

lems exist, and why. 

• What factors are associated with the problem? The 

Statement should indicate what is' known about the 

root causes of the problem, the factors that make 

the problem more or less likely, and the secondary 

effects the problem creates. If possible, the 

Statement should also indicate if there are any 
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theories about the problem and what the best think

ing says about the causes and effects of the problem. 

Completeness of Explanation. If a Problem Statement 

describes the problem in a comprehensive manner, the next 

aspect to be assessed is the completeness of its explanation 

of the problem. To be most useful, the contents of the Sta'tement 

should form a conceptual whole. That is, the parts of the problem 

should fit together in a way that makes it apparept why A leads 

to B or why the problem has the characteristics it does. Unless 

the information can be organized in this fashion, the Statement 

remains a collection of unconnected facts. 

The conditions and events described in a Problem Statement 

tend to fall into one of the following categories:. 

• Presumed causes 

• primary effects 

• Secondary effects 

• System response 

The presumed causes of the problem are those conditions or events 

that are thought to come before and le~d to the expressed con

cerns and related events and effects. For example, many pe.rsons 

believe that poverty is a major antecedent of crime. other 

factors in this category might include: poor child-rearing 

practices, personality, and economic incentives. Other factors 

are more immediate and might include: peer group pressures, 

opportunities to commit a crime or the subjective estimate of 

being detected and caught. 
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The primary effects of the problem are those conditions 

and events that directly result from the presumed causes. They 

are often the most immediate and obvious aspect of the problem. 

For example, the incidence of burglary in a community may be 

the primary effect of an increase in drug trafficking. 

The secondary effects of a problem are those conditions and 

events that directly result from the primary effects and 

indirectly result from the presumed causes. For example, a rise 

i.n the number of street crimes may r.esult in fewer people 

leaving their homes at night. A high crime rate may result in 

an increase in public fear of crime. 

The fourth set of conditions and events are called the 

system response components. They refer to those conditions or 

events in the criminal justice system, 'or some other relevant 

system (e.g., schools, public welfare agencies) that have an 

effect on, or are affected by the problem's presumed causes or 

effects. For example, the ability of the police to. detect and 

apprehend drug traffickers will affect the presumed causes of 

the burglary problem. At the same time, a rise in the fear or 

crime may result in greater police efforts to crack down on' 

burglary or drug trafficking. Thus, factors contained undex' the 

system response category are important parts of the portrait 

of the problem as it is presented in the Problem Statement~ .. 

The Logic of the Explanation of the Problem 

By organizing the components of the problem into presumed 

causes I primary and secondary effects, and system response com-' 

ponents the program developer can gauge how complete the 
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explanation of the problem in the Problem Statement is. However, 

a true understanding of the problem requires that these condition's 

and events be organized into a logical structure so that the 

linkages or relationships among the different conditions and 

events are explicit. 

In an ideal Problem Statement these relationships are 

speoified and tested in the form of hypotheses. An hypothesis 

is a statement that asserts a relationship amo~ either concepts, 

variables or measures. However, very often these relationships 

are not stated specifically but are merely implied as assumptions 

about the problem. For example, a Problem Statement which states 

that ex-offenders who are able to find good, well-paying jobs 

within a month after release are less likely to recidivate than 

those who do not is implying a relationship between two variables: 

employment opportunity and recidivism. such a statement might 

be based on a detailed statistical analysis of hundreds of 

ex-offenders, the testimony of an exp~rt in the field, or the 

"gut" impressions of a seasoned par()le officer. Whatever the 

evidence used to support the stat1ament, such relationships are 

extremely important to a program developer. First, they help 

to explain the problem of recidivism in a way that goes beyond 

merely describing the components of the problem. Second, they 

provide clues as to possible ways of dealing with recidivism or 

other problems. Thus, as a step in understanding a problem, 

the program developer must be alert to identify all such rela

tionships; stated and implied, in the Problem Statement. 
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However, while it is important for the program developer 

to be aware of all relationships between components of the prob

lem, the program developer should also be cautious in attaching 

too much faith or confidence in anyone relationship in isola

tion of other possible factors or effects. Many factors con

tribute to an event, including many that are beyond the imme

diate observation of even the most careful analyst. Moreover, 

these many factors interact in extremely intricate ways so that 

the net effect of anyone may be difficult or impossible to 

detect. Finally, even with sophisticated analytic and statis

tical techniques, the evidence of a relationship can be mislead

ing. Thus, to return to our example, while recidivism may be 

related to employment opportunity it may also be related to the 

ex-offender's background, his experience in prison, his family's 

encouragement and his parole officer's energy and concern. To 

isolate one factor as the key to recidivism or any other problem 

is probably a mistake, no matter how strong or intuitively "right" 

'the evidence. 

The Boundaries of the Problem 

The final conceptual ,aspect of the problem to be considered 

is what we call the boundaries of the problem. The boundaries 

of a problem are defined as the range of conditions and events 

beginning with the presumed causes and encompassing the primary 

and secondary effects and the system response factors described 

in the ~roblem statement. This area could be called the domain 

of the problem--that segment of the entire range of possible 

events and conditions examined by the analyst • 
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It ~hould be apparent that the selection of one factor as 

a presumed cause or primary or secondary effect is somewhat 

arbitrary. 

For example, consider a causal chain of effects where: 

• Drug trafficking (leads to) 

• Increased burglaries (leads to) 

• Increased fear of crime by th~ citizens 

If the primary effect was perceived as the increase in burglaries, 

then the increase in drug trafficking would be seen as the 

presumed cause, and the increased fear of crime would be a 

secondary effect.' If, however, the primary effect was seen as 

drug trafficking, the chain could be extended so that: 

• Organized crime (leads to) 

• Increased drug trafficking (leads to) 

• Increased burglaries (leads to) 

• Increased fear of crime. 

This is not a trivial or academic problem for the program 

developer. In a~sessing the logic of the Problem Statement, 

the developer must determine whether the analysis has identified 

realistic 'boundaries of the problem or has isolated too small 

a segment of some larger and,more complex prob~em. Conceptually 

"the prQblem" encompasses all of the factors associated with 

the concerns or characteristics first qbserved. 

M'od'e'l'i'n:g' Th'e' p'r'ob'lem 

There are three steps involved in constructing a problem model: 

f i 

• Identifying the important aspects of the 

problem itself 
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• Organizing those aspects of the problem 

into a logical pattern 

• Identifying logical linkages between the 

different aspects. 
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The important aspects of the problem are those conditions and 

events which charaoterize~ define or are associated with the 

problem. For example, research on the problem of offender 
, 

recidivism have' identified specific conditions and events which 

characterize the problem. For example: 

• Economic factors--job opportunities for 

ex-offenders; 

• Social factors--the stigma of having a 

criminal record; 

• Psychological factors--the inability of the 

ex-offender to handle frustration and 

" rejection; 

• System £actors--the tendency of the police 

to suspect an ex-offender more readily" 

when a crime is committed • 

These factors, among others, tend to define the recidivism 

problem. They are the conceptual labels or, more technically, 

the constructs which we use to discuss, define, describe and 

explain the phenomenon of recidivism. 

As this discussion implies, we arrive at these constructs' 

through research" debate and reflection until something like 

a consensus emerges and people with, an interest in the problem 
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begin to talk in common terms. This is a long and open-ended 

process. But for the program developer, armed only with the 

facts in a Problem statement, the process necessarily must corne 

to a temporary halt. Taking what he has he must fashion a 

response. 

The second step in constructing a,model involves organizing 

the important aspects of the problem into a logical set of cate

gories. There are many ways to do this, but for ,purposes of 

this discussion we propose four categories of conditions, and events 

which can be used to organize our understanding of the problem. 

They are: 

• The presumed causes of the problem 

• The primary effects of the problem 

• The secondary effects of the problem, and 

• The system response aspects of the problem. 

The presumed causes of the problem, as the term implies, 

are those conditions and events that are presumed to lead to, 

produce or contribute to primary effects and, indirectly, to 

c~eate the secondary effects. The sIstem response aspects of 

the problem; relate to how the system--the c,riminal justi.ce 

system or, some other formal system --af,fects ,oris affected by 

the problem. 

The third step in the process is to identify the logical 

linkages between the important aspects of the problem. These 

can be defined in terms of probability estimates, measures of 
,-/""'\ 

association or simply theoretical(~!:',.ppositi.ons. In a good 
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Problem Statement the linkages are demonstrated through the 

testing of precisely stated hypotheses. More often, they are 

only implied in the facts presented in the Statement. 

Once the linkages have been identified the program developer 

has all of the components he nee!ds to construct a l~gical model 

of a problem. This model can then be used to asseSs not only 

the quality of the Problem Statement itself, but also the degree 

of Understanding the program developer 'has about the problem. 

A brief example illustrates the process. 

Assume that the Problem Statement presents us with the 

following facts: 

• Vandalism occurs most often in schools in 

areas with depressed economic conditions 

• High rates of vandalism are thought to 

contribute to accelerated turnover among 

school staff and faculty 

~ Vandaltsm results in higher costs for 

repair and upkeep of schoo,ls 

• Police manpower is not adequate to patrol 

areas around schools 

• Only a small percentage of vandalism incidents 

result in an arrest 

The important aspects of the school vandalism problem, according 

to the Problem Statement are: 

1) Economic conditions in the area around schools 

2) The level of vandalism in the different schools 
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3) The rate of staff and faculty turnover 

4) The cost of repairing and maintaining schools 

5) The leve,l of police manpower 

6) The number' (or level) of patrolling atound schools 

7) The number of arrests for vandalism. 

The~e important aspects of the problem can be organized, 

accordi ,d9" to our four-way typology as follows: 

• Economic conditions in the area around schools 

is a presumed cause in that it appears to be a 

good predictor of vandalism levels. 

• The actual level of vandalism a!ld the costs 

associated with repairing and ~~intaining the 

schools are considered primary effects of 

the problem--the outward,and most obvious 

aspects of the problem. '. 

• The accelerated rate of staff and faculty 

turnover is considered a secondary eftect 

in that it is only indirectly related to vandalism. 

• The level of police manpower, the number of 

level of police patrol around schoolsf and 

the number of arrests for vandalism are 
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vandalism in those schools; the level of vandalism is ,related 

to repair and upkeep costs and to the rate of faculty and staff 

turnover. Because police manpower levels are inadequate there 

are few police patrols near schools so that few vandals are 

arrested for their crimes. 

The figure of the following page presents a crude, version 

of the model of the school vandalism problem. Ina more complex' 

problem, with more important aspects of the problem identified, 

such a model could be invaluable in assessing both the quality 

and adequacy of the Problem Statement and the level of under

standing the program developer has of the problem. Even this 

crude model points to some obvious g'aps and flaws in our under

standing. 

• We know virtually nothi?g about how or why 

economic conditions relate tq school vandalism 
I 

levels. 

• Is the rate of staff and faculty turnover 

related only to vandalism levels or perhaps 

is it only related indirectlY' due to the same 

depressed economic conditions found in areas 

with high rates of vandalism? 

• What other factors beside the level or number 

of police patrols are related to the number 

of arrests for vandalism? 

Thus, the developer has improved his or her understanding 

of the p,roblem and of the possible logical pitfalls to be av'oided 

when looking for possible solutions to the problem. The program 

.. 
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developer should not be obligated to correct an inadequate 

Problem Statement. If, in the developer's judgment, the 

Statement is not adequate, the developer should document where 

the gaps or inconsistencies exist and suggest that they be 

corrected before any further action is taken. If a decision 

to proceed on the basis of an inadequate Statement is made, the 

developer will have the information necessary to atte\mpt to 

fill in gaps durj.ng development, and will have fulfilled a 

professional obligation to demand the best possible a,nalytic 

foundation for his or her development activities. 

Setting Priorities Among Problems 

After a problem has been identified, defined, and the 

analysis of the problem has been assessed and accepted, the 

next s'tep is the decision to proceed to develop a program. In 

an ideal system, such a decision could be made purely on the 

merits of the problem itself. In the real world, however, 

this decision must be made in reference to other problems in 

the system. Because resources, manpower, and time are limited, 

planners and decision-makers are forced to set priorities among 

problems, directing more attention and resources to the solution 

of some problems now, leaving others for the future. 

What is it about a problem that makes it more or less 

important than some other problem? In a universal sense, there 

is no answer to this question. The concept of importance is 

essentially a matter of subjective perception. Perceptions are 

shaped by a combination of past experiences, immediate concerns 
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t t ' S~nce people tend to differ widely and future expeca ~ons. • 

on each of these variables, it is difficult (and perhaps 

impossible) to reach universal agreement on what is or is not 

important. If tomorrow someone were to propose~n objective 

scale of importance against which all problems could be mea-

With it and fewer sured, it is a safe bet that few would agree 

still would abide by it. 

Despite the inherent difficulty of reaching agreement on 

matters of universal importance, it is obvious that decisions 

must be made and are made every day where choices of this type 

are involved. Over the years, society and organizations 

devised a variety of methods to make difficult choices: 

majority rule, the enlightened (or unenlightened) despot, 

have 

divine revelation, or ran om c ance. d h More recently, an entire 

field of research and theory ha~ been built up to study and 

perfect decision strategies. These studies have taken two 

different ·perceptions: 

eTo improve the use of available information 

in decision-making 

e To improve the degree of consensus about the 

decisions that are made. 

The first of these approaches has led to the development 

, f' t' gather~ng and handling' techniques and of improved ~n orma ~on • 

increasingly sophisticated methods of analysis to aid decision

making broadly included under the discipline of operations 

research. The second approach has focused on the dynamics of 

group decision-making and on the development of techniques to 
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achieve compromises and resolve disputes within groups otherwise 

included under the lable of oragnizational development. Both 

approaches have produced a substantial body of literature 

ranging from very practical, applied techniques to highly 

theoretical, analytic methodologies. Both areas of research 

are. particularly relevant to program development. Selected sources 

of information in these areas are included as an appendix to 

this module. This discussion will focus on several issues common 
, 

to both areas of interest. 

Varieties of PrioritY-Setting Approaches 

There are a variety of techniques to establish priorities 

in the criminal justice planning system. Priority-setting can 

be done informalll;: through a process of compromise and "horse

tra.ding" with little more than the individual opinions, wants 

and ambitions of the participants to guide the process. It can 

also be done through a very formal process, using standardized 

procedures and weighted decision criteria.. Both approaches 

have inherent advantages and disadvantages. The informal 

approach provides enough flexibility for decision-makers to 

reach consensus on their priorities •. It provides a mechanism 

where everyone's wishes and needs can be met to a certain degree. 

Moreover, such decisions can usually be made quickly with a 

minimum of conflict. 

The disadvantages of the informal approach arise primarily 

from its advantages. .Flexibili ty can easily evolve into an 

extremely inconsistent process. There is the danger that less 
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. powerful interests will be ignored or consistently overridden, 

regardless of the merits of the issues they l':'aise. The advan

tage of maximizing everyone's satisfaction ·~i.th a set of prior

ities can result in no one's problem being adequately met. 

Resources which might better be expended resolving a few select 

problems could end up being squandered on a larger number of 

relatively small-scale problems. Finally, while decisions can 

be made quickly in an informal process, this speed may be pur

chased at the expense of an inadequate understanding or reflec

tion on the choices. 

The advantages of a more formal approach are relatively 

apparent. Formal methods: 

• reduce the amount of purely subjective 

input to the decision-making proqess 

• reduce the probability that decisions will 

be made in reaction to temporary crises or 

transitory opinions and fads 

• increase the consistency of decisions, and 

• reduce the area of possible conflict or 

disag~eement over decisions. 

However, formal approaches reduce the flexibility of decision

makers and, if taken too far, can make ~~,he process overly 

mechanical. There are always certain problems that defy pre

formulated criteria and categories. They also tend to reduce 

individual accountability for decisions and reduce the amount 

of detailed assessment decision-makers apply to their decisions. 
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The .Need for Consensus. In the priority-set,t:.ing process 

consensus is particularly necessary. The decisions made at this 

point may dictate the future policies and the resources that 

will be available for many years to come. For the program 

developer, consensus among deci'sion-makers is also necessary 

if subsequent decisions and plans are to succeed. Consequently, 

the program developer should be sensitive to the need to maximize 

the degree of understanding, reflection and agreement among 

decision-makers at this point in the process. 

There are specific techniques that have been perfected to 

enhance the amount of agreement among decision-makers while still 

producing quality decisions. These techniques usually entail 

the adoption of certain basic principles of group decision

making. Under these principles participants should: 

• Focus 'on defeating the problem rather than 

defeating each other 

• Seek facts to resolve issues 

• Accept conflict as helpful, so long as 

it does not generate threats or defensive 

behavior 

• Avoid behavior which cuts off or limits 

the free flow of opinions and ideas. 

Among the techniques that have been developed are: 

• Nominal Group Technique -- a group decision

making procedure in which interested or expert 
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participants identify, discuss and select 

one or a set of answers to a specific question. 

The technique involves face-to-face group 

interaction under a highly structured set of 

rules and procedures. 

• Brainstorming -- a group decision-making 

process intended primarily to identify a 

broad range a~ld variety of responses to a 

specific quesltion or issue. This technique 

can be used by staff to bring a large number 

of persons ililto the process and to broaden 

the range of options from which they can 

subsequently' choose. 

• §urveys -- EL technique in which a planner or 

program developer can tap the ideas, opinions 

or attitudes of a large number of persons in 

a cOIYUnunity without direct contact. Surveys 

are used most often to investigate such factors 

as public opinion, the opinions of certain 

populcltiongroups or a particular g:roup of 

decis:Lon-mi:lkers and experts. 

• Delphi Technique -- a device in which experts 

or persons knowledgeable on a certain question 

are siystematically surveyed for their opinions,,' 
c I 

ideasl or a tti tudes. The technique usually 
f 

involves a series of such surveys in which the 
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results of previous surveys are fed baqk to 

the participants. The process continues until 

either a clear consensus emerges or the. con-

flicti,ng "schools of thought" about the subject 

have been identified. 

Each technique places a great deal of emphasis on the need to 

produce both acceptance and quality in decisions, open sharing 

of ideas and information, and the depersonalization of decisions. 

The details of each technique can be found in several of the 

references cited in the appendix of this module. 

,Criterion-based techniques. Whether priorities are set, 

formally or informally by groups or individuals the basic process 

is the same. Invariably priorities are set on the basis of 

certain criteria. The criteria may be axpIici~t or ad hoc. 

They may be applied consistently or they may vary from case 

to case. The criteria may be the same for all decision-makers 

or each decision-maker may make up his or her own. The extent 

to which the criteria are explicitly stated, consistently applied, 

and used by deqision-makers as a group defines how formal or 

informal the process is. 

A further distinguishing feature in the priority-setting 

process is, who sets the criteria? In an informal process this 

decision is usually made by each decision-maker indiv.idually. 

However, as the process becomes more formal the decision may 

shift from the decision-makers to the program developer as the 

most knowledgeable and objective resource person. In those 

planning agencies where the decision-makers rely on the 
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professional planner or program developer to advise on decisions 

the criteria may,in fact, be wholly determined by the developer 

or planner. By contrast, in those agencies where the professional 

planner or developer merely staffs the decision-makers delibera

tions, his or her role may be reduced to facilitating the 

priority-setting decisions without making any independent input 

to that process. 

Regardless of the process used to set priorities, the pro

gram developer should have an independent sense of the priority 

of the problems in his or her system. Even if decision-makers 

only take the developer's recommendations on advisement the 

developer, should be prepared to justify these priorities on the 

basis of sound, factual arguments. This means that the developer 

should have a set of criteria to rate the relative importance of 

problems. 

Developing criteria. There are several approaches to 

developing criteri~ to set priorities. A common approach is 

to adapt. existing ad hoc criteria into more explicit and detailed 

standards. For example, problems may be typically I~istinguished 

on the basis of the n\lmber of people affected by the pr'bblem. 

This loose criteria bould be made more explicit by developing 

a scale on which each problem could be rated. Problems affecting 

larger numbers of people would receive a higher rating on the 

scale than problems affecting few individuals. Similar scales 

could be constructed for other broad ad hoc criteria such as 

the geographic location of the problem, the costs the problem 
, I 

creates for criminal justice agencies or the prfJailing at;itude 
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of the public toward 'the problem. By rating each problem on a 

set of specific criteria, the program developer can produce 

overall scores of importance or. seriousness which can be com-

pared or ranked in a consistent fashion. 

A second approach to criteria-building is to poll decision

makers and other informed individuals on their own criteria of 

importance. This can be done through face-to-face discussions, 

or through. the use of questionnaires. The responses of the 

decision-makers can then be compiled, compared and 'synthesized 

to' produce a master list of criteria. This approach has the 

distinct advantaqe of forcing def::ision-makers to be explicit 

about what they consider important. It also provides a broader 

range of possible criteria than the developer might produce 

working alone. 

The third primary approach to criteria building is' the 

basic process of "trial and error." Starting with a relatively 

broad range of criteria, the developer can gradually reduce or 

revise the list based on actual experience. Eventuall~ the 

list can be reduced to a smaller more manageable number with 

which the developer and the decision-makers are comfortable • 

Types of criteria. It is expected that no two agencies 

would adopt the same set of criteria tCl rate the importance of 

problems. Localized fact,ors such as the'd~gree of homogeneity 

within the area served, the size and scope of the area's crime 

problem and the balance of inte:t'ests within the jurisdiction 

will dictate what the criteria will be and how much weight each 

criterion will carry. 
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I.n reviewing the priority-setting criteria of several 

jurisdictions,· we noted a general consistency in the kinds of 

factors or criteria examined. in gene~al we noted two broad 

categories of criteria used: 

• Criteria related to matters of fact 

• Criteria related to matters of opinions, 

attitude and value. 

For purposes of this course we will label the first set factual 

~riteria and the second set qualitative criteria. 

Factual criteria tend to focus on factors related to the 

problem as a discrete whole. They also sometimes reflect the' 

agency's internal policies, goals, or the existence of programs 

that might be affected by the problem. Among the criteria in 

this category are: 

• Size of the problem How many people are 

adversely affected by the problem? How 

often does the problem arise? 

• Cost of the problem -- How much money is 

spent to address>the problem.now? How 

much is lost because of the problem? Are 

there any secondary costs which are known 

to exist but cannot be precisel~ calculated? 

Who bears these costs, and to what effect? 

• History of the problem -- Is this a new or 

an old problem? Has the problem increased, 

decreased or remained at the same level? 
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• Knowledge of the problem -- How much is known 

about the problem? How adequate is the 

research on the problem? Are the presumed 

causes known? The secondary effects? Is the 

evidence clear that the problem really exists? 

Is this evidence ade~uately documented? 

• Location of the problem -- Is the problem 

concentrated in a few locations or does it 

exist over a broad area? Is it confined 

to a few jurisdictions? What are the charac-

teristics of the locations where it is found? 

Among the criteria relating to internal policies and goals 

• Past efforts -- Has the agency ever tr~ed to 

deal with the problem before? .If so, what 

were the results? Does a program or project 

currently .exist that deals with. the problem? 

• Standing priorities -- Does this problem fit 

within existing priorities of the agency? 

Does it fit within the priorities established 

by other planning agencies? Does it fit 

within the priorities of relevant operating 

agencies? 

• Commitments -- If a program were initiated 

to deal with this problem would it entail a 
, 

major 'l'lr minor commitment? Would it require 
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a long- or short-term commitment? How would 

it affect the availability of z::esoutces now 

and in the future?' 

• Expected impact c __ How soon would it be 

before the problem would be significantly 

or noticeably'affected? Would a program 

produce immediate results? Long-term 

+esults? 
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Qualitative criteria usually 'focus on factors relating to 

perceptions, opinions, attitudes and judgments. Unlike 

criteria addressing factual matters there is considerable room 

for disagreement, conflict and purely subjective judgment in 

this area~ 

The follQwing are examples of qualitative criteria ucsed 

in various agencies around the country~ 

• IIImportance ll of the problem -~ Several agencies 

attempt to 'define the importance of ' I;)roblems 

based on' the collective responses of decision-

makers. This may be done through a ranking 

'procedure in which 'c the decision-maker assigns 

a rank or weighted saore to a cset of problems. 

These scores or rankirig~ are assumed to reflect 

the individual preferences or attitudes of 

decision-makers regarding those problems. 
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• Public opinion ~- How does the public regard 

a problem? How important isa problem to 
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the citizen? Several agencies utilize public 

opif.l'1on polls to tap the attitudes of the 

public. In other instances the representatives 

ofc various citizen groups are polled to gather c 

their opinions. 

• E~uit¥ --'In several agencies the decision 

about the priority of problems is based on the 

principle that qllelem~nts of the system or 

all 'areas of the jurisdiction should receive 

'a "fair share II of a'btention. Thus, a problem 

raised., by a jurisdiction or agency that had 
, 

not received attention previously m1ght be 

assigned a higher priority. 

• Goal enhancement -- In certain agencies problems 

may bec assigned a high~r priority if they 

provide an opportunity to advance a particular 

goal or agenda. In some instances this may 

be a desire tco recruit a particular agency 
I 

into the planning process -- particularly an 

agency'that hadc not been involved or had 

resisted involvement before. It might also 

result from a desire to demonstrate a particular 

idea or intervention technique for which the 

problem ~s particularly appropriate. 
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The examples given here do not constitute a complete inven

tory of possible priority-setting criteria. The criteria them-' 

selves vary greatly in terms of specificity a,nd content. In 

addition, the criteria vary in te:t'ms of the clInount of effort 

needed to apply them. Applying factual critfaria almclst 

invariably involves more work for the program developers and , ' 

analysts than applying the qualitative criteria -- which is 

probably why relatively few agencies rely he!a.vily on factual 

criteria in setting priorities. However, if the priority 

settirig processis to result in the selection of suitable, well~ 

defined problems, a balance should be struck between the '\:.\.,0, 

kinds of criteria. 

The Priority-Setting Process 

A simple and useful approach to setting priorities is to 

assign weights or numeric values to each c:riterion. Criteria 

which are considered more important or decisive will be assigned 

a higher weight. Lesser criteria are assigned a lower 

weight. In this fashion a total score can be computed for 

each problem on all criteria. The problems can then be ranked 

according to their total scores. This technique should not be 

followed slavishly'. It' should be used to help sort out problems 

into gross categories -- high, medium or low. Through this 

technique the number of problems under consideration can be 

gradually reduced so that the greater attention can be focused 

on those'problems that rank consistently high of all or most 

of the frit~ria. 
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In some jurisdiQtions problems are initially sorted ;~n the 

above manner based only on factual criteria. Those problems 

that fall at the top of the list are then presented to decision

makers for their subjective appraisal. This process has the 

advantage of reducing the number o~ problems under consideration 

to a manageable size and eliminating those problems that are 

obviously less important from the process. 

It is also possible to use a process of successive ratings. 

Under this process, decision-makers are asked to make an initial 

ranking of all or some of the prQblems. If no agreement appears, 

the problems that were rated consistently low by all or most 

of the decision-makers are el~m~nated and d • • a secon ranking is 

made. By continuing this process one of two outcomes will 

appear. , Either toe decision-makers will gradually reach agree

ment on ~he problems ranked highest or lowest, or a 
, 

clear division of opinion will emerge. If a clear and unyielding 

division emerges several options are available; 

• Problems about which there is a clear 

polarization of opint.~n0~~,be eliminated 

from consideration 

• New information can be gathered to cla,rify 

the issues separating the decision-makers 

• Compromises can be negotiated in which both 

positions are given part of what they want. 

It should be understood that none of these techniques are 

foolproof or without problems. All of the processes described 
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here can produce results which will satisfy no one in the pro

cess. A useful way to conceptualize the priority setting 

process is to think of it as a careful balancing of the quality 

of decisions with the acceptance of decisions. ·If the program 

developer is intent on maximizing the quality of the decisions 

the result will usually be to reduce the level of overall accep

tance. Similarly, if the developer is intent on producing:! '\. 

maximum acceptance the quality of the decisions will usually' 

suffer. 

In attempting to reach a proper bal?lnce between quality! 

and acceptance the program developer should keep certain basic 
I I 

rules of thumb in mind: 

• The quality of a decision is usually a 

direct function of the amount of information 

applied to the decision. Thus, up to a point, 

the quality of a decision can almost always 

be improved if more information can be brought 

to bear. 

• The ac6aptance of a decision is a direct 

function of the perceived equity and fair-

ness of the decision. Thus, acceptance 

is easier to achieve if all relevant view-

points are given an open hearing. 

• The range of solutions should be narrowed 

to those that are both good and acceptable. 

Both acceptance and quality of decisions are 
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necessary in priority setting. A failure 

to reach consensus may result in subsequent 

blocking and conflict, thus defeating the 

decision despite its inherent quality. 
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• Conflict between viewpoints is not necessarily 

bad if it generates new information,' clarifies 

issues and stimUlates a search for creative 

solutions. 

• Voting mechanisms should not be used to sub

stitute for a direct confrontation on issues.$ 

Although criteria weighting and ranking 

techniques are useful in sorting out problems 

at the extremes, they should not be used to 

mask real differences. A problem that emerges 

as the result of a one-vote -majority or a 

decimal-point advantage may no·t be the best 

choice as the top priority problem. 

The Role of the Program Developer in Priority Setting 

The program developer may be called on to play a variety 

of roles in priority-setting. The essence of priority setting 

is deciding which of an infinite number of interests, concerns, 

pressures and biases should be given immediate public recogni

tion and which must wait for attention some time in the future, 

if at all. It is unrealistic to assume that this type of 

decision can be reduced to a mechanical process. Individuals, 

groups, and oragnizations often invest a great deal of personal 

and collective effort to bring their problems to the for-e. 
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Inevitably, some of these efforts will be frustrated when 

priorities are set, generating heightened emotions and intense 

reactions. Given this environment, it is almost impossible 

to channel decisions along purely rational or mechanical lines. 

For this reason, the program developer and planner must be as 

sensitive to the qualitative factors involved in priority setting 

as they are to the technical data and analytic findings they 

employ. 

Political factors. The planning profession, over the 

years, has become much more aware of the importance and legiti

macy of politics in program planning. Occasionally a frustrated 

planner will complain about the intrusion of political .influences 

in the otherwise "rational·" policy planning process. However, 

these statements are heard much less often, particularly from 

among the more successful planners in the systeme Conventional 

professional wisdo~ now accepts the fact that politics is an 

inescapable reality of planning and that in many ways the effects 

of polisical factors are more complementary to the principles 

of good planning than they are antagonistic. The idea that "if 

only these irrational political influences could be removed, 

we could do a much better job improving the system" is given 

far less credence. A more typical attitude, is that planners 

need to work with the political process, not as long-suffering 

prophet of 1;.he "one-r~ght-way," but as an active and, hopefully, 

respected contributor to the process. 

The central point about the relationship between political 

actors and program developers is that both are seeking the 
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same end--to solve pressing problems. The reward and account

ability system that motivates decision-makers places great 

stress on fin/ling solutions quickly that cause the least amount 

of pain, conflict, and controversy. If the program developer 

can provide a reasonable approach to making difficult 

decisions--such as setting priorities among problems--and can 

also help develop reasonable solutions to those problems, the 

decision-maker is much more likely to seek out his or her help 

in the future. 

Public opinion often serves as a major limiting factor on 

the types of problems that can be addressed and the kinds of 

solutions that can be developed. It is true that most problems 

in criminal justice are not widely visible to the gene~al public. 

However, the public does have certain fixed ideas about what 

is wrong with the system and what should be done about it. 

Issues related to the level of crime in the community, the 

degree of security from crime felt by the public, and the 

appropriateness of punishments meted out to criminals are 

highly salient in the public mind. In addition, certain short

term events, such as a rash of burglaries, a prison riot, or· 

an unpopular court decision can raise these broad concerns to 

a high level of saliency, resulting in demands for immediate 

action. The fact that these problems may be beyond the imme

diate control of the criminal .justice system, that they may be 

much less serious than the public believes, or that they are 

not susceptible to short-term remedies is of little relevance. 

i. 
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If these concerns are expressed long enough and strongly 

enough, they will eventually become high priority problems. 

What should be the response of the program developer? 
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There are several options. The most obvious response is to 

go along with public opinion and put more pressing but less 

visible problems aside. .A second obvious ,response would be to 

ignore public opinion, hoping that demands for action will 

subside, but also running the risk of a more serious reaotion 

in the future. The third option is to turn public demands for 

action into an opportunity to create needed changes while 

attempting to address those demands. The final option is to 

undertake a strategy of public education on the issues raised 

by the public. 

Which of these options the developer will select will 

depend ona variety of factors: 

• The degree to which there is. any substance 
!( 

to the 'problems raised 
i 

• The amount of damage that would be created 
" 

by addressing these problems rather than 
\ 

, ji I: 
some othe~I' problems 

\ \" -
"" ( • The damage i,;;,'lat would be caused to the 

long-term viability of the planning effort 

if public opinion is ignored 

• The probability that public education would 

create a real change in attitudes 
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• The program developer's personal sense of 

professional integrity we~ghed agains~ his 

or he;r sense of obligation tordllow the 

public will. 
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This is not a new problem or one unique to the critical justice 

planning system. The long-range solution to .the problem is 

improved public understanding of the issues and limits of the 

system. The short-term solution, whichever option is chosen, 

should have that broader goal in mind. 

Special interests. Criminal justice is a highly politicized 

system. It is also highly fragmented along lines of function; 

jurisdictional authority, and organizational structure. This 

has given rise to numerous public and private interest groups 

representing .the part~ of the system itself or the affected 

public. Within the sphere of their influence, these groups can 

exercise decisive control over how problems are defined and 

how they will be addressed. 

Efforts to close the gaps between the parts of the system 

have been underway for many years. From the start, thE~ criminal 

justice planning system has fostered this concept of criminal 

justice as a unified system with a certain level of success. 

However, coope;rative arrangements across jurisdictional or 

organizational boundaries are still relatively rare. The result 

has been that programs and projects tend to focus on those 

specific parts of problems that can be handled within a single 

agency or community. 
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The model on which this course is built explicitly endorses 

the concept of program planning at the system level. For the 

program developer, this means that problems should be selected 

and attacked as system problems rather than as problems of a 

particular agency or criminal justice sector. This philosophy 

places a heavy burden on the developer to work with several 

interests and groups at the same time. It also requires the 

developer to work on the mutual cooperation of these separate 

interests toward a common end. 

From the standpoint of good program development practice, 

one of the best ways to assure the cooperation of these multiple 

interests is to include them in the process from the beginning. 

This means working with the groups at the stage where problems 

are first identified, defined, analyzed, and assigned a pri

ority. This may not be an easy task. -Nor does it guarantee 

ultimate success. However, if such a mutual agre~Rent can be 

achieved early in the process, the chance that a system-level 

solution can be found is greatly improved. 

Summary 

During these first few steps in the program development 

process we: foc,used on two preliminary requirements:: we assessed 

the adequacy of the Problem Statement and any other information 

we may have about the problem, and we tested our understanding 

of the problem itself. We assessed the ProbleI'\\ Statement, for 

its technical adequacy; that is, the quality of the information, 

the techniques used to collect and analyz,e it and the validi t~~') 
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of the conclusions drawn. We also focused on the conceptual 

adequacy of the Problem Statement; the degree to which the 

Statement describes and explains the problem. On the basis 

of the information in the Problem Statement we constructed a 
. \ 

conceptual model of the problem to identify logic'al gaps and 

assumptions in our overall understanding. Finally, we dis

cussed the problems and methods of priority-setting when more 

than one problem must be considered for program development. 
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Chapter III 
Developing strategic Goals 

TEXT 

The Purpose of Goals in Progr:am Development 

The purpose of goal setting in program development is to 

focus attention on the desired end-point the program is to 

reach. By focusing on the end-point of the program, it' is 

easier to begin thinking about alternative ways of getting 

there. It also forces planners, program developers and 

decision-makers to be specific about the conditions they are 

trying to change and, ultimately, whether it is reasonable 

to try. For example, it may be relatively easy to identify and 

select the .problem of juvenile gangs as a high priority prob-

lem. However, having made that decision, the question imme

diately arises, what is a reasonable goal '1:0 s'et in relation 

to this problem? Should it be to totally eliminate juvenile 

gangs in the community? Or should it be to merely reduce the 

number of gangs? Or would it be more reasonable to try to 

reduce the amount of crime committed by gangs? If so, which 

crimes? And by how much? Goal-setting forces everyone involved 

in solving the problem to clearly state the end.s they are 

trying to reach in concrete terms, thus illuminating the 

numerous alternatives and decisions they will be required to 

make • 
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The critical word is "reasonable." The desired purpose 

of goal-setting is to establish reasonable goals-o:-goals that 

can be realistically pursued. given existing conditions. At 

the same time ~ealism must compete with , idealism, the desire 

, to make changes tha~ have a significant and useful impact. 

If strategic goals are set to~ low" in order to be,certain 

they can be met, there is the real danger tha.t no real changes 

will be made. A goal should motivat~ the persons involved in 

the program to ,work hard in expecta.tion that something worth

while will be' accomplished. ,Thus, ~if the progr~m' s goals are 

to be reasonable the¥, must reflect a d(1l,~ica:te balancing of 

both realism and ideaiism. 

,Apart from specifying what the program. is intended to 

accoIJlplish, goal-setting can be used,t.o soiidifY· t.ne' resolve 

of persons to attack' a probiem. A g'oal can~if~ a useful device 

to recruit people to solve problems~' It creates ,a comrnonbond 

betw~en diverse in\=,erests, and makes cooperation between those 

interests much ea'sier to accomplish and sustain. 

For the criminal justice programdevelol?er, goal-setting 

provides an additional occasion to look at problems and solu

tions from a system-wide perspectiv~. Few worthwhile goals 

can be accQmpliahed within a single agency or criminal justice 

sector. Consequently, goal-settingpr9videsan opportunity to 

think broadly and creativelY,about solutions. 

Finally, goal-setting can,also be seen as a decision

point at which several very important choices are made and 
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111-3 
numerous,alternatives'are foreclosed •. A useful analogy to 

illustrate this'function of goal-setting is the first meeting 

between a property developer,artd an architect. 
Before the 

meeting the architect only knows that the developer wants a 

new building designed. But it could be almost any kind of 

building: a house, an apartment' complex, a shopping center 
' , 

or a o,athedral. The developer tells the architect that he 

wants to build an office building. Immediately the number of 

options has been ,drastically reduced. The developer further 

indicates that it ShOUld hO,use 350 people. 
Again the options 

are reduced. 
In addition, the building'should be attractive, 

distincti ve, ,and energy-efficient. ',Finally, the building 

must harmonize with its surroundings, be located on a quarter

acre lot, and be completed ,within two years. 

In a few short ~entences, the developer has drastically 

narrowed the number 6f'options open, to the architect. 

While the number of options remaining 1s ~till very large, 

and while it is hot immediately clear that'all of the features 

can be accommodated, this brief goal-setting exercise will 

have a significant impact on everythl.'ng that happe f t'h t ' ns . rom a 
point on. 

Goals vs. Objectives 

In criminal justice planning a distinction j,s made between 

goals and objectives. The principal feature that distinguishes 

these two concepts is, th 1 1 ' 
e eve of specificity., A goal is 

defined ,as: 

I 
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A desired future state expressed as results 

,-",to be achieyed; usually general and not time-

limited. 

By contrast,an objective is defined as: 

A specific condition to be attained by a 

speci,fic set of activities, stated in time

limited and measurable terms. 
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Thus, goals are what we want to accomp.lisJ:l whereas objectives 

are what we will accomplish. Goa,J..s are stated ,in general 

terms whereas objectives are described in terms of specific, 

measurable conditions. Final~y, goals are not normally 

scheduled for completi.on at a specific date. Objectj.ve.s, being 

linked to certain activities are nor-~l+y scheduled as part 

of a specific strategy. 

Leve'ls of Goals 
, 

In criminal justice planning a distinction is usually 

made between normative goals--what "ought" to be done--and 

strategic goals--what "can" be done. The distinction is not 

merely one of semantics or level of specificity. The distinc

tion reflects two different ways of looking at a problem. 

Normative goals reflect or express the concerns of decision

makers, the general publ~c or key parts of the community. 

From the program dc;!velopers perspective those c~:mcerI?-sare 

hopefully based on hard informat~on and careful analysis" 

but even if not they reflect a serious commitment to 40 something 

about an intolerable situation. 
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By contrast, a strategic goal reflects a more analytic 

understanding of a problem. The problem itself is a "given." 

For the program developer the normative goal supplies the 

boundaries of the problem and the mandate to act. The strate

gic goal (or goals) supplies the policy orientation to be 

followed in attackirlg the problem·. St t· 1 ra eg1c goa s 'should 

reflect the most important components of the problem" . 
1.e., 

the most important of the presumed causes, primary or secon-

dary effects or system response components of the problem. 

Thus, the strategic 'goals might reflect a policy to attack 

, the causes of a problem (e.g., poverty, 1 ullemp oyment, poor 
housing); the primary effects (e th .g., e amount of property 

loss, the number of injuries, the number of arson fires); 

the secondary effects (e.g., the fear of crime, the trauma of 

rape, the relocation of businesses); or the system's response 

(e.g., the number of arrests, prosecutions and convictions). 

Thus, strategi~ goals can be thought to originate fir~t, 

from the normative goal, insofar as it reflects the concerns 

of others; and from an understanding of the problem as developed 

in the Problem Statement 

The Strategic Goal Statement 

In criminal justice planning, a goal is best set forth 

in the form of a formal statement. The standard form for a 

goal statement is (a.) an 'action verb followed by (b) a state

ment of what is to be accomplished. For example: 

, 
_ .n· ~._,._ ~ .... -,-<~~_" .•• 
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• The goal of this program is to (a) reduce 

(b) the number and expense of' ax~sons 

committed in this ,city. 

or 

• The goal of this program is to (a) improve 

(b) the ability of arson investigation 

agencies to detect and prosecute arson 

crimes. 

or 

• The goal of this program is to (a) remove 

(b) the'economic incentives for commercial 

arson. 
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The characteristics of a good strategic goal statement are: 

• It should be clear, concise, and understandable. 

• It should be based on adequate research and , 

analysis of the problem in question (i~e., the 

problem statement). 

• It should be consistent with existing. policies, 

regulations, and laws. 
;,") 

• It should be responsive to the major issues 

• 

• 

surrounding the problem. 

It should be endorsed and formally adopted by 
',/ 

all relevant decision-makers • 

It should be subject to change in the future 

if necessary. 

u 

o o (j 
(0· :. 

o • 

o • 

o • 

o 

() • 

• 

., t " 

1II-7 

In addition, a good strategic goal statement should reflect 

a sense of what is feasible, given the current understanding 

of the problem and existing conditions. However, the state

ment should also present a challenge to people in the system. 

In this sense it should convey a sense of the "good things" 

that c~uld be accomplished if the goal' is met. 

In writing strategic goal statements, there is a tendency 

to equate the goal with the removal or reduction of the problem 

or some component of the problem. However, it is often more 

motivating to expresS goals in positive terms. To use the 

ana,logy of the property' developer and the archi tect again, 

consider the difference between saying, "I want the bu.ilding 

to be distinctive" and saying "I don't want this building 

to look like all the others. I' Similarly, consider the goal 

statement that says: 

• The purpose of this program is to improve 

the ability of arson investigation agencies 

to detect and prosecute arson crimes. 

and the statement that says: 

• The purpose of thi~ program is to reduce 

the n~er of arsons .that go undetected and 

the number of arsonists who are not prosecuted • 

Stating strategic goals in positive terms can also stimu

late the creativity of the program developer. For examJ;)le, 

consider the case of a community that has a problem with crime 

in its commercia! district. The factor which brought the 

~_~-----""--,-,~ __ -"k~""'-"""~"=_~,,,,,,,,,~~~~_ , 
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problem to the attention of the planning agency was the con

cerns of merchants that people were afraid to come downtown 

to shop. If ·the community decideS to attack this, problem, 

a strategic goal might normally be stated as "tC') reduce the 

public's fear of being victimized in thaQommercial district." 
~ ".';-:: ~-----", 

However, if the goal were stated in more posi~)ive terms--to 

increa-se the number of shoppers downtown"--an\~ntirely new 

range of program activities is suggested. Such ~i strategic 

goal clearly implies that more should be involved in the pro

gram than merely putting more police on the ~treets. This 

strategic goal suggests numerous activities, many of which 

might be Qutside the criminal justice system (e.g., providing 

free parking, making the downtown physically attractive). 

Moreover, stating the strategic goal in this fashion makes it 

much clearer why reducing crime is important beyond the reaSon 

that crime is "J?ad" per see In short, a well-formulated 

strategic goal statement can serve as a powerful stimulus to 

think creatively and comprehensively about possi?le problem 

solutions. 

Alternative Strategic Goal.s 

Strategic goal-$etting is the process of identifying, 

describing and selecting the desired set of conditions the 

program will attempt to bring about. There are several ways 

to identify possible strategic goals. A useful place to 

~'tart is to examine the conditions and concerns which first 

brought the problem to the fore. If the problem of resident,:,l.al 
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burglary was t:irst identified through the concerns expressE~d 

by citizens, it is reasonable to make a reduction of those 

fears a s'tratfagic goal. If the problem of juvenile gangs 

was first recognized through the rising level of violence 

in schools, the reduction of that violence is a suitable 

strategic goal. 

In some instances, normative goals may have been established 

before the problem was analyzed. The decision to study a 

problem more closely, by itself, is a tacit form of normative 

goal setting--a commiument to do something about a problem. 

Indeed, the analysis may have been initiated only to confirm 

or clarify normative goals that had already been established. 

The pr()gram developer should be aware of and sensi 1;:i ve to 

these earlier decisions. The thinking and motivations which 

first placed a problem on the plannl.'ng t'~ sys em!~ agenda should 

be part of the goal-setting process at th' t l.S S age and through-

out the program development process. 

Additio~al sources of strategic goals are: 

• The individual or collective wishes of 

decision-makers 

• Established agency policies and standards 

• Existing laws and regulations. 

For example, in the model of the school d l' van a l.sm problem 

several probable ways of attacking the problem are suggested. 

The strategic goal cpuld be to improve the economic conditions. 

which appear to contribute to the problem. A second 
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alternative is to inCreaSE! pc,>lice manpower levels or make 

patrolling school areas a· hi~lher priority. Finally, ways 

could be explored to reduce it-he costs of vandalism by changing 

the physical layout or the m~!lterials used in schools. 

The advantage of using 1c.he model of the problem i.n setting 

goals is that the options are.laid out for the program developer 

in clear and concrete terms. In addition" by tying the goals 

to the problem model, the prpgram developer is in a better' 

position to begin thinking about the alternative strategies 

to achieve those goals. 

The Need for substantive Kn0\17ledge 

To layout realistic and specific strategic goals requires 

a basic knowledge, of the problem and the issues and circum~ 

stances surr~unding the probl~m. Substantive knowledge of 

this sort is beyond the scope of this course. However, it 

should b.~ understood that strategic goal-setting in the absence 

of sound knowledge can be extremely dangerous for the long

term success of the program. If the program developer does 

not have this working knowledge of the problem he or she should 

recruit persons who do. This may mean going to knowledgeable 

and experiencJdpersons in the agencies that deal with the 

problem. It may mean going outside the system to persons who 

have studied the problem. Finally, it may mean going to other 

planning agencies in the system for advice or technical assis--.... - _." 

tance. 
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The Need for Specificity 

The definition of a strategic goal discussed,previously 

indicated that a goal is usually stated in general terms. 

However, this does not mean that the strategic goals should 

be stated so 'broadly that the goals have no concrete meaning. 

Strategic goals should be stated with as much specificity 

as the current state of knowledge about the problem will 

allow. 

Goals which violate this t precep serve primarily to create 

confulsiori, raise unreasonable expectations and may eventually 

undermine the credibility of the systE;'!m to do what it says it 

will do. A strategic goal should provide a clear guide to 

the search for ways to attack the problem. 

Selecting Strategic Goals 

The authority to select strategic goals is usually vested 

in persons other than the program developer. In most instances, 

goals are set by decision-makers in the plannl.'ng agency, the 

supervisory board, or the executives of affected operating 

agencies. 

If the strategic goals are t;o perform the functions 

described in the first section ~f th' h " l.S C apter, it is essen-

tial ~hat they refle,ct the wish.es and opin,ions of the persons 

who will be most closely involved in implementing the program. 

Consequently, the program dewaloper should obtain a consensus 

on the strategic goals ~rom these persons. In practical 

terms, this means that the progrmn developer should begin to 

, 
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work with the affected persons as early in the process as 

possible, helping them to recognize and define their needs 

and interests. If it is not immediately obvious who the 

persons are who will be affected by the program, the program 

developer should resolve to contact them as soon as their 

interest in the program is identified. 

Everyone will not be equally committed to all of the 

strategic goals a program is trying to achieve. Individual 

strategic goals, agency policies and past experiences in 

working with other agencies or groups will determine how 

willing affected persons and agencies will be to "buy in" on 

the overall direction of the program. In some instapces, 

the program developer may be forced to "sell" the program to 

those who will be affected by the program. This may mean 

that individual stra,tegic goals will have to be 'shaped to 

encour.age participation. A police department may not be 

particularly motivated to participate in a pr.ogram with a 

strategic goal of increasing the number of persons who shop 

downtown. It might be more willing to participate if the 

program developer can demonstrate how they might be able to 

'achieve their own agency goals by participating, i .• e., increased 

cooperation from downtown merchants, or an improved public 

image. If the program developer has taken the'time to examine 

the needs of the affected individuals and groups and is 

thoroughly versed in the problem the program will try to 

affect, the advantages and disadvantages of 'the program should 
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be readily apparent. This information and a willingness to 

work with these persons should make this aspect of program ' 

development much easier to carry out. 

Flexibility in Strategic Goal Development 

The proqram development process model lays out a sequence 

of activities of which strategic goal development is one part. 

~he model implies that strategic goal development is a one

time-only event. In reality, this is seldom the way it works. 

At the beginning of a program development effort, everyone 

involved may have certain fixed ideas about what the program 

is trying to achieve. As the effort progresses, these ideas 

will invariably change. New information will oecome available, 

unanticipated events will occur, previously unseen limits 

will become apparent. In some instances it may become apparent 

that the basic ideas behind the program are incorrect or 

unworkable: the problem is more intractable than thought, 

the solutions selected cannot be adequately supported, the 

cooperation of some crucial person is suddenly wit~drawn. 

These events may dictate the need to adjust, expand, or drop 

certain strategic goals. It is extremely unwise to begin a 

program development effort with vague or weakly supported 

strategic goals. It is equally unwise to insist on retaining 

goals that are no longer realistic or viable. Once it becomes 

clear that a strategic goal cannot be feasibly achieved or 

pursued, the goal loses itt1 motivational value. The program 
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developer should be prepared to revise the strategic goals 

of the program throughout the process if conditions or cir

cumstances require it. This is not to say.that the strategic 

goals of the program should be perpetually "up for grabs" or 

that the program developer should not try to make the initial 

set of goals as concise as possible. It does mean that the 

developer and ,the other participants in the p~ocess should 

remain flexible and modest about the strategic goals they are 

trying to achieve. 
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APPENDIX: NOMINAL GROUP TECHNIQUE BACKGROUND 

Background 

An important tool covered in the Prog:r:'am Development 

Course as part of the discussion of both priority~setting 

and ';~~trategic go.al development is the Nominal Group Technique. 

The following discussion outlines the major features of this 

technique andindicates how it could be conducted. For further 

information about this technique the following references are 

particularly useful: 

• Delbecq,. A •. L., Van de Ven, A. H., and 

Gustafson, D. Group techniques for 

program planning. Glenview, Illinois: 

Scott, Foresman and Company, 1975. 

• Huber, G. and Delbecq, A. L. Guidelines 

for combining the judgments of individual 

group members in decision conferences. 

Academy of Management Journal, 15, 

June, 1972. 

In reading this discussion, keep in mind that the Nominal 

Group Technique can be applied at several points in the 

program dev~,lopment process--not only at the point where the 

important c<,mponents of the problem are identified. 
I 

Nominal Gro~lP Technique 

The Nothinal Group Technique (NGT) is a struct~~ed group 
1/ 

process wh,ich follows a prescribed sequence of steps <to reach 
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a decision. The NGT is a valuable device for reaching deci-

sions when: 

• 

• 

The decision-making situation involves 

very complex issues or problems, and 

The judgments, opinions, or attitudes 

of several persons must be collected, 

considered and reconciled. 

The NGT has been used in a variety of settings in busi-

ness, industry, education and government to: 

• Identify the most important components 

of a problem 

• Establish priorities and goals for 

organizations 

• Identify and select possible strategies 

to solve problems 

When used properly the NGT can produce high quality 

decisions .as weLl as a high degree of agreement and satisfac

tion among the participants. 

We are devoting space to a discussion of this techniq~e 

because of several virtues thi's approach has over the others 

described in the previous chapter. First and foremost, the 

technique does not require that the person conducting the 

exercise be an expert on the issue in question. Thus,.i t 

is possible for a planner to use the ideas developed in the· 

technique without the need to master the subject beforehand • 

.< . , 
." 

o 

'. 
~o· . 

o 

o 

o 

OJ 

o • 

o 

o • 

o 

III-17 

Second., the technique involve s . a minimum of preparation 

or atte.ntion to administrative details. Unlike a Delphi 

Technique or a survey the entire process can be completed at 

a single meeting within a reasonable amount of time (2-3 hours). 

Unlike a brai~storming session, the process does not require 

the person running the ~rocess to sort and sift the final 

product; the final product is a decision, for better or worse. 

Finally, the technique can be used with persons with 

varying levels of education, verbal ~ki~ls, personal expertise 

or viewpoints. The technique was originally designed to help 

community groups in low-income areas articulate their problems 

and demands in a manner that could be useful to planners and 

policy-makers. The technique works equally well--if managed 

correctly--with persons with a variety of backgrounds and 

even very different political backgrounds. 

As described in this course, the NGT can be used for any 

number of decision-making situations. It can be used to set 

priorities, establish decision-making criteria, select from 

among a set of alternatives or to identify different ways 
" 

of impleme'nting or improving a program or goal. 

The NGT Process. The NGT is carried out in small groups. 

The recommended number of persons to be included in the process 

is from 5 to 9. Research on group processes indicate that 

groups of less than 5 persons often lack the breadth of 

experience and ideas needed to made the process productive. 

However, gro.\:lps of more than about 9 persons often tend to 
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bog down in factional disputes or the amount of record-keeping 

involved in the process. A technique to handle more than 

9 persons will be discussed later in this text. 

Preliminary Preparations. Persons running' an NGT exer .. 

cise should make the following preparations: 

• Each member of the group should be pro

videdwith'writing materials and a free' 

area at which to work. 

• The ,members of the group should be 

!~ arranged so that they face each other 

and can clearly see the flip chart or 

blackboard where their respon$es will be 

recorqed. 

• The room in which the exercise is carried 
, . 

out should be relatively free of outside 

noise or distractions. 
. 

• Each member of the group should be given 

a sheet of paper on which the question 

to be considered is indicated at the top • ' 

The question can also be written at the 

top of the flip chart or blackboard where 

the group's' responses ar,e to be recorded. 

The members of the NGT group focus on a single ,question, 

which has been selected beforehand by the persons running the 

meeting. There are six steps in the process: 
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1. Each memher of the group works silently and 

independently for 5 minutes to generate a list 

of possible responses to the question. 

2. The responses of the group are collected and 

recorded. 

3. The groqp discusses and clarifies each of the 

responses. 

4. A preliminary vote is taken on the responses • . 
5. The prelim~nary vote is discussed and,' if 

necessary, the responses are further clarified. 

6. A final vote is taken. 

Each ~'f these steps will be di scusSed in detail below t. 

When the group has been ~eated the leader of the exerci~e 

should make cf brief openin9 statement which: 

• Explains the speci~ic purpose and objec

tives of the meeting, 

• Briefly describes the steps of the 

process, and 

• Emphasizes the importance of eacp member's 

. full concentration and participation. 

The leader then asks the group to read the question and, 

.if necessary, will claJ;'ify its meaning. 

Step 1. Silent Generation of Responses to the Question. 
I 

After the question has been read
i

/ and clarified the leader 

should instruct the group as follows: 

, 
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• The members of the group will be given 

5 minutes to generate as many responses 

to the question as possible. 

• Each member should work silently and 

independently, listing their respon'ses 

in short sentences or phrases on the' 

worksheet they were given~ 

• The members should not focus on any 

one response too long. T.he purpose of 

the step is to identify as many different 

responses as possible. The responses 

need not be completed worked but to be 

listed. 
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The five-minute limit on the generation o~ \deas serves 

two purposes: it encourages members of the gr~up to think 

and work quickly, and it keeps the number of responses to be 

considered by the group to a manageable size. Persons;may 

object that the limit does not allow enough time for adequate 

reflection on the question. However, research on tpe N9T 

indicates that very little useful input is lost by limiting 

the amount of time for this step. People tend to produce 

their, best ideas during the first few minutes of reflection. 

Ideas generated later tend to be more elaborate or specific 

versions of earlier igeas. These detailed responses can be 

better developed during later steps in the NGT process. 
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The purpose of having each person work silently and 

independently is to eliminate some of the pressure many per

sons feel when asked to "think on their feet" in a group. 

Moreo'ver, when the group consists of persons with different 

positions and backgrounds, this step provides a ~afe and accep

table way for persons 'with less status and self-confidence to 

make t~heir input. This is particularly important when the 

group consists of persons at different levels in the same 

organization. 

The. purpose of telling members to not focus on anyone 

respon;se too long is to avoid the premature elimination of 

potentially useful ideas. The purpose here is to identify 

a broad range of responses. ObViously, many of these "brain

storm" ideas will not hold up under closer scrutiny. At the 

same t:Lme, many innovative and creative ideas have been 

developed out of this type of "free association'" thinking. 

One of the primaty benefits of the NGT is that it can be used 

to develop unconventional responses that might otherwise not 

be considered. 

The role of the leader in this step is to: 

• Keep track of the time~, 

• Enforce the ruJ,e.that persons work 
" , 

independentlyj/ and\'. 
II 

• Encourc.\ge thil~ group to use the time 

. d' ~~, d ff'· . tl perJ.o creatJ. vl~J.y an e J.cJ.en' y. 

. , 
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The leader should answer questions about what a good 

response would be by indicating that there are no "correct" 

responses to the question. The leader should also avoid 

influencing the group by giving examples. Such examples 

often end up being given as responses by gl:OUP members because 

they were "endo:r:sed" by the leader. Finally, the leader 

should set an example by working silently 011 the question 

along with the group. 

Step 2. Recording the Responses. When the time limit 

has elapsed the leader should ask the group to stop writing 

and give the group the following instructions: 

• The,responses will be recorded without 

comment on the flip-chart or blackboard. 

• The responses will be collected one by 

one from each group member in a serial 

fashion. 

I,; • The members should avoid repeating the 

same response - if more than one member 

had the same idea the response should ' 
\\ 

be recorded only once. 

• New responses, stimulated by a response 

given by someone else may be added to 

their list at any time. 

The purpose of recording the responses in front of the 

entil:'e group is to allow all of the members to see what the 

group has produced. This can be a major payoff for the group 
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by itSelf--a sizeable list of optional responses generated in 

a relatiV'ely short time. The purpose of recording the responses 

wi thou't comment is to avoid premature discussions which would 

tend to increase or decrease the perceived value of anyone 

response. A member whose response is criticized by the group 

before all of the others have given their respones may choose 

to "drop out" of the b process or ecome overly defensive about 

his or her other ideas. In effect, the recording of the responses 

shifts the ownership of the responses from the individual 

member to the group as a whole. 

The responses are recorded in a serial fashion. The 
,. 

first member provides the first response on his or her list. 

The leader records the response on the flipchart and then 

asks a second member to provide the first response on his or 

her list. The lei:1der continues to go around the group, solici

ting one response at a time until all responses have been 

collected. The leader should include his or her own responses 

with the other. 

The purpose behind this procedure is to disassociate 

specific responses with specific individuals. This will 

reduce the tendency of some persons to dismiss the ideas of 

others bas€"d on personal feelings or individual status. The 

disassociation of responses with individuals is particularly 

important if the group is to consider the responses objectively 

during the next steps in the process. 

The role of the leader in this step is to record the 

responses of the group members on the flipchart or blackboard. 

b. b , •• til ., 
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The leader should avoid editing the responses and should 

record them as closely to the words" of' the member as possible. 

Overly long statements should be shortened or abbreviated 

if possible. However, the person providing, the response 

should be satisfied with the way the response is expressed. 

The leader should also avoid prejudging responses by 

suggesting that one response is the same as another response 

already listed, or that one response could be subsumed or 

combined with anothf~r. At this stag~ the leader should act 

as little more thana recorder of the group's ideas. 

Each response should be numbered as it is recorded. In 

addition, room should be left along the right hand margin to 

record the votes to be taken by the group in subsequent steps. 

V I 

Step 3. Discussing and Clarifying the Responses. After 

all of the responses have been recorded the leader should 

initiate a discussion of the resJ?;1pnses. The discussion should 
1/ 

focus on one response at a time,!istarting with the first 

r~sponse and proceeding through the entire list. The leader 

should begin the discussion by asking the group, "Does anyone 

have any conunents or questions about this item?"," or "Does, 

everyone understand the ideas, behind this response?" 

The purpose of this discussion is to clarify the intent 

and logic behind each of the responses on the list. The 

person who provided the response is not obliged to explain 

the statement. However, the leader should encourage members 

of the group to ask questions or s~ggest explanations in 

order to clarify the meaning of the response. 
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Conflicts between members may arise at this point. This 

should not be discouraged so long as the disputes bring out 

real issues f..")r facts related to a gi'ven item. However, the 

leader should not permit disputes to become personal feudEi'" 
," 

between two or more members, or allow the discussion to dra,g 

out too long. Once it becomes a,pparent that the issues surround

ing a given response have been fully aired the discussion 

should move on to the next item. 

If the number of items in the list is large, a certain 

amount of editing and collapsing may be permitted. However, 

the leadf9r should be very careful not to allow this process 

to go too far or too fast. The group as a whole should agree 

that the revision is necessary and useful. In particular, 

the person who provided a respo~se should agree that the dhange 

should be made. If the leader slenses that the whole group 

may not see ,the need to collapse or delete an' i tern ;~, t is 

preferable to leave the list as is. The consequences of having 

a member feel li~hat his or her response was deleted arbitrarily 

can be serious, particularly if that person will be expected 

to accept or act on the group's final decision. 

It may be preferable to set a time limit on the discussion 

of anyone item. Although it is desirable to allow the grouf

to pace itself ,in the discussion the natural tendency is for· -

the group to discuss the first responses lower on the list. 

This should be avoided. Important issues may not be given 

adequate attention and some responses may not be completely 

understood by everyone. 
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The role of the leader in 'this step is to facilitate 

discussion, mediate disputes and keep the disc~ssion focused 

on one response at a time. The leader should participate 
r 

in the discussion with the others. However~ the leader should 

be careful to not "steerl~ the group because of his or 1:;ler 

dual role. 

~tep 4. Preliminary Vote. Onc~ every item on the. list 

has been discussed the leader should indicate that aprelimi

nary vote will. be taken. A number of·voting procedures could 

be used in this step. The ranking procE~dure described here is 

merely a suggestion. The purpose of this step is to determine 

the degree of agreement or disagreement. wi thin· the group_ ,b~sed 

on the initial discussion. 

In this pr9cedure the group members are asked to individu-

ally rank the responses according to some priority criterion. 

The criterion might be the importance of. the. responses, the 

relative acceptability, desirabili.ty or pr.acticality of the 

responses, or' some other criterion related to the decision 

the group is to reach. The basis on which the group is:to 

rank the respon$es should be ,explained and clearly understood 

before the vote is taken. 

The first step in the procedure is. to determine how many 

of. the responses should be ranked. The group should not be 

required to rank the entire· list because the intent here is 

to identify relatively intense differences or agreements 

within the group. By asking the group ~embers to select only 

if i 
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the top 6 to 9 responses from a la~ger list the members are 

forced to focus on those responses .about which they have the 

clearest and least ambivalent opinions. 

As a rule of thumb the number of responses to be ranked 

should be about 40 percent of the total number of responses 

on the group's list up to a maximum of 9. For example, if 

the group developed a list of 15 responses the number of 

responses to be ranked should be about 6 •. If the list included 

20,.responses ·the number to be ranked should be about 8. The 

group should not ,be asked to rank more than 9 responses no 

matter how large the number of responses on th I' e l.st. The 

reason for this is that most persons find it difficult to rank 

many more than 9 ~tems at a time in a meaningful way. As the 

number of items to be ranked increases the mid-range items 

become increasingly di~ficult to assess and persons tend to 

make arbitrary decisions. This tends to decrease the value 

and validity of the process for both the person doing the 

ranking and anyone wishing to use or interpret the results. 

When the number of items to be ·ranked has been determined 

the leader should giv~ that' number of 3xs card.$ to each group 

member. Each member of the group should then select the top 

"N" number of responses from the I' l.st and write the numbers 

corresponding to those responses in the upper left hand corner 

of the cards--one number per card. This should be written 

in pencil in order to make it easier for the member to make 

a chC1'.nge~· 

,-- ,/ 
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After all the cards have been assigned a number the 

members should each copy the response statement corresponding 

.to the number on the card. This serves two purposes: it 

forces the member to check the correct correspondence between 

the number and the response, and it "conunits" the member to 

the response he or she selected. 

When the members have completed copying their responses 

on their cards they should each array these cards before 

them, face up. From their array they should then select the 

lowest ranking response and assign that response the lowest 

numeric rank. The rank number should be written in the lower 

right hand"corner .. of the card and underlined bllice. The 

underlining is intended to distinguish the rank number from 

the response number when the card is interpreted. The members 

should then tUrn the card over and select the lowest ranking 

response from those remaining. This process is continued 

until all of the responses have been ranked. 

~--~-----
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readily see how many times each response was ranked and the 

distribution of ranks it was assigned. .(The format for 

tallying the first vote is shown on page 12.) With this method 

it is not necessary to compute an average score or any other 

summary score for the responses. The p~esentation of the 

raw tally is usually sufficient given the relatively small 

number of persons voting and responses to be voted on. 

After the vote has been tallied the leader should take a 

few moments to allow the group, to examine the vote results. 

The leader may wish to make a few notes on the vote relating 

to: 

• Responses on which there appears to be a 

claar agreement (i.e., everyone gave the 

response a high ranking or no ranking at 

all). 

• Responses which received only one or two 

extreme rankings. 

When all of the group members have completed ranking • Responses in wbich the assigned rankings 

their cards they should be passed forward to the leader. The were polarized (Le., some high ranks 

leader should then shuffle the cards to preserve the anonymity 

of the balloting and begin tallying the votes on the sheet 

where the responses are listed. 

rthere are several methods which could be used to tally 

the ballot. The simplest method is to merely write the rank 

numbers assigned to a response in the margin behind the response. 

Thus, if response number 3 was assigned a rank of 1'4" by a 

member a 4 is written after the response. Thus the group can 

~. ',', --""----.. -<.---.-.......--...,..~'" ......... ~." -" .< , . 
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and some low ranks). 

These notes can then form the basis for the discussion which 

follows in the next step. 

The role of the ,leader in this step is to facilitate the 

voting--clarifying or demonstrating the process for the 

members--and to record the vote. The leader should vote along 

with the others. During the tallying the leader may wish to 
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recruit one of the members of the group to assist in reading 

off the votes or recording the vote on the work sheet. 

step 5. Discussion of the Vote. After t:he vote has been 

tallied and the group members have had a chance to examine 

the results the leader should initiate a discussion, again 

aimed at clarifying the responses and the vote itsel'f. The 

discussion should focus on one response at a time, particularly 

those items which the group as a whole select,ed as being among 

the more important. This may also be the time to draw out 

further explanations on specific responses. Individuals should 

not be asked to reveal how they voted or to justify their vote 

to the group. 

The role of the leader, as in the first di.scussion, is 

to facilitate'the discussion, mediate disputes and keep the 

discussion focused on the responses. 

step 6. The Final Vote. The first vote may have indi

cated that the group is already in agreement on the responses. 

In this instance the NGT process can be stopped after the 

first vote. However, in most instances a discussion and a 

second vote are necessary to refine the group's decision. 

As in the first vote, any number of voting procedures could 

be used, including the same procedure outlined for the first 

vote. In this example we will, outline a second technique in 

which numeric weights are assigned to specific responSes. 

For the second vote the group members are again asked 

to each select a certain number of responses from the overall 
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list. These responses can be the same as those selected in 

the first vote or they can be an entirely new set. At this 

point every response should still be considered a potential 

candidate. In his instructions to the group the leadl\~~ should 

emphasize that no one should feel compelled to change their 

vote or, conversely, to adhere to their original vote. 

The members should each pe given a form such as the one 

shown on the following page. In the fi'rst .'.column the group 

should again list the numbers of the response items they 

selected. In the second column they should then write in the 

corresponding response statements opposite the number. Finally, 

the group members should then rate each response on the scale 

from 1 to 10 in which a "1" indicates lesser importance and 

a "10" greater importance. The members may assign the same 

weight to more than one response if they believe two or more 

items are of equal importance. 

When' all ~f the members have completed their voting the 

leader should collect the forms and compute the average and 

total scores for each response as well as the number of pers,lOns 

assigning a rank. After the scores havoe been computed the 

leader should announce the results and indicate what the 

group's decision is. 

At this point, unless, there is a need for further dis

cussion, the leader should indicate that the NGT process is 

completed • 
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NGT for Groups of More Than 9 Persons 

A technique has been developed for handling groups of 

more than 9 persons in the NGT process without distorting the 

results. In this approach the larger group is broken up into 

two or more groups of between 5 to 9 persons. Each group is 

assigned a leader who leads them through the first 4 steps 

in the process (i.e., through the first vote). After the vote 

has been ·taken the groups reconvene' as a whole while the group 

leaders consolidate the individual group responses. 
I 

Consolidating the responses and the votes from two or 

more groups consists of: 
\. 

• Compiling a single master list of all. 

responses from all the groups, 

• Collapsing and combining response items 

where appropriate, 

• Computing overall group scores on the 

items. 

In those instances where the different groups generated 

essentially similar ,resonse items the le~ders may be able 

to combine the two or more into a single item. When this,is 

done the rankings 01';' scores of the groups on the' combined 

responses can also be combined. However, the leaders should 

take care not to eliminate responses or arbitrarily combine 

items not clearly the same in intent. This is often a matter 

of judgment and leaders should tend to err on the side of 

not combining responses if any doubt exists. Any combining 
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or collapsing of responses should be cl~arly explained to the 

group. 

When ali'changes in responses and, the vote 'have been 

explained a leader should faciLitate a general discussion as 

described in Step 5. ' Following the 4iscussion the group then 

carries out a final vote as described in 'Step 6. 

Writing the NGT Question. The most important preliminary 

decision for persons conducting an ~GT,exercise is the selec

tion and drafting of the question the group is to.address. 
. . , , 

The NGT is a relatively powerful'decision,:",making tool. 'Persons 
I' 1 ' 

who participate ina~ NGT exercise very often become highly 
. 

involved in the process and exert a significant level of per-
, I 

sonal effort. BecaUse of this, paX'ticipants ma¥ becom~, highly 

cOJM1i tted t~~ tile results of the process and demand that those 

resul.ts be put to direct and immediate Use. Thus, before 
, . 

p~rsons running ~n NGT ae;k a,group to make this level of effort 

it is importcs\nt that they have a clear view of both what is 

to be a,ccomplished through'the exercise, and ,how the results 

of the exercise will, be used. 

There are four steps in. selecting and drafting the NGT 

question: 

t I, 

1. The, objectives of the NGT meeting should be 

clearly specified. 

2. Examples of the kinds of responses to be 

generated should be drafted. 
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3. Alternative question statements thought 

,to elicit the desired kindS of responses 

should be drafted. 

4. Each of th~ alternative question state

ments should be tested to determine which 

produce the desired kinds of responses. 
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Deciding on the ,objectives of the NGTexercise is the 

most importc:.mt of the four steps. The' NGT is a highly adapt

able, tool. However, there .are certain kinds of decisions 

+for which it is more useful than others. In general, the 

NGT is most u~eful when: 

• Only one decision is to ,be made oy the 

gl:'OUP, 

• The options available to the group are 

relatively open. 

The NGT is most valuable when'only a single decision 

must be reached" Because of the nature of the process it is 

d~fficult for a group to focus on more than one decision at 

, a ti:me. For example, it would be inappropriate to conduct 

an NGT exercise to decide which components' of a. complex problem 

should be addressed in a program and what the strategy to 

address those components should be. Clearly, there are several 

separate decisions to be re,ached here, each of which' would 

require considerable thought and discussion. In this instance 

it would be preferable to conduct several separate NGT meet

ings--the first to decide on the components of the problem to 

~?'.-~--~;71r-··'-·,.:~:~::-::::.~.~..::7'~~":L:n::':"""~·r::.\'t~:'·:~"~'!..;-,~-:,';l::"=~"-·-'!-"'----'='",;";fr",,-=---::-,·r~-·'" tt""t...-".,,;·,-~ -,~ 
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be addressed, and the subsequent meetings t;.o decide on strate-

~ries • 

The NGT is most valuable when the options available to 

'the group are relatively open. A decision which has been 

,reduced to a simple yes-no choice, or one in which the options 

have already. been specified, is not particularly suitable for 

the NGT approach. For example, a decision about which of two 

programs to fund would not be appropriate for an NGT exercise. 

The value of the NGT is that it allows the group to generate 

and consider a range of,options, some of which may not have 

been even recognized beforehand. 

The second step, the drafting Qf the kinds of responses 

desired from the group, is critical in terms of the ultimate 

use of the NGT results. As this stage the persons conducting 
. 

the NGT must consider how the results will be used and thus, 

what kinds of results would be most useful. This does not 

mean that the persons running the NGT should predetermine 

the content of the responses from the group. It means that 

the level of specificity and the scope of the responses 
I' 

should be carefully considered. For example, if a group of 

decision-makers are led through an NG~ exercise to determine 
I: 

what the general strategy of a progJ;'am will be, the persons 

running the NGT might be concerned that the responses selected 

by the group will be too specific. Simil~rly, if the responses \ 

generated by the group are too broad and general the persons 

running the NGT may find that they cannot use the decision in 

a meaningful way. 
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The third step is to draft a set of possible NGT questions 

that are intended to elicit the kinds of responses desired. 

Wherever possible, the question should be a single, relatively 

simple sentence. The longer and more involved the question 

the greater will be the group's difficulty in focusing on the 

issues. A second consideration in drafting the question is 

the background of the persons in the group. If the members 

of the group share a common background it may be possible to 
~ 

use more technical or specialized language. However, if the 

group is made up of persons with different backgrounds or 

with different levels of expertise it is necessary to draft 

the questions in more generic and common language. 

The final step, pre-testing the questions, should 

be carried out in order to determine whether the questions 

will actually generate the kinds of responses desired and 

which of the questions appear to produce the most workable 

responses~ The pre-testing should be carried out with 

persons not involved in the drafting of the questions. 

In addition, persons who might be included in the actual NGT 
• 

exercise sho,uld not be used during the pre-testing stage. 

Who Should Participate in the NGT Exercise? The selection 

of persons to participate in an NGT exercise should be guided 

by the overall objectives of ~he exercise. A major criteria 

for the selection is that the persons have a definite stake 

in the issue being discussed. For example, in program 

, 
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development persons who m~ght be involved in t.he implementation 

of a program, or who are likely to be direQtly affected by the 

program are suitable ·candidates for the group. It is a.lso 

desirable to include persons with diverse backgrounds and areas 

of expert.ise., The makeup of the group will playa large pa~t 

in determining the outcome of the NGT process, and the greater 

the diversity within the group the b:r:oader will be 'the range 

of issues and responses. 

Summary. The NGT is a useful and relatively powerful 

decision-making device. Mlen used properly it can generate 

a high level of agreement and satisfaction among participating 

decision-makers., In addition, the process can produce deci

sions that are both creative and well thought out in a rela

tively' short period of time. 

As a caveat, persons running an NGT exercise should be 

aware of the limitations and potential dangers of the approach. 

We have attempted to identify some of the limitations in this 

discussion. However, the greatest danger in using the tech

nique is that it may raise unrealistic expectations among 

persons participating in the process. Unless the persons 

running the technique have the skill to follow through with 

the decisions made in the group, the counter reaction may be 

very serious. For this reason persons ulsing the technique 

should be very clear on how the results of the technique can 

and will be used and should convey that u.nderstanding to 

the group before the exercise begins. 
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In this chapter we discussed the development of strategic 

goals in. program development. We discussed the purposes of 

strategic goal development, the distinction between goals and 

objectives and the diffe~ent levels of goals in criminal jus~ 

tice planning. We also discussed the importance of the stra

tegic goal statement as the documented end-points of t·he program 

and the various sources that can be used to identify possible 

strategic goals ... -including the probl(;)m model. Finally, we 
• 

identified some of the requirements for good strategic goal 

development: substantive knowledge, specificity, sensitivity 

to political and organizational factors and a flexible attitude 

toward the goals that are developed. The concluding discussion 

of the Nominal Group Technique focused on both the process and 

uses of a valuable decision-making tool, including the inherent 

limitations of the technique itself. 

In the next chapter we begin the process of turning the 

goals of the program into a concrete action strategy. Goal 

development, although not a single event but an on-going pro

cess, represents the last preliminary step in the overall program 

development process. From this point on we will speak more 

about the solutions and less about the problems we are address

ing in the program. However, in these first steps we have laid 

the conceptual foundation for the program. How well that 

foundation has been laid will very largely determine how success

ful we are in all subsequent steps. 

I' 
I 
I ,. 
I 
! 

~ 

. , 



. \, 

l . ~ 

i 

\ 
c,; . 

~ " fiJi 
b } ." 

" " 

" 
,,\ 

)'"J " " 0 
) .... 

.-
Q. c 1, 

i' 

'~ .. ~ 
. " 

p 

)~~ 
~ . 
". ,..I 

Q 

. 
'V' 

,-

~() 

\~ 

" 

/ .' 

~. 

~ , . ,., 

/ 
I 

Chapter IV 
Developing the Logic of Different 

Program Strategies 

TEXT 

The Concept of Programs in Criminal Justice 

IV-l 

Goals, both normative and strategic, are policy state-

ments about what should and can be done about the problems 

identified. Programs are the means by which those goals are 

achieved. Stated simply, pr.ograms are planned responses to 

specific problems for purposes of attaining some desired end. 

Programs are courses of action anchored between problems and 

goals. As such, programs really are change processes because 

they are intended to bring about change--overcome problems 

and achieve goals. 

There are many different kinds of social programs because 

society has many different kinds of problems. But even with 

the vast range of possibilities programs share some common 

characteristics • 

For one, all programs are goal oriented. A program designed 

to attain a goal of increased,citizen participation in crime 

prevention would be quite different from one designed to 

achieve a goal of improved police efficiency, but both are 

aimed at goals. 
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A second characteristic shared by pro)grams, is that they 

build upon ongoing activities. The existing criminal justice 

system is a reality, consisting of a vast array of people, 

organizations, facilities, theories, operations, and budgets. 

Any "new" program is unlikely to be so innovative or so revo-

lutionar~ that it will be implemented independently of activi

ties and resources already in place. 

A third common ·characteristic is that there always are 

optional approaches which can be adopted. Any program can be 

implemented by alternative strategies; there never is just one 

approach for achieving any strategic goal. If a program is 

needed to increase the professional knowle!3ge of corrections 

executives, the alternative strategies might be required uni-

versi'.;;y courses, management training seminars, on-the-job 

t:t::aining, or specialized work assignments in particular areas 

of corrections. Some strategy may be cheapest to, implement, 

or quickest, or easiest', or most likely to be accepted by 

political powers, but there will always be alternatives. 

Another shared program characteristic is that they 

ultimately are someone's best estimates of what will work. 

Programs are developed on, the' basis of reasoned expec;t..ations 

of what will succeed. Some of a program developer!s rea~oning 

is based on cr-iminal justice experience; other, reasoning 

derives from knowledge of criminal justice programs elsewhere, 

the pr.inted literature, and the prevailing political realities. 
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A final characteristic which ought to be shared by criminal 

justice programs is that they represent' a systematic approach 

in this to solving a problem. Programs, as they are defined 

course, are not one-shot responses to'a . 1 ' s1ng e aspect of a 

multi-faceted p:r,oblem. As we note,d in the text of Module I, 

the driving for'ce behind program development is the a,xiom that 

criminal justice problems have complex caus' es and', 
demand inter-

vention strategies which reflect this complexity. 

A, progr'am i,s' the sum of a coordi, na ted set of strategies 
for attacking a defined crimina,1 ju~tice problem. 

different projects and other kinds of activities 
Many 

may be con-
ducted concurrently or sequentially by different agencies in 

different locations, ,but these are all complementary parts 
of the program. 

!!!..e purpose of AI'ternative Strategies 

The fact that alternative program strateg'.J.es are avail-
able for realizing' d . d " a eS1re end has profound implications 

for program development and merits more detailed consideration. 

Most program developers work under pressure, with many 
demands placed upon their time and talents. It is tempting 

and often expedient to plan programs ,solely on what has been 

tried elsewhere, or what is currently in fashion. This type 
of "kne . k" ' 

e Jer pro~ram development characterizes much of what 

is aone but the results are seldom effective. 

Alternative program strategies provide a basis for com- .. 
parison. Because the relative' strengths of different 
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strategies can be assessed, it increases the likelihood that 

:final selection decisions will be based on more complete 

information than if there were no alternatives. It is this 

public examination of options, rather than the pro forma 

approval of a single preselected program strategy, that dis-

4.::.,inguishes recommended from typical practice. 

Information Needs in Program Development 

Information is a basic and continuous need in program 

de~velopment. It is a partidular need at the stage in the pro

cess where the program developer is beginning to think about 

alternative ways of attacking a problem. Although a program 

developer may know a great deal about the problem, and may 

have several ideas about how th~ problem could be approached, 

a brief but careful survey of available knowledge can materially 

imp:rove the quality of the choices he or she must make. Such 

a sE~arch can: 

• 
• 

• 

• 

Suggest approaches not previously considered 

Identify particular problems or limitations 

associated with various approaches 

Identify or clarify the costs or complexities 

of certain approaches 

Provide estimates of success or failure and 

identify approaches that should not be attempted. 

A brief search for information may also stimulate completely 

new ways of thinking about a problem and result in truly 

innovative approaches to its solution. 
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Of course, the search will not relieve the developer of 

the task of working through the logic and details of his or 

her own program. It may, however, guide that work by pointing 

out where others have succeeded and failed, and why. 

Planning the Search 

The volume of information potentially available to a pro

gram developer, and the vast differences in the quality of 

that information, counsels ~he need 'for a' pl'an. to conduct the 

search. This plan should include the following ingredients: 

• A list of the information tQ be gathered, 

i.e., the questions that should be answered 

• A list of information sources 

• A framework for collecting, organizing 

and assessing the information. 

Under this latter point, the developer should provide for an 

assessment of the information as it is gathered. The quality 

of information available in the system varies from the very 

good to the totally useless. The developer should be wary of 

making use of information that may be flawed, inaccurate, or 

technically suspect. For this reason .a brief assessment of 

the materials that are gathered is a prudent step in the plan. 

Identifying Information Needs 

The most obvious place to begin identifying the kinds of 

information needed are the strategic goal statements--the 

statements that specify what the program is intended to accom-

plish. With this information in hand the developer can begin 

formulating questions to be researched. 
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• Has anyone ever tried to address this problem 

before? Few problems in criminal justice are 

so unique that someone, somewhere has not taken 

a hand to resolve them. So the answer to this 

question will usually be "yes" and the real 

question is, who are they and where are they 

located? 

• 
» 

What have previo~programs or projeots tried to 

accomplish? The developer is looking for examples 

of efforts that had goals similar to the immediate 

program. However, this may not always be obvious 

at first glance. As a 'general rule similar1ty of 

goals may be less important than that the effort 

dealt with a similar problem. 

• How did these other efforts try to reach their 

goal? The deve,l~oper is looking for details: 

specific activities, schedules, timing of activi

ties,' organizational arrangements. In some cases 

who was involved in the effort--specific agencies 

or individuals--may shed light on how the program 

was structured. 

• How much did it cost? Costs of programs can be 

deceptive, particularly if the scale of the effort 

was smaller or larger than the one envi\)oned. 

Other factors such as when it was done, j~l!d where C:l 

may also distort cost figures. Nevertheless, in 

the absence of other information these cost 
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figures can provide some, gross estimates of how 

economical an approach may be. 

• How long did it tclke? Some approaches can produce 

results very quickly. Others may require several 

years before any e~'timate of impact can be made. 

These facts can be ,integrated into the planning 

of the program. 

• What problenis were e~ltered? Negative experi-

• 

ences are often more valuable than successes. 

The developer should look for recurrent problems 

or problems that seem to be endemic in the approach. 

Idiosyncratic problems (personalities; chance 

accidents) are less useful. It is also valuable 

to look for particularly good solutions to pro

blems, if they exist. 

What was accom:elished? Succ~ss may not be! mea

sured only in terms of meeting objectives or 

goals. Also look for partial successes. If one 

component of the program or project worked well, 

despite the general failure of the overall effort, 

the experience may be valuable. However', if a 

certain approach shows a consisntently high 

failure rate it should be eliminated from con

sideration. 
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Asse~sing Information 

Not all of the information in the possession of the pro

gram developer will be of equal quality or use. Consequently, 

the developer should be prepared to quickly sift out that 

information that is most valuable, and set the rest aside. 

For this the developer needs a fnamework into which informa

tion can be fitted, and a process to screen out unneeded or 

inaccurate information. 

The framework will be provided by the different alterna-

tives as they are identified. It is expected that as the search 

proceeds certain alternatives will become apparent. It is 

also expected that the search will run parallel with the 

development of the various strategy logics--the topic of the,\\' 

next section of this module. 'The congruence between these 

two processes will become more apparent in the section to 

follow. For the moment it is necessary only to point out 

that need for specific kinds of information will evolve as the 

strategies themselves evolve. In the beginning the need will 

be broad' and relatively undi,fferentiated--the developer is 

looking for broad options rather than. details. As the number 

of opt.ions narrows the ne\~d will ber more clearly defined and 

more detailed. Finally, ~lS ,the elements of each strategy 

become apparent the informia.tion needs will focus more and 

more on specific topics. I,Thus r the developmen'c process itself 

should provide the f:;;amewo:rk into which information can be 

fitted. 
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Assessing the quali.ty and usefulness of the information 

should be an ongoing part of the search effort. The criteria 

for aSI~essing the information will depend on its nature and 

source. Quantitative data, drawn from research and evaluation 

reports, computer-based data systems or other technical sources, 

should be evaluated for technica.~ and conceptual adequacy; 

the crit~ria is laid out in the discussion in Chapter II. 

To review briefly, technical adequacy refers to the suitability 

of the methodology used in collecting and analyzing data. 

Conceptual adequacy refers to how well the information presented 

describes and explains the findings of the analysi,s. 

Qualitative-information, drawn from individuals in a less 

structured or formalized manner must be assessed with slightly 

different criteria. Among t~e sources tha~ nall in this cate-

gory are: 

• The advice or reflection of persons who 

have worked on programs or projects 

• The attitudes of criminal justice practitioners 

• The recommendations of experts 

For example, in' the course of an information search the 

developer may contact the director of a project that represents 

an approach to the problem in which the developer is interested. 

How can the developer make the best use of this information 

source? There are several possible techniques. 

• The developer should have a fixed set of 

questions to be asked. The best guarantee 

. ~ , 

, 



.," 

? I 

IV-IO 

that the in:f;,?rJnation provded wil.,l,'Jp~ useful is 

that the deveioper knows whae lie.'l1.eeds before 

he contacts the source. The' 11st of questions 

outlined earlier in this discussion is a good 

plap~ to start formulating questions to be. asked 
,,~ :.:: "11 

to prospective sources. 

• The developer should focus on facts rather than 

opiilions. Broa'dly worded' questions such as, 
I 

"How successful was your project?" leaves too' 

much room'for subjective opinion. 
, 

Whenever a 

person provides anundi£:ferentiated'opin~on about 

a topip the developer should press for cOhcret~ 

evidence or examples that support the opinion. 

• The developer should depersonalize 'the ,discussion. 

Persons who have invested time and effort into 

'a. program or project' are likely to. have. strong 

opinions about the undertaking. These opinions 

may bias the responses given--the source may be 

overly positiv~ or overly negative. about the 

effort. Wherever possible, the developer should 

. steer around topics where the l?ource' s ego may be 

directly involved. Rather, the developer should 

inquire about topics whe~e the source is know~ 

, ledgeab~e but is able to make an objective 

appraisal. If this is not always possible ~he 
'll 

developer should maximize ·the use of factual 

information or focus on specific incidents or 

events. 
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• The developer should rely on multiple Sources. 
. . 

Whenever possible the developer should contact 

several persons when investigating a particular 

program or proje,ct. When doing this the developer 

should not reveal what o·thers have said and 
;. 

should be careful to ask comparable or identical 

questions to all sources. 

• The developer should focus on common' rather than 

unique incidents. Programs and projects often 

succeed or fail because of completely random or 

idiosyncratIc events. The developer should 

focus .attention on factors or problems which are 

similar to those found in the developer's own 

situation. 
. " 

If a project succeeded only because 

.of the personality of the project director the 

. develop'er cannQt assume a similar project would 

succeed in his or'her own j~risdiction with a 

<;iifferent director ~ 

When ~ssessing qualitative information the essential 
, I' 

e.ri terion is that based on fapts wherever possible. 

. Alternatively, wl.len information is strictly a matter of opirdon 

it should be clearly identified as such and thus given an 

appropri~te level of importance. 
)1 
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Organizing the Search 

Information will be needed throughout the entire program 

development process; not only at the stage where alternative 

strategies are being considered and developed. Moreover, 

the volume of information may be quite substantial and in 

some cases quite technical in nature. Unless the developer 

has a considerable amount of time to devote to the collection 

and assessment of information, it is strongly advised that 

a permanent team of people be organized to carry out the 

process. Indeed, a team approach to program development 

is a useful idea for all phases of the process. 

Under ideal circumstances the development team should 

consist of representatives Of several disciplines and interests. 
. 

It should include persons with planning, analytic and sUbstantive 

expertise. It should also include representatives of operating 
, 

agencies that would be directly affected by the program. 

Finally, whenever possible, the team should include decision 

makers both in and outside the planning agency. 

There are numerous advantages to a team such as this. 

First, the team approach allows the program developer to 

reduce the amount of time devoted to collecting the informa

tion. A team with a membership reflecting a variety of back-
.) 

grounds has the added advantage of being able to assess 

the information more objectively and efficiently. The 

developer need not rel~{ on only his or her own experience 

and knowledge, but can tap the multiple perspectives and 
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skills of the team. This can be particularly valuable when 

the information relates to highly technical or specialized . 

matters. 

Second, this approach simplifies the process of communicating 

information to decision makers and other interested persons. 
I 

The program developer must maintain open channels of communica.-

tion with the persons who will make the final decisions and 

those who will be most directly affected by the program. A 

team approach provides communications channels to these 

persons through the team membership. 

Third, a team made up of several interests can bridge 

the gap between the planning agency and the affected op~rati.ng , 

agencies. It reduces the tendency on the part of operating 

agency practitioners to dismiss planning agency activities 
" , 

as being more bureaucratic papershuffling., The direct partici-

pation of operating agency people on the team can reass~re 

others that the final product will be realistic to their needs 

and interests. In a real sense, having varied interests on 

the team will be a guarantee that this will, in fact, 'be 

accomplished. 

In the' case of decision makers, the pres~nce of one or 

more of their number of the development team will reduce the 

possibility that plans and recommendations will be ignored 

or overruled. Moreover, it will reduce or eliminate the per

sistent problem of decision makers being asked to decide on 

issues without adequate:1.y understanding the subject they are 

deciding • 
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,Finally, a team approach can create advocates for the 

program outside the planning agency. Having persons in the 
, 

system who understand and agree with the thrust of the program 

can help overcome resistence and difficulties throughout the 

development process and the subsequent implementation phase. 

Thus, from the standpoint of both technical efficiency 

and political practicality, the team approach can be an ' 

extremely valuable device for the program developer. 

peveloping the Program Rationale 

The culmination of the many activities that go into 

selecting a strategy--th~ creative thinking, the consultation 

with other criminal just~ce professionals, the review of 

documents describing other programs, the integration of dis

parate information-~is called a strategy rationale. A strategy 

rationale lays out ,the basic logic of the strategy, depicts 

the essential causal linkages implicit in the logic, based 

on the empirical evidence supporting the causal linkages~ 

The strategy rationale ultimately becomes part of the decision 

package reviewed by decision-makers when they are asked to 

decide on the one or more strategies to pursue further. 

Any given program c~n be viewed as a statement of logic. 

The logic is expressed in the form of a causal argument,that 

links the program ,to the strategic goal, and'ultimately, to 

the normative goal~ The,-,nature of the argument is: If X, 

then Y; if this happens, then that will result; if twice the 

current number of police cars patrol the streets between 8 
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and 12 p.m., then the number of bu.rglaries will decrease. 

The strategy rationale is the document which artiCUlates this' 

type of logic. It describes the logic of the strategy believed 

capable of bringj.ng about change and it provides the supporting 

arguments and reasoning for the strategy. 

The strategy rationale is the product of a complex creative 

process which surfaces alternative strategies, ensures they 

are considered as possible courses of action, eliminates the 

st.rategies that will not be effective, and brings the remaining 

viable strategies to the attention of decision-makers. The 

strategy rationale "fits" into this process at the point where 

decision-makers review the supporting evidence for the alter

native strategies and select the most suitable one(s) for 

further development. Exactly where this ~oint will vary from 

place to place. But wherever this point occurs, the strategy 

rationale performs the same basic functions: (1) to help 

select out at an early stage those strategies deemed unworthy 

to pursu~ any further and (2) to identify those strategies 

which merit the investment of additional resources to plan 

and develop more completely. 

The steps of this creative process have no well~defined 

starting and ending points. It is an iterative process with 

continuous recycling of ideas to new inputs and refinement 

of plans to accommodate unexpected obstacles. While it is 

not feasible to cover the detailed dynamiCS, of the process 

here, we will outline the following lnajor steps: 
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• ident .. ify potential ~tX'ategies 

• identify the 199ica1 assumptions behind each 

strategy 

• 
• 

test the reasonablenes·s of these assumptions 

prepare the final strategy ra~ionale. 

Identifying Potential Strategies 

The beginning point of program development is an 

agreed-upon problem and the strategic goal. Thus, the first 

step is to identify the alternative strategi~s that might 

be used to a~tain the goal, and then layout the logic of 

t The purpose of this step is to each in an abstrac way. 

identify as many different approaches that appear to lead 

, bl The concern here is n'ot with to the same goal as POSSl. e. . 

details about specific agencies, personalities, or political 

, h surfacl.' ng a variety of possible climate, but rather Wl.t 

strategies to consider. 

A strategy represents a general approach to the attainment 

of a strategl.c goa • , 1 For example a problem such as.commercial 

robbery can be attacked through a strategy of "deterrence"-

the courts can make robbery so potentially costly to criminals 

that they will be reluctant 00 c9mmit the crime. 'The same 

problem can a'lso be addressed through "target hardening." 

be redesig'ned so as to make it Commercial establishments can 

more difficult for a robber to succeed, e.g., putting armed 

guards in stores, erecting barriers between the proprietor' 
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IV-l7 
and cus'tomers, inst.a:lling alarm systems. Finally, the problem 

" 

can be addressed by removing or affecting the causes of the 

problem. For example, unemployed youths who commit robberies 

can be found employment or Some 'other diversion, their families 

can be counseled or provided with additional assistance. Each 
of these approaches represent a different strategy for reaching 

the goal of reducing oommercial robbery. 

Potential strategies can be identified through the infor-

mation search described earlier. They can also emerge out 

of a close examination of the Problem Statement. The relation

ships identified in the assessment of the problem statement 

provide valuable clues' to possible strategies. For example, 

if the Problem Statement suggests that a presumed cause of 

crimes against the elderly is the fact that they are often 

isolated from others who might come to their aid, one possible 

strategy might be to increase the social contacts of elderly 

persons. Thus, the ~elationships identified in the Problem 

Statement are a valuable source of ideas concerning potential 
strategies. 

" 

A,second source of ideas is the program developer or the 

program development team. Many of the most creative ideas 

for solving problems come out of ".brainstroming" sessions in 

which ideas are bounced around and new and sometimes outrageous 

suggestions ar,'e proposed. In some instances the "germ" of a 

general strategy will be suggested in a specific example. 

For example, when thinking about ways of reducing crimes against 
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the elderly the idea Qt hiring lo:al youths to escort elderly 

persons 'when they shop may be suggested. This i$ clearly 

too specific to be a "strategy" although it may eventually 

become a possible way o~ implementing a strategy. However, 

it contains the germ of a strategy-.... the idea of providing 

elderly persons with additional soc.ial contacts as a preven- . 

tive strategy for crime. Thus, by using specific examples 

and extracting the essential or general approach they reflect, 

the program developer can derive strategies which can be pro

posed to meet ·strategic goals. 

Testing the Logic of Strategies 

The value of a strategy may not always be apparent to the 

program developer when it is 'first proposed. There is a 

natural tendency to "leap" at an idea because it makes sense 

at an intuitive level. For· example, .it makes sense that if 

police are writing poor reports, and thus making it more 

,difficult ·for prosecutors to convict suspected criminals, 
, . 

to propose. ,a strategy of additional training for police officers 

on report writing. Similarly, a logical response to the problem 

of overcrowding in prisons is to'build more prisons. However, 

before a strategy is adopted it is probably worthwhile to 

examine the logic of the strategy in a mQre concise manner. 

That is, before working out the details of the strategy the 

program developer should attempt to determine whether the 

strategy can work and what assumptions mus.t be met for the 

strategy to work. 
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A strategy is based on a set of assumptions: about how 

'peopl~ behave, about how o~ganizations operate and about the 

factors and relationships that create certain conditions and 

events. These assumptions may be explicit or implicit. They 

may be based on hard evidence or someone's preconceived notions. 

In some instances they may be based on a person's ideological 

beliefs (e.g., crime is a product of economic conditions) 

or on personal experiences. In general, it is very dangerous 

to allow these assumptions to go unexamined. A sweeping 

assumption may ignore important facts which contradict the rule 

or may ignore the factors which may limit the generality of 

the assumption. In short" before proposing a 'strategy, the 

program developer should identify and test the assumptions 

that lie within the strategy. 

Let us examine a strategy and describe how the assumptions 

it makes can· be identified and tested. The strategy is a 

common one for many types of crime problems--increasing the 

severity of the penalty for a particular crime. The basic 

logic behindthj;s strategy is: if the penalt.y for a crime 

is severe enough criminals· will be less likely. '1:.0 commit that 

crime. What assumpi:ions lie behind this strategy? One basic 

assumption is that criminals perform a rational, calculation 

of risks before they decide to commit a crime. Is this a 

reasonable assumption? For.certain types of crimes this may 

be reasonable. Crimes involving a degree of premeditation 

probably would be affected by such a strategy .• However, crimes 

that a·re committed in a heat of' pa:\ssion or b}'! persons with 
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impulsive or reckless personalities are less likely to be 

aftected. Thus we have identi~ied one important limiting 

factor in the logic ot the strategy. Are there any others? 

The strategy assumes that criminals are aware of the penalties 

involved fn'.different kinds ot crimes. Is this a reasonable 

assumption. Again, the assumption is problemati.c. Some 

criminals, but not all, will take the trouble to learn what 

the risks of committing a crime are, but there are doubtlessly" 

who would be totally unaffected by a change in many persons 

criminal penalties simply because they a're unaware of the· 

change~ Thus, we have identified a second limiting factor-~ 

the degree to which the change in criminal penalties is pub

licized among persons likely to commit.the crime. 

There are numerous other assumptions we could fdentify 

in this strategy. The strategy assumes that criminals weigh 

the risks of committing a crime in terms of possible penalties 

as opposed to the more immediate risk ,of being caught by the 

police. It assumes that the courts will actually impose the 

penalties .and that juries will convict criminals knowing that 

the penalty is so severe. It also assumes that enough criminals 

will be affected by the change to make a noticeable difference 

in the crime rate. All of these assumptions must be met if 

the strategy is to be effective. 

For the program developer the testing of these assumptions 

should'be the first step in weed.i,.ng out illogical or ineffec

tive strategies. For those strategies that are developed 
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further, this testing of the strateg'ies' logic is an important 

step in identifying the critical elements of the program. By 

identifying the assumptions that mu,st be fulfilled in order 

for the strategy to work the program Qeveloper also identifies 

the basic requirements of the strategy. For example, if a 

change in the penal',,}, for a certain crime is propos,ed, the 

program developer now knows that the change must be well adver-

tised, that judge~ and juries must be convinced to impose the 

penalties and that the penalty itself must be credible. 

Preparing the Strategy Rationale 

Once the logic of the stra.tegy has been tested the next 

step is to prepare a strategy rationale. The rationale is 

a graphic representation of the logic of the strategy and 

should incorporate the assumptions that lie behind the strategy. 

For example f the rationale for the strategy of providing a 

more severe penalty for a crime might look like this. 

• Criminals commit crime because of lack of severe 
penalty 

• Severe penalty is imposed (Strategy) 

• Potential criminals know about penalty 

• Potential criminals weigh potential risk of committing 

• 

crime 

Potential criminals perceive risk posed by penalty 
as being more severe than is accpptable to them. 
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• Potential criminals do not commit crime 

• Number of crimes decreases (Strategic Goal) 

The rationale lays out in logical sequence the assumed 

steps or links through whicll the strategy is intended to reach 

the strategic goal. By examining each assumption and eat'Jh 

linkage with a critical eye, and by drawing on common sense, 

past experience or empirical evidence, the program developer 
I 

can make a rational assessment of the logic of the stra~egy. 

Note that this assessment does not include a consideration 

of how easy it would be to implem~nt the strategy, how much 

it might cost, or other "practical" considerations. These 

decisions can come later. At this stage we are concerned 

primarily with the essential logic of the strategy--not whether 

the strategy could be implemented, but whether it makes sense 

to even try. 

Summary 

In thi~ chapter we began the long process of developing 

and refining strategies toaddress the problem, building on 

our understanding of the problem that we developed earlier. 

We examined in a broader context the nature of p.rograms in 

criminal justice and the need for developing alternative 

strategies to address problems. We discussed the need for 
, 

information in program development, how to look for informa-

tion; what to look for and how to assess it when we obtain it • 

In particular we emphasized the usefulness of a team approach 
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to collecting information and to program development in 

general. Finally we discussed the development and the assess

ment of the program rationale. In this context we discussed 

the creative nature of strategy development, but emphasized 

the need for a critical t~sting of the logic and assumptions 

in a strategy. 

In the next chapter we discuss the next: step in develop-

ing a program--translating an abstract strategy into a set 

of specific actions. We have turned another corner in the 

process. We have focused attention on the second major source 

of program success or failure; 'the identification and selection 

of a strategy that is appropriate to our ~nderstanding of 

the problem. What remains to us is assuring that the strategy 

can and will be implemented as we intend. 
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APPENDIX: SOURCES OF INFORMATION 

Over the last ten years the volume of information in 

criminal justice has increased significantly. Information 

on a bro~d variety of topics is now avail~ble through 

• Evaluation reports 

• Research literature 

• Model or "exemplary" program plans and. 

other'proscriptive literature 

• Standards promulgated by federal, state, 

local and professional standard-setting 

bodies. 

In addition, human resources ha,ve become more readily 

available in the form of subject matter experts, management 

and systems analysts and technical assistance vendors. 

Finally, the planning system itself provides access to a cadre 

of experienced planners and analysts working in planning bmd 

operating agencies. 

Despite the availability of this wealth of information 

much, and perhaps most, program planning is carried out as if 

each problem was completely new and unique. Part of the 

reason for this may be that program developers ~re unaware • 
of the resources available to them. A second barrier may be 

the l,ack of time and money devoted to developing rather than 
o ~:"--\I" 

impleinenting program acti\.l,~ies. A third barrier may be an 
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uncertainty about how to use the resources; where they are 

located, what to look for, how to use the information at hand. 

In the discussion to follow we will briefly examine each source 

and provide 'some broad suggestions on the best way to use it. 

Research and evaluation reports. A particularly under

utilized sourc'e of information is the growing body of literature 

in research and evaluation. For the program developer, this 

information can provide relevant indications of not only what 

has been done in,any given field, but how successful these 

past efforts have been. The evaluation literature should pro

vide answers to virtually every question on the developer's 

l"ist. 

• Who has tried to address a problem? a~d where? 

• What have they tried to accomplish? 

• Internal activities~-schedules, timin~-
, 

organization, participation~ costs and 

duration 

• Problems and issues 

• Rates of success 

The'research literature can provide many of the same details 
\~ .- -! . , 

as well as indications of alternative theories or hypotheses 

about the problem in question. For example, research on the 

relationship between environmental factors (e.g., building 

design, landscaping) on the incidence of school vandaiism 

might suggest an entirely new approach to that problem. 

Similarly, review of the research on the general theory of 
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deterrence might proviCte addi tional ins~ghts into a variety .. 

of crime-related problems. 

There are several sources of research and evaluation 

literature available to the program dev~loper: 

• 

• 

The National Criminal Justicu Ref~:i:'ence Service 

provides servic~s'at no cost to persons wishing 

to survey a par.ticular literature. The Seryice 

maintain~ a computeri~ed search system ,which,} 

can produce a comprehensive bibliography, with 

a brief summary on each source on a variety of 

specific. topics. In additionLthe pervice will 
'.1 ·lo.an copies of origin~l l'ilatel~)als on request ,or 

• v 

provide microfiche copies that can be kept. The 

~ddress and telephone ~~er of the Service is 

listed in the appendix. 

The Natiorial Institute of Justice. supports and', 

publishes eVqluation and research e,ffortf? on a 

variety of t,opics each year., Although these 

documen~s often deal with national level efforts 

and problems the 'quality of the materials is often 

superior to that produced for individual, small

scale programs and project.s. This information 

can be obtained directly from LEAA or the u.s. 

Government Printing Office. In addition NIT 

also publishes and updates a, directory of criminal· 

justice information sources, a directory of 
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.criminal· justice associations, and directory 

of newsletters published in criminal Justice. 

• 9ther federal agencies can also provide access 

to basic research and eva'iuation information •. 

Virtually every agency, 'both in and outside 

the' criminal justi,ce area,' maintain public infor

mation or clearinghouse services. Among the 

more relevant sources are: 

,', 

- The National Institute for Juvenile 

Justice and pelinquency Prevention; 
'i. , 1 

.... The National Institute of Corrections 

~ The Federal Bureau of Prisons 
. 

... The National Institute of Drug Abuse 

• . State Planning Ag;enc.i.es normally maintain fiies 

of evaluation reports conducted in or for the 

agency. They are also likely to maintain copies 

of redent publications, journals and major eval-

uation stUdies. 

• TARC's (Technical Assistance and Research Centers) 

provide both humal~ and written resqur.ces for 
., 

planners, analysts, evaluators and progra~ 

developers. 

• Professional associations and public interest 
. . 

,organizati~ns produce a considerable volume of 

research and evaluations related topics •. Organ

izations such as the American Bar Association, 

the Police. F.O undat ion , the International 
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Association of Chiefs of Police, National Asso

, t Attorneys, American Correcciation of DistrJ.c 

, NatJ.'onal Council on Crime tional AssociatJ.on, 

d numerous others conduct basic and Delinquency an 

research and evaluation on all areas of criminal 

justice. 

Colleges and,universities, particularly those. 

criminology or criminal justice with departments' of 

maJ.'ntaJ.'n libraries of literature are likely to 

on all phases of the system. 

The amount of information available from these sources on 

wJ.'ll vary, as will the quality and value. any given topic 

broad-based literature search--i.e., not relying However, a 

on only one or two major sources~-J.s more + e , l'k ly to identify 

that Will be of the greatest value. those sources, ' . 

Model programs,. The increased availability' of basic 

research and evaluation findings, an4 the 'inc~eased use of 

opportunities employing new and innovative action programs ,as 

development of several model or prescripmethods has led to the 

NIJ ;~!or example, through its Exemplary tive program designs. , ~J _, 

program, has made a conscious effort to document Project 

S uccessful methods or strategies. examples of particularly 

Each report contains: 

• 
• 
• 

The history of the project/program 

How the project/program works 

Organiz~tion and administration 
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and equipment 
e Costs'and budget 

• EffectivE;!ness 

• A guide to replicating the effort elsewhere 

LEAA also conducts evaluations and research on alternative 

program models aiming at the development of generic approaches 

to major problems. LEAA has published numerous monographs , 

and prescriptive packages which provide models and assessments' 

of alternative strategies. 

Similar efforts have been undertaken by professional 

associations,' and in some instances; by individual planning 
agencies. 

Standards. An additional source of informatioh and 

guidance on alternative strategies can be found in the stan

dards promulgated by various organizations and authorities in 

criminal justice. Since, 1970 virtually every aspect of criminal 

justice has been examined by one standard-setting body or 

another. The National Advisory Commission on Criminal 

Justice Standards and Goals developed system-wide standards 

in 1973. A similar effort was undertaken by the American Bar 

Association. In addition, virtually every major professional 

association in criminal justice has developed a set of standarqs 

for its members. Finally, since 1973 large numbers of state, 

local and regional planning agencies have developed standards 

and goals to guide funding and other policy decisions. 

The standards adopted by these groups and organizations 
'" 

can provide program developers with a useful guide to the 
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best thinking on the way criminal justice agencies should 

operate. In this way they can also guide the developer in 

the kinds of strategies that might be undertaken. 

Human resources. The literature will be the primary 

source of information for most program development efforts. 

However, the literature should be supplemented by a careful 

use of the numerous human resources available to the developer. 

This approach may be particularly'useful when the developer 

has a relatively short time to identify and s~lect a program 

strategy. The developer should consider the following human 

resources in the~search: 

• Subject .. matter experts - As criminal justice 

planning has grown it has been paralleled by a 

similar growth in outside consultants and 

specialized experts. These experts may be readily 

contacted through universities, private consult

ing firms, non-profit research organizations 

and professional associations. In some instances 

expert consultants may be retained under standing 

technical assistance contracts with LEAA or other 

organizations supported by LEAA. Such experts 

are usually knowledgeable in a variety of fields 

and may be able to reduce the amount of time 

needed for the literature search. The primary 

drawback to the use of consul tant.s other than 

those already retained under a technical assis

tance contract is that they are expensive to 
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utilize for anyle~9th of time. In addition, as 

in all other fields the quality of the services 

provided by outside consultants may vary greatly 

among firms and individuals. 

• Planning agency personnel - A source of informa

tion that is seldom used to its fulle'st potential 

is the experience and expertise of people in 

other planning agencies. In addition to having a 

working knowledge of the system they have the 

advantage of being able to understand the needs 

of the program developer on the basis of their. 

• 

own experience in planning. Moreover, they may 

have had the experience of developing efforts 

dealing with the same or similar problem areas 

and can thus provide 4irect advice on various 

al ternati ves., 

Operating agency personnel~ A final source of 

information on alternative strategies may come 

from persons in agencies affected by the problem. 

These may include persons who would be directly 

involved in the program or persons in agencies 

that have attempted to resolve the problem. 

Not only can such persons provide insights on 

alternative strategies but the simple process 

of inquiring with them may reduce barriers to 

the program when it is implemented. 
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Chapter V 
Planning the Details of Program 
Strategies 

TEXT 

V-I 

t ' of this, text we $uggested In the introductory sec ~on 

these reasons why programs fail; 

• Because 'the problem was not understood, 

• Because the strategies were inappropriate, 

• Because the strategies were not carried out 

as planned. 

modul·es we focused on the first two factors. We In previous 

should now feel confident that we understand the problem and 

that the strategies we have selected are appropriate to address 

the problem. The remaining factor to consider :i:s: how do we 

assure that the strategies are carried out as intended? At 

d to tackle the practical problems this stage we are now rea y 

o'f designing the details of the program. In effect m~ph of 

the "head-wor... ... k " ';nvolved 4n conceptualizing the problem, 

identifying t e ... h most ';mp·ortant components of the problem, 

, goals and developing strate'gies, comes developing strateg~c 

. t the road." Unless down to this step where "the rubber mee s 

we can translate ... the ';deas into> concrete activities the program 

matter how pure our analyses and logic. will flounder no 
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Defining the Level ot Detail 

A basic issue at this sta~1e is, how much detail should 

the program developer provide? Is it necessary to design 

every component of the program;' What details should be left 

to the pe,rsons who will implement the program? How much can 

the program developer anticipate in his or her plans? 

The answer to bhis question, unfortunately, is "it depends." 

It depends, firs~ of alIi on thIs level of confidence the pro

gram developer has in the stratE~gies he has developed. If the 

strategies are inherently "foolproof" it may not be necessary 

to plan any further. However, if there are question:s about 

tihe strategy, about how well it will work or how easy it will 

be to implement, the program developer may feel compelled to 

spell out the details. 

The level of detail also depends on the level of 'confidence 

the program developer has in the persons who will carry out 

the program--assuming that the program developer knows who 

those persons are. Finally, it depends on where the program 

developer is in relation to the level where the program will 

operate. If the program develope,r is at a state level >and the 

program will be implemented by loc:::al neighborhood group,s or 

police departments, the program delvel(,per may not be abJLe to 

supply any additional details becClluse of the sheer distc:lnce 

between planner and the realities of the local program lsi te • 

As a rule of thumb, the program developer should avoid providing 

more detail than is relevant to the persons who will actually 

carry out the program • 

, 
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On the other side of the coin is' the caveat: "Whatever 

isn't nailed down now is prol?ably going to corne apart later 

on." Even at the sta·te level there will be some details which 

must be considered and specified beforehand. These details 

should be inserted--not because the program planner considers 

the people at the local level incompetent--but because ,the 

. 'h' of the program strategy may not be as logic and relat10ns 1pS 

obvious or compelling to local authorities as it is to the 

d 1 In short, the program developer should program eve opere 

provide enough relevant det·ail to insure that ·the program 

will work as it is' intended, taking into consideration the 

skills, capabilities and experienc~.of the people who will 

run the program and the number of "unknowns" in the specific 

strategies and interventions being implemented. 

A second set of conditions which may influence how much 

detail the program developer should provide, relates to' the 

demands of persons who must approve the program. The decision-

makers may require no more than an outline of the strategies 

to be implemented. However, they may require a detailed plan 

showing who will do what, when and for how much. Indeed, the 

decision-maers may k st1'll 'be skeptical that the strategies 

can be implemented at all, and may ~Elquire concrete evidence 

that the strategies are feasible. 

For purposes of this discu.ssion we will assume that the 

program developer is obligated to plan the details of the 

d t cons,1' derable ·level of detail. We also assume program own 0 a 
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tha.t those details are relev:antto the persons who will. imple,... 

ment the program and that the program develope~ can make some 

useful and realistic ju~g.ments about local conditions where 

the program is to operate. We now turn to a discussion of what 

those details might include. 

The Details of the Progr~ 

A program is made up of a set of related and complementary 

projects or activities which we call program elements. We use 

this ter.m to emphasize an important point--a program does not 

necessarily consist of new initiatives requiring additional 

money or resources. A program is a set of activities which 

are guided by a common normative goal and organized to meet a 

set of strategic goals. It is entirely possible for a program 

to not 'contain a single "new" project· in the sense that term 

is normally used. For, example, a program might consist of a 

new piece of legislation, the reorganization of an existing 

agency or the reallocation of resources to emphasize an exist

ing function within an agency. ~ program could also consist 

of rewriting a procedures manual or setting up new standards 

of perfor.mance. None af thes~ "elements" of a program would 

be normally considered a project in the sense of a new agency, 

new function, or new money being spent. 

An element is a relativelY'discrete entity. It is intended 

to implement a particular strategy. It may operate independently 

or in conjunction with. other elements to carry out the strategy. 
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It may consist of a si~gle activity or several chosely related 

activities. It may be a continuous effort or it may be carried 

out only once. The elements are the building-blocks out of 

which the program is formed. 

An element is made up of sets of activities. T~ese activi

ties require people and resources and produce results which, 

in turn, contribute to the accomplishment of the strategic 

goal. We describe these details of the element in the termi-

no logy of what :i.s called the Method of Rationales (or MOR). 

The MOR depicts an element as a logical sequence in which 

inputs (people and resources) lead to the activities which 

lead to the results. The diagram on the following page depicts 

this relationship. The task of 'the program developer at this 

stage is to identify the inputs, activities a~d results for 

each element in the program, and to detennine whether the results 

Will in fact lead to the accomplishment of the strategic goal, 

called in MOR terminology the elements' ~~. 

Organizing the Details of the Program 

Having identified details of the element, the program 

developer's next task is to organize those details into a 

coherent whole and in many cases, adjust or rearrange the 

details of the elements to improve the "fit.1I There are 

several considerations which must go into this next,set of 

tasks: 

• Accounting for possible conflicts within'the 

elements, 
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• Accounting ~or possible conflicts between the 

element and the rest of the CJ system, 

• Deter.mining when the different activities will 

be carried out, in what order, and for how long, 

• Developing reasonable objectives for the element, 

and 

• Estimating the cost and possible sources of 

support for the element. 

Internal and external conflicts. 'I'he first two steps in 

this process are intended to uncover potential pr~blems in 

the desig~ of an element; possible internal conflicts, and 

potf.3ntial conflicts with the rest of the Criminal Justice sys

tem. These steps are necessary because a failure to recognize 

these problems early ....... before the program is up and runnin.g-

can result in serious delays and even the failure of the pro.-

gram. If these problems are identified early this step ff 

be taken to remedy them or at least ~~duce the amount of impact 

they might otherwise have on the program •. 

The problem of conflicts within an element is all too 

common to be ignored. Very oft1n planners have failed to 
,,'; 

notice that they have overcommitted the persons who will run 

the program or have developed a set of activities which tend 

to run counter to each other. A classic example.of th~ latter 

J?roblem is the program in which police office'rs were placed 

into schools to keep order, break uP' fights, confiscate weapo~s 
"II, 

and drugs while at the'same time improve the image of the police 

among the students. Very quickly after the ,program started 
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the police officers discovered it was almost impossible to 

play both of these roles at once. Students resented the 

p~esence of the police and even those who were sympathetic 

to the goal of improving order in the schools were outrag.ed 

when the police confiscated knives and marij.uana from students I 

lockers. Under these ci~cumstances it was almost impossible 

for the police to appear as "good guys" and present a positive 

image. Most officers ten~ed to adopt one role or the other, 

thus defeating the goals of the program. The purpose of this 

first step is to examine each element so as to detect these 

possible conflicts before they are· implemented. 

A similar problem Calll arise when the program developer 

fails to take into account how an element might affect other 

parts of the Criminal Justice system or how the system might 

affect the element. For example, providing training for police 

officers or correctional guards means pulling people from 

their normal jobs. Unless the program developer can find a 

way to replace those personnel or find some means of providing 

training w:i thout,}l1terrupting the normal work of· the agency, 

that element wi1). probably fail. 
I· 

Similarly, the standing policies and procedures of a 

criminal justice agency may seriously affect the ability of 

tn~ agency to cooperate with the program. For example, several 

years ago a major city tried to establish a juvenile diversion 

program. The planners had assumed that the logical place 
\>,,- ...... to locate the pros:~am was in the police department, applY~n.g 

the theory that diversion should be instituted before the 
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juvenile has "penetrated" very ;ear into the criminal justice 

" system. However, after several months of planning the program 

developers were informed that the police were forbidden to 

. make an independent disposition of juvenile cases under a 

recently enacted law. Consequently, tne planners had wasted 

several months of effort and were forced to rethink the entire 

program plan. 

The example cited above points out-the danger of not 

considering possiblejconflicts within a program.element or 

between an element and the rest of the system. Had the program 

developers taken even a few hours to examine such questions 

as possible internal inconsistencies or possible legal barriers 

the program could have been saved considerable expense apd 

embarrassment. ., 

Scheduling and networking the program element. One of 

the knottiest problems fori a program developer is to take an 

abstract strategy and translate it into a sensible sequence 

of events. Merely knowing what should be done is not enQugh; 

those activities must also be'anchored in time and orchestrated 

in such a way that they produce the desired r.esults. The prob

lem is analogous to setting up an assemblr line in a factory. 

The program developer must be sure that part A arrives at 

point E in time to be installed in part C. Of course, a criminal 

justice program with dozens of persons working on many separate 

tasks is many times more complicated than a factory assembly 

line. No one complains if a crate of parts sits on a loading 
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dock for t~enty minutes while the workers take a coffee break. 

But if a rape victim must sit twenty minutes waiting for a 

counselor to arrive at the police station the whole purpose of 

the program may be defeated~ 

The pr9gram developer must develop three types of detail 

" about the activ.ities of each element: 

• The order or sequence of the activities, 

• The length or duration of the activites, and 

• The dates or times when the activity must begin 

or be completed. 

In addition, the program developer must then arrange each 

activity into a schedule or network to insure that the activi

ties can'be carried out within a reasonable time, or more 

commonly, within the time limits established by decision-makers. 

The order or sequence of activities within an element is 

largely a matter of logic. Some activities are dependent 

on others. Some activities can be carried out at almost any 

'time. Some activities must be carried out simultaneously with 

others. Some will be conducted intermittently over a long 

period. The program developer may be forced to try several 

different arrangements before a sensible sequence can be dis

covered. In general, there is seldom "one-right-way" to order 

events in an element. 

·The length or duration of activities can be determined 

through experience. It is usually very difficult to estimate 

beforehand how long it will take to carry out a particular 
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activity. The pr~gram developer must consider who will ,be 

carrying out the activity, the munber of persons invplved and 

the relative newness o,f the activity to those per$ons. I;n 

general, wost ~ersons requ~re a breaking-in period before 

they become proficient at any task, particularly a task with 

which they are unfamiliar. All of these factors, plus the 

inevitable delays caused by unanticipated events; should be 

considered by the program developer in estimating how long 

it will take to carry but an activity. 

The final detail in this area to be considered is the 

time or date when various activities must be commenced and/or 

completed. In some instances these times or dates will have 

been established by others arbitrarily or because of overriding , , 

poli tical or policy considerations. For example, a pr,ogr~ 

with a great deal of public visibility may have to show positive 
, ' 

resul ts very early or face serious public or political oppo- . 
. ' .,' 

sition. Fixed da,tes such as legislative ~chedules, elections, 

funding cycles or fiscal years also create scheduling problems. 

Converting the above details into a useful schedule and 

into a plan that can be communicated to others-"pal::'ticularly 

decision-make~s--requires consi~erable skill. Decision-makers 

may be overwhelmed by a mass of details about e?ch of ,the 

activities within an element. However, program managers may, 

require this level of detail when they begin to operate the 

program. Graphic presentations such as a Gannt chart can be 

used to simplify the information for the decision-makers. 
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A Inore,co~plex tool such as PERT (Program Evaluation ana 

,Review Technique) or CPM (Critical Path ,Method) are useful 

for ,both planning and presenting detailed scbed1.1ling infor ... 

mation to managers. * The'se latt " th d ' er me 0, s al'e particularly 

useful to be program developer when 'trying to answer such 

questions,as: 

• How long will the program take? 

,. Can we meet our projected completion date? 

• If there is a del~y in one activity, will the 

,.entire progr~m be delayed, alld if so, b:r how much? 

~. "What is the most economical way to speed up a 

program?' 

, . ,~owe'Ver', :these tecbniques are less valuable in piannil1g on-
, , 

,going' proce~ses isuch as an offenderco~seling . program,: . ' 

'.~~e.~e .,the 's~me'acti vi ties. are carried 'out over a~d over again. 

'.,,~ERT ~~d"Cl?Maie most, vaiuabl~' in depicting the ~tar~-UPPhase 
,'o,fprograms .o~ elements' when d,iscr~te actiyities with definite 

',begi~nirigs .'~nd ends (~. g., h!rin'g staff" buying equipment, 
. " 

,p~epar'ing manuali;) are involved. 

, PERT and CPM ~re not difficult to master. Basic knowledge 

of simple.arithmet:i:.c is ~ll thai; is needed to put them to use. 

,But better than'simply reading about them'is to work through 

• Agooc;1 standard reference on PERT and CP.M is: 
. , " 

Horowitz, J. , Critical path scheduling: Management 
control through CPM and PERT. New York: The Ronald 
Press, 1967. 
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the process for oneself wj.,th the a;i.d of a standard reference, 

such as the one cited 'on the bottom of page 11. 

Developing objectives. The objectiv~s of a program 

element are the immediate accomplishments the element is intended 

to reach to carry out the strategy and thus, contribute to the 

strategic goal. As discussed in an earlier section of the 

text, objectives are distin,guished from goals in that they 

should be: 

• Time bound, ~nd 

• Observable (measureable). 

The purpose of objectives in a program are twofold: they 

provide an immediate poirit of reference toward which the per

sons running the program or an element should aim, and they 

provide a benchmark for evaluators and decision-makers against 

which program p~rformance can be measured. 
I 

The objectives of a program element can be developed 
! 

in several wa.ys--some good, and others less desirable from 

a professional s·tandpoint. One of the least desirable ways 

of developing objec~~ves is to pick a level of performance 
: ) 

that "sounds.good." Many program plans are filled with objec

tives which have no basis in reality but which are included 

to convince decision-makers to approve the plan. Objectives 

should be more than words on pelper. They should not be con-
, 

sidered only as something to mleet a bureaucratic fetish for 

precision., Objectives should reflect a realistic appraisal 

of what actually will happen when the program gets underway. 
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Nothin, g is as damaging to a program, than a' consistent failure 

t~ meet objectives. ,It undermines confidence in the value of 

'a program and, ultimately, in the competence of the program 

developer and the planning profeSSion ,as a whole. 

In some instances objectives are not developed but are 

imposed on,the developer by the nature of the problem and the 

tacit commitment to affect the problem significantl~. 

to show up to testify, one way or another the program must 

find the means to bring all or a significant portion of that 

number into court. In this instance the objective is pre~set 

and ,the program element must be designed to meet that perfor

mance specification. Under other cirqumstances the objectives 

will be shaped by the limitat1'ons of th e program element design. 
Given a fixed level of resources, or t t ' h a s ra egy W1t a limited 

area of effectiveness,. the program developer may be constrained 

in terms qf the level of performance he can promise. In this' 

instance the obj~ctives emerge out of the development of the 

element p~sed on a realistic estimate of what can be accom

plished. 

The point of this discussion is that the program developer 

should not rely on intuition or use objectives as political 

tools. As a professional, the program developer should 

develop objectives which reflect realistic esti~ates of what 

can be accomplished given the design of the program's elements. 

While it is true that unanticipated events may defeat the 

objectives, this does relieve the progra~ developer of t.he 
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obligation to make the be$t estimate possible, based on the 

information at his or her disposql. 

Developing cost estimates and sources of support. The 

remaining detail to be developed is, how much will all this 

cost? For a decision-maker probably no other single piece 

of information is as important as the bottom line cost figure. 

This is particularly true in. these days of budget cutbacks 

and Proposition 13 sentiment.s. It is of course possible to 

argue that if a problem is l,mportant enough, cost should be 

no object. From a long-term perspective this may be realistic 

approach--problems not addressed adequately today may well 

end up costing much more to tackle tomorrow. However, most 

-decision-makers do not think in these terms, except on rare 

occasions, and it would take consideraple skill to convince 

more than a small minority of administrators, managers and 

public officials to adopt this perspective. Consequently, 

it is the program developer's job to demonstrate that the 

money, time and effbrt needed to implement a program is worth 

it in terms of relatively immediate payoffs. 

Before discussing cost further, it may be worthwhile to 

underscore a point made earlier in this discussion. A program 

does not necessarily have to involve the creation of entirely 

new or elaborate initiatives, agencies or interventions. 

Indeed, because these "new things II tend to be the least pre

dictable and most problematical aspects of a program, the 

program developer may be wise to minimize the number of new 
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projects or'elements, and focus first on using existing agencies, 

or reorganizing existing functions and resources. In this 

way the pro/gram developer can avoid the uncertainty involved 

in starting up entirely new organizations from "scratch," and . 
at the same time save the considerable expense entailed in 

such new endeavors. 

Of course, it should be recognized that no program can 

entirely escape imposing new costs on the system. Retraining 

or reorganizing staff in an existing agency entails costs: 

the cost of supporting substitutes while a regular staffer 

goes through training, the cost of meetings'to develop new 

procedures and forms, and the often hidden cost caused by the 

temporary loss of efficiency during the breaking-in period of 

a program. Thus, even when the program develoepr adopts a 

strategy of using existing agencies and resources, there will 

be costs involved. 

mize 

The process outlined in this course is designed to mini

(but not eliminate) the uncertainty involved in develop-

ing cost estimates. Earlier, at the step where the inputs, 

activities and results of the program were developed, the 

program developer identified the major cost factors involved 

in conducting the progra~m. The input factors identified in 

that step represent the individual budget item~ for the program 

elements. As the details of the element are developed additional 

inputs may be added: to accommodate activities necessary to 

resolve internal or e~ternal conflicts, to accommodate the 
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schedule ~o~ carrying out the element, and to support the level 

of performance required to meet the objectives. 
.. 

Once the program developer has developed this level of 

detail he or she h~s virtually all of the information needed 

to develop a realistic ~ud9@,t or cost estimate. The program 

developer knows': 

• What inputs he or she will need to acquire 

, (from the MOR) 

8 When and how long those inputs will be required 

(from the network or schedule), and 

• How much or how many of each resources will be 

needed (to meet the objectives). 

The remaining piece of information needed is the cost figure 

for each of the inputs. For this information the program 

developer can tu,rn to budgeting experts, to persons' in agencies 

with practical experience on costs, or to his or her own 
;I , 

experience with other programs or projects. Cost inf6rmation /1~\ 
Ii 

of the kind needed to produce a budget estimate ShO~~d not 

be difficult to find, although it may require time a~d persis-
'-;-;, 

tence. II if 

Presenting the' ~~';-'i~ram budget to decision-makers fO;' 

approval is a minor art unto itself. A major error many 

planners and progr~ developers make is simply presenting a 

traditional line-item budget in which costs of a similar 

nature are Itunped together (e.g., personnel, material, travel, 

etc.). The reaction of many decision~makers to such a budget 
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is that the sta1;f hqsinclud'ed "h;i.dden" expenses in the budget. 

Under these circ,umstances ,the decision-maker may be sorely 

tempted to simply say, "You're spending toq much on travel-

(with images of program staff flying fi~st c~ass to somel 

conference) ...... cut that down by $20,000." 

A more effective form of presentation is to break program 

costs down by element so that decision-makers can more readily 

know where the money is to be spent. This approach has the 

additional advantage of perml.'ttl.'ng the d 1 program eve oper to 

specify the benefits (results) of each element in relation 

to the amount of money being requested. It also reassures 

the decision-maker that the cost estimates are legitimate 

and can be justified in terms of the req.uirements of the 

element and the program. There d " are angers l.n thl.s approach, 

however. A decision-mak~r may focus on Olle element of the 

program and, losing sight of its importance to a strategy, 

attempt to bargain the program developer down on specific 

cost items. Under these circumstances the program developer's 

best response is to fall back on the detailed planning work 

that went into the design of the element., Using this knowledge 

the program developer s~ould be able to justify the cost 

figures. 

Non-traditional sources of fundin2' The gradual with

drawal of Federal funding from the criminal .j'usticefield has 

.. forced many planning and operational agencies to consider 

alternative ways of funding and supporting program initiatives. 

For the program developer this situation presents both a 
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challenge and an oJ?J?ortunit:y to E!.ltpand the range 'of potential 

sources of support. A variety of non~traditional sources of 

support are described below. You are encouraged to e,xplore 

some or all of these options in your own (/jurisdiction. 

, 
't 
II 
;,i 

, " 

• Federal program~) other than LEAA~related-

Individual elements of a program may fall 

within the range of interest of Federal 

agencies other than LEAA. This is true of 

programs with elements relating to housing, 
. 

education, community devel~pment, mental 

health, drug abuse or,employment~ Ahan4y 

sou,rce of information on the' availability 

. and I;'equiz:ements of ~hese programs' is the:: 

• Cata:logue of'Federal arid Domestic Assistance. 

• 

Washington, D.C., Governl1.len,t pri~ting Office, 

. (published annually). If attempting to 

develop funds from these sources would be 
~ " . ' 

considered "poaching" on another agency's 
.', ,~~~ 

territory, this inight.,b~ a good basIs to' 

develop ties with other agencies with 

related interests. 

Private Businesses and Foundations--Each year 

considerable sums 'of mon~y are distributed by 

private businesses and foundations for projects 

that improve community conditions or ame~~ies. 
"..J' '. 

In theory, there is no reason wllY criminal 
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justice-related projects could not be included 

in this cat!=!gory. Local businesses may also 

be induced to donate "in~kind " contributions 

to projects,operating in their communities. 

Major corporations,ha'v~ al'so "donated" experienced 
\ . 

management personnel to"'~tate and local govern-

ments as part ... tiine consultants.on programs and 

projects. 

• Local Churches,. Civic and Social Organizations-'" 

Programs with elements relating to community 

, education, 'or civic imporvement can benefit, from 

the extensi.y.e,work done by local volunteer groups. . ". ~ 
~ 

Thes~ ',groups cap. p:t~vide mari.powerfo~ surveys, 
r , . 

contr:i:bute office space for ,neighborhood level 

activitie's and can 'provide a valuable" lia~son 

servic¢ between the'program and local'residents. 

• LOcal Colleges, Universities and High Schools-

A'recent trend ,in education is to, in\Tblve stl.idents' 
e1 

in volunteer' work in 'the cornrnuni,ty as part of 

a "ha:nds~on" educational experience. Local 

programs may find a valuable source of manpower 

in the schools by incorporating students into ' 

the plans of anelernent • Because these students 

may be receiving academic credit ~?r such work, 

they may tend to be more reliable than .other 
i' .' 

volunteer-tYJ?e'groups. College and university 

faculty may also be" used as volunteer consultants 

. for local projects or elements. 
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Chapter VI 
Preparing for Program Implementation 

and Evaluation 

TEXT 

The design and approval ot the details of the program is 

a major step in the program development process. However, the 
, , 

p~ogram developer's job does not end here. Many well-designed 

and thoroughly planned programs have failed, or have been 

unable to reach their full potential because inadequate atten

tion was given to the next critical steps: integrating the 

different elements of the program, identifying the key events 
, 

in the plan and assuring that the program is implemented as 

it is designed. In this concluding module we ~i+l discuss 

variops ways in which the program developer can help to trans

late the plan into a set of unified, concrete actions and 

." 1.,11 'ft . t . assure that the program will rema1n on-tr~Q~a er 1 1S 

underway,. In addition, we will discuss -how the program developer 

can integrate the implementation of the program plan with 

the evaluation and moni,toring proces~l. In this latter dis

cussion we will focus on four major topics: 

• "Communica1;ing the plan to program implementors 

• Developin~J special conditions, performance, 

standards and ,limi,tations for implementors 

• Selecting appropriate implementors 
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• preparing' for program monitoring., evaluation, 

management and technical assistance. 

Program and Project-Level Implementation 

Before discussing the major topics listed above it may 

be useful to reemphasize a primary conceptual distinction we 

have made throughout the course",:,,,,,the distinction between 

program- and project-level planning. Program development 

necessarily involves a consideration of what happens at the 

project level or at the level of the individual activity 

within a project. However, this interest on the project level 

should be guided by an overall perspective of what all the 

projects and all the activities are intended to accomplish as 

a whole. While the developer must be concerned with assuring 

that the individual elements of the program work as they 

should, at the same time the developer must be constantly 

aware of how the performance of Project A,will affect the per

formance of Project B, and how the collective performance in 

all projects and activities work together to reach the program's 

goals. Thus, i~ Project A does not provide the right kind of 

job t~aining to the juveniles referred to it by Project B, 

and Project C was set up to F:~~e. those juveniles in certain 
'-'"'-' 

dedicated job slots, the problem is not just that of Project A. 

The failure of that one project or perhaps one crucial aspect 

of its design can potentially place the whole program in 

jeopardy. 
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The program developer is the per$on in the best position 

to anticipateprobl~s such as these. The developer must 

maintain a dual perspective on the program and its f!lements. 

The developer must consider 

• How to assume cooperation and coordination 

between the prt)gram elements, and 

• How to assure that each element produces the 

result& needed to meet its own internal 

objectives'. 

Obviously, tnere is a limit to the amount of pre-implementation 

planning that can be carried out by the program developer. 
. 

The developer must allow ih~~vidual project managers enough 
" 

flexibility and freedom to do their job. Hc)wever, the 

developer can set guidelines, suggest procedures, and help 

smooth the implementor's path through a jud.icious use of the 

knowledge and skills that have been acquireld through the 

development phase. In all'of these matters the "rule of 

thumb" should,be that the program developer has an obligation 

to do all that can be done to maintain the integrity of the 

program as a whole within the limits of his or her authority. 

Integrating th€ Elements of th~ Program 

It very often happens that a program is designed by 

groups of persons organized into different task forces or 

committees-~particularly when the program contai~s several 

dj,fferent strategies, or affects several areas of the criminal 

justice system. The major drawback to this approach is that 
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the different groups will tend to work ihdependently and not 

take adequate consideration of h.ow their one part of the 

progra~ may affect or 'be affected by the other parts. Even 

w1;len the program is designed by a si.ngle group or person, 

the developer(s) may tend, to ignore potential cross-impacts 

among the elements. Consequently, in this. course we advise 

the program developer to examine these cross-impacts as a way 

of integrating the elements. into a coherent whole. 

Earlier, in discussing the development of the progra~~~ 

elements we JIla,de a point 0:1; cons:j.deripg possible internal , 

impacts within an element, and possible conflicts or cross-
" 

impacts between an element and the rest of the CJ system. 

Now we will repeat this process, but this time focus on the 

different elements themselves. In this assessment we are 

looking for the following: , 

• Potential conflicts among the different 

activities,results or outcomes; 

• Areas where two or more elements should 

be coordinated because they:tend to feed 

into one another; 

• Areas where two or more elements could 

share their resources or responsibility 

or otherwise assist each other; 

• Areas where two or more elements should 

communicate with each other or schedule 

their activities together. 

. , 
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.The products of. this step could include the revision of 

speci:eic activities within an elelllent, the creati6no:e coor

dinating, ,mechanisms or joint"'man~gement groups to help inte

grate the activities of dif.terent elements,' a partiei!' collaps

ing of activities or eVen entire 'elements to avoid duplica~ 

tion of effort, or the creation of special agreements or pro ... 

cedures to layout responsibilities and enhance communication 

among persons working on different elements. Through this 

step the program developer can assure that the program will, 

in fact, be a se't of 'complementary' activities rather than 

just a set of discrete elements under a';~Common program label. 

Identifying Key Events 

, It is very easy f,or' a progJ;:'am de,velop~r to lose sig~,t. of, 

the programmatic purpose after a program hFts been designed 

down toarelati veIl" low 'level of det,ail.It is very tempting 

to become ennie,shed in the minutia o'fthe pJ;:'og,ram, particularly 

when the program-invoives,multiple'strat~gies and numerous 

elements" However~ once the details of thepro9ram have been 

developed f the programdeveloper'should make a,",oonscious 

effort to step back and view the program as a whole. The, 

process w;e sugge~~t for this step is what we call "key evept" 
, 

analysis. In this step the program developer will attempt 

to identify these elements, activi'ties or relationships which 

are particularly critical to the succe'ssful implementation 

of the program. 
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In theory ~ almost any part of a program could be a "key 

event." In addition, it may not always be possi~leto identify 

,all o:ethe key events ,in a program before the progt-am gets 

underway. A large, complex pr9gram simply involves too many 

potential interactions, events and activities for the program 

developer to worry over them all. -However, there are some 

events which are opviously and logically more important than 

others. This discussion will attempt tc:> provide some guide .... 

lines for identifying them •. 

• One set of key e:vents are.important because they 

'assure the. integration of the different program 

elements. Elements or activities designed to 

head off potential conf.licts, cOqrdinate activities 

betweer1elein~nts or agericies or provide overall, 

'supervisi9nof the l?r~gram are, by their nature, 

" a~ost always '''key'' to the success of the program. 

• A second 'set of key'events are important because 

they provide integration within an element. 

Those events, developed to avoid potential con

,flicts or coordinate activities within an element, 

are also,important because they' playa major role 

'in assuring the ,successful implementation of that 

element. 

• A-third set of key events are those element~ 

or activities designed to accommodate potential 

conflicts between ~he program and the rest of the 
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CJ system. These events are important because 

they provide the link,oetween the system as it 

exists now, and the program. Given the potential 

for conflict and cross impact, these activities 

or events are critical to the success of the 

program. 

A final set of events are "key" because they 

implement or attempt t.O ,guarantee the assumptions 

the program developer made about why the strategy 

should work. For example, if the logic of a 

stra.tegy assumes' that neighporhood residents 
, 

Will accept'and understand certain educational 

materials they are to be given to help them 

reduce their ~isk of becoming a crime victim, 
, 

any and all activities or elements desi,gned to 

enhance the acceptability and understanding of 

, t " Obviously, the material become "key evens. 

if a st~ategy rests on' an as,sumpti~n tbat is 

met in the program implementation, 'success of 

the program is greatly reduced. 

not 

Using Key Events. The Of identifying key events purpo~,~ 

is twofold .in nature. First, key events serve as guides to 

implementors about' those aspects of the program i or their 

. h the program developer considers part of the program, wh1c 

critical to the success of the program. Thus, from the 

. h can help in the management .. implementors I perspective t ey 

of the program by indicating where the implementor should 

focus his or her attention. 
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The second function ser~edby the key events is to help 

evaluators and monitors to identify where in the program they 

should be devoting most of their effort. By the same logic 

which guides the implementor, key events are the critical 

points which hold the program together and make it work. More 

will be said about the use of key events in subsequent parts 

of this chapter. 

Communicating with Implementors 

The model upon which this course is based anticipates 

that a given program may consis.t of a variety of elements. 

Some of these elements may involve direct action by persons 
J 

in the planning agency, i.e., drafting or proposing legisla-

tion, providing assistance to operating agencies on changes 

in their internal procedures, or preparing materials for 

distribution to the public. Other elements may involve purely 

internal, no-cost changes in existing agencies, i.e., ~odifying 

report forms, reassigning personnel or orienting employees 

to the program. However, some elements will involve the 

establishment of entirely 'new activities requiring direct 

financial support from the planning agency or other sources. 

These are the type of activities which are most readily asso

ciated with new programs. And, because they entail the greatest 

amount of uncertainty and risk, these activities should 'receive 

the greatest amount of attention by the program developer. 

If the program developer has been able 'to follow the 

suggestion of working closely with the persons and agencies 
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that are to implement these new ~ctivities in the design of 

the program plan, the communication "gap" between the developer 

and the implementor should be relat;i.vely narrow. If, however, 

the plan was designed with only min~um participation by the 

implementors, the developer has the burden to clearly conununi ... ; 

cate the intent and structure of the program plan. 

There are several standard vehicles for communicating with 

potential implementors. They include; 

• 
• 
• 

• 

• 

The URequest for Proposal" (RFP); 

The Program Announcements; 

The Program Description published in annual 

plans prepared by the planning agency; 

The General Announcem.ents published in 

periodicals, journals a?d newsletters; 
" 

The Bidde!." s conference.';~-a formal presentation 

to prospective bidders on the program; 

• The Decision Package developed for policy-

makers ,put often useful in conununicating the 

overall inteltlt of the program; 

• Policy or Procedural Directives ... -internal 

documents which inform administrators and 

• 

line staff of changes in the wayan agency 

operates or the standards it must meet; 

Legisla'tion"'-perhaps the most effective, 

and certainly the most authoritative way of 

establishing the 'scope and intent of a program. 
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These vehicles may be directed to the criminal justice system 

as, a whole, to persons or agencies on a standard mailing list, 

or to selected person$ or agencies with a particular interest 

in the program. How wide or how narrow the distribution 

should be will depend on the purposes to be achieved by the 

distribution. These purposes are relatively fixed: 

• To publicize the existence of tbe program to 

relevant persons in the field 

• To attract a range of infor.med candidates for 

program participation from which to choose 

• To cOJmnunicate what would be expected of a 

participant, and why 

• To permit interested candidates to make an 

appropriate response to the announcement 

• '1'0 inform persons in authority of what the 

program is and what they are expected to do. 

"Is 

the 

Content. The information in the announcement or RFP 

should enable the potential implementor to answer the question, 

this an effort my agency should undertake?" To do this 

implemento;, should be provided with a clf.~ar description 

of: 

• The Problem Analysis--What is kno~m about the 

problem? What is suspected? How does the 

planning agency view the problem? What assump

tions hav'e the planners, analysts and progra'm 

developers made and why is.a program being 

developed to deal with'the problem? 
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• ~gram Goals~ .... What is tJ,:l.e program t;rying to 

accomplish, not just i.n irespect to the one part 

Qf the program of imme-:I,iate inte~est to the 

potential implementor, 'but the c'Verall goals of 

• 

• 

the program. 

Objectives~ ....... The 

what his or her 

.-;:~:::::::~::-=""--;:::~~ ~ 

potr£i:";C impl~~rtor should know 

agehcy is expecte~to accomplish 
--'\\ 

as well as the objectives of other a~encies or 

persons with which he or she may have to cooperate. 

Activities-... The potential implementor should know 

how the obj ec::ti ves are to be achieved. This 

includes both the content of the activities and 

the schedule that should be followed. 

.':Si tes ... -The potential implementor should know 

where the work is to be done. 

• Eligibility Requirements--This information might 

include the kinds of agencie~ that are eligible 

to bid as well as the necessary qualifications 

of the 'staff or the agency itself. 

• Funding Levels--This may be the critical factor 

.for many otherwise qualified agencies or persons. 

Without this information the agency may be unable 

to assess its ability to meet the other require-

ments. 

The style of the announcement should be clear and 'i 

unambiguous. If technical or specialized terms are used th~¥' 
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should be detined. It certain aspects of the program or pro

ject are ,not clearly or completely developed this should be 

made explicit. The content, format and style of the announce

ment should be' such that the potential bidder knows (or can 

find out) exactly what the program developer wants and expects 

in the response •. 

Special case: The Pilot Program. In the case of pilot 

programs or experimental projects, in which the detail.s of 

the program nave not been completely worked out, the potential 

implementor may 'be requested to provide the details about how 

he or she would approach a particular problem. The RFP or 

announcement ma-y not provide all of the information suggested 

above or may only provide partial information on certain topics. 

Thus, the developer is requesting that bidders or potential 

implementors in effect design the project themselves. This 

may be a useful approach when the developer is seeking fresh 

ideas to be tested through the program. 

I' 
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~veloping Special Conditions, Performance Standards and 

~imi ta tion 15. 

The abil~ty of th~ program developer and the planning 

agency to assure that the program plan is carried out as 

intended depends ,heavily on the special conditions, perfor-
/' ~ 

mance standards and other limitations built into the original 

design. As a practical matter no funding agency can dictate 

to an autonomous operating agency and no plan can be so detailed 

that certain alterations cannot be (and should not be) allowed. 
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Nevertheless, betore a p.rogram is turned over to an implemen

tor it is reasonable to' specify certain expectations that should 

be, met by the implementor as a condition of participation 

and funding. 

General Perfor.mance Standards. These requirements cover 

such topics as hiring, allowable costs, reporting requirements, 

record-keeping, and facilities. The states and certain local 

planning units may impose add~tional requirements on grantees 

relating to tpose or other subjects. These provisions are 

usually standard and should not I?ose any seriou's constraint 

011 recipients. 

Special Conditions and Performance Standards. The.program 

developer may wish t9 insert certain additional conditions 

or standargs designed to assure the proper operation of the 

program. These additional requirements may be negotiated with 

the implementors or they may be a fixed condition of funding. 

If this is necessary these special cond~tions Qr standards 

should be specified when the program 'is announced so that 

potential implementors may consiner them before deciding 'to 

bid. 

Examples of special conditions or performance standards 

might be: 

t I 

• That the implementor agrees to not deviate from 

the overall objec~ives of the program or project. 

For example, if the project is intended to pro

vide crisis counseling to crime victims the 
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project should not be allowed to expend funds 

on ma~ital counseling or job placement services. 

• That the ·implementor agrees to provide services 

to a minimum number of cl.ients. If a project 

is funded to provide job-training services to 

400 newly-released offenders in a year the project 

should not be allowed to reduce the number or to 

"pad" their clientele with persons in other 

,categories. Such a requirement might be particu

larly necessary it other projects must coordinate 

their activities with the project in question 

(i.e., j.ob placement projects serving employer-

clients with fixed manpower needs. 

• That the implementor agrees to meet certain 

schedules or milestones. In a complex program 

whe,re the activities of several projects must 

be coordinated and ph.ased-in over time, the failure 

of one project to meet a milestone may affect 

several activities. 

• That the implementor agrees to employ persons 

with certain minimum training or qualifications. 

If psychiatric services are needed in a prison 

program it may be permissible to SUbstitute a 

psychologist or even a Bocial worker. However, 

the sqQstitution of an untrained counselor with 

a B.A. in Sociology may defeat the purpose of the 

project. 
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• That the implementor agrees to keep certain kinds 

of data and records for monitoring/evaluation. 

• That the implementor agrees to certain limits on 

expenditures. If funds are limited it may be 

necessary to impose certain funding limits in 

order to support all of the needed activities. 

The establishInent of special conditions and performance 

standards, to repeat the general rule, should be limited to 

those aspects of a project or activity that are critical to 

the overall program~ The developer can identify these criti

ca,l aspects in the plan from the key events. If a key event 

in the strategy rationale requi~es that certain assumptions 

must be met for that element to work, the program developer 

should establish a special condition or performance standard 

in that area. The developer can use the key event analysis 

to identify where a special requirement should be imposed, 

and justify that requirement on the basis of the overall 

program logic and design. 

Resolving Inconsistendies 

It is unlikely that the implementors selected to partici

pate in the program will propose a detailed plan exactly as 

it was originally designed. After implementors h~ve been 
(~<- . 

selected the program developer· should begiria proce~,s of 

negotiation to resolve inconsis,ten,?~es between the plan as 

designed and the program as proposed. The develop~rshould 

resist chang~s in the plan which might jeopardize its overall 
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integrity or purpose. However, the developer may be forced 

to revise the final plan in order to accommodate limitations 

among the participants or unanticipated problems. If an 

agency must retrain its personnel in order to carry out its 

objectives the developer may be forced to delay the start-up 

of the proljram. If the developer has developed a detailed 

schedule in the earlier stages of the process these changes 

and their implications cart be more readily made and accommodated. 

Post-Selection Planning: Monitoring, Evaluation and Technical 

Assistance 

The final post-se'lection act,ivity for the program developer 

is the preparation for evaluation, management and technical 

assistance. There are limits to the amount of pre-implementation 

planning the program developer can carry out without running 

afoul of the prerogatives of agency managers and the inevitable, 

unanticipated problems of the real world. In this section 

of the discussion we will present certain measures the program 

developer can and should take to minimize the impact of these 

factors on the program. 

Plann,4,ng for Evaluation and Monitoring. The planning of 

the program evaluation should begin very early in the program 

development process. One of the criteria for selecting an 

eiement should be the evaluabil~ty of the element. In addi

tion, the identification of ~ey events in the design and the 

setting of objectives s~O\lld be made with an eye toward the 
\ 

eventual evaluation of the program. 
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Program versus Project Evaluati'on. . The evaluation plan 

shQuld distinguish between the evaluation of the program 

as a whole and the evaluation of the individual elements and 

activities within the program. The distinction is primarily 

one of ~ocus. Individual parts of the program may work correctly 

but the overall program may still fail. The purpose of evaluat

ing programs and elements is to determine whether or not the 

program or element met its goals and objectives and if not, 

to determine reasons why. However, the criteria for determin

ing whether a program succeeded or failed are necessarily 

different and at a higher level of abstraction than those 

used to evaluate a particular element or activity. Program 

evaluation is 'focused on the strategic goal~, objectives, and 

key events of the program as a whole. Project evaluation is 

focused on the objectives and key events within a particular 

element. 

At both levels there are three primary types of evaluation: 

• Monitoring 

• Process evaluation 

• Impact assessment 

The distinction between the types of evaluation can be readily 

understood in reference to the MOR. The general form of the 

rationale is shown helow. 

I INPUTS I -... -~ I ACTIVITIES I --~-) I RESULTS 1 ----t I OUTCOME I 
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When monitorin9 the evaluator ~ocuses on the £irst two links, 

inputs and activities. The evaluator attempts to determine 

whether planned activities of the effort were carried out and 

whether the resources needed to support those activities were 

obtained. Monitoring is focused on questions of compliance 

and milnagerial adequacy. 

~. process eva.l!.uation extends the questi011S asked to a 

consideration of the first three elements, inputs, activities 

and results. In addition to asking if the planned activities 

were carried out and necessary resources were obtained, the 

evaluator also examines the results of those efforts. Thus, 

process evaluation attempts to determine the immediate effi

ciency and effectiveness of the effort. 

Impact assessment examines all four of the rationale 

elements. In addition to the other questions the evaluator 

asks whether the effort met the goals for which it was imple

mented, .:t\le., did it attain the strategic goal? 

The type of evaluation to be applied will depend on the 

degree of confidence the program developer and decision-makers 

have in the elements and links they have designed. If he or 

she is uncertain about the ability of an implementor to obtain 

the inputs and carry out the activities they will want to 

conduct a process evaluation. Finally if the primary concern 

is with the long-term outcome of the effort an impact assess

ment will be called for. 
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VI-l9 
If the pr~gram rationale has been planned in detail t.he 

design of the evaluation, at whatever level, should be rela

tively simple. The aspects of the'program that were the focus 

,of the design effort, the key events, are also the aspects of, 

the most concern to the evaluator. Just as the program developer 

put the greatest effort into designing the details' of the key 

events,' the evaluator will make the, greatest effort to examine 

those events during implementation. The program developer 

and the evaluator are motivated to look most closely at the 

same aspects of the program for the same reasons: 

• Uncertainty about the ultimate success of a 

given element, and 

• An awa'reness that the key event is critical 

to overall success of the program. 

The criteria for evaluating a 'program or project are also 

closely tied to the design considerations that go into the 

stra"";~gy rationale. That is, the c:riteria will evolve as the 

developer identifies the critical performance specifications 

c.l4amanded of the individual. proj ects and acti vi ties. If a 

g:Lven project must provide crisis intervention training to 

200 police officers during a year in order for the project to 

meet its ~bjective, that specification will become a criterion 

for evaluating the project. At the program level, if a strate

gic goal of the program is to increase the number of persons 

who shop downtown the evaluator will focus his or her atten

tion on monitoring changes in that measure while attempting 
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to determine how much the programts elements contributed to 

those changes. ' 

The concerns and needs of the evaluator will have an 

impact on th~ design of the program from the beginning. If 

the evaluator is to appraise the effectiveness and impact of a 

program, baseline data on the problem and its components must 

be collecte,:1 before the program is implemented. After imple-

mentation the evaluation may also require the implementors to 

keep certain kinds of data and records. Finally, the evaluation 

schedule will have an impact on the design insofar as the 

evaluator anticipates periods of intensive on-site observation 

and data collection. This may be coupled with the scheduling 

of critical decision-points in the program. The decision

points are intended to provide the implementor with an oppor

tunity to revise or redirect his or her activities on the 

basis of interim evaluatiqn findings. In the case of experi

mental or pilot programs, where the level of uncertainty is 

high about all phases and aspects of the effort, the evaluation 

may be a critical element in the plan. 
, I 

Planning "for Program Management. Information generated 

by the evaluation will be a primary input to the management of 

the program and the individual elements under a program. The 

zrtorii toring function will serve as a key management devj,ce for 

the funding agency and the manager of individual projects. 

The information generated through evaluation can guide decision

makers on whether to expand, reduce or continue the program 
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or its individual elements. This infor.mation can also be 

used by implementors in the management of their specific 

elements or activities. It can 

• Identify critical problems arising in the 

operation' of the project 

Personnel shortages 

- Schedule delays 

- Budgeting problems 

• Identify critical problems in the general 

design of the project 

- The effectiveness of certain 

procedures or techniques 
:.::.\ 

Gaps or inconsistencies i,n the 

procedures or techniques 

• Identify unanticipated or extraneous 

factors 

- Service demand levels higher or 

lower than anticip~t~d 

- Unanticipated events or crises 

outside the program II, 

The program developer can also build into the design of 

the program certain features which will ease the management 

load on individual managers and provide internal self

correcting devices to coordinate the overall program effort. 
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• The program developer can identify specifiq . 
areas in the program where managerial atten

tion should be focUsed. If the developer , 

knows that one part of the design may 

present a particular problem to implementors, 

on the .basis of the experience of other, 

similar projects, he or she can iQentify 

the~e to the implemeptor~ Indeed, the 

developer could require the impleme,ntor to 

addr~ss these issues in the management plan 

t.)r make provisions for the problem in the 

design of the project. 

• The program developer can identify areas 

that require constant monitoring by the 

implementor. If some aspect of the project 

is highly uncertain or is subject to rapid 

changes the developer d~n advise the 

implementor to give particular attention 

• 

to that feature. The developer could also 

require the implementor to build in "se1f

correcting infor.mation feedback systems" 

so that changes in the way the project is 

operating are immediately "flagged" and 

corrective measures can be taken • 

The developer-can build-in certain 

coordination mechanisms between projects 
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and activities. In:. lar~e and, complex 

programs, with many interlocking or inter

dependent projects and activities; it may. 

be necessary to create mecha,nisms to coor ... 

dinate and correct the program as it operates. 

The developer could establish a standing 

parts of the program. This committee could 

serve as an overall management board to make 

adjustments, resolve conflicts, or improve 

connnunications wit~in the program. Similarly,. 

the developer could ,design in specif,ic 

communication links between projects. 

ln short, the experience an<;l knowledge gained by the 

developer du~ing the design process can be useful to imp lemen

tors after the program is underway. To the extent that the 

developer can influence the way the program" is n\anaged, the 

developer can also institute specific mechanisms in the pro

gramcdesign to smooth the path for managers. 

Planning for Technical Assistance. The last aspect of 

the program developer's post-seleption role relates t.o the 

provision of technical assistance ~o implementors. If the 

developer has taken the process through the steps suggested 

and outline~ here, he or she should have as much or more 

knowledge about the program as any implementor. It follows 
\ . 
that the developer can be a major resource to implementors 

, I ' < 

as an advisor and consultant. The developer is also in an 
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excellent position to anticipa.te wh.en ~nd where implementors 

may need specialized assistance. Thus, the developer can 

begin to assemble the technical assistance resources of the 

planning agency and advertise its availability to implementors. 

Finally, when possible, the developer can make the provision 

of technical assistance a fixed point of the overall program 

design. 

Chapter Swmnary 

In this chapter we brought the program development process 

up to the point where the program can and will be implemented. 

The steps we took in thi$ chapter were intended to insure 

that theprogram'will operate as intended when it is imple ... 

~ented and to build in a variety of mechanisms and safeguards 

to head off major problems while they are still at a manageable 

lev$l •. We discussed the necessity of stepping back from the 

details of the pro9ram elements and viewing the program, once 

~gain,as a whole. We discussed. the need to integrate the 

different elements of the program by creating coordinating 

lin~ages, a sharing or collapsing of responsibilities and the 

identification of ar.eas where conflicte, might arise. We dis

cussed the concept of the ~y event and how it can be used 

to both manage and evaluate a (r~~~l1\. Finally we discussed 

the problem of cOlIIIIlunicatir>g' lith imPlementors, the differe~t 
methods that could be ut.:l.lized~nd the content of the communi

cations. within this context, 'we' discussed concrete steps 

the program developer can take 'to smooth the,\path of potential 
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implementors including guidelines, requirements and the pro-

vision of technical assistance and evaluation feedba¢k. 

Course Summary: An Overview of the Program Development Process 

Having reached this point in the discussion of program 

development it may be instructive to trace our steps through 

the process and see how we got here. At the beginning of 

the process we were confronted with a problem. What we knew 

of the problem was contained in a document which we called 

a Problem statement. Before we could proceed any further we 

needed to know two things. We needed to know if that document 

and the information it contained was technically adequate by 

the standards of criminal justice planning, research ar~d 

analysis. We also needed to know if 'the information in t.he 

Problem Statement was adequate on a conceptual level; that is, 

did the Problem Statement adequately describe and explain the 

problem so that we could make sensible decisions and judgments 

about it. We explored a variety of ways of looking at. the 

conceptual adequacy of the Problem Statement, i~cluding the 
. ~ 

development of a conceptual model which attempted to tie the 

important aspects of the problem together into a coherent 

and unified whole. 

This initial examination of the problem was narrowly 

focused on a single problem. The next step was to look at the 

problem as one of a set of competing problems and to set 

.priorities among them. We discussed several ways of looking' 

at p:r:oblems and setting priori ties ranging' from the difficUltf-c,,> 
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of defining the relative importance o~ a problem to the prac

tical influence of politics and public opinion on the program 

developer's role. 

Based on our understanding of the problem we tackled the 

difficult process of developing a set of strategic goals--the 

end points toward which the program would be aimed. lqe 

explored the different functions of strategic goals and the 

different ways in which these goals could be identified, 

selected and drafted. At this point we had formulated the 

boundaries of the program. On the one side was the problem-

where we were--and on the other side were the goals--where we 

wanted to go. The rest of the process was aimed at closing 

the distance in between. 

The next step was to formulate strategies. We drew on 

a variety of info~mation sources, including our understanding 

of how the problem works, to identify a range of possible 

strategies. We then took each strategy apart and examined 

the assumptions they embodied. Out of this assessment of the 

logic of the strategies we 'eliminated some and pointed out the 

strengths and logical weaknesses of the rest. Eventually we 

settled on those strategies that gave us the best chance 

of reachin~ our goals. 

From this point on the process almost drove itself. We 

were now concerned with details: who should do what, when 

and for how long? How much will this cost? What conflicts 

and inconsistencies should be avoided or resolved? What can 
i' .' 
\.. 

we reasonably expect to accomplish? We resolved these questions" 
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at the level o~ the program element~-the building blocks out 

of which the program is to be cons,eructed. Finally we stepped 

back :erom the details and view the program as a whole one 

last time. From this perspective we saw areas where the 

different elements should be integrated. We identified the 

key events within and between the elements and planned for the 

eventual implementation and evaluation of the program. 

Of course, program development will not end here. Ahead 

of us lie decisions about managing and refining the program 

in operation. Eventually we will make further decisions 

about continuing, revising Or ending the program. Throughout 

this later process' we may ceme to question some of the de,cisions 

we made "earlier and perhaps reformulate our ideas about the 

problem itself. 

Program development, as described here is a process of 

successive exploration, analys~~, refinement and selection. 
'/ 

We have described it as a lin6ar pro~ess, whereas, in reality 

the steps often double back on each other or occur together 

in fits and starts. In places the process relies as much on 

intuition, artistry and sheer gall as it does on analysis 

" 

and professional judgment. The political skills involved in 

the process have been hardly covered, but they are as important 

as the abi.li ty to construct a conceptual model or put toge,ther 

a PERT chart. 

In many respects the process described here is extremely 

idealistic in relation to the realities of planning and / 
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analysis in criminal justice, However, like all ideals, we 

believe the process can help the practitioner in the trenches 

avoid becoming totally overwhelmed by the competins ~ressures 

of time and politics. If that much is acc~mplished we may 

have made same headway in the quality of the programs we 

develop_ 
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