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% Notes and Comments

Module I: Introduction to Program Development
Segment A

INSTRUCTOR's GUIDE

1. Introduction to the Module.
a. The most critical part of a training course

is the first several hours, when images and

. expectations are established for the rest
of the course.
b. It is important that we get a good start
® for this course because:

® The subject matter is as much process-
oriented and philosophical as it is
‘ skill- and product-oriented. We will
require a lot of thinking as well as
doing.

e We will be talking about a mixture of

¢ familiar concepts, and new concepts that
may sound familiar. Separating them
will not always be easy.

g e We will be building a model for doing
things that is very ambitious. You will
have to translate what we recommend to

o what you can actually do in your own job
setting.

[
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In this module, we will set the stage for

the activities to follow. We will discuss

the following topics:

What is a program?

What is program development?

The importance and utility of Program
DeQelopment.

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 course.
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 program is

defined as:

Definition: A set of related efforts,

under a common, general authority, which

is designed to address a particular

problem.

This definition tells us that a program is: -

Complex, in that it is made of a set

of efforts
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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 public offial; and

Focused, in that it is designed to address

a particular problem.

Programs are often contrasted with projects.

Definition: A project is a pPlanned inter-

vention at one or more sites, which is

under the direction of a specific manager

and which operationalizes a set of closely

related activities.

Clearly, the distinction between a program

and a projeét is a relative one. To clarify

the distinction, programs are said:

To encompass more than one project

To be bigger

To cost more

To téke longer

To deal with bigger issues or problem

areas

To impact more people

I-A-3
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o To cover a wider geographical area

o To involve a wider variety of agencies

or jurisdictions

o And to have a more complex management

structure than projects.

All of these things may be true, but they
do not capture some of the essential char-

acteristics of a program.

o First, a program is designed to bridge

I-A-4
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the gap between a problem and a goal.
(e.g., from low conviction rate to an

improved conviction rate, from too much

arson to less arson, from juvenile incar-|

ceration to juvenile diversion.)

- If you don't have a complete and com-
prehensive understanding of the problem
you are trying to solve or address, you
don't have a solid base to build on,
and you aren't going to have an effec-
tive program.

- And if you don't have well-defined and
agreed-upon goals toward which you are
directing your energies, you cannot
have an effective program.

A second point is that a program, to be

a program, should address all of the

important components of a problem, not ju

Emphasize this
point

5T

one or a few. Unlike a project, a prograi
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should be designed to address the problem
as a whole in a relatively comprehensive
wéy.
® Example: To help you understand the
Adifference between a program and a projecth
the analogy of a baseball team may be
used. A baseball team is ﬁade up of
individual players each of whom perform a
specific job--i.e., bat, catch, pitch,
field, etc. The indiyidual 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 function; a team could not
win if it ignores the need for an
outfielder or a catcher. In the same way
a program cannot succeed as a program if
it ignores one or more important components
of the problem it is trying to solve.
f. There are several different kinds of programg. |
® 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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o A second type of program is one in which
the same task is performed at different
locations; such as a statewide program to
improve conditions in local jails. This
course deals with the first type rather
than the second.

Merely taking all of the projects which

address a particular problem area or crim-

inal justice sector and lumping them

together under a common label does not con-

stitute a program.

Example: Suppose you work in an agency
responsible for managing the juvenile justicy
efforts in your jurisdiction. Very often
such agencies operate or administer several
different projects at once. (Refer to the
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 ﬁouse.
The agency might think of all of these

projects as constituting a program--but

Visual I-A
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do they, given the way we have just

described programs?

This example would not illustrate a program
unless those individual projects were part of
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 and feed into
each other to improve their overall

effectiveness. They are part of a "team."

® The police receive training on juvenile
problems including the diversion
facilities available for juveniles

(Refer to visual).

® The juvenile diversion facilities are
set up to fit within the policies of
the court which itself is oriented to
use those facilities

(Refer to visual).

Ask the students to
discuss this question
for a few moments.




o The court is oriented to refer juveniles
to the job training element of the
program which operates in cooperation
with a counseling project

(Refer to visual).

o0 The counseling project advizes the
police and perhaps provides instruc-
tors in the police training project

(Refer to visual).

3. What is Program Development?

a. We will now define program development as

used in this course.
o0 Definition: Program development is the

process of identifying, selecting, and

designing one or more systems-oriented

strategies made up of complementary

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.

® The process as described here is mostly

linear. 1In reality, program development
involves a variety of processes which
may be going on simultaneously or with
long gaps in between.

Program development also involves some
"backing and filling." The process may
appear to progress from one step to the
next, but there are going to be times
when decisions must be un-made,

rethought and reworked.

¢. Program development is a process of iden-

tifying, selecting and designing.

Part of the process involves uncovering
ideas, concepts and resources that
exist already.

Part of the process involves 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 ideag
into new configurations.
Program development is a process of iden-
tifying, selecting and designing system-

oriented strategies.

@ The process encompasses 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.

e The process may also entail multiple
strategies.

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
th2 elements of the program.

e The projects and activities should also
be complementary in that they should be
integrated and coordinated with each
other.

The purpose of program development is.to

produce goal-directed changes.

® Goals--specifically strategic goals--

are what drive program development and
provide the unity which holds the pro-

cess together.
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The Importance and Use of Program Development.

a.

The changes are to take place in specific

criminal justice problem areas.

o}

We

"of

fo

wi

gr

o]

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?"

The answer to that question relates to two
historical facts about much of criminal
justice planning:

o In the past, much of what has been called

Part of the process involves defining,
describing and underétanding the problem
to be addressed.

can now define a Program as the product
the program development process. If you
llow the program development process, you
lllhave, by definition, produced a pro-
am.

This definition of program development
is in your Student Guide; Please read
it over yourself and ask any questions

you may have up to this point.

program development has been little more

than directing or redirecting money

I-A-11
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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,
and--most tragically--very little impact
on the problems being_addressed.

o The second fact is that the era when fundsg
to support new and innovative approaches
to criminal justice problems--particularly
.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 may
be held more accountable for demonstrating
the effectiveness of what is done, i.e.
demonstrating real impact.

The approach discussed in this course is

aimed at maximizing the impact of programs

and minimizing the risks involved in
developing programs.

o Note that we do not say "guarantee impact'

or "eliminate risks."




d. The process we describe in this course is
useful for persons in large planning agencies
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

important at this time when the money for
starting new programs and projects is

decreasing.

Thinking at the program level is particularly

I-A- 13

or way of thinking about program

development that is common to all

problem-solving efforts at every level.
It is possible to develop a program withip
a single neighborhood or police precinct

using this process.

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

Notes and Comments

already available.




5.

How This Course Relates. to Other Courses.

a.

I-A-34

Notes and Comments

o The process also provides safeguards to
avoid duplication of effort and the
sharing and collapsing of tasks.

The program development process as described

here does not only apply to the creation of

"new" efforts or the spending of new money--

the process can also be used to improve,

upgrade, or reorganize what people are alread
doing in the system.

o Solving problems does not always require
setting up a new project with new staff,
new offices or new equipment; some problemn
can 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, comprehensive 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.

0 The process attempts to avoid the tendency to "pic}
away" at problems by starting individual projects
that sound good at the time but which have no real

effect on the problem as a whole.

This course is one of a series of courses
offered by the Criminal Justice Training

Centers. The other courses are:




I-aA-15

Notes and Comments

% _ e The Criminal Justice Planning Course,
o The Criminal Justice Analysis Course,
® The Criminal Justice Evaluation/Monitoring
Course, and
e 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?
¢. The Model has 11 steps.

® Steps l-5 are often called the normative

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

® Steps 6-9 are referred to as the strategic
steps. They tell us, "We can do so and so
and how."

® Steps 10-11 are the operational steps.

"We will do so and so and when."

d. The Criminal Justice Planning Course covers

the entire GPPM at a general level.

e It provides an overview of the planning
process as a whole, from the normative
level planning (Steps 1-5), through stra-
tegic level planning (Steps 6-9), through

operational level planning (Steps 10-11).
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o The other courses in the series focus on
specific segments or specific aspects of
the GPPM.

The Criminal Justice Analysis Course focuses

on the identification and analysis of

problems (Stép 5).

o The Analysis Course builds upon the norma-
tive-level planning in Steps.1l-4 and pro-
vides a major input to the Program Develop-
ment process (Steps 6-9)

The Criminal Justice Evaluation/Monitoring

Course focuses on Step 11 of the GPPM.
o The Evaluation/Monitoring Course focuses on
the products of the Program Development
process although the material is covered af
the project level.

The Criminal Justice Management Course pro-

vides a management and decision-making per-
spective for the entire planning and implement
tation process.

0 The Management Course focuses on the major

decision points in the GPPM, including

thbse in the Program Development Process.
0 A decision point is a place in the process

(the Program Development Process or the

Management Process) at which a major choic

W

must be made before further work can be

commenced.




ning for Implementation and Evaluation" at

© The decision points include:
- The establishment of normative goals
and policies;
- The selectionvof’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 for implemen-
tation and evaluation (Step 9);
- The modification of implementation plans
based on monitoring and evaluation data
(Step 11).
The Program Development Course begins with
the definition of one or more problems.
0 Problem definition is a product of the
analysis process represented by Step 5,
"Identifying and Analyzing Problems."

Program development continues through "Plan-

Step 9.

I-A-17
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o The program deyelopment procésé.does not
involve itself with funding or operating
the program. These stepslare.carried
out in Steps 10 ahd 11.

The program development processfalso includes

the following steps:

o Setting goals (Step 6);

o Identifying possible strategieslfor dealing
with the problem (Step 7):;

o Selecting those strategies that meet
certain criteria of effectiveness
(Step 8).

To summarize, the Program Development Course

can be seen as covering at the practitioner

level a major area in the planning process

that moves from what should be done to

what can be done, but stops short of actually

doing it.

I-A- 18
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6.

The Steps to be Completed in This Course.

a. We have broken the Program bevelopment
process down into seven steps.

b. The first step'in the Program Development

process is to Develop an Understanding of

the Problem.

® We know that not all problems lend them-
selves to Program Development. We also
know that unless a problem is understood
we cannnot éxpect to develop a sound
approach to solving it.

® The Problem Statement is a document

which provides the information we will -
need. It is a major product of the
analysis process as taught in the
Criminal Justice Analysis Céurse. We
will focus on the Problem Statement in
Module II of the course.

¢c. The second step is to Develop Priorities

Among Problems.

e This step in the program development
process determines the relative impor-
tance of those problems that are 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.

(Give scheduled time for Module II.)

The third step: Develop Strategic Goals.

(o)

Goal development is a process that may
well have started earlier in the planning

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 visﬁal illustrates, there is a

decision point here; a decision must be

" made by your advisory/supervisory board

or a management-level person. Conse-
gquently, the product of this step will

be a Decision Package to inform and

advise the decision-maker.

See Instructor
Note
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INSTRUCTCOR'S NOTE
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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Step 4 in the program development process
begins to explore strategies that we may
select for further development. It 1is

called Collect and Assess Information on

Different Courses of Action.

I-a- 21

We will say more about these decision

Notes and Comments

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.)

Step 5 is a critical one: Lay Out the Logid

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 at this point (B).

The criteria for this decision process
are taught and used here.

Steps 4 and 5 .are covered in Module 1V,

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.

o Here we introduce the Method of Rationalse
as a tool to help develop the details of
the program.

o The potential impact of the program on

l the existing system and on other parﬁs &
of the program is assessed.

o0 More refined estimates of resources and
statements of objectives are developed O
at this point for the strategy or stra-
tegies selected earlier.

o0 Networks are prepared to show how the

steps in the strategy relate to each
other.

o The product of this step is an interim
Decision Package that is used to get‘
approval to proceed to the next and last
step.

o This step is covered in Moduleé V, o

"pPlanning the Details of the Program

Strategies."

o (Give scheduled times for Module V.)
h. Finally, Step 7 completes the Program
Development process in Module VI, "Prepar-

ing for Program Implementation and Evalua-

tion."




e This final step will help to insure that
the Program will be carried out by the
right agencies and organizations and in
the correct manner.

e The program at this poiht 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 evaluators.
Programmatic evaluation is emphasized
in this Modulé. The product of
Module VI is the Decision-Package
at D.

® (Give scheduled times for Module VI.)

7. 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 different
decision points in the process and the majoy
products of the several steps—--the
Decision Packages.

b. The course discusses four separate decision

points in the program development 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 1V)

I-A- 23
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e The approval of a set of program
elements (Module V)
e The approval of a final work plan
(Module VI)
An earlier decision--the establishment of a
normative goal to address a particular
problem area--is implied in tﬁe pfocess but
is not covered directly.
Each decision point represents a logical
occasion for stepping back from the process
and making .a choice or selection:
e Each decision péint represents a refine-
ment of the final programAplan
® At each decision point the options
remaining open to the program developer
have been defined
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 ofher than the program
developer would make one or more of these
decisions, i.e., an agency executive, a
manager Or sSupervisor, or an agency super-

visory 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 makers
and managers, but adopts the perspective
of a person working at the technical

level of program development.

To facilitate the decision-making process,
the course is builtlaround the development
of four technical reports, background
papers, or briefing documents which we

call, Decision Packages.

Each decision péckage 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.




8. Skills and Knowledge Needed by Program

Developers. .

a.

. The decision packages build on each

I-A-26
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other so that the work that goes into
preparing the decision package on selecting
strategic goals provides the basis for

the next step, selecting strategies,

etc.

e A more detailed description of each
decision package will be given at
the appropriate points in the

course.

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 practitionerL

as being necessary to the Program Develop-

ment process.

Fact-finding and Analytic Skills.

° Interpreting research and evaluation
reports.

® Sifting truth from fiction in articles,

lectures, public statements, etc.
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e Ability to think logically and system-
atically about arguments for various
strategies and interventions.

e Identifying assumptions, supported and
unsupported.

) Knowiné sources of, and how to access,
available information in a wide variety
of subject matter areas.

c. Interpersonal Skills.

e Organizational ability.

® Leadership skills.

® Communication skills, up, down, and
across levels.

® Public relations abilities.

e Problem resolution skills in group
settings.

e How to seek compromise from others; how
to give it.

@ Ability to show interest and concern for
the problems and needs of others.

d. Technical, administrative and planning
skills.

e Competence in budgeting.

e Manpower allocation skills.

® Scheduling skills.

@ Skills in projecting needs and allocat-

ing resources to meet them,
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e Breaking down complex ideas into a
series of logical steps{

® Anticipating the "unanticipatable" and
dealing with it when it happens.

Operational and Content Expertise.

® Substantive knowledge of subject matter
areas involved in programs. (Team
Approach.)

@ Practical experience with the agencies
involved.

e Familiarity with local conditions--
political, social and institutional.

Obviously, the course could not cover all

of these skills and areas of knowledge.

e Some involve topics worthy of an entire
course by themselves,

e Others involve a knowledge of local con-
ditions which only a person on the scene
could know. |

In this course we have attempted to strike

a balance between three principle areas of

skill and knowledge needed in program

development.

® Technical.planning skills.

® Interpersonal and group management skillg.

® Substantive knowledge of the problem.




.0f 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.

Role of the Program Developer.

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.

® A recent survey showed that most CJ
planners do some of the steps in program
development.

e Twenty percent report spending over half
of their time on program development-
related activities.

e Only 2.1 percent said that they do'gg‘
program development work at all.

Program development as taught here must

co-exist with other planning activities.

® Planners must know when and under what
conditions it is appropriate to move in
the program development direction.

e Single effort project work occupies a

legitimate place in the activities of

I-A-2¢
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See Note.
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Instructor's Note
These figures come from a survey carried out by O
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. Familiarity with this
document may be helpful as background to the Program
Development process. Much of the course content is %
based on information obtained from this survey.
O
O
o




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.
c. Limited resources may restrict the number

of opportunities for program development

efforts in any one year.

Funds--Program development efforts
usually require a high level of funding.
Time--Effective program development
canﬁot be carried out quickly or underx
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

approach is strongly recommended.

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 program.
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e. This course presents a model that will be
observable in its entirety in relatively

few cases.

o

10. Summary and Review.
a. In this module we attempted to lay out the
general outline of the work before us. We

discussed:

o

o]

In some instances. the program developer
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will be a part of a staff team, respond-

ing to the directions of others with
little or no independent voice in
decisionsAabout the program.

In some instances, the program developer

will be an informed advocate, advising

others on the course to be followed.

Program deyeiopers may nof be able to
follow_the entire Program Devéloément
model, BUT--

Portiohs of the model can still be used

to good effect, in almost all planning

work, regardless of the Program Developex

role.

The concept of a program
The concept of program development
The importance and utility of.program

development

's




How this course relates to otﬁer courses-
and the General Planning Process Model
The steps in the Program Deve;opment
Process to be completed in this course
Decision points and the Decision Package
Skills and knowledge needed in proéram
development, and

The role of the program developer.

To summarize what has been said consider

a basic "rule-of—thumb" about programs--

There are three basic reasons why a program

succeeds or fails:,

® How well the problem is understood

e How appropriate the solution is to the
problem

® How well the solution is carried out.

In the discussions which follow you will

hear theée 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.

I-A-32

Notes and Comments

Visual I-D

A short time can
be devoted to
questions at this

point.
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Module I
Introduction to Program Development
Segment B: Workshop: Issues in Program Developmen

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.

To discuss some of the internal and exter-
nal barriers 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.
The instructor will lead the walkthrough
and facilitate discussion of the issues
raised.

The group will engage in a dialogue around
three general questions. They will have
45 minutes to discuss the three questions.
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
now on the basis of what we learned in
this Module and what we know about our

work environment.
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3. The following issues will be discussed. They

are in your Student Guide. (45 minutes)

a.

Questions for group discussion:

1.

Give the group a few minutes to think about

‘To what extent is there a program

development orientation in your agen-
cies? If there is, how is it carried
out and who does it? How extensive is
it?

What barriers do you see to program

development in your agencies? Can they.

be overcome? When? How?
Does the future in CJ planning seem to
be generally supportive of program

development?

each question and to jot down ideas on

each.

o

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 each.

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 instructor.
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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 other
hand, survival suggests that it will con-
tinue to be a part of our day-to-day
activities. |

Under conditions of scarce (and scarcer)
resources, we may argue that the generally
more costly and time-consuming program
development process is unlikely to be
supported. We can't afford it; it's a
luxury.

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 use them more wisely--or
deal with real problems on a programmatic
level. The program development approach,
on this basis, is a necessity. And it
doesn't have to be more costly.

The P.D. process is a .way of thinking as

well as (or perhaps even more than) a set
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Debriefing. Items to note in commenting on

comments by participants. (10 minutes)

a.

‘There is one underlying notion that drives

I-B-4
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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 orthodoxy
in an area as complex and evolving as pro-
gram development is to give us too much
credit. You may modify steps or‘you

may skip steps, but you can still usefully

apply program development notions to

CJ problems.

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 wrong (or sub-optimal) decisions.

The extent to which you are better equipped
to inform, relate, aﬁd improve those deci-
sions as a result of this course is the

extent to which we will consider our efforts

worthwhile.

Were the comments generally positive or
negative?
Did some themes come up often, either posi-

tive or negative?




Course Objectives. MODULE I LECTURE (continued

(10 minutes)

a.
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Was there any relationship noticed between
size or type of agency and nature of
comments?

What are the barriers to Program Development
noted most often?

Were there any misconceptions reveaied that

ought to be cleared up now?

The course objectives are in your Student Remind students

that this material

Guide. They should sound very familiar is in their

because they are closely tied to each of

the eight steps covered ear;ier.

Student Guide.

Let's go over them so that we know where Use Visual C
as these objec-
we should be at the end of the course. tives are gone
over.

® You should be able to assess the

conceptual adequacy (completeness,
accuracy, logic) of statements relating
to criminal justice problems within

your jurisdiction (ref. Module II);

® You should understand the importance of
establishing priorities among those probi

lems for possible programmatic interven-

tion (ref. Module II);
® You can develop strategic goals for the
problems under consideration (ref.

Module III);
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o You will be able to devélop and assess
strategiesnlogically capable of meeting
the strategic goals (ref. Module IV);

o You will be able to plan out in some
detail the steps and procedures needed
in order to implement those strategies
(ref. Module V)

o 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 impiemented (ref. Module VI).

7. Any remaining problems or questions (as time

germits).

Notes and Comments
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Module 2

DEVELOPING AN UNDERSTANDING
OF THE PROBLEM
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Developing an Understanding of the Problem
ping g

Segment A: The Problem Statement
LECTURE NOTES

1l. 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.
e The basic idea behind the program is
faulty or mistéken.
® 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.

€. Question to the Participants: What does Encourage dis-
it mean when we say that a problem should cussion of this
be understood? guestion.

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.




e.

~

o 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.
o 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
problém relates to other 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 to inves-
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.

Question to Participants: Why is it

important to understand the problem when

you are designing a program?
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Encourage discussion

of this question.
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The

and

In criminal justice planning the role of

the program developer is to take what is

known about a problem and to use that

knowledge to:

® Decide which problems are more
important than others.

e Establish appropriate goals in the

problem area.

@ Select and design realistic 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 strategies developed may not
really solve the problem.
Relationship Between Problem Analysis
Program Development.
The information the program developer
needs to do his/her work may come from a
variety of sources:
® Personal experience and expertise.
® Research literature.
e Talking with others involved in

the problem area.
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ﬂnless-the program developer is already

an expert in a given area the program
developér should rely on Criminal Justice
Analysts who have gathered and studied
information about a problem. Thus program
development should be closely tied to the
Cfiminal Justice Analysis process.

The analysis process has three primary

tasks: to identify 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.
Problems are identified by the analyst
through the interpretation of data; or
they are identified by others in the form
of general concerns.

Once a problem is identified the.analyst

attempts to specify and define the problem

by breaking it down into its component
parts and by gathering information about

the problem.

Finally, the analyst attempts to interpret

or explain the problem 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

b. A Problem Statement is defined as:

C. In

Statements vary greatly in terms of length,

content, detail of analysis and ultimate use
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the Problem Statement.

A written document or oral presentation
which comprehensively describes the:
-.nature,

- magnitude,

- seriousness,

- rate of change,

- persons affected,

- spatial aspects,

- temporal aspects,

of a problem using qualitative and
quantitative information. It identifies
the nature, extent, and effect of system
response; makes projections based on
historical inferences; and rigorously
attempts to establish the origins of

the problem.

criminal justice planning agencies Problen

Some Problem Statements consist only of a
single paragraph in a comprehensive plan.
Other Problem Statements may constitute

major research reports.

Definition taken
from Criminal
Justice Analysis
Course.




The

the

In this course, when we talk about a Problem

Statement we refer to a relatively detailed,|

comprehensivé document following an outline

such as the one shown in the Student Guide

on page II-A-2a

o This is not to suggest that shorter or
less detailed Problem Statements are
necessarily inadequate for many purposes.

O However, when developing a program a
great deal of information about a problem
is required.

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,

Role of the Program Developer in Assessing
Adequacy of Problem Statements.

In the discussion to. follow we will lay

out some criteria to use when assessing

the information in a Problem Statement.
Recognizing that different agencies use
Problem Statements for different purposes,
and that some agencies produce Statements
with different levels of detail, this dis-
cussion also applies to the information that
the program developer gathers on his or her

own, regardless of the source.

IT-A-6
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Before discussing the kind and level of

information needed in program development,
this is a good place to discuss the role of

the program developer during this early

phase in the program development process.
The course is built on the premise that the

program developer could be almost anyone

in a planning agency.
:
© 1In the survey conducted .in the design
of this course it was found that everyone
from the agency director to the statis-
tical analyst might become involved in
the process, alone or as part of a team.
Because of this, the course assumes that
the program developer could play any one
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.

o The program developer 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.




o 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.

Given
needs
order

roles

Statements or other sources of information?
If you are a full decision-maker in the
program development process you have an

obligation to insure that the program is

based

© You may not be responsible for making
that assessment yourself, but you should
have a basis for guiding the assessment
of others or insisting that a greater
level of analysis be completed.

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 of your technical proficiency.

0 You may not make the final decision but
you should point out any weaknesses in
the analysis to protect your profes4

sional credibility.

the premise that the program developen
a certain level of information in
1

to do his or her job, how do these

affect the assessment of Problem

on an adequate level of information.
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a.

If you act as an informed advocate 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.

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.

With this framework in mind we can now
consider what the information needs are

in relation to understanding a problem.

6 5. Assessing the Adequacy of Problem Statements.

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.

e Any decisions made on the basis of
inadequate information have a greater
chance of being wrong.

There are two primary criteria for assess-

ing the adequacy of a Problem Statement.

e The Problem Statement should be

technically adequate in terms of:
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- the measures and variables used in
the anélysis,

- the size and characteristics of the
sample used,

~ the guality of the research or

analysis design,

the statistics used in the analysis,
o The Problem Statement should 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 highly 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.
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NOTE: Do not spend

more than 5-10

minutes discussing
the technical ade-
guacy of a problem

statement.




e.

Nevertheless, technical adequacy is an

absolutely mandatory minimum requirement

of a Problem Statement.

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 of a 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.

Conceptual adequacy is only a relative

requirement.

Very few problems in criminal justice

can be completely described or explained.
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o0 Persons may disagree about how well a
problem has been described or explained.
o Example: Experts still disagree about
the reasons why ex-offenders recidivate,
even after years of debate and research
on the issue.
In program development the program develbper
must decide whether the Problem Statement
provides enough description and explanation
to work with - not whether the‘analysis has
answeréd all possible questions or doubts.
The first criteria to be considered is how
well the Problem Statement describes the
problem.
0 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

on the:

- Nature

- Magnitude

- Seriousness

- Rate of change

- Persons affected
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- Spatial aspects
- Temporal aspects
- System response
- Future projections, and
- Origins
of the problem.
These factors (nature, magnitude, spatial
aspects, etc.), are called the components
of the problem.
e Definition: A component of a problem
18 a condition or an event that defines
or 18 associated with a particular

problem.

The components of a problem may be described

at different levels of abstraction.

e At the most abstract level they can. be

described as concepts; (e.g., deterrance,

recidivism, victimization.)
e At a more specific level they can be

described as variables (e.g., type of

crime, characteristics of the victim, etc|.

e 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

Statement.

a.

O System Response
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In the introduction to this Module we
indicated that in order to understand a
problem it was necessary to know more thaﬁ
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.

An adequate Problem Statement - one that
can be usea 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 components]|
of the problem described in the Statement
into four.general catégories which we have
labeled:

O Presumed Causes

o Primary Effects

o Secondary Effects, and

The presumed causes of a problem are those

conditions and events that are thought to
come before and lead to the expressed

concerns and related events and effects.

Visual II-C
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A presumed cause could be a condition

II-A-15

Notes and Comments

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 explain
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 exoffender
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 drug habit
leads a person to buglarize a home.

A presumed cause may also contribute

to a problem in that it may work with
other factors to produce some character-
istic of the problen.

Example: A desire to avoid detection is
thought 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:




effect on or are affected by the problem's

0 A primary effect could be factors such as
when the problem appears, where it
appears, and who is involved.

0 Example: In a description of the problem
of residential burglary, the primary
effect would be the physical act of
burglary itself.

0. The primary effects are thought to be
produced by the presumed causes of the
problem.

Secondary effects are those conditions and

events that directly result from the primary

effects and indirectly result from the

presumed causes.

0 Secondary effects could be the psycholog-
ical trauma or social consequences of a
crime. They could also be the actions
taken by a victim as a result of the
crime (buying a gun, moving out of a
neighborhood, etc.).

o Secondarf effects can be thought of as
the long-term costs and consequences of
the problem.

System response refers to those conditions

and events in the criminal justice system or

some other relevant system that have an
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presumed causes, primary and secondary

effects.

® System responsé factors might include
such events as the number of burglars
arrested, prosecuted and convicted; or
the internal procedures of agencies
responsible for dealing with a problem.

® System response factors may have an
effect on the causes and effects of a
problem.

e 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.

e System response factors may also be
affected by the causes and effects of
a problem.

e Example: A high crime rate may induce
the courts to impose longer sentences
on persons convicted of a crime.

For the program developer to have a

complete explanation of a problem, the

Problem Statement should contain infofmation

on each of these categories of conditions

and events.




Desk Activity - Identifying and Caiegorizing
the Components of a Problem from a Problem
Statement.
a. An ideal Problem Statement - one following
an outline such as the one discussed
earlier - will lay=-out the components of a
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.
o Read the instructions in your
Participant Guide.

o Take 15 minutes to carry out the
exercise.

o At the end of that time we will
‘compare answers and discuss the
results.

o Are there any questions? (Begin)

II-A-1¢C
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Total time about
25 minutes
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INSTRUCTOR'S NOTE

In this desk exercise the participants will be
given a chance to identify the 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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8. Desk Activity - Identifying and Categorizing the Components
of a Problem from a Problem 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 response 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 committed in the street, 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 arrested were
prosecuted and 55% were convicted. The estimated monetary loss due

to robbery was 7 million dollars. In addition, there were 6 deaths

and 45 cases of serious physical injury resulting from robberies.

The increase in the number of street robberies is attributed to an

increase in the number of unemployed 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 nightime retail
business activity, and is believed to have contributed to the exodus of

business to the suburbs. Presumed Cause,
Primary Effect,
Secondary Effect, or

Components System Response?
1. Robberies ( Primary Effect )
2. Robberies reported to police ( System Response )
3. Robberies committed in street ( Primary Effect )
4. Robberies committed in commercial location( Primary Effect )
5. Robberies committed in private residences ( Primary Effect )
6. Robberies cleared by arrest - ( System Response )
7. Robbers prosecuted ( Systém Response )
8. Robbers convicted ( System Response )
9. Monetary Loss ( Primary Effect )
10. Life loss ( Primary Effect )
11. Serious injuries ( Primary Effect )
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12. Increased unemployment Presumed Cause )

13. Increased street gang activity Presumed Cause )

14. Decline in nightime retail sales Secondary Effect )

o~~~ o~

15. Exodus of business to the suburbs Secondary Effect )
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Debriefing points: the following describes

the rationale behind the answers in the

Instructor Guide:

‘Component 1. Robberies - the number of

robberies is considered a Qﬁiméry 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

police - the number of reported robberies

is categorized as a systems response

component because it is a function of the
problem affecting the sysﬁem 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 may
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 the

street, in commercial locations, and in

private residences - these components are

placed in the primary effect category

~
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becausé 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 efforts in terms of
locations.

Components 6-8. Robberies cleared by

arrest, prosecuted and convicted - these

components clearly relate to how the systd
responds to the problem. They provide
indicators of performance for the police
and prosecutors.

Components 9-11. Monatary loss, life loss,

and serious injuries - these components

are categorized as being primary effects
because they further define or describe
the robbery event itself. The amount of
monatary loss is a particularly important
factor becausée 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 loss
and injury components--they define the
seriousness of the robbery.

Components 12-13. Increased unemployment

and increased street gang activity - theseg

factors are defined as presumed 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 analysi
a set of case studies or through the stats

opinion of a crime expert.




e Components 14-15. Decline in nightime

retail sales and exodus of business to th
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suburbs - these components are labelled
as secondary effects of the robbery
problem. They 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 indirect manner.
Remember, there is room for honest
difference on the way the components are
categorized. This desk activity is
aimed at organizing the components within
a framework based on the way the problem
statement describes the problem, i.e.,

centered around the robbery problem.
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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 linkagesg
are explicitly stated and tested in the
form of hypotheses. '

o Definition: An hypothesis is a statementy
that asserts a relationship among either
concepts, variables, or measures.

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

"In 15 percent of street robberies
involving juvenile assailants the
victim Was physically injured, com-
pared to only 5 percent when the
assailant was an adult"', implies that
there is a relationship between the

age of the assailant and the probability
of the victim being injured.




II-A-23

d. The reason why it is important to identify Notes and Comments

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.

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

e. By identifying relationships between com-
ponents of the problem the program developer
can also deduce specific strategies to
affect the problem.

e 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.

f. 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 some of the
possible factors that contribute to

a problem, based on a careful testing
of hypotheses.




The program developer should keep in

mind that many factors contribute to a

given event or condition so that the
relationship between components is only
probabilistic at best.

Example: Other factors that might
contribute to the street robbery 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.

The program developer should also avoid

the logical error of assuming that, because

a strong relationship exists between two

components of a problem, one factor neces-

sarily caused the other to occur.

Q

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. FShould
people who want to go swimming be

prevented from eating ice cream?
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INSTRUCTOR'S NOTE

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 instructor will
walk the participants through the first half of a Problem
Statement segment, illustrating the process. The partici-
pants will then work on their own to identify relationships
in the second half of the segment. At the end of the
exercise the participants will compare and discuss their

results and the solution presented by the instructor.
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Segment 2:
Component Camponent
5. Percent of Budget Spent on Number of Vandalism Incidents
Athletic/Extramural Activities:

. Rate of Academic Failure Number of Vandalism Incidents
7. Rate of Teacher Turnover Number of Vandalism Incidents
8. Probability of Student Being Student's Academic Performance

Involved in Vandalism Incident
9. Probability of Person Being Person Had Been Dismissed or

Involved in Vandalism Incident

Suspended When in School
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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.

e I will walk you through the first
part of the Statement, then you will
be given a chance to try the same
process on your own on the secohd
part of the Statement.

® Read through the Statement in your
Guide on page II-A-6a.

® Take about 3 minutes.

A\
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Total time for
this activity
is about 20
minutes.




Walkthrough

o]

Take Paragraph 1 one 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 that "seriousness" was measured
in terms of the cost to the schools. 1Is

this a reasonable indicator of "serious-
ness"? Also note that "general 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 which

a school is built affect vandalism?

#4. Note that the factor of distance

is not defined. Also note the ambiguity
of the term commercial or industrial uses
This could be almost anything from a

"Mom 'n Pop" corner store to a shopping
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center.
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® General Note of Segment 1l: Ask the Notes and Comments

participants 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

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

e Any differences in answers should be
compared and discussed.

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

e Debrief on the following points if they
are not brought out in the participants'
discussion:

e #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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o #6. Note that this relationship suggests Notes and Comments

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 other
students; schools with poor academic ' 0
performance tend to be located in poorer
neighborhoods where vandalism may be
generally more prevalent.

o #7. Note that "high teacher turnover"
is a relative term - how "high" is "high'{?
Ask the participants if they can suggest
some explanations for this relationship.

o #8. Note that the evidence presented
here could only relate to students who O
were caught. Is it possible that
students who aren't 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: 1In the
debriefing note that the relationships

in the Problem Statement suggest certain ‘ O
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 (o)
factor caused another. ‘ End of desk activity

1. The Boundaries of a Problem.
a. The final aspects of a Problem Statement
to be assessed are the boundaries and o)
the level of the~problem described in

the Problem Statement.

[




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"
is drug abuse and a major secondary
effect is a general fear of crime among
the citizens. However, the analyst
could have also defined drug abuse

as "the problem" in which case street
robbery becomes a secondary effect

and - perhaps - organized crime activity
becomes a presumed cause.

In general, "problems" 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

IT-A-29

Notes and Comments

Visual II-D

Using Visual II-C
with these two
Visuals helps to
make the point

Visual II-E
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to demand that Problem Statements cover
the "whole problem". There is always
one more component or aspect of a prob-
lem that could have been covered.
c. The final judgement about the adequacy:
of the boundaries set by the Problem
Statement must be based on an intangible
quality called "professional judgement"”
which is grounded in:
® Appreciation of the limits of problem
analysis.
® Appreciation of the need to act even
in the absence of complete information.
e Appreciation of the difficulties that
may be created if the problem's bound-
aries are accepted as stated.
Setting Priorities Among a Set of Problems.

a. The discussion of boundaries illustrates

an important point 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. Viewing problems in relation to one
another means that some problems must be
judged more important or more urgent
than others, i.e., problems should be

set in some order of priority.

. €. Priority-setting means making three

different decisions: :

® Do we deal with this problem at all?

e If we decide to address the problemn,
do we do so now or at some time in
the future?

e If we decide to deal with the problem
now, how much effort do we want to

make?
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The first decision involves answering

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

Almost any situation can be seen 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"
really exists. This is what we have
been discussing in the first part of

the lecture.

The second decision (should we address

the problem now or later?) involves

answering the question, "What are the

consequences of dealing or not dealing

with this problem now?"

Every problem involves some costs to
someone (e.g., crime victims, the
reputation of the criminal justice
systeﬁ, 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 other 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
you try to rank problems? Do you deal
with all problems at the same time?

What procedures do you follow?
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The third decision - how much effort should

we devote to solving a particular problem? -

- is similar to the previous decision.

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

o Question to the Participants: How do

you decide how much effort to put into
solving a particular problem in your
agency? Give an example. Do you try
to give all problems equal attention?
What factors go into the decision?
How is the decision made and who makes
it?
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 about 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.

0 Not all problems presented for consid-
eration require the kind of detailed
planning outlined in the course.

The criteria for selecting problems for

programmatic plannlng are:

©0 The problem to be addressed should be

well~understood.
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e The problem should be important and
should be seen as such by decision-
makers, particularly in relevant
operating agencies.

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

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
analysis is conceptually complete,
comprehensive and logical.

® There should be agreement that the
problem is a problem based on the

analysis.

- 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 point to concrete

- costs to the public, the criminal

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,

e The problem should be perceived as
important by relevant decision makers,

particularly those persons who are
affected by the problem or who would
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be affected by any effort to solve the Notes and Comments %
problem. o

The problem should be large enough or

varied enough to require a comprehensive

system-level response.

@ This criterion 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 judgement of the
program developer.

e 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.

e 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}

e Example: A problem relating to a high
rate of recidivism among juvenile
offenders would possibly present the ' [
type of system-level response entailed
in a program.
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f. 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.

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
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

logical manner?

e Specific questions:

- Is the problem description comprehen-

sive in terms of indicating the:
nature?

magnitude?

seriousness?

rate of change?

persons affected?

spatial aspects?
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Note earlier
comments regarding
the role of the
program developer
in the technical

area (p. II-A-6).
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temporal aspects?
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system response?
origins of the problem?
the explanation of the problem

complete in terms of indicating the:

o
)
o
(o}
- Is
in

(o]

presumed causes?

primary effects?

secondary effedts?

system response factors?

the problem explanation logical

that it states and tests ﬁhe:
relatiogships between the components
of a problem?

- Are the -boundaries of the problem

adequate in terms of:

(o)

o}

(o]

the limits of problem analysis?

the need to act?

the consequences of acting on

the basis of the Problem Statement?

The final decision about the adequacy

of a Problem Statement may or may not

rest with the program developer - but

he/she s
problems

hould be aware of the possible
and limitations in the Statement

before agreeing to proceed to the next

step in

the program development process.




Module ITI
Developing an Understanding of the Problem

SEGMENT B: WORKSHOP ON THE
PROBLEM STATEMENT

1. Purpose of the Workshop

a.

b.

The purpose of the workshop is twofold:

e To give you an opportunity to apply some

of the ideas discussed in the lecture,
and

e 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.

e 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.

e 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.

IT-B-1
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Note on the Problem Statement

a.

Turn now to the problem statement. You will

read through the entire Problem Statement.

During the walkthrough you will be asked

to make comments, add suggestions and crit-
icisms about the Problem Statement.

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

on the worksheet in the back of your copy
of the Problem Statement. You should feel
free to offer insights and comments outside

these guidelines.
Remember that the focus of this Module is

on understanding the problem in a conceptual
manner, and that understanding is only a
relative quality -- be critical but reason-
able.

The Problem Statement in your Guide is an
attempt to reach a compromise between the
ideal and the material most planners must
work with in their agencies.
The Statement is probably more detailed
than most Problem Statements currently
produced, but it is a realistic document
in terms of the information needs of the
program developer.
0 The Problem Statement follows the
outline for a Problem Statement
found on page II-A-2a of your guide.
The data presented in the Statement is not
"real" data in the sense that it is all
based on an actual city or region, but it
is realistic in that, as much as possible,
it reflects a composite of national, state

and local arson data sources.

(Step 1).
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See Instructor's
Note al
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INSTRUCTOR'S NOTE

The workshop will be carried out in two steps:

Step 1l: 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 (1 hour).







.as to its:
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You will be given one hour to complete
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the reading. You will be asked to do this
on your own. You can go to your room,

stay here, or go to a place of your choicel
As you'read, make notes on the Statement

) Compfehensiveness of Description.

e Completeness and Logic of Explanation.

e Adequacy of the Scope of the Problem
as described.

Use the worksheet included at the end of

the Problem Statement (it can be removed)

to guide your assessment.

Return to this room at .
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Debriefing

a. After the participants have returned, the
Instructor should lead a discussion of the
Problem Statement following the format of the
Worksheet provided at the end of the Statement.

b. Comprehensiveness of Description.

 II-B-4
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Does the Problem Statement provide infor-

mation on each of the components of the

problem relating to:

- the nature of the problem?

- its magnitude?

- seriousness?

- rate of change?

- the persons affected?

- spatial aspects?

- temporal aspects?

- system response?

- origins?

What other information would be useful for

a better understanding of the problem?

Note: the only component 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 relatively

comprehensive in its description of the

arson problem. However, students often

indicate that they would like to have morg

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




c. Completeness of Explanation.

o

- If the program developer feels that the
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is essential or only in the realm of
"good to know"; no Problem Statement

will ever answer every question.

missing information is essential to the
development of the program he should
consider going back to the person who
prepared the Problem Statement and point
out the omission. Within reasonable
limits the program developer should not

try to work with inadequate information.

Can the components of the problem be
categorized into: presumed causes, primary
effects, secondary effects, and system
response components?

Have several participants suggest exampled
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 Concerns (p.3)})

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

primary effects include:

- Number of arsons

- Arson fire losses (monatary)

- Physical injuries and deaths

- Location of arsons (jurisdiction)

- Characteristics of buildings hit by




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 control (fire, police, prose-
cutors)

- Available facilities for arson control
(investigative equipment, laboratory,
information storage)

- Legal requirements affecting arson

(information sharing, criminal penaltie;)

- 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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facilities for mincority youth. However,
néte on p.l2 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
City. 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.

d. Logic of Explanation.

What relationships between components of
the problem are described or implied in
the Problem Statement?

Have several participants identify and
explain some of the more important
relationships in the Problem Statement.
Some of the more important relationships
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 public attitudd

toward arson and the willingness of

persons to serve as witnesses, the

willingness of juries to convict, and

the willingness to take preventive measy

res.




e.

Boundaries of the Problem.

(o)
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- the relationship between training levelsg

available resources, and the lack of

standardized procedures and policies

and the performance of the arson contro]

system (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 between the type of
-arson (vandalism, revenge, cover-up, etd
and the probability of it being
detected, cleared, prosecuted, and

result in a conviciton

Debriefing point: Note that these

relationships are important because they
provide possible clues for areas of the
arson problem where efforts could or
should be targetéd.

What are the boundaries 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 general context of
public apathy and indifference toward
the problem

- they include the way the system respond%
to the problem and the cost of that
response | '

- they extend to the economic and social
costs of arson relating to employment,
wages, housing, and business activity

Debriefing Point: Many participants have

' the arson problem was extended to include

indicated suprise and irritation that

the juvenile and vandalism aspects and

does not focus more on the arson for

profit aspect as more "criminal" in naturqg.

This is a valid objection to the way the
boundaries of the problem are stated sincg
the problem, as described, overlaps into
the whole area of juvenile crime and thus
becomes extremely complicated. However,
the arson problem is very heavily influend
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
guestions to be answered are: are.the
boundaries workable in terms of addréssing
the problem? What are the consequences

of accepting the boundaries as stated?

ed




f Final debrleflng p01nts

o}

Remember that no problem can be com-
_pletely or comprehens;vely described

‘is always a relative feature of a
Problem Statement. -

'thls Problem Statement should be ap-
- in program development.
- ment does not prOVLde a sufficient

 make:s"of that fact or arrange to
-.-gather the information needed.

énd‘explainedﬁ' Conceptual adequacy

The same criteria whlch we applled to
plied to any other information used
If you determine that a Problem State+

understandlng of ‘a problem, you have

an obllgatlon to advise decision-
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Module III: Developing Strategic Goals III-A-1
Segment A

6 ’ Notes and Comments
® 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.
¢. In this module we will cover the following
topics:
‘ e The role of the program developer in Visual I-C from
Module I
developing and selecting strategic
goals.
® ® The purpose of strategic goals in
program development.
e The different types and levels of
goals in program development.
o e The distinction between goals and ob-
jectives.
® The strategic goal development process.
o ® Using the problem statement to identify
" potential strategic goals.
L




o The importance of developing integrated
sets of strategic goals.
o Drafting the goal statement.

0 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.

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 lay out the framework for this step
in the process.

b. In the previous module we discussed the
fact that the program developer might
play any one of a variety of roles in the
decision-making aspects of the process:
© Full decision-maker.

o Staff.member.
o Informed advocate.
c. The selection of strategic goals is a

major decision point in the program devel-

opment process; consegquently it is reason-

able to assume that the final decision may

IIT-A-2
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a.

be made by someone other than the program

developer himself or herself.

In this course we will treat the identifi-

cation of potential strategic goals from

the perspective of the staffer and the
informed advocate.

e That is, this step will be treated from
the sﬁandpoint 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.

e If you work in an agency where you make
or participate in the final decision,
the material discussed here can guide
you in what to expect or demand of

persons who work under you.

3+ Types and Levels of Goals.

In program development a distinction is
made between different types and levels of
goals. A distinction is made between:

® Normative goals and

® Strategic goals.

Normative Goals are considered the highest

order or level of goals.

III-A-3
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o Normative goals represent those values

or ideas about where criminal justice

ought to be going or what it ought to be

doing.

© Examples: : : O
- To reduce crime.
- To provide a speedy trial to all
defendents. | ' O
- To improve the efficiency of law
enforcement agencies.

As "ought" statements, normative goals
can be made at a variety of levels:
o Normative goals can be established
for a single sector of criminal justice

system or for the system as a whole.

o Normative goals can be established for
particular crimes in particular loca-
tions, or they can refer to all crimes O
everywhere.

Normative goals can emerge out of a variety

of situations:

O
o Normative goals may be established
because they reflect the concerns of
decision-makers and community leaders;
O

(e.g., operating agency heads, super-
visofy boards, public officials, public

opinion).
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® Normative goals may be established out Notes and Comments

of the analysis of crime or system
data; Example: A sharp rise in the
burglary rate may generate a decision
that the criminal justice system ought
to address the problem of burglary.

e Very often, an analysis may be ordered to
confirm or verify that a problem is
important and should be addressed.

e. Normative goals are imporﬁant in problem
development because they define the level and
boundaries of programs and the problems they
address.

e Example: A normative goal that establishes
"arson" as a problem that ought to be
addressed will generate a different type
of program than a normative goal focused
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.

e Strategic goals are usually more
specific than normative goals.
e Strategic goals represent concrete ideas

about what can be accomplished in rela-

tion to a particular problem.




5. Strategic Goals and Objectives.

a.

Like normative goals, strategig goals can
be established at different levels of
specificity and detail. |

Unlike normative goals, strategic goals
should reflect a realistic appraisal of

problems at a detailed level.

(o}

A distinction should be made between
strategic goals and objectives.

o As defined, a goal is:

o As defined, an objective is:

Examples: ' III-A-6

- To reduce the number of burglaries
Notes and Comments

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.

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.

- A desired future state expressed as
results to be achieved, usually gener-

al, and not time-bound.

- A specific condition to be attained

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

terms.

® Goals state what is wanted whereas objec-
‘tives state what will be accomplished to
get to those goals.

® Goals are stafed in general'terms whereas
objectives are stated as specific 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 Visual III-A
different levels of goals and the relation-
ship between goals and objectives, we can
state the following:

e The normative goal is the highest level

goal on which the rest ofAthe structure .
is hung. They indicate what ought to be
accomplished.

e 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 will be
accomplished. They are distinguished

from goal statements in that they should
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be specified in terms of measurable out- Notes and Comments

comes to be observed within a given time
frame. Taken together or in sets, the ob-
jectives should lead to the accomplishment

of the strategic goals of a program.

The Purpose of Strategic Goals in Program

Development.

a. The purpose of strategic goals in program
development is to focus attention on the
end points of the program.

b. Strategic goals perform several functions:
o They force persons in the process to be

explicit about the conditions or situa-

tions they want to change, eliminate,

or create.
o They force persons in the process to
commit themselves to solving a problem.

0 It creates a common interest between

different groups and.persons.

C. Strategic goals make it easier for the
program developer to begin thinking about
different strategies to solve problems.

o They séecify 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.

e They provide an opportunity for view-
ing the problem and possible solutions

from a comprehensive perspective.

The Strategic Goal Development Process.

a.

There are three steps involved in strategic

goal development:

Identifying potential strategic goals.
Drafting the strategic goal statements.
Develdping the strategic goal decision
package.

There are two primary sources from which poten

tial strategic goals can be identified.

Normative goal statements, and

The Problem Statement.

Strategic goals should result from a consid
eration of both the normative goal and the
Problem Statement.

Normative goals provide a source for potentiall

strategic goals in that they reflect:

The original concerns which brought the
problem to the attention of decision-makerd

and may provide the basis for setting goalq.

Example: If the problem of juvenile gangs
was identified because of a rising level
of juvenile violence, reducing that
violence is a logical strategic goal

for the program.




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.
Example: 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 standihg 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.

Using the Problem Statement to Identify Poten-
tial Strategic Goals.
The other primary source of potential-

strategic goals is the Problem Statement.

The strategic goals of a program

should be based on a detailed appraisal

III-A-10
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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 d

the problem as indicated in the prob-

lem statement.

By "important components" of the probleq

we mean those critical conditions or

events, that appear to contribute the

most to the problem.

A single Problem Statement may identify
one or more important components of a
.problem that should be addressed in
order to solve the problem.
Example: A study of the problem of
recidivism identified four key
problem components that l#rgely determir
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

e

Visual III-B




Identifying the major components of a proklg

significantly addressed.each of these

components would have to be handled. 1If
only one or some of these components are
addressed it is likely that the problem

would be only partially affected.

is a task which must be based on a detailed

understanding of the problem.

(o]

There are no fixed 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.

Very often the important components of a
lem only emerge after a great deal of
research, analysis and debate about a

particular problem.

There are specific technigues which can

help program developers and decision-makers

reach an agreement on the 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

will discuss the NGT as well as other

IITI-A-12
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9.

Desk Activity - Identifying Potential Strategic

techniques of this type.

Goals From a Problem Statement.

ae.

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.
First 1list all of the components of the
problem on the lines below the Statement.
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.
We will discuss your findings after you
have finished. Take 15 minutes to com-
plete the activity.

e Any questions? (Begin)

III-A-13
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e. Debriefing points:

o Have one participant read off his/her
list of components.
o Ask if thére are any other components
that should be included in the list. O
6 Ask a second participant to indicate
what he/she considers to be the most
important components of the low conviction 0O
rate problem. Encourage discussion.
o In the discussion or in a wrap-up of the
activity emphasize the following points:
1. Strategic goais should be developed
to address the most important components
of the problem as described in the
Problem Statement. - . %
2, The most important componenfs of a prdblem
emerge only after the problem has beer
thoroughly digested and understood. o : [p)
3. Persons may not always agreern the |
most impo;tant components of a problen -

particularly when several persons are

O
involved in the decision. (This exampgle
was fairly straightforward). End of desk activity
10. The Importance of Developing Integrated Strate-
o

gic Goals.
a. The selection of a specific set of strategic
goals is the single most important factor in

shaping the course of a proposed program.




e 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.
The strategic goals selected for further
development should reflect a basic poiicy—

orientation toward the problem. Among the

different policy orientations that might be

adopted are:

e 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., provide crisis
counseling to crime victims).

® To improve the ability of the criminal

justice system to respond to the problem

(e.g., provide training, additional
personnel, better equipment).
e or combinations of each.
The selection of a set of strategic goals
can thus be guided by the earlier assess-

ment of the problem statement in which the

III-A-17
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ur

Refer back to the
earlier discussion
of presumed causes,
primary and secon-
dary effects and
system response
components if nec-
essary to clarify

this point.




presumed causes, primary and secondary

effects and system response components were

identified.

o]

It is sometimes recommended that the
primary emphases in a program should be
placed on those components of the problem
about which the most is known.

However, since more is usually known
about 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.

Question to the Participants: In your

agencies what is the general policy-
orientation toward most problems? Has
there been any change, i.e., away from
the CJS and more toward the presumed

causes of problems?

Goals should be selected that, taken toge-

ther, tend to enhance the effectiveness of

other parts.

o

The differences between a program and a
collection of projects is not that the
projects are all supported under the
same category, but that they work toge- .

ther in a particular way to effect a

III-A-18
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e.

common problem.

e In recommending strategic goals to
decision-makers; the program developer
shoufd be careful that the set of goals
presented do not contradict or interfere
with each other.

e Example: A classic case of a program
with contradictory goals is the program
to put police officers 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.

Discussion point: 1Is it better to select

goals that deal with the causes, primary
effects, secondary effects, or system

response? When? Why?

1l1. Drafting Goal Statements.

a.

The format of a goal statement is:
® An action verb (a) followed by
e A statement of what 'is to be accomplished

(b) .

III-A-19
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10 minutes for

discussion
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b. Examples:
e 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:
e Clarity.

e Specific to the problem (not all-purpose

standards-and-goals type goals).

® Reflect agreement among interested

parties.

e Flexible. ¢

® Not restrictive.

e Not too ambitious.

® Positive. ' o
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
and convey a challenge to persons in the
program.

® The statemeht should reflect a realistic




e

12.

sense of what can be accomplished.

Examples: The following statements reflect

varying levels of quality in goal statements

(Ask the participants to rate 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 the 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
burglary/iarceny rate by 15 percent
during the next 5 years.

To reduce downtown crime by using team

policing

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

IIT-A-21
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Good

Good

Mission Statement

Too ambitious

Negative

Confusing

Where did the 15%
come from? Really
an objective?

Too restrictive

Display Visual
I-C from
Module I




developer will begin identifying and
refining strategies to meet the strategic
goals. |
At this point in the process the strategic
goals selected for further development arev

still only potential goals.

o0 Before a final decision can be made more

must be known about the logic, feaéibility,

cost, etc. of the different strategies
the strategic goals could generate.

o 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.).

o Different agencies will have different
policies about this decision. However,
we are assuming that at some point the
program developer will be asked to
explain how and why certain strategic
goals were developed.

To facilitate this decision the program

developer should prepare a decision package
which summarizes the work that has been

completed to this point, and lay out the

ITI-A-22
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options to the person{s) who will make
the decision.
e. The decision package should consist of

the following items:

e The normative goal statement which the
strategic goal addresses.

® Abstracts of the portions of the
Problem Statement out of which the
strategic goals were identified.

® A listing and a brief description of

the 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.

e Take a few moments to examine the form.

Are there any questions or comments
about this form?
13. 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
to addréss.

® In this Module we began to apply that
knowledge to the development of a set

of potential strategic goals.

III-A-23
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See page 24a..
This format is
taken from the
management course
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We also discussed the following topics: 

® The role of the program developer in
developing and selecting strategic goals.

® The purpose of strategic gbals in program
development.

e The different types and levels of goals:
~ Normative Goals |
- Strategic Goals

@ The distinction between goals and objec-
tives.

® The strategic goal development process. @

e Using the Problem Statement to.identify
potential strategic goals.

e Drafting the goal statement, and ’ %

e Preparing the strategic goal decision

package.
After the workshop, we will‘begin td use
these strategic goals to help identify ' .
strategies that wiil best meet those
goals. This will be done in Module 1IV.
But first, we need to practice what we : ®
have learned in this Module.
L




Module III: Developing Strategic Goals

Segment B

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

1. Introductory Statement.

a.

III-B-1
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LECTURE GUIDE

In this workshop you will be gi?en a chanée

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.
Your assignment in this workshop is to idend
tify the most important components of the ay
ppoblem, based on the normative goal, and
the information in the Problem Statement you
have read earlier, and to then draft appro-
priate strategic goal statements for three
of these components. .

® You are to identify strategic goals for
the entire problem of arson--not for one
component or area of the problem.

The strafegic goals you develop should be
consistent with the facts contained in the
Problem Statement and the normative goal
established for this problem area.

The goals should also be consistent with thq

guidelines discussed in the previous lecturgq.

® The goals should be written at the stra-
tegic level--indicating what can be done.

® You should develop multiple strategic
goals to reflect the most important
component of the problem.

e The goals should also reflect a general

son

The normative goal
statement is given
to students in the
workshop

policy-orientation toward the arson




problem and tend to reinforce each

others effectiveness (i.e., try to keep

the goals consistent among themselves).
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.

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.

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.

Note on Nominal Group Technique.

a.

C.

Your instructor will lead you through

the exercise - you will be working in small
groups.

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 Technigque itself.

I will now asign you to your groups.

B~-III-2
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See Instructor's
Note
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INSTRUCTOR'S NOTE

In this exercise, the trainees will be led
through a Nominal Group Technique process. No pre-
liminary lecture of this technique will be given.
After the participants have gone through the process,
a lecture will be given followed by a debriefing.
This introductory material covers the preliminary

administrative arrangements.




Module III: Developing Strategic Goals
Segment B

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

FACILITATOR'S GUIDE

1. 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.

o Flip chart.

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

o Pack of 3 x 5 cards.

o Felt pens (to record items on flip chart).
o Paper and pencils for each participant.

o 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.

III-B-3
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2.

Welcoming Statement.

a.

IIT-B-4
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Read the following opening statement:

"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 procq

"For the Nominal Group Technique 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 the problem
and then prepare a presentation following
the decision package format discussed in the
lecture."

"For purposes Of this workshop, assume
that we are responsible for developing and pzi
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
of arson fires in the Central City Region.'

Remember that we are to deal with the entire
arson problem - not just some part of it."

m-—

t
that
SS."

oposing a

You may want to
write this on the
flip chart,




"Would each of you please read the

guestion 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?

"For the next five minutes, after I
ask you to begin,
guestion on the worksheet. List as many
important components of the problem as you
can think of in that time period."

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

"Work on this question fof the full
five minutes. At the end of that time,

I will ask you to stop writing and indicate

how we will proceed."

"Are there any questions?"

Step 1.

When all guestions have been answered, announce

that the group has five minutes to write down
their ideas.

o Persons who violate the rule on
silence or non-collaboration should
be corrected by addressing the group
as a whole through a repetition of

Do not address

the instructions.

the person directly.
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list your responses to the

NOTE: Question is

in the Student Guide
The rating sheet for
the final vote is

on the back of this
form. Point out that
the strategic goals
per se will be devel-
oped later. At this
point the NGT is
being used only to

|define the important

components of the

|problem!

See Note
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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 any one
response for too long, but attempt to generate as many
good responses as possible (e.g., based on the arson

problem and consistent with the normative goal.)




Step 2.

After five.minutes have elépsed,'the faciliﬁator
should ask the group to stop writing, put down
their pencils, and instruct them oh‘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 one of your ideas to the group.
The idea will be written on this flip chart.
Put off discussing the ideas until all of them
have been recorded."

"If someone else provides an idea that you
feel is the same as one of your own, do not
repeat the idea but provide one not already
given. If someone's idea leads you to think
of an additional idea, you may add it to your
list. I will continue to go around the group
until all ideas have been presented."”

Step 3.

After all ideas have been fécorded, the leader
should lead the gréup through a serial discus-
sion of each item. The traineés shoula be
instructed as follows:

"Now that we have listed our ideas, we can’
begin to discuss each in turn."

"The purpose of the dlSCUSSlOD is to insure
that we all understand the meaning of each idea.
Also, we can use this opportunity to give
reasons why we mlght agree or dlsagree with
partlcular ideas."

"We can take up to 20 minutes to discuss
these ideas. Please do not spend too much
time on any one 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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See Note
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FACILITATOR'S NOTE

Be certain fo number each idea as it is presented.
Record the response as quickly as poséible in the words
of ﬁhe 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 oﬁ state-
ments or eliminate any ideas out of hand. .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.




6.

b.
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The leader should indicate the first idea
and ask:

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

Step 4.

a.

After every idea has been discussed and
clarified to 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 examine
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."

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." '

"Study the cards carefully and select
the components of the arson problem that you

consider least important.”

See Note

"N" should be about

40 percent of the
total number of
items up to a max-
imum of 9 items.

Illustrate 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.




III-B-7-a

FACTILITATOR'S NOTE

In leading the discussion the facilitator should
enforce the rule that comments only be made to the group
as a whole and not to specific indiviauals. 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 comment 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.




"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."

When all the cards have been numbered, the
facilitator should collect all the cards,

shuffle them and begin recording the vote

on the flip chart.

o 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
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 worthwhile
to discuss the vote we have just taken.
This is not to force anyone to change his
or her vote, but to clarify why people
voted as- they did." '

"gées anyone have any comments to make
about Item #N?2"
At the end of the discussion, the facilita-

tor should repeat the opening statement as

follows:

ITII-B-8
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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 commenf 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.




"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 t
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 "N" 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 heading labeled
"ITtem Number." 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 number under the column
labeled "Item Description." Be sure that
the statement corresponds to the number in
the far left column."”

"Now please note the numbers on the
right side of the page opposite each line.
The numbers range from "1" to "10". On
this scale "1" 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.”
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The rating sheet

is on the back of
the form with the
NGT gquestion.
(Copies can be found
on pages 17 and 18)

These items do not
have to be the
same ones selected
the first time.




After the vote is taken, the facilitator

should ask the group to fold the rating

sheet in half and collect 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, the 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.

Based on the vote, the facilitator 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.
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Divide the total
ratings by the
total number of
people in the group
(3 nine ratings
would 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 group.




9. Drafting the Straﬁegic Goal Statements.

a. The participants will now draft strategic
goal statements for the three components tha
rankea the highest in the last vote.

e If there were ties among the top three
scores, the tie should be broken by a
show of hands. Remind the group thét
they may be required to work with one
of these goals during the rest of the
week.

e Indicate to the group that they are
drafting only three goal statements
because of time limitations. If this
were a real planning boay, a statement
would be drafted for all of the com-
ponents of the problem the group
considered important. 7

b. Break the group up into‘gg£gg smaller
groups and assign each the responsibility
for drafting one of the three strategic
goal statements.
® Have the gfoups write their goal

statements'oh a flip-chart page for the
presentatioh. |

® Remind the groups to follow the format

and criteria discussed in the lecture.
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10. Preparing the Presentation in the Format of thd Notes and

% Strategic Goal Decision Package.
@

a. The presentation before the main group

should follow the format of the Strategic
Goal Decision Package discussed in the

é » lecture.

° Blénk'copies of the Strategic Goal
Decision Package Form are in the Parti-

These forms are
very similar to the
cipant Guide, page III-B-3, and should form used in the

. . management course
be used to record their strategic goal. ag t . !
@ as shown earlier

® Tell the groups that they must be able in the module.

to cite the particular parts of the

Problem Statement which led them to se-
lect each strategic goal. (Page & Sectidn)
| ® Remind the groups that they will be
| asked to indicate the important componert of
the problem upon which the strategic
goal was based.

6 ® Also remind the group that they should
be able to relate the strategic gbals
back to the normative goal for the arson
problem area.

b. After each small group has completed its They should pre-
: pare a flip-chart

work, discuss each goal and then select one| with the key infor-
mation on it.

person to present each goal and the decisioh
package material to the main body.

e The groups will each be given 15 minutes
to make their presentation--5 minutes
per goal.

e c. Direct the group back to the main meeting

room.




Module III
Segment B Workshop on Nominal Group Technique

FACILITATOR'S GUIDE

Task Outline

o Opening Statement ‘
o Distribute & Read NGT Question

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

© Step 2: Recording of Ideas (1l minutes)
--Instructions
--Recording of Ideas on Flip Chart*

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

O 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 Feature

o0 Step 5: Discussion of Vote (21 minutes)
--Instructions
--Discussion

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

*
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Do not eliminate items during the recording of ideas - allow
the participants to do this through discussion in Step 3.

Merely record the votes on the sheet after evey item - do

* %k

not compute an average score for each item.
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o Step 7: Drafting the Strategic Goal Statements (10 minutes)

o Step 8: Preparing the Presentation and Decision
Package (15 minutes)




Module III: Developing Strategic Goals

Segment B

Workshop on Nominal Group Technique

1.

LECTURE GUIDE (continued)

Introduction.

ad.

We wiil now have each of the groups present
the decision packages they developed in the
Nominal Group Technique Workshop.

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 critigue these goal statements in relation

to the guidelines discussed earlier in the

lecturé.

In critiquing each goal statement recall the

criteria we discussed in the lecture:

o Do they appear to be based on the data
presented in the Problem Statement?

o Do they reflect important components of the
arson problem?

0 Do they address the normative goal?

o Do they follow the format of a good goal

statement?
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Have the partici-
pants leave their
goals mounted
before the group
after each pre-
sentation

S,




4. Examples of Appropriate and Desireable Products.

a.

Strategic Goal Statements.

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

Do they have the characteristics of good

goal statements:

III-B-15

Notes and Comments

Clear?

Specific?

Flexible?

Not overly restrictive?
Not overly ambitious?

Positive in tone?

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 arscon control agencies
To reduce the personal and economic costs

of arson to businesses and individuals

The large number of arsons committed by
juvenile fire-setters (p.30)

The lack of public awareness of the arson
problem (p.30)

The lack of cooperation by the public with
arson control agencies (p.25&26)
The unfavorable performance of arson conty
agencies in detecting, arresting, prosecuf

and convicting arsonists (p.28)

ol

ing,




c. Relationship of Strategic Goals to the
Normative Goal.

The Normative Goal is: To reduce £he number

The following are two examples of how strategi
goals can be shown to relate to this
normative goal:

o

and consequences of arson fires in the
Central City Region.

III-B-16

The lack of cooperation among arson
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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)

Strategic Goal: To reduce the number of

arson fires set by juveniles - This

strategic goal addresses the component of
the problem which contributes the 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 whid
provide opportunities for arsonists.

By addressing public awareness, this
strategic goal would attemﬁt to

reduce thése opportunities and thus, the
number of arson fires. Similarly, the
increased public awareness might

lead to practices which reduce the
personal costs and conseguences of

arson to individuals.

Cc

h




5.
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Selecting a Set of Strategic Goals.

a.

In the lecture we discussed the need to select

strategic goals that reflected a policy-

orientation and which tend to complement and

enhance each other.

From this point on in the process each of the

three/four work groups will begin to develop

more détailed strategies to meet a particular

strategic goal. Taken together, these strate-

gies will make up the program we are trying

to develop.

® Remind the group that in a real planning
situation there might be several work groups
developing different areas of the program
to meet many more strategic goals.

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




6.

d.

Debriefing on the Nominal Group Technique.

a.

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..

(o]

In this workshop we used the Nominal Group
Technique to identify important components of

the arson problem.

(o}

A detailed discussion of how the NGT is
carried out, why it is carried out as it is and
some of the issues relating to its use, is
included in the text for this course.’

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 NGT).

Each group should have at least one of its

goals selected in the final set.

The selection should be made by consensus
of the group.

Encourage discussion if disagreements arise.
The group should be encouraged to be explicH
it about the rationale for selecting a par-

ticular set of strategic goals.
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The instructor should
spend no more than
five minutes on the

"INGT. Refer the

The NGT could also be used to set priorities
between problems or identify possible

strategies.

participants to the
Kkdiscussion in the

Istudent text.




Module III
Developing Program Goals: Workshop

BACKGROUND NOTES FOR WORKSHOP #3: Using the Nominal
Group Technique ‘in Setting Priority Criteria

a.

1. BackgroundAfor NGT.

The purpose of this material is to provide
background information on the NGT.
Familiarize yourseIf with this material

so that you can answer questions on the
technique during the debriefing.
Participants should be aware that the

Text to the course contains information

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.

The NGT is a valuable device for making

decisions when:

® The decision-making situation in-
volves a very complex problem, and

® The judgments and opinions of
several individuals must be col-
lected, considered and reconciled.

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:

o Identifying the elements of problems.

o Identifying the elements of program
solutions.

o Establishing priorities and goals for
programs.

When it is used properly NGT can produce

high-quality decisions and a high degree

of agreement and satisfaction among
participants.

NGT Process.

NGT is carried out in small groups of

between five to nine persons.

0 Research on groups shows that this
range is desirable in order to assure
that the group's work is productive
without becbming unmanageable.

- 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 larger 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:

l. Each participant works independently
to generate a set of responses to
the guestion being considered.

2. The group leader collects the responses
of all the participants and records
them in a fashion that all members can
see.

3. As a group the responses are clarified
and discussed.

4. Each participant votes independently
on e€ach response.

5. The results of the vote are discussed
by the group.

6. A final vote is taken.

4. Preliminary Preparations for NGT.

a. Before conducting an NGT exercise, thers
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 rooms should be large enohgh
to.permit each participant to have

an individual writing space.
Participants should be arranged so
that each can easily see a flip chart
of 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.

[}

5. Step 1:

to the

The statemen£ 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.

Silent Generation of Responses

Question.

a. 'The first step in the NGT is to have

the participants write their responses

to

the questions silently and

independently.
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See Note
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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
basis for many other decisions now and in the

future."
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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 O
their responses in brief phraées or
statements within a given time limit
(usually 5 minutes).

o The leader should ask the participants
to work silently and independently.

o The leader should resist providing
sample answers or responses. If a
participant aské 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.

o0 The leader should set an example by
working on the guestion with the
others while enforcing the rule of
silence and independent work.

6. Step 2: Recording of Responses.
~a. After the time limit has elapsed, the

leader will record the responses on the o

flip chart so that they are visible to

the entire group.




7.

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.

Step 3:

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
as possible in the words of the person
who provided it.

All responses should be numbered
sequentially.

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

of

each in turn within a fixed period

time.
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Taking each response in turn, the leader
asks the group if there are any questions,
clarification,.agreements or disagreements
with the response.

o 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. |

o The discussion should be aimed at
clarifying viewpoints rather than
argumentation.

o Each response should be given approx-
imately an equal amount of attention.

o The author of a response is not
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.
The leader asks the participants to select
a number of 3 x 5 cards.
o '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

. most persbnsf ability to accurately

rank or rate.)
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| d.
b
L 4

e.

£.
[ ]

g.
@
[ h.
@

The leader asks the group members to care-
fully examine the list of items and to
select the 5 to 9 items they consider
most important.
When the participants have selected their
items; they should record them on the 32 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 leader 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}

Step 5: Discussion of Preliminary Vote.

a. The NGT process may be stopped after the
first vote.

@ If a clear consensus emerges, there may
be no reason to continue the érocess.
b. However, if no consensus emerges or
additional accuracy is desired, the process
may be taken through an additional cycle
of discussion and voting.
¢c. The leader leads the group through 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
additiqnal information or logic.
® The discussion should be brief.
® The leader should not allow the

discussion to evolve into a debate
over the vote or force persons to

justify their votes to the group.
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e
°
°
Step
a.
®
e
b.

The leader 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
éhange their votes unless they are
‘convinced by the information provided
by others.

Final Vote.

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 method may

be used which clarifies the difference

and strength of the members' judgments.

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 indicate very
low importance; a "1l0" rating, very
high importance.

Each member works independgntly

and silently.
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11.

NGT

C.

o The leader should point out that
the same weight may be assigned to
different response items.
After the voting is completed, the leader
compiles the vote and calculates the average
rating score for each item and the number
voting on that item.
The leader then notes the highest average
plus number voting, next highest, etc.
This completes the process.
for Groups Larger Than Nine Members.

If the number of persons to be included

in the NGT is larger than 9, the process

may be modified without distorting the

results.

Before the question is presented, the

group 1is divided into smaller groups

of between 5 to 9 members.

o The groups should be of approximately
equal size.

O Assignment to groups should be randon,
or if some feature distinguishes the
members (e.g., .rank, seniority, ex-
pertise), the selection should produce
a balanced mix of persons in each group.

Each of the smaller groups will then

carry out Steps 1 through 4 separately.
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12.

Writing

a.

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 meore grcoups produce nearly
identical responses, these items
should be combined along with the

votes cast for the items.

The group is then convened as a whole

and is led through a serial discussion

of the items as described in Step 5.

Following a discussion of each item,

a final vote is taken as outlined in

Step 6.

The

the

leaders then compile the vote of

whole group, announce the results

and adjourn the meeting.

The

the NGT Question.

most important preliminary step

in preparing for NGT is the drafting

of the NGT question.

An inappropriate guestion will result
in a great deal of mental energy being
devoted to providing unneeded or super-

fluous answers.

The drafting of the question should be

carried out in four steps:
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1. The objective of the NCGT meeting
should be discussed and identified
in writing by staff.

2. The staff should draft exampleé of
the kind of response items desired
in terms of level of abstraction
and scope.

3. Alternative guestions should be
drafted which are thought to elicit
the desired responses.

4. Each of the alternative questions
should be pilot-tested by persons
not involved in the drafting of
the questions or the desired response
items.

The question which comes closest to

eliciting the kinds of responses desired

should‘be selected.

o If no question produces the desired
responses, the gquestions should be
refined, redrafted and retested.

0 The guestion should be drafted so
as to elicit the desired level of
abstractioh and scope. It should
not be drafted to elicit specific

responses in a substantive sense.
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13.

Who Should be Selected to Par;icipate in NGT.

a.

The selection of persons in an NGT

should reflect the question for which

an answer is desired.

0 Persons selected should be able to
understand and respond constructivély
to the guestion posed in NGT.

o 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 4

DEVELOPING THE LOGIC OF
DIFFERENT PROGRAM STRATEGIES







Mcdule IV
Developing the Logic of Different Strategies
Segment A

INSTRUCTOR GUIDE

1. Review and Introduction to Module 1IV.
a. In this module we turn a major corner in
the program development process. To this
point, we have been concerned primarily
with the problem.
b. In Module II we developed an understanding
of the problem by:
® Breaking the problem down into its com-
ponents and putting those components
into categories.

® Identifying relationships between com-
ponents, and

® Locating the problem in relation to
other problems, i.e., setting priorities
among problems.

¢. 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.

IvVv-a-1
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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.

O We can refer to the analogy of a
bridge. On one bank we have the prob-
lem. On the other bank are our goalé.
In this module we will start to design
the bridge that will lead from the
problem to the goals.

In this module we will discuss the follow-

ing topics:

o The role of the program developer in
developing strategies |

6 Collecting and assessing information
on different courses of action

o The importénce of developing alternate
or optional strategies

o Defining what is meant by the term
"strategy"

o The two approaches to developing
strategies-- working from the problem
statement and working from.strategic go3

® Assessing the logic of different

strategies

1s




The Role of the Program Developer in

Developing Strategies

Qe

® The importance of integrating strategies

® Developing the strategy selection deci-

sion package

Before we discuss the specific steps in-
volved in developing strategies, we should
again keep in mind the context in which we
are working.

The selection of a set of strategies is

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 preparation for present-
ing the facts and options to a manager or

supervisory board.
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The final product of this module will be a

Notes and Comments

decision package which will expand on the

decision 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.

Collecting and Assessing Information on

Different Courses of Action.

a.

c.

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.

By information we mean facts about:

o 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 create and how
much they cost.

o Ideas that have been proposed but never
tried in a program setting.

A major part of the program dsvelcper's

time and effort. should be devoted to

locating and assessing information about




what others have done or have proposed in

a given problem area.

® This information will not only help the
program developer work through the logic
of his or her own program, but will also
help the program developer "sell" the
program to decision-makers and ulti-
mately to the persons who will actually
implement the program.

® Without this information the program
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 assoéiations in areas

relevant to certain problems
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4.

o Research and evaluation literature
o Professional journals and magazines

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

National Criminal Justice Reference Ser-

vice)

e Professional and private consultants

o Persons in agencies who have implemented

programs in the same or a similar area
By tapping tﬁese various sources, the pro-
gram developer not only expands his or her
own knowledge about what is possible, fea-
sible, etc., but also can identify persons
and agencies that could or should be in-
volved in the planning or implementation
of the program.
The text accompanying this module contains
a detailed discussion of information
sources and techniques for gathering and
assessing different types of information.
The participant should examine that discus-

sion for more guidance on that subject.

The Importance of Developing Alternate or

Optional Strategies.

a.

There is almost always more than one way to

meet a strategic goal and it is important

- that the program 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 jufisdiction.

Strategy development is one of the areas
in the program development process where
the 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-
jerk" response to a problem.

In many instances, the program developer
will be required to justify his or her
decision to explore or develop one
strategy over another. By taking a
broad view of available strategies, the
program developer will be able to answer
questions from decision-makers like,
"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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5.
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By examining several alternative strate-

gies, the program developer also can devel-

op a series of fall-back positions if he

or she runs into serious problems or oppo-

sition to a particular strategy.

The amount of time and effort the program

developer can devote to developing alter-

native strategies will depend on several

factors:

o The amount of time available

o The availability of information in a
particular problem area

© The willingness of decision-makers to
consider many different options

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 speaking about
strategies in a very general way. We
should now carefully consider what is

meant by the term strategy in this course.




b.

o Definition: A strategy is a general ap-
proach to the accomplishment -of a particular
set of conditions or results implied or
specified in a strategic goal.

o Example: Take the problem of reducing
automobile-related injuries. There are at
least two general approached to this prob-
lem: improving the ability of people to
avoid getting into automobile accidents in
the first place, or reducing the chance of
injury 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.

o 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 the handling of automobiles
o An element might be a single project or
a set of projects'performing the same
activity (e.g., providing shelter to.
juveniles).
© An element might also be a single acti-
vity performed only once (e.g., submit-
ting a draft of a new law to the State
legislature).
At this stage in the program development
process, we want to remain at the level of
the strateqgy, rather than dropping down to
the level bf specific elements.
for this are:

o We want to maintain a broad perspective

at this stage to insure that a variety of

possible strategies are considered.

o It is easier to evaluate 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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The reasons

Emphasize the point
that an element does
not equate (neces-
sarily) to a project.
It is important that
the student clearly
understand that
elements can be very
simple or broad and
need not always
involve creating a
new organization,
finding new funding,
or new personnel
{e.g., changes in
administrative rules
or procedures could
constitute an
element, but could
not be reasonably

project).

considered a -




% 6. The Two Approaches to Developing Strategies
¢ a. There are two basic ways to develop a
strateqy:
® Working forward from the facts of the
problem toward the goals.
® Working backward from the‘goals to the
solution.
® b. Under ideal circumstances, the program
developer should be able to work almost

entirely from the facts of the problem in

® the Probilem Statement to develop strategies.

® A well-researched Problem Statement will
lay out not only what the problem is
(i.e., describe the problem), but also
6 what the factors are that contribute to
the problem (i.e., explain the problem).
e With this information, the program devel-
'y oper's task is“easyf—the strategy to
solve the problem will be to correct.
those factors that contribute to the
problem.
e Example: If the Problem Statement indi-
cates that the reason why the prosecutors
are unprepared when they go into court

lies in their not having enough time,

experience, training or clerical support,
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See note.
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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 keer

reminding the participants that they are two approaches to

reach the same end point--a program that works. 1In the
first approach you have a good Problem Statement that
contains solid information on the nature of the problem.
You base your Strategic Goals on that information and
then move toward possible interventions--based

again on the Problem Statement. You are building the
Program bridge from Problem Statement to Strateéic.Goals
(left to right). In the second approach you have a
weak Problem Statement, and you must work from your
Strategic Goals backward to see what kinds of inter-

ventions might solve the problem (from right to left).

You may want to diagram this for participants and leave it

up for their inspection as you move through this

material.
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the logical strategy to solve the problem
is to provide prosecutors with more time,
experience, training, etc.
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.
Very often the program developer will have
to develop strategies using both approaches

at the same time.

® Recall the earlier discussion about underH

standing a problem--no problem will ever
be completely understood. -
® Knowing what the contributing factors to
a problem are will not always point out
obvious strategies to solve the problem.
The program developer must be prepared to
use both approaches wheén necessary. Obvi-

ously, the more information the program

developer has about the problem-- the more

appropriate the strategies developed will be.




7. Desk Activity - Using the Problem Statement

to Develop Strategies.

aA.

A major source of information in developing
strategies is--of course--the Problem State-
ment, and the analysis that was completed

in preparing the Strategig Goal Decision

Package.

The components of the problem identified in:

the Problem Statemént ére those factors that

the program developer may wish to correct,
change or eliminate in order to meet the
strategic goal. Correcting these componeﬁts
individually would constitute the potential
elements of an overall strategy.

o Example: If the Problem Statement -iden-
tified low morale, excessive workload,
and poor pay as components of the probiem
‘of ineffective probation dfficers{ ef-
forts to correct each of these conditions
would constitute the elements of an over-
all strategy that might be labeled

"Upgrading personnel policies".
By examining the qomponentslof the problem,
and grouping thosé components éccording_to
common‘typeS'qr features, the program
deﬁelopefs can developlan'overali Strategy

that encompasses each.
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d. Read the decision package in your Guide re-
lating-to the "prosecutor preparation" aspect
of the low conviction rate problem.

€. Identify as manyAdifferent strategies as
possible to address this strategic goal.

'@ Remember to remain at a general level--
don't start out at the level of specific
interventions or elements.

® Think creatively,--don't be satisfied

with the most obvious strategies.
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£. Debriefing: In the debriefing: ‘ %
' o

o Have one or two participants suggest

their different strategies
o Ask for comments from the participants

about the strategies suggested (o)

g. Explanation of Proposed Answers:

o Potential elements: Considering the

fact that prosecutor workloads are

believed to be high, one logical element ©
would be to hire more prosecutors to

handle the load' (Element A). Similarly,

if there is a lack of clerical and o

secretarial support, the logical responde
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 staff is inexperienced, one
answer would be to replace or supplement
them with more experienced attorneys
(Element D) or provide existing staff
with more training (Element E). The O

obvious remedy for the problem of the

[

judicial time limit rule is to modify th
rule to a more reasonable level (Element|F). o
Other potential elements to reduce case-
loads are to develop a system to better °

allocate and spread the work (Element G)
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or reduce the workload directly by
being more selective in choosing cases {o
prosecute (Element H). A second element
designed to improve the level of exper-
ience among the existing prosecutors

wéuld be to pair them with more exper-
ienced attorneys who could tutor and guide
them (Element I). A second element undgr
the tenure problem would be to require
new attorneys to promise a minimum perigd
of employment when they.are hired (Elemgnt J).

o0 Possible strategies: The individual

elements suggest more general approaches
to the problem, i.e., strategies. One
strategy would be to merely add to the
available resources, suggested by Elements
A & B (Strategy 1l). A second strategy 1s
suggested by Elements E & I; that is,
upgrade existing resources (Strategy 2)
A third strategy would be to use available
resources mcore effeciently (Strategy 3),
as suggested by Elements G & H. A fourth
strategy would be to replace existing
resources with people-that can do the jg¢b
better or will perform the job more

reliably (Strategy 4), as suggested by
Elements D & J. Finally, -a strategy coyld
be divised to improve the retention of Age-

sources (Strategy 5) or reduce the presdures
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nal events (Strategy 6). Note that once
you have identified strategies, they, if
turn, may suggest new elements. Althoud
they may not be supported by the problen
statement, they may prove to be useful 4

should be saved for further consideratid

h. Debriefing Points: 1In the debriefing

emphasize the following points:

(@]

Strategies should not be made too spe-
cific at this point--the program devel-
oper should avoid being too "locked-in"
to a pérticular intervention.

The participants should try to develop
as many different options as possible--
this is the place to be innovative and
creative.

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 underleach
strategy.

Emphasize the importance of information.
In this exercise the participants had
very little information to work with--

recognize that fact.

h

nd

n.

End of desk
activity




8. Using the Strategic Goal to Identify
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Strategies

a.

The second approach to identifying strat-
egies is working backward from the

strategic goal toward the problem.

Program developers may be forced to use
this approach when the problem state-
ment does not clearly spell out what

the contributing factors of the problem
are, or

There are no immediately apparent ways
of affecting the known contributing
factors.

Example: Police departments often com-
plain about a lack of support from citi-
zens in depressed or declining areas of
cities. Among the factors given for
this situation is the breakdown in
neighborhood cohesion and sense of re-
sponsibility for the behavior of neigh-
borhood residents. Many persons believe
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 would




b. Given a problem about which little is knowsn
or a problem with no obvious solution, the
program developer may be forced to develop

strategies with little specific informatiojg.

o

€. The demands of this approach are
the same as those for the deductive ap-

proach of using the Problem Statement.
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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 deal
is known about it, it is not clear how

to go about attacking this problem.

This approach is clearly more experi-

mental and thus, much riskier than the

-approach of using the facts in the Problem 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 should
consider the possibility of discarding
or revising the strategic goal or, at
the very least, clearly advise decision-
makers that the solution to the problem

is going to be very uncertain.




One way of identifying possible strategies
inductively is to use a "brainstorming"
technique involving persons who are know-
ledgeable about the problem or who have a

clear stake in the program being developed.

We will illustrate this process in the form
of a walkthrough, using the low conviction

rate problem as an example.
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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 possibls],
and

The program developer should focus at
the strategy-level and not jump too
quickly to specific elements or inter-

ventions.

The Nominal Group Techniques can be used
at this step, just as it was used in the
development of problem components.

The bibliography to the text of this
module contains citations of articles
that outline other techniques for this

step.




9.

Walkthrough - Identifying Alternative
Strategies Using the Strategic Goal.

a.

‘o0 Using a flip-chart or blackboard create

Preparations:

two columns; one labeled "Potential
Elements", the other headed, "Possible
’Strategies."

The strategic goal we will use is the one

relating to increasing the number of wit-

nesses who appear in court to testify.

© This goal was developed out of the same
Pfoblem 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 fpoor at-
titude" toward the criminal justice
system.
In the previous discussion we noted that
the program developer should avoid becomind
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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(20 minutes)

Participants may
want to look back
in Module III to
review the Problem
Statement. Show
Visuals A,B,C,&D
to review the
previous steps
leading up to

this point.




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-

eral level the natural tendency is to

become even more specific.
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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 problem and begin listing ideas

on how to meet this strategic goal.
® Be as specific as necessary.
® Allow the participants to think about

the problem for one minute.

Begin listing the ideas of the participants

under the "Potential Elements" heading on

the flip-chart or blackboard.

e Try to take suggestions from as many
participants as possible.

® When you have recorded from between 10
and 15 suggestions, or when the parti-
cipants have suggested elements that
could be fitted under 2 or 3 different

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

potential elements and instruct them to be-

gin collapsing similar elements into more

general categories.

® When all of the items have been collapsefd ®
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.
g. Examples of possible and acceptable answets : %

.would 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 of testifying when
called '

F. Provide protection for witnesses
who are afraid to testify




h.
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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: 1In the debriefing, make the

following points:

This procedure coﬁld 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 generatd
additional strategies.
The process would be helped a great deal

if persons familiar with the witness

problem were involved, or if more inforH

mation about the problem were available.




10. Assessing the Logic of Strategies.

a.

o This exercise was intended to demon-
strate how it is possible to generate
strategies in the absence of specific
information. However, whenever possiblé
the identification of strategies should
be grounded in specific facts and anal-~

ysis of the problem.

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.

The purpose of this assessment is:

® To eliminate strategies which are
clearly illogical, and

o To identify potential strengths and
weaknesses in the logic of a strategy.

By the logic of a strategy we mean the set

df assumptions that the program developer

makes about how the strategy will eventu-

ally lead to the accomplishment of the

strategic goal. |

o The general format of the logic of a
strategy is: "If I do 'X' then 'Y'

will be the result."
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End of desk
activity

This discussion is
central to the
course and to this
module. 'Take your
time and be certain
the participants
understand fully.
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® Examples

- If twice as many police cars patroi
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 decreasel

- 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 lay out and critically assess

each of the assumptions stated or im-

plied in any strategy logic.

® The rationale should include the stra-
tegic goal the strateqgy is intended to

meet or contribute to, and the normative

goal the program as a whole is attempt-

ing to achieve.




e.

The first step in assessing the logic of a
strategy is to identify all of the assumptions the
strategy makes. There may be only one, or many.

O A strategy makes certain assumptions
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This is the notion of
h logic "chain".
While it is "causal"
in its basic design,
these "tests" of the
logic are where the
multiple causality

about the problem being addressed; about| notion can be shown

the way people think or behave; about
the effect of certain conditions or
events on other condiﬁions 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:

making sentences harsher assumes that

A strategy to reduce crime by

potential criminals will find out about
the penalties involved in committing a
certain crime, and will weigh the risk
in a rational manner.

Example:

quality of police reports through more

A strategy to improve the

extensive training assumes that after
they are trained, police officers will
have the time and desire to use the

skills they learned.

and the probabilistic
mature of any inter-
vention can be
demonstrated.




The second step in assessing the logic of

a

each and every assumption made. Among the
questions that could be asked about each

one are:
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strategy is to test the reasonableness of

Is there any evidence which supports or
contradicts the assumption? In the Probldm
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 donj't

know how to write an accurate report?)

Are there any additional or special condi-

~J

tions necessary for the assumption to work
If so, what conditions? How often do they]
occur? (Example: A crime prevention cam-
paign assumes that the public is interestefd
in crime--but is this always true?)

How close in time are the links between th

v

events that are assumed to occur in the

strateqy? (Example: Is a counseling

session with a parole officer likely to haye

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, what
will happen to the crime rate in other
neighborhoods?)

How many assumptions '‘are there? The more
steps and the more questionable the assumpt
tions in the logic chain, the greater the
chance for problems to occur and for the

strategy to not work.




11. Walkthrough - Assessing the Logic of Strategies

a.

At this step in the process the prégram
developer should focus primarily on.the

logic of the strategy, rather than the

practical considérations_Which might make

the strategy mofe-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 to carry it out, but whether it

makes sense to carry it out.

o Factors such as cost, feasibility, prac-
ticality, etc. will be considered later

in the process after a decision has been

made about the logic of the strategy.

‘

In the walkthrough we will use the example

of the low.conviction rate problem and
focus on the strategic goal relating to
the failure of witnesses to show up to

testify.

Assume that féur strategies were developed

to meet this strateéic gbalz

© To impose penalties on witnesses who
fail to appear;

© To provide positive incentives to wit-

nesses to show up for court;
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You may want to
write these on a
flip-chart.

These may or may

not have been devel-
oped in previous
walkthroughs.




To improve the convenience of testifying
to witnesses;

To increase the public's awareness and
understanding of the importance of testi-

fying when called.

We will work through the rationale for the

first strategy, "Imposing penalties on wit-

nesses who fail to testify."

The logic behind this strategy is:

Some witnesses do not show up to testify
because there is no penalty for ﬁot‘tes—
tifying;

If a penalty is attached to not testify-
ing, some peéple will be afraid of the

penalty and will show up when called;

(Strategic goal)

If people show up when called, they will
give their evidence in court; and,
The evidence they give will result in

more convictions (Normative goal).

The first assumption is that some persons do

not testify because there is no penalty in-

volved in not testifying.

Is this a reasonable assumption? The
answer is probably, "yes." The lack of a

Penalty may not be the only reason why
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This logic is
shown in the
Participant's Guide

Class discussions of
these points would
be useful if time
permits.




The second assumption is that if a penalty
is attached to not testifying, more people

will show up when called.

(<]

people do not testify but for some people
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it may be the deciding factor.

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 otherg

wise. That is, persons who would testify
in any circumstances 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 penalty and, more important,
would have to know that the penalty will
be enforced. That is, the penalty would
have to be credible to the person.

Third, the penalty would 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-
vantaée would have to be greater than the
advantage of not testifying. For éxample

if a person would lose $200 a day in

Note that this point
may end up as an
element in the
strategy - a P.R.

campaign of some kind.
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salary by going to court and testifying
and the penalty for not testifying was a
$100 fine, most persons in that situation
would probably prefer to pay the fine.

O As a purely logical assumption--and
assuming all of the above conditions can
be met--it is reasonable to accept this
assumption at this point.

The third assumption is that if people show

up when called, they will testify and give

their evidence.

0 1Is 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 being 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.

The fourth assumption is that if more per-

sons ﬁestify, the prosecution will obtain

more convictions.

o Is this a reasonable assumption? The

answer could be either yes or no.




The premise is that the additional testi-
mony will help the prosecution's case
more than it will the defendant's case.
This may or 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 probably bring additional
witnesses to court--and thus meet the
strategic goal--it is not entirely clear
that this would necessarily result in
more convictions, the purpose of the pro-
gram overall.

The purpose of this assessment is not to

eliminate a strategy, but to

highlight the inherent strengths and weak-

nesses of the strategy. 1In this example,

we identified certain weaknesses and limita-

tioné in the logic of the strategy and, for

that matter, in the stratégic goal itself.

0 The completed rationale lays out all of.
the assumptions about this strategy.

o 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
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This more complete
rationale is also

in the Participant's
Guide.




12.

Desk Activity - Assessing the Logic of Strategie

a.

certain that the penalties are advertised
to witnesses; making certain the penal-

ties are credible).

In this desk activity the participants will

be given a chance to assess the logic of a

second strategy under the "witness" stra-

tegic goal. The strategy to be assessed is

the one relating to "Providing additional

conveniences to witnesses."

The activity will be carried out in three

steps:

® Step 1. The participants will identify
the assumptions behind the strategy.

® Step 2. The participants will assess the
logic of the strategy by testing the
reasonablenéss of each of the assumptions]|

® Step 3. A rationale of the strategy will
be developed, based on the testing of the

assumptions.

Step 1. Have the 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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Refer to your
flip~-chart list
of strategies.

Refer them to the
worksheets in their
Participant Guides




IV-A-38

- s . es and Comments
o If participants are unclear about what isl Not =%

meant by "conveniences", suggest a few as
exampleév(e.g. travel to court, babysit-
ting services).

o Advise the participants not to be overly
concerned about what the specific con-
veniences 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.

o Also advise the participants to not be
overly concerned about purely practical 0]
considerations (e.g., it would cost too
much; no one will support it, etc.).

After ten minutes have elapsed, ask the par- %

(0]

ticipants to stop, ahd have one of the par-

ticipants volunteer to present his work to

the group.

o The participant should present the as-
sumptions by writing them on the flip-
chart or blackboard, and explaining each.

o 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 expanded. le

o Allow about ten minutes for this discus- |

sion.
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Step 2. Encourage a discussion of the rea-

sonableness of the assumptions, using the

questions discussed in the lecture and listed

on the second page of the worksheets in the

Student Guide for this Desk Activity.

® Record any suggestions as to the strengthg
and weaknesses of the assumptions in the
strategy logic on a flip-chart.

© Allow the discussion to last for no more

than 20 minutes.

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
transportation to the witnesses), but
focus on the assumptions about the strat-
egy as a general approach.

Step 3. The participants should work inde-

pendently at their desks and construct a

complete rationale of the strategy. This

rationale shpuld incorporate the insights
into the strategy identified in the assess-
ment of the assumptions.

® The participants should refer back to the

completed rationale developed in the




i.
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contents.

® Allow about ten minutes for this step.

At the end of ten minutes, ask the group to
stop and request one of the participants to.

volunteer to present a rationale.

o The rationale should be presented on the
blackboard or flip-chart.

o After the presentation, lead a brief dis-
cussion of the completed rationale.

Debriefing: In the concluding discussion,

the following points should be emphasized:

o The purpose of testing the logic of a str3
egy is to determine whether or not the
strategy makes sense to implement--not to

determine how easy or expensive it would I

o By testing the logic of the strategy the
program developer identifies the logical
strengths and weaknesses of the strategy-o
things that the program developer needs td

know when designing the strategy.

o By identifying the weaknesses or possible
weaknesses in the strategy the program
developer identifies areas where greater
attention and effort should be placed if
the strategy is going to work.

o By identifying the strengths and weaknesse
of a strategy the program developer is in
a better position to make honest estimatesg
of how a strategy will work--to himself

and to.decision-makers.

t-

e.

S




j. Discussion points for the Analysis of
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Assumptions.

Witnesses do not testify in court because

is probably true for some but not all
persons who fail to testify. It may be
useful to further distinguish between
those convenienées that merely make testit
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 persoI
testifying than how comfortable the waiti

rooms are or whether court personnel are
courteous. 1In general, this appears to bg¢
a reasonable assumption.

If more conveniences are provided more

witnesses will show up in court to testify

(Strategic Goal). This assumption contaigs

several conditions: witnesses would have

rir

to know about the conveniences; they would

have to know how to utilize the conveniendes;

they would have to see the conveniences a$g
being valuable to them and, the value
would have to be greater than the relativ#
inconvenience of testifying. 1In addition

lack of convenience would have to be the

‘of a lack of conveniences. This assumpti¢n




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.

If witnesses show up in court they will

give evidence favorable to the prosecutioj.
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11%4

.7

As in the analysis of the strategy in the

walkthrough, this is not an entirely valid

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
favor the prosecution's case. This would
depend on a variety of factors: what the
witnesses have to say, how well they say
and how important the testimony is to the

prosecutor's case. Thus, this assumption

while not completely invalid, is of dubiogs

Lcally

L t,

or very limited reasonableness unless othegr

conditions prevail.




13.

The Importance of Integrating Strategies.

a.

o
<
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If witnesses give evidence favorable to

the prosecution more defendents will be

convicted (Normative Goal). Within the

above limitations this seems logical and }palid.

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.

o Remind the participants that in an actual
program development effort, strategies
would be developed for all of the stra-
tegic goals and individual assessments
carried out for several dozen possible
strategies.

In the previous step in which potential

strategic goals were developed, the program

developer should have attempted to inte-
grate the strategic goals so that they

o Addressed all of the important
components of the problem, and

0 Tended to reinforce each other; did not
contradict or work at cross-purposes witH

each other.




At this point the same assessment should
be made with respect to the different
étrategies-developed to meet the strategic
goals.

[e)

In addition, programs often adopt multiple
strategies to meet a particular strategic
goal and consideration must be given to

the coordination of the strategies.

(o]
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Just as different goals can conflict

with each other, 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 £o improve the efficiency of the

prosecutor and police.

The program developer should attempt to
assess how different strategies could
or should work together to meet the
strategic goals of the program.
Example: 1In the examples used in the

previous discussion it is likely that




14.

the program 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.

When the program developer determines that

several strategies are incompatible or

that certain strategies should be designed

to work together, the program developer

has an obligation to advise decision-makers

of that fact.

e This may mean that certain strategies
should be presented as a "set" rather
than as individual or alternative selec-

tions.

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.

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.

"0 An assessment of the strengths and weak-
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The decision package should consi
following items, from the earlier strategic
goal decision package:

© The normative goal statement

© A listing of all strategic 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 most important camponents of th&
problem derived from the Problem State-
ment_relating to each of the strategic gqals

The new materials to be included in the

decision package are:

o A statement of one or
describing each potential strategy pro-
posed to meet each strategic goal.

o A listing of potential elements to carry

out each strategy

0 The rationale of each strategy

nesses of each proposed strategy.




15. Summary and Review.

a.
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An example of the different parts of the
decision package is in your Student Guide This is a contin-

. L uation of the
® In the exercise that follows the final Decision Package

. . shown in Module III
product will be a presentation follow-
ing the format of this decision pack-

age.

In this module we moved beyond the prdb—

lem and began considering the strategies

we would or could adopt fo meet the stra-

tegic goals of the program.

Building on the understanding we devel-

oped earlier we discussed:

® The role of the program developer in
the development of strategies;

® Collecting and assessing information
on different courses of action;

e 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;




o The importance of integrating strat-
egies;

© The development of the strategy selec-
tion decision package.

In the next-modﬁle we will begin to de-

velop in more detail the strategies that

were identified} assessed and developed

in this step.
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Module IV
Developing the Logic of Different Strategies

Segment B: Workshop on Developing and Assessing

Introduction to the Workshop.

A.

IV-B-1
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Strategies - Introduction

LECTURE GUIDE

In this workshop ybu will be given an oppor-
tunity to apply the techniques and concepts
discussed in the lecture.

For this workshop you will work in the same
small groups as you did in the previous
workshop.

Each group will be responsible for develop-
ing and ass;ssing two strategies to meet one]
of the strategic goals we selected at the

end of the previous workshop.

® Each group will be assigned a different
strategic goal

e If possible, each group will be assigned
a goal it developed in the earlier

workshop.
In this workshop you will need to take with
you:

Your Student Guide
The Problem Statement
The decision package material developed

in the previous workshép




2.

Note on Strategy Development

a.

Keep in mind the issues discussed in the

lecture relating to the level of the

strategy.

o Do not become foo specific at this
point, but focus on the general approach
to the strategic goal. |

Also remember that you will be asked to

work with the materials you develop in the

‘workshop for the remainder of the week.

At the end of the workshop you will seléct
a set of integrated strategies that will
form the basis for the workshops during

the remainder of the week.

Assignment of Strategic Goals to the Groups.

a.

Each group should be assigned a strategic
goal from among the three/four selected in
Module III.

When possible, assign goals to the groups

that were originally developed by them.

You may now leave for ycur breakout areas.

o Your facilitator will give you specific

instructions on how you are to proceed.

!
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Module IV .
Developing the Logic of Different Strategies

Segment B: Workshop on Developing and Assessing

1.

Strategies

FACILITATORS GUIDE

Preliminary Prepargtions.
a. Each member of the group should have:
® A copy of the Student Guide, and
® The Arson Problem Séatement
b. The group should also have available
the materials-develoéed far the presen£a—
tion of strategic goals in the previous
workshop: l
e During the initial step of the workshop,
the group will utilize the information
developed for the strategic goal Lhey
were assigned
® This material should include: the normas
tive goal statement, the strategic goal
statement, the citations in the Problem
Statement related to the goal, and thé
components of the problem derived from
the Pfoblem Statement.
c. The workshop breakout area should also bé

equipped with a blackboard or flip-chart,

and a roll of tape.

Iv-B-3

Notes and Comments




Iv-B-~4
=Y
Notes and Comments
h
2. Workshop Purpose and Process.
a. The purpose of the workshop is to give the
participants an opportunify to practice
some of the concepts discussed in the . ' O
lecture:
o Identifying potential strategies
)
o Identifying and assessing the assump-
tioﬁs behind strategies
© Developing rationales of strategies o

© Preparing a strategy selection decision

package
b. The workshop will be carried out in six

steps: : %

© Step 1. The participants 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)
' &)
o 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)




two of the strategies identified in the

tions behind each. (Time allowed: 30
minutes)

e Step 4. The participants will assess

Step 3. The participants will select

previous steps and identify the assump-

each of the assumptions in the two stratd

Iv-B-5

egies, using the questions suggested in
the lecture. (Time allowed: 60 minutes)
Step 5. The participants will develop

a rationale for both strategies follow-

® The total time allowed for these six steps

is 3
Step 1.
Problem

a. The

als

presentation of the strategic goal they
were assigned. In particular, they should

review:

ing the format discussed in the lecture.
(Time allowed: 30 minutes)
Step 6. The participants will prepare

a presentation following the format for

the strategy selection decision package
as described in the lecture. (Time

allowed: 30 minutes)

hours and 30 minutes.

Identifying Strategies Using the
Statement. (30 minutes)
participants should review the materi-

they developed in preparing for the

Notes and Comments




o The relevant portions of the Problem
Statement they cited in the presenta-
tion, and

0o The list of problem components they
identified out of the Problem Statement.

Divide the blackboard or flipchart into

two columns: the left-hand column should

be labeled Potential Elements, and the righ

IV-B-6

Notes and Comments

it -

tegies.

hand column should be labeled Possible Stra

0 The strategic goal statement the group
is to meet should be written over the
top. of the two columns.

After reviewing the components of the

problem, the participants should begin

listing potential elements under the

appropriate column, based on those compo-

nents.
After potential elements have been listed,
the participants should then identify
overall strategies that would encdmpass

them.




4.

® Elements should be stated in the form
of a short description of the action
to be taken with respect to a parti-

cular component.

e Example: "Reduce the workload of arson
investigators."

Step 2. 1Identifying Strategies Using the

Strategic Goal. (30 minutes)

a.

If room is still available on the black-
board or flipchart, the participants may
use the same work area to develop addi-
tional strategies out if the strategic
goal.

Give the participants a few moments to

examine the potential elements and pos-

sible strategies, and then begin solicit-

ing suggestions for additional elements.
e Additional elements should be listed

under the appropriate column.

e If the same work area is used, indicate

which strategies and elements were

developed under each approach by draw-

ing a line between the two groups.
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Remind them that
this approach is in
general, less
desirable than the
approach of using
the Problem State-
ment.




5.

c. As

they did in the previous step, the

participants should group elements into

strategies.
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--
formal vote,

show of hands, group con-

sensus, etc.

After the two strategies have been se-

lected, the group should identify the

assumptions behind both of the strategies.

(2]

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 step for one of the
strategies and then repeat the process
for the other strategy, rather than the

process suggested here.
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Note to the group
that this is an
arbitrary number

for purposes of
simplifying the task.
In a real planning
session they would
assess all strate-
gies and then

make a selection.
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6. Step 4. Assessing the Strategies. (60 minutes
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. |

® A copy of the list of questions is in

®
the Student Guide.
b. 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
the participants to go back to the
e Problem Statement to support or refute
the assumptions made in the strategies.
® Remind the group that they will be

expected to justify the strategies

d they propose to the group.

7. Step 5. Preparing the Strategy Rationale.
(30 minutes)

o a. Based on the assessment of the logic of
the two strategies, the participants
should develop a rationale for both.

®




The two rationales should be precise and com-

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.

plete and should reflect the insights devel-

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.

The contents of the decision package are:

The normative goal statement

The strategic goal 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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® A set of strategy rationaies

e An assessment of the strengths and weak-
nesses of each strategy.

In the presentation, the participants may

draﬁ on the material already developéd in

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 com-

ponents of the problem and the associated

potential elements.

The presentation should 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 the components of

the problem drawn from the Problem Statement

should be made

(5) The entire list of strategies developed

in the workshop should be presented and the

two strategies developed further should be

identified

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




(6) The rationale for the first 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 shouid be explained

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

the second strategy.

The group should selectvthe person(s) who

will make the presentation.

© The group will have 15 minutes to make its
presentation

o This step concludes the workshop.
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See Facilitator's
Note
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Facilitator's Note

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.




Developing the Logic of Different Strategies

Segment B: Workshop on Developing and Assessing

1.

2.

Presentation by the groups (45-50 minutes)

a.

Selection of a Set of Integrated Strategies

(30 minutes)

a.
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Strategies‘- Debriefing

LECTURE GUIDE

After the small groups have returned to the
main lecture area, each should make its

presentation to the main group.

o Each group is allowed 15 minutes for

its presentation of both strategies.
The participants should be. encouraged to
take notes on each presentation to facili-
tate the subsequent selection and integra-
tion of strategies. \

o The participants should pay particular

attention to possible conflicts, in-

compatibilities, or areas of overlap

among the strategies.

After the last presentation has been
given, the participants should discuss
the strategies as a whole with particular

attention to:




3. Examples of Possible and Acceptable Products.

Q.

] Relevent problem components under this

® 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 overlap among the
strategies, and

® Strategies that should or should not be
implemented together

® Possible areas where the strategies might

require coordination

After a 10 to 15 ﬁinute 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.

Step 1: Identifying Strategies Using the
Problem Statement.
e For purposes of this example the strategi

goal will be: To reduce the number of

arson fires set by juveniles.

strategic goal would be:
- Disposition of juvenile arson cases by
the police (p.1l2)

- Disposition of juvenile arson cases

IV-B-15
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A% 4

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.

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

- Psychological 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 aj
released with no further action) (Aa)

- Provide alternative sources of outlet

- Educate juveniles cqncerning 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)

- Identify and treat juveniles with
psychological disorders which couldtlead
to fire-setting behavior (G)

- More closely screen vandalism arson
cases for possible psychological

motivation (H)

~—




® 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.
® The answers deriQed 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 gangslby recruiting them
into arson-prevention groups (J)

- Educating 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 courts to divert
juveniles arrested for arson to mental

health programs (M)

IV-B-17
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- Develop neighborhood clean-up campaigns
to both remove the opportunities o
and improve general fire safety (N)

o Possible strategies identified from these

elements'might include:

- Remove potential targets or opportunities
of juvenile arson (N)

- Provide greater community and institutiong
awareness of juvenile arson (I,K)

o The remaining elements would tend to fall
under one or another of the strategies‘
developed earlier. |

Step 3: Identifying the Assumptions in the

Strategies.

o For purposes of this example we will

assess the strategy: Educate juveniles

on arson prevention and the consequences

of arson.

o The assumptions of this strategy 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)

1
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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.

L Assumétion 1l: Juveniles engage in arson
because they are ignorant of the consequencds
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 arsoi.
Thus, there is evidence supporting this
assumption.

- There is no evidence in the Problem
Statement that knowledge of arson preven-

tion is a factor in the incidence of

juvenile arson, although this knowledge
per se may affect behavior and attitudes.
One might look to the existing literature
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 ar
association exists between knowledge of
consequences and fire-setting behavior it
does not suggest that this ignorance causqgs
the behavior. However, it could be reasoregd

that if juveniles know about the consequer]ces
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of arson they might be deterred from setting fires

- There are several limitations associated
with this assumption. Some, but not all
juveniles will be deterred by knowledge of
the consequences‘of arson; merely informing
juveniles is not enough--they must understland,
accept, internalize, and rémember the infdr-
mation; the information must be given tq.
juveniles who would otherwise engage in
fire-setting behavior.

o Assumption 3: If juveniles do not set fireg
the number of arson fires will decline.

- This assumption is self-evidently true.
Mdreover, because juveniles make up the
largest number of known arsonists any
significant decline iﬁ juvenile arson
would alaso have a significant impact on
the overall arson problem.

d. Step 5: Preparing the Strategy Rationale.
o The sequence below depicts the logic of
the strategy.

- Juveniles engage in arson because they ars
ignorant of the consequences of these
activities. 4 '

~ Juveniles who could otherwise set fires
are informed about the consequences of
arson. ' '

- Juveniles understand the information provilded.
+ v
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+ ¥
- Juveniles accept the information provided
¥ +

= Juveniles internalize and remember the

information provided.
¥ ¥
= Juveniles (some) are deterred fram

setting fires. (Strategic Goal)
¥ ¥
- 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 value of a strategy lies in the
strength of its logic and the best way
to assufe 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 proposgs
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o0 Weaknesses identified in the logic of a

strategy do not necessarily eliminate
the strategy from further consideration--

but identify certain areas of the strategy

that will require particular attention .<)
when they are further developed (cross
reference to debriefing of desk activitied).
(This point relates to the notion of key O
events introduced in module VI).

O




Module 5
PLANNING THE PROGRAM STRATEGIES
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Module V

Planning the Details of Program Strategies Notes and Comments

Segment A
INSTRUCTORS NQTES
1. Review and Introduction.

a. In Module I we indicated the three reasons why

programs fail:

e The problem was not understood

® The solution to the problem was
inappropriate, or

e The solution was impleménted incorrectly. Visual I-C

b. In Module II we attempted to remedy the first
pétential 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
the second potential problem by first, iden-
tifying the most important components of the prop-
lem toward which the strategic goals of the proggam
should be aimed; and second, by developing and
carefully assessing logical strategies for

meeting those goals.

d. In this module we will begin to address the
third potential problem - the problem of

implementation,

e. 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




In this module we will cover the following

topics:

In this segment of the module we will cover the
first three topics - through the design of the

details of elements.

In the following lecture segment we will com-
plete the discussion of the five final topics -
through the preparation of the full decision

package.

V-A-2

Procedures, and
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Political support

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 ekisting system

Identifying and assessing the internal impact
of program eléments on each other

Scheduling and networking the program elementg
Developing objectives

Developing program resources and budgets, and

Preparing the full decision package

This will be followed by a major workshop

related to these topics

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 decision

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
authority for approval. Consegquently, the final
product of this module is yet another decision
package for possible review.

e As before, the decision package will be made
up of materials developed previously as well
as new materials which expand on or elaborate
the previous work.

In this module, however, the materials developed

for the decision package have a second function.

These materials will also be used by persons
who will actually carry out the program as the

implementation plan.

e The materials in the decision package will
necessarily be less specific than the mate-
rials to be used by the actual implementors.

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.

e 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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d. Before discussing the planning of the details
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of strategies, there is an additional topic to

be clarified - the level of detail to be

developed in the implementation plan.

o In previous moduies we have deliberately
attempted to remain at a>high level of ab-
straction when developing the strategic goals
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.

e. 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.

o Larger planning agencies may leave much
of the design of programs to the persons 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 the entire program even below the level
of detail described here.

f. As a general rule, program developers should be
prepared to develop the détéils of the program

down to a level where they are confident that the

goals and strategies of the program can and will

be successfully implemented.
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3. Developing and Assessing the Elements of a Strategy Notes and Comments

a. In the previous step in the program development

process we identified several 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.

e 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 to 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 strategies.

e We were not intent on identifying all 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 that a set of strategies

has been selected (by the program developer
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or by some other decision-maker). Our task

now is to expand the list of potential elements

under the strategies that have been selected.

o It is important that the program developer

has a range of potential elements to choose
from, just.as it was'importanﬁ to hgve a
range df possible strategies.

The broader the range of options available to
the program developer the more likely hé 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 conéidered
py 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 will be for the program developer to
develop "fall-back" positions should one ele-
ment encounter opposition or prove

ineffective.

The technique to be used to expand the list of

potential elements is essentially the same tech-

nique used to identify strategies.

(o]

The program developer should review the

Problem Statement to determine whether cer-

tain elements are suggested or implied.

The program developer should collect and

assess information from other sources; par-

Notes and Comments
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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 designihg 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 availablility of handguns, one logical element to
be included under the strategy would be a public education

campaign.







ticularly 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 knowledgeable

decision-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-
ihg 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. |

The program developer wants to determine which
elements are likely to work best, given what is
known about the conditions of the jurisdiction,
the political structure, what seems to have been
done elsewhere, and the knowledge and expertise
of professionals.

Each element can be assessed against five

criteria.

V-aA-7
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The information needed to apply these criteria

can come from a variety of sources.

Effectiveness asks "how well will it work?"

V-A-8

Effectiveness

Notes and Comments

Practicality
Acceptability
Evaluability

Cost

Data and information in the problem
statement

Your own professional judgment and
experience

Information obtained from reviewing research
and evaluation studies, and reports of efforti
undertaken elsewhere

The knowledge and expertise gleaned from
other professionals

Knowledge of the local situation -- the
political structure, voting records, prevail-

ing public attitudes.

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 ele-
ments on this criterion are evaluations of

similar efforts done elsewhere or detailed

reports of other program operations.
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Example: If evaluation studies
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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 courthouse, the
program developer could infer that providing
transportation might improve the "no-show"
rate by up to 30 percent.

Information in the problem statement can also
be used to compare elements on the effective-
ness criteria.

Example: If the Problem Statement indicates
that 30 percent of the "no-shows" were pre-
vented from testifying because of transporta-

tion problems, and 45 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 element dealing

with employers' objections might be more
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tion problems.

Practicability asks "can it be done -- and how
easily?"
o0 There are several dimensions to this

criterion

- Are the resources for 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 element -- has there
been any prior experience with it in the
jurisdiction or elsewhere?

This criterion implies a "common sense"

of what can or cannct be done.

Often, ratings on this criterion are basea

on the program developers' own experience and

knowledge about the jurisdiction.

Practicability will vary by jurisdiction or

local circumstances. Providing transportatior

to witnesses may be practical in a large city
where persons live relatively close together
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

"from scratch."”




g.

h.

Acceptability asks, "is the element agreeable

vV-A-11
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to the public and political powers?"

Evaluability asks, "can the contribution of the

Rating on this criterion depends upon the
prevailing public attitudes and political
priorities.

- these are never precise

- these shift from time to time
Information for rating on this dimension
comes from the program developers' sensitivity
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.

proposed element to results or outcomes be found?

10

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 performance.

An element is evaluable if objective indica-

tors and measures can be identified.
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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 transportationb(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.

i. Cost asks, "how expensive is it?"

(o]

The application of this criterion at this
stage is to estimate the relative costs of
the different elements.

Some elements will be inherently more costly
than others. However, the program developer
should consider long-term and short-term
costs when assessing elements on this cri-
teria.

Example: It might cost more money in the

short-run 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

Notes and Comments
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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.

Applying the Criteria for Assessing Strategic Elements

a.

Applying the criteria discussed here to specific
elements would, of course, depend heavily on
two factors:
e The amount and quality of information avail-
able to the program developer related to
each of the criteria.
e 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.
Equally obvious, local conditions will determine
how much weight will be assigned to eégh cri-
terion.
e In a jursidiction alreadylshort on money,
"cost" would be weighted much higher than any

other criteria.

v-A-13

Notes and Comments




6. Developing the Detail of Program Elements

a.

[+

The specific method used to apply the criteria

could also vary.

o

Any meaningful rating system would have to be
based on information available only if you
studied the problem area or were already a sub-

stantive expert in it.

(o]

Question to the Participants: Ask the partici-

V-A-14

In a highly politicized jurisdiction,

Notes and Comments

"acceptability" might be the most important

criterion for an element.

Each element could be raﬁed 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
elements on effectiveness, fourth on practicat

bility, second on acceptability, etc.

We cannot provide the detailed information in
a training course to permit "real" ratings of
alterﬁatives against criteria.

Ahy number of guantitative scaling techniques

could be used to rate different options.

pants to describe how- they might apply the cri-
teria just discussed in their jurisdictions.

Which of the criteria would be the most important

Once the set of elements under each strategy has
been asséssed and those that appear to be the
. most effective, feasible, practical, etc., have

been identified, the next step in the program

Class discussion




development process is to work out the details

_of those elements.

o}

The technique we will use to develop and or-
ganize the details of the elements is called

the Method of Rationales (MOR).

O

The MOR divides the parts of a program element

into four categories.

v-A-15

Notes and Comments

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.

The MOR is a device which breaks down and
categorizes the different parts of a pro-
gram, project or activity in such a way that
they can be assessed or analyzed.

The MOR is a flexible device which can also
be used to evaluate, monitor or manage a pro-
gram projeét 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 design 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 different
way in this course, some of the terms that
may appear familiar to some of you may be

treated in a slightly different way.

See Instructor's
Note
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We are advocating the Method of Rationales (MOR) as
the means for describing how each element we selected might
be implemented. Because some of the participants may have e}
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 logic of.a
project and describe the cause-effect linkages, often implied o

by the project but rarely made clear. Very frequently,
criminal justice projects are meticulous in stating objec-

tives and goals (sometimes even measurable ones) but how

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 o)

more often during program development there would be less
need for evaluators to have to concern themselves with the

MOR.




d.

The first category: Inputs are the people and

things required to make the element work.

vV-A-17

The categories are called: inputs,
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activities, results, and outcomes.

The categories are presumed to be causally

linked

- inputs are presumed to "cause" activities,

- activities are presumed to "produce"
results

- results are presumed to "contribute" to

the attainment of desired outcomes

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 implementing 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.

FPacilities:

- Jails, half-way houses, prisons, police
facilities, court rooms, laboratories, data
analysis center, etc.

Equipment and Hardware:

Visual V-A

- Computers, data bases, patrol cars, riot
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£.
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gear, administrative records, communica-
tion equipment, reference documents, pro-
cedure manuals.

The second category: Activities are the

operations and processes of the element.

0 Activities are the things that the inputs

make happen.
o Examples of activities

- policemen patrolling streets

- counselors counseling inmates

- volunteers babysitting for witnesses

- evaluators compiling statistics and records

~- staff specialists interviewing employers

- radio stations broadcasting good citizen-

ship messages

© Activities range from simple to complex
- 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.
o Results represent positive accomplishments.

They are the "ends" of the activity:




® Examgles:

e When results are expressed in quantified and
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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

time-bound terms, they are called objectives.

f. The fourth category: Outcomes 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.

e 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 results and outcomes are.

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

Identifying Activities

the right mix of inputs produce the right
kind of activities, which produce the
expected results, which leads to the desired

outcome.

In the evalua-
tion course,
outcomes are
equated with
long-range
normative type
goals ("reduce
crime")




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.

O

b. 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 running" and those activities
that would be carried out on a regular basis

after the element is in place.

(¢

(o]

¢c. Several methods could be used to identify the
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For the moment try to ignore who would
carry out the activity and focus on the taskyg

that would have to be completed.

In general, it is easier to think about the
on-going activities first. The on-going
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 consist 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.

activities necessary to implement a particular elepent.




8.

Applying the MOR to the Design of an Element:
Identifying Inputs

a.
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e Persons who have actually carried out a

Notes and Comments

similar element could be consulted for advice.
o Persons with experience in similar efforts
or with a stake in the element (e.g., poten=
tial implementors or potential clients) could
be gathered to "brainstorm" about the elemend
or go through a formal decision-making exer-

cise (such as the NGT or Delphi).

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 té carry out each of those activities.
e Inputs can be divided into two broad classes:
people and things. In this step the program
developer shogld be concerned about who will
carry out the activities and what resources
those people will need.
While identifying who will implement the acti-
vities the program developer 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-
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 adopted for the program.




d. Example: One activity to implement the

V-A-22

Notes and Comments

child care element is to inform qualified wit-

nesses that the service is available. What

inputs would be needed to support this activity?

On the resource side would be such items as a

list of qualified witnesses, some means of con-

tacting the witnesses (telephone, form letters,
postage), press releases (to inform thetgeneral
public 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).

e. The program developer should attempt to ia%ntify
as many specific inputs needed to support each
activity és possible.

o If there are several options open to the pro-
gram developer in terms 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.

Walkfhrough - Applying the MOR to the Design of an

Element: Identifying Activities and Inputs.

(30 minutes)

a. In this desk activity the participants will be

given a chance to practice identifying the inputs
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and activities needed to implement an element

Notes and Comments

of a strategy.

The desk activity will be carried out as a walk

T

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 strategy, and the element statements.

® Normative Goal: To increase the conviction

rate in the jurisdiction

° Strategic Goal: To increase the number of

witnesses who appear in court

® Strategy: Make testifying in court more
convenient to witnesses

° Element: Provide free transpdrtation 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 distinf-

tion between "start-up" activities and

activities to be carried out day-by-day.

U

After approximately 10 minutes, or when the pag
or area under the activities heading has been

filled up, ask the participants to shift their




focus from the activities to the inputs that

would be needed to carry them out.

O

g. List the inputs needed to implement each activity

under the appropriate column.

o

h. Acceptable and Desireable Products: The followin
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Indicate 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 particuldr
strategy and that this process would be re-
peated several times for many other elements

under this and other strategies.

Remind the participants of the distinction
between human inputs and material or
reséurce inputs.

Allow the participants to continue for about

10 minutes.

are possible answers to the walkthrough.

(¢}

Activities (On-going)

Activities (Start up)

Informing witnesses of the service
Scheduling pick up 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

Develop system for informing witnesses

- Develop procedures for recording pickup schedples

Train/orient drivers on pickup system




Debriefing: 1In the debriefing make the follow-

ing points:

- A person to coordinate court/witness schedulek
= A person to verify witness travel expenses

- A person to maintain payment records

- A person to maintain vehicle
Inputs (Start up)

- Funds authorized for payment to witnesses

V-A-25

- Develop procedures for obtaining court and
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witness schedules

- Develop procedures to verify witness travel expenses

- Establish payment account and procedures

- Develop record keeping procedures -

- Develop vehicle upkeep schedule

Inputs (On going)

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

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

- A vehicle to pick up witnesses

- A driver or drivers

and make payments

- A person to plan systems for informing witnesEes,

recording schedule, train/orient drivers, obthaining

court and witness schedules, verifying travel
expenses, making payments, and record keeping].

This exercise was intended to demonstrate the
utility of the MOR as a device to design 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 inputs and activities
-- the program developer might be forced to go

through several stages of refinement before a

final set of inputs and activities is developed|.




10. Applying the MOR to the Design of an Element:
Identifying and Assessing Results

a.
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and inputs, when options are available, the
criteria used to assess potential elemeﬁts
(i.e., effectiveness, feasibility, accept-
ability, evaluability and cost) should be
applied.

0 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 activitiés and inputs if this informa-

tion could be made available.

The final step is the design of én element
using the MOR is to identify and assess the
results of the element's activities.

o Review: The results of a program are the
direct and immediate products of the activi-
ties.

o Example: The results of the activity 6f pro-
viding job counseling to juveniles is a cer-
tain number of juveniles receiving advice,
guidance or job referrals.

o When stated in terms of measurable and time-

bound products, the results of an actiyity

End of desk
activity

can be thought of as objectives of the activity

or element. At this stage in the program

development process we cannot yet state the
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will eventually form the basis for develop-

ing the objectives.
Identifying the results of an activity is a
straightforward projection of the activity,
described in terms of products rather than
as a process.
At this stage the program deveéloper should
be concerned about two aspects of the result$
the activities should achieve:
e The magnitude of the results (e.g., the
number 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

information available to the program developgr.

e In many instances it will be difficult
to estimate how many cases a prosecutor
could process or a counselor could handle
over a period of time.

e The program developer could refer to pre-
vious programs to arrive at reasonable
estimates of magnitude.

The Problem Statement may provide indication

Ur

of what the magnitude of results should be.
e Example: If the Problem Statement indi-

cates that an average of 342 witnesses




Assessing the logiéal 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 contribut

to the achievement of the strategic goal.

O

tation element will be expected to pro-
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per year fail to show up in court because
of transportation problems the program

developer could assume that the transpor-

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 significantly reduce,
but not entirely solve the transportation

problem.

The program developer should ask, "If I
achiéve this level of results because of
this activity or element, will this result
meet the strategic goal?"

In some instances the results of the
different activities will meet the stra-
tegic goal because of their cumulative

effect.




As a result of this assessment the program
developer may be forced to revise the
activities of the»element or select a
different set of activities to achieve the
necessary level of results.

® This may mean revising the type of inputs

needed to support the activities.

o
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Module V: Planning the Details of Program

Strategies

Segment B: ' Workshop on Planning the Details of

Program Strategies, Part 1.
INSTRUCTOR GUIDE

Introduction

' In this workshop we will practice the steps dis

cussed in the lecture relating to:

® Developing and assessing the elements of a
strategy, and

e Planning the details of program elements

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

e 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 elements.
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.

V-B-1.
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During the workshop the participants

should have:

o A copy of the Student Guide

o) A copy of the Problem Statement

o) 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.

o] 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.

o Any questions?

V-B-2
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Module V: Planning the Details of Program

Strategies '
Segment B: Workshop on Planning the Details of Program Notes and Comments

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 of a

strategy, and
e Planning the details of program elements.

b. The participants will work with the strategy
assigned to them at the end of the previous
workshop.

2. Preparations:

a. For this workshop the breakout area should be
equipped with a blackboard or flipchart, marker
pens or chalk and tape to mount flipchart pages
on the wall.

b. The participants should have brought with them:
e Their Student Guides
® The Problem Statement, and
e The materials developed for the presentations

in previous workshops

c¢. The previously developed materials should
include:

e The normative goal statement;
@ The list of strategic goals, including the

strategic goal assigned to the group;




The list of possible strategies developed
by the group, including the strateéies
assigned to the group;

The rationale of the strategy assigned to
the group;

The list of potential elements under the
strategy assigned to the group;

The strategy assessment;

The citations in the Problem Statement
relating to the stratégic_goal, and

The list of problem components relating to

the strategic goal.

3. Specific Instructions.

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

o

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 participants 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);

e Step 6.. fhe participants will identify and
assess the results of the activities
(30 minutes);

® Step 7. The participants will prepare a
presentation for the group (15 minutes);

e Total time allowed for this workshop is 3

hours including the debriefing (1 hour).

4. Step 1. Expanding the List of Potential Elements

(30 minutes)

a.

b.

The participants should refer to the list of
potential elements developed in the previous
workshop.

® Those elements developed under the strategy

V-B-5
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assigned to the group (and only those elementg)

should be identified and listed separately
on the blackboard or a flipchart sheet.

e The normative goal and the strategic goal
statements, and the description of the
strategy should be either méunted where the

participants can easily see them, or they

should be copied on the flipchart sheet where

the potential elements are listed.
The participants should then begin to identify
additional elements that could be used to

implement the strategy.




Step 2. Assessing the Elements of the Strategy.

(45 minutes)

a.

. After the participants have completed readiﬁg

© They should refer back to the list of problem
components relating to the strategic goal.

o 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.

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.

Assign a letter identifier to each of the poten-

tial elements (A, B, C, D...etc.)

Have each of the participants remove the

Potential Element Assessment Form from the

Student Guide.

Have the participants re-read the portions of
the Problem Statement relating to the strategic
goal they were assigned.

o Allow about 15 minutes for this step.

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.

i

See next page
for a copy
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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.)

e FEach 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
divided 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.
® 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 Development
(15 minutes).
a. After the 20 minutes of discussion the Facilita-

tor should focus the group's attention toward

the selection of one element for further developqent




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.

o The participants should not rank the element* on

each criteria but only assign a single rank-
ing score.
If the group chooses to vote, the results of the

vote will be binding.

Step 4. 1Identifying Activities to Implement 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:

o "Inputs"

o "Activities," and

O "Results," respectively.

The "Inputs" column should be further divided -

~into two columns headed:

o "Persons" and

o "Resources" respectively.

The participants should then begin to identify
specific activities necessary to carry out the
element.

O 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."

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)

a.

On the same sheet, the participants should begin

to identify resources and persons necessary to

carry out the activities developed in the pre-
vious step.

® As inputs are identified they should be liste
under the appropriate columns.

e If the group develops optional resources or
persons to carry out an activity they should
decide on one or leave the category open,
indicating that there are options open.

After all inputs have been identified ask the

group to proceed to the next step.

9. Step 6. Identifying and Assessing the Results of

the Activities. (30 minutes)

a.

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.
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o Example: If the group developed an activity

to "establish guidelines .for the police to
divert juvenile arsonists" the probable

resultof this activity would be "police

divert juvenile arsonists according to ©
established guidelines."
b. Wherever possible, the participants should .
estimate the magnitude of the results to be : O
achieved by activities. |
0 The participants should refer back to the
Problem Statement as a guide to the magnitude O

of the results to be achieved.
o Example: If the Problem Statement indicates

that only 5 percent of all fires 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- O
gations would be or should be as a result of
their activity.

c¢. Important: If information is not available in ‘ O

the Problem Statement, do not permit the group

to guess about the magnitude of results.

0 They should indicate that the probable

results are not known.




10.

After all results have been identified the par-
ticipants should review them and verify that the
results will in fact contribute to or meet the

strategic goal.

Step 7. Preparing the Presentation. (15 minutes)

a.

The participants should organize the materials

they developed for the presentation to the group

In the presentation they will be expected to

present.

® A restatement of the strategic 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 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 or meet
the strategic goal.

Each group will be given 15 minutes to make its

presentation.

After the presentation has been prepared this

part of the workshop is concluded.
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Module V: Planning the Details of Program ‘
Strategies
Segment B: - Workshop on Planning the Details of Pro- Notes and Comments e
gram Strategies, Part 1: Debriefing %%%ij
1. Presentations by the Groups. (45 minutes)
a. Each group should present the products of its
work in the workshop. . ‘ 0
0 Each group should be allowed no more than
15 minutes for its presentation.
b. Other participants should be encouraged to O
take notes on the presentations, but to with-
hold questions until the debriefing period.
2. Acceptable and Desireable Products o

a. Step l: Expanding the List of Potential
Elements.

© Continuing the example used in the previous

exercise, the following elements were identifjed

for the strategy =~ Educate juveniles_on the

consequences of arson and arson prevention:

- Educate juveniles on the consequences of argon O
- Treat and/or educate juveniles with an
inordinate facination with fire

0 Additional elements under this strategy might

&)
include:
- Develop advertising campaigns aimed at
juveniles to prevent arson
D

- Take school children to fire scenes to impre¢ss
on them the destructiveness of fires
- Develop regular classroom presentations on

arson and fire prevention




b. Step 2: Assessing the Elements of the Strategys

C.

e.
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Step 3. Selecting an Element for Further

¥
Development. + »| See next page

e The element to be developed further is the
development of a regular classroom
presentation

Step 4. Identcifying Activities to Implement

the Selected Element.

® The on-going activities under this element

would include:

- Scheduling classroom time in schools

- Scheduling instructors to make presentatidns

- Conducting classroom presentations.

e The start-up activities would include:

Establish the training course content

- Developing the curriculum and materials
- Recruiting instructors

- Training/orienting instructors to curricul
- Testing and revising curriculum

- Coordinating presentations with school

year schedule

Persuading/orienting school authorities tg
Step 5. Identifying Inputs to Support Activif

® On-going inputs would include:

- A person to schedule classroom time and
coordinate instructors
- Instructors to make the presentations

- Supplies of course materials

program

b ies.




Module V: Workshop
Worksheet 1

. 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 |[Cost |Retain?
A. Educate juveniles on the _
consequences of arson 3 3 , 3 3 3 x= 3.0
NO

B. Treat and/or educate
juveniles with an inordi-

nate facination with fire 4 5 . 5 5 4 4.6
NO
C. Develop advertising
campaigns 5 2 2 4 5 3.6
YES
D. Take juveniles to fire
scenes 1 4 4 : 2 2 2.6
YES
E. Develop regular classroom
presentations 2 1 1 1 1 1.2
: YES
<
]
w
[
=
J
o
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e Start-up inputs would include:
- A person to establish what should 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 Results
of the activities.
® The results of the activities would includej
- An agreement with school authorities
- A classroom course on arson prevention
and the consequences of arson
- A series of classroom presentations of thdg
course
® The magnitude of results would depend on thg
number of schools and the size of the school]-
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, of

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

| ehphasize the following points:

o The purpose of planning down to this level
of detail is to assure that the strategies
developed:in the previous module can and wil
be implemented. |

o Even if the program developer is not
responsible for planning the program down tg
this level of detail he or she may be expect
to review, comment on, or approve the develd

-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 assessme

0 The criteria used to assess the different
elements (i.e., effectiveness, feasibility,
cost, etc.) caﬁ and should be used at severd
different points in fhe process--whenever
more.detail has been developed so that the

criteria can be more precisely applied.

Realistically, this step requires a detailed'

understanding of the jurisdictions' politics
finances, economic conditions, and governmen
structure--more detail than we could providd
in the exercise. 1In the participants’ own
jurisdiction, this information should be

part of the program developer's tool-kit.

ed

p_

nt.

tal
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.e ® 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 decisiong
about activities, inputs, and results can
be made. It could also -be applied at a

® higher level--at the strategy level--but thg

level of detail would necessarily be more
abstract. In the participants' own

jurisdiction, the appropriate level at whicl
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
i to apply the technique at the more general
level. Persons working at a lower level
agenéy may find that even more detail will
[ 2 have to be developed at this step.
® Once the planning gets down to the level
of specific elements it becomes easy to
PY lose sight of the overall program.
Participants should avoid this by keeping
in mind that each of 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 which

we will start back up to put these elements

.‘ together into a package.




Module V:

Segment C

Planning the Details of Program
Strategies

INSTRUCTOR'S NOTES

l. Review and Introduction.

a.

In the previous lecture segment we discussed

the first steps in the planning of the

details of the program strategies. We dis-

cussed:

o

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:

Q

(o}

Identifying and assessing the impact of
the program on the existing system,
Identifying and assessing the internal
impact of program elements on each other,
Scheduling and networking the program
elements,

Déveloping objectives,

Developing program resources and budgets,
and

Preparing the decision package.

2. 1Identifying and Assessing the Impact of the Pro-

gram on the Existing System.

vV-C-1
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For a program to work as intended, it must
accommodate the system, both current 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 wiii
operate.
If not planned for, these impacts can damage
the program and the systen.
® The system can produce negative impacts
on the program. Surrounding conditions
can impair 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 drains, or
crime displacement. These are impacts
on the system.
The best way to demonstrate the 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 of how an unantici-
pated system impact damaged a program is
the case of a program to train line policd
personnel. The program was set up so that
a certain number of line officers_were to
be taken off the job and systematically
fed through the training program a few at
a time. However, the plan depended‘on
the availability of a reserve of police
officers who could cover for the officers
going through the training. The program
broke down when a new mayor was elected
who placed a freeze on all hiring in the
police department. 1In short order the
reserve of officers disappeared and the
police department could no longer afford
to release men for additional training.
Example: An example of how a program can
have an impact on the existing system is
illustrated by the case of a program to
unify the state court system. One of the
strategic goals of the program was to
speed up the disposition of cases in the
system. Unfortunately, the program was
so successful that it created overcrowding
in the prison system and a spill-over

into local jails.

L)




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
program now and in the future. ‘Might it
disrupt the program?

Finding answers requires analyzing both
conditions (e.g., unemployment) and
events (e.g., elections). This means
keeping up with current affairs, review-
ing trends, and synthesizing these to

anticipate changes in the system.

One way to identify and assess the impact

the program might have on the system is to

review the Problem Statement.

® A good Problem Statement will identify

those agencies and systems that are alreag

being affected by the problem or are

currently trying to address the problem.

® A good Problem Statement will also provideg

data on the magnitude of the system's

current effort with respect to the prob-

lem.

vV-C-4
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that prosecutors can currently handle o
only about 40 percent of all juvenile
cases referred to them by the police. If
you are designing a prdgram that will o
increase the number of juvenile arrests
made by the police this will have an

obvious aggravating effect on the prose-

O

cutor's workload.
f. Th ram developer could prepa a
: ¢ program developer “ prepare Create the format of
. the matrix on a
System Impact Matrix
=Y P flipchart
or blackboard. The @)

format is shown on
© Across the top of the matrix write in the| the following page.

agencies and organizations that are

currently affected by the problem or are

wnrkin
Crxi

W ng tc address the problem., This

information should be contained in the

Problem Statement or it should be

gathered by the program developer. ©
o Along the left hand margin of the matrix
write in the results of the various
elements of the program. ©
g. The assessment of the program's impact can
be carried out by systematically examining
each cell created by the intersection of a D

result item and an organization or agency.




h.

While examining the cell the program
developer should ask:
- How is this agency currently affected
by or affecting the problem?
- How will the results of this element
affect this agency?
If a particular agency performs several
different functions with respect to a
given problem the program developer might
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 establishment of a neighborhood block
watch effort might affect each of those
functions (e.g., residents upset because
the police divert rather than arrest

juveniles identified by the block watch.)

This assessment could produce several

responses from the program developer.

The program developer may discover that

he or she needs to gather additional

information about a particular agency

(i.e., the program developer realizes

v-Cc-7
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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
anticipated impact.

The program developer may develop addi-

tional activities in order to accommodate

the anticipated impact.

Example: If the results of the progrém
will be to increase the workload 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. -

The program developer may identify areas

v-Cc-8
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where the program must or could coordinatg¢

its activities with those of another

agency or organization.

Example: The program developer might
discover that a senior citizens group
already provides 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.




a.

The System Impact Matrix is not a fool-

proof method of assessing the impact of a

program on the system.

e The technique is only as useful as the
-completeness of the.list of affected
agencies and the list of program resulté.

e 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 there may be
areas of impact that were not anticipated
or which arise only after the program is
underway.

e This technique can only minimize the num-
ber of unanticipated impacts -- it cannot
entirely eliminate them.

Question to the Participants: Ask the par-

ticipants how they currently account for or
accommodate the impact of a program or pro-

ject on the existing system? (10 minutes)

Identifying and Assessing the Internal Impact of

Program Elements.

Another source of impact is within the pro-
gram: the interactions between the various

elements. Again, we want to identify

v-=C-9
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possible conflicts and areas of needed
cooperation in the plan. We neéd to ask:

o Who should talk to each other?

© Who might interfere with each other?

© Who is working at cross-purposes?

A way to syatematically answer these ques-
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 shows which

elements can affect each other.

© List the program elements, repeating them
across the top and down the side of the
matrix.

o Examine all pairs of elements by loqking

at each cell, and asking:

o 1Is there a conflict between these elementd?

(Are there inconsistent objectives; too
much drain on the same personnel,
resources, etc.?)

o Is coordination needed between these
elements in timing, communication, ete.?

o Example: If the police are intended to
inform witnesses about the availability
of transportation services to and from

the courthouse and another aspect of the

V-C-10
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program entails training police on report
writing, the program developer might
include an orientation session on the
transportation service during the other

training being provided.

(0]

c. The program developer should make notes on
the type of cross-impact anticipated and
areas where different elements should be
coordinated. , S

d. After the internal impacts have been iden- Note that if new

elements are added,
tified the program developer should design they should be

MORed and

measures to take care of these needs and re-analyzed.

integrate them into the list of activities.

® Example: If the analysis indicates that
there is a conflict between rescheduling
the court's docket to permit trials on
evenings and weekends, and the avail-
ability of public transit during those.
hours or dayé, 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
time 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




4.

Networking and Scheduling the Program Elements.

a.

v-C-12
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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
system.

Eventually, all the activities making up the

prbgram should be arranged on the matrix.

Once all of the system impacts and internal
impacts have been identified and accommodated
the -program developer can now turn to the
development of the program network and the
establishment of a schedule for individual
activities, elements and the program as a
whole.

The MOR developed earlier provides little

more than a listing of inputs, activities

and results. We need an organizing tool to
aid in further planning as well as in com-

municating the plan to decision makers and

implementors. This tool should:

o Relate the activities of the element in
time, and enable the program developer or
decision makers to make other decisions
on how activities are to be scheduled;

o Show implementors what is important to do

when;

See Instructor's
Note
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INSTRUCTOR'S NOTE

The coverage of networking in this section is very similar
to the planning technique called PERT (Program Evaluation and
geview Technique). This technique along with Critical Path
Method, is commonly used to schedule complex projects or
programs in business and- industry. This presentation deletes
the fairly complex mathematical considerations that go into
estimating the duration of activities and the more refined
aspects of establishing optimal networks, resource allocation,
etc. A person 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.

A tool that fills these needs is the network

a flow chart of activities in time.

The network is a graphic tool that displays

three aspects of an element:

How the activities of an element are se-

V-C-13
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quenced or ordered with respect to each other,

How long each activity will take to com-
plete,
What calendar dates are to be associated

with the program activities.

How does a network display this information?

The activities of an element are repre-

sented as processes in time, by means of

operate services °

horizontal lines: o
The way the lines relate in space shows
how the activities relate in time: their

order, duration, and dates.

Demonstrate on
flipchart or
blackboard.




5.
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o The program developer should be prepared

to adopt one of the fall-back options
developed earlier in the process if some
insurmountable conflict develops :at this

stage in the process.

Networking: Ordering the Activities of an Elemer

A.

The planned ordering of activities is
indicated by the left-to-right sequence of

lines:

Independent activities which have no neces-
sary sequence or which could be carried out
simultaneously are presented lined up one

above another.

o-develop_training_ .-~

Identifying necessary sequences among
activities is'largely a matter of logic.
Look closely at the list of activities and
ask, "What has to happen first, before some-
thing else can start?"

A simple techniqué to help you develop the

sequence of activities is to write each

activity on a 3" x 5" card -- one card per
activity -- and array the cards in front of
you.

t.

Instructor the

®
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Distinguish the use of "network" here from the evalua-
tion course. There, the-network is an extended MOR. Here,
the network differs from a pfogram rationale in function
and content.. 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 through logical depéndeﬁcies.

® 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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o This simple device enables you to eaéily %%%?
rearrange the order of activities until
a logical sequence is developed.
6. Networking: The Duration of Elements.

a. Once you have established the sequence of O
activities you should then estimate how long
it will take to complete the activity or
estimate the period over which the activity O
will be carried out.

o0 The program developer should distinguish
between activities that afe carried out
only once over a fixed period (e.g.,
providing orientation training) and
activities 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. 0
© The program developer should first select

an appropriate scale against which to

display time (i.e., days, weeks, months).

O
This will depend largely on the kinds of
activities being performed and the level
of detail :at whic¢h the program developer

&)

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 latef
periods, when the program has (hopefully)
settled into a routine longer time periods
are more appropriate.
c. The program developer should then estimate
how long each activity will take to complete|
® These estimates should. be as accurate and
realistic as possible because they will
be used later to estimate the budget for
the element.

® The program developer may wish to consult
with persons who have performed similar
activities to estimate the time needed to
complete an activity.

® Remember, there is a natural tendency to
assume that activities will be performed
more guickly than they can be in reality.
The program developer should balance off
this tendency by permitting a certain.
amount of leeway for the completion of
activities. This should be done particu-

larly during the early phases of a progran

when persons are usually new to their jobg

and uncertain about their roles.




7. Networking: Dates and Milestones.

a.

After each activity has been estimated for
time the program developer can then display

the network against the time line.

[0}

To this point we have networked and scheduleqd
the element as if it could begin and end..and
reach certain points in its progress at any

time. 1In the real world, however, programmerx

V-C-18

Also remember that in order to perform a
particular activity 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 activity.

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, after arraying the
activities against the time line, the
program developer discovers that the
schedule is too long, he should consider
revising the activities or increasing
the persons and resources needed for par?
ticular activities in order to speed up

the process.

Notes and Comments

Visual V-B
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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 pointé
between must fall.

® Legislative calendars, fiscal years,
pending‘electiOns and competing events arg
examples of constraints on the program
schedule.

@ In other instances decision-makers will
set dates by which the program must show
substantial results or reach certain
points in its progress.

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 whole.

The process for identifying and accommodat-

ing critical dates in the schedule and nét~

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
minimize the number of unreasonable dead-
lines established by decision-makers.

This may mean educating decision-makers

Visual v-C




Possible remedies might include:

o]

Once the network and schedules for individua
elements of the program have been developed
and approved by decision-makers, the program
developer may wish to construct a master
network for the entire program, following
the same procedures at the level of elements
rather than activities.

o

as to the realities of the program's
probable rate of progress.

The program developer should then inte-
grate the remaining critical dates into
the schedule, assess how they will effect

the program and identify possible remedie

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).

Such a "master" network should not be con

structed until the elements of the prograpn

have been approved.

v-C-20
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Desk Activity -- Networking and Scheduling the

Program Elements. (30 minutes)

a.

In this desk activity the participants will
be given an opportunity to practice net-
working and scheduling the activities of an
element.

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 minuﬁes for this step.

Debriefing:

e 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.

In the debriefing emphasize the following

points:

e 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 this 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
.starthup activities from on-going, day
to day activities the networking procedur
‘should be much simpler. Note that networ
tends to be more useful for depicting the
descrete and time-bound activities during
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 circumstances the time may not be ad
quate and the program developer would be
forced to consider alternative 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.

Notes and Comments
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9.

Developing Objectives for the Elements of a

Program.

A.

vV-C-25
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e The scheduling of activities through
networking also provides the basis for
establishing the program budget and

establishing objectives.

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
and measurable terms."

The two key phrases in the definition of an

objective are:

e "time-limited" and

® '"measurable."”

Earlier, when we discussed the "results" -

category under the MOR we indicated that the

results of an activity could be considered

as roughlyyequivalent to an objective when

stated in time-limited and measurable terms.
e Now that we have established the schedule
for the activities of the program element
we have formed the basis for establishing

time-limited objectives.

End of desk
activity

i°24




0 In some instances the effects of individu#l

© In many instances the accompLishmept of
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O Earlier, when we discussed the magni tude
of expected results we established the
basis for developing measurable okjective

Before discussing how objectives can be

developed, based on this information we will

first discuss the functions of objectives in

& program.  An objective serves two primary

functions:

© It provides an immediate standard against
which persons working in a program can
measure their own progress,lahd

© It provides managers and evaluators with
immediate indicators of how the program
is working as a whole.

For the individual working in a program,

particularly a large, complex program, the

long-term outcomes of the overall effort
often seem remote.

© The person may not see how what he or she
is doing is contributing to the accomplish-~
ment of the strategic or normative goals

of the program.

elements are buried among the effects of

other elements.

the strategic goal will not occur or

Ur
.

@
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become apparent for many months or years -
if at all.

e By establishing objectives the persons

W

working in a program can receive immediat
feedback on how well their part of the
program is working, and -- presuming the
logic of the stfategy and of the strate-
gic goal is sound -- the person can
assume that success of an objective does
in fact contribute to the accomplishment
of strategic and normative goals.
For evaluators and program managers objec-‘
tives serve a similar function; they provide
a basis for immediately determining how well
the program is performing as a whole even
before the strategic goal has been, or could
be expected to be accomplished.
Objectives are developed in a variety of
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.

e Objectives may be developed by decision-
makers, courts, professional standard-
setting bodies, or individual agencies as

as matter of policy.




h.

To establish reasonable objectives the pro-
gram developer should:

o Establish observable indicators of per-

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 serQe; 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 developing obijectives 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 wouid be unreasonable to
set an objective of reducing the number

of juvenile runaways by 30 percent.

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.

v-C-28
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e Examine the network and schedule for the

element and determine when those results
will probably be achieved, and

e Estimate what a reasonable level of per-

Tr

formance on each indicator for the elemen
would be.
10. 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 ah element of a program.

b. The participants should read the: instruction

vr

and the information in their Student Guide
and carry out the steps indicated on their
own.

e Allow 20 minutes for this step.
c. Explanation of Suggested Answers. .

e 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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0 The first estimated level of performance Notes and Co

is dictated by peclicy--no more than five - %%E?
teams can be trained and the training takes O
one month to complete
o0 The second level of performance is a function of:
- The number of months of activity (5)

The number of teams working (5) O
- The estimated number of contacts to be made (20)
- 5 x5 x 20 = 500 contacts

o0 The third level of performance is based on
the estimate that only 20% of all residents$

contacted will agree to a survey o
- 20% x 200 contacts = 100 inspections
. 0 The fourth estimate is based on the fact thit
10% of the households are eligible for the Iervice.
Thus, each team has a 10% probability of coftacting O

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

Debriefing: Have one of the participants
present his or her work to the group, and O
ask fof comments or questions about the
activity or the answers. In the débriefing
make the following points: e
o 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.




11. Developing the Program's Resources and Budget

a.

e If possible, objectives should be estab-

e If the program developer is uncertain how

Ve(l=31
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- It provides the basis for managers and
evaluators to determine immediately

how the program is performing overall.

lished empirically, based on the reason-

able and expected performance of the

elements.

a particular element will perform the
objectives for that element should not
be set arbitrarily, but should reflect

the uncertainty about that element.

Planning for resources to support the pro-
gram requires a set of interrelated deci-

sions:

e What amount is needed?

e What amount is available?

e 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?

Resource decisions should 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 necessary
later, but the program developer should do
this with the knowledge of his actual needs.

End of desk
activity




c. The level of resources needed by a program

element is a function of two factors:

o]

The inputs identified as necessary to

support the activities of the elements,

and

The amount of time those activities are

to be performed.

d. These factors have already been identified

in earlier planning steps.

o

The inputs were identified and refined

when we planned the details of the element.

The time factor was established in the

elements' network and schedule.

€. To establish the level of resources neces-

sary the program developer should

o

Determine the amount

of inputs needed to

sustain each activity (i.e., the number

of persons; the quantity of materials,

equipment and facilities);

Determine the length
these imputs will be
Determine the amount
be needed to acquire

amount of input over

Example:

To provide

- seling would require

of time each of
utilized, and

of money that will
and maintain that
that period of time.

victim crisis coun-

the employment of a

professional counselor (input). If the

V=(=32
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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-

ly/weekly cost).

In many cases the program developer may wish to

consult an accountant or budget specialist in

estimating the costs of supporting an element.

The method described here is suitable only for

estimating the costs of a program and may pro-

vide the 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

about services already provided in relation to

a particular problem as well as estimates of th

amount of money being spent to address the prob

® The program developer may wish to consid
how resources used for current efforts
could be appropriated or adjusted for
use in the program.

e The program developer should also consid
er the utilization of resources already

in place as a way to avoid the initial

Notes and Comments




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 program
developer should be thorough and imagina-
tive in seeking out resources that could

be adopted for use by the program.

The amount of resources to be acquired is a

simple function of subtracting what is

available from what is needed.

o

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 sgurces of new inputs to the program

will vary from jurisdiétion to jurisdiction.

Beyond traditional funding sources the pro-

gram developer should:

(o}

Seek funding sources not traditionally
used for criminal justice programs.

Examples:

V=C=34
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- Federal sources are CETA, Drug and
Alcohol Abuse, and Emergency School
Aid grants. These have supported such

programs as youth diversion.

- Local sources range from Jaycees to the

Salvation Army. These have been
successfully applied, for example, to
community crime prevention programs.

Identify potential supports that do not

require 'funding. Examples: Teaming citit

zen volunteers with policemen on 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,

V=C=35
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In those cases where the program developer is

constrained by a fixed level of money or resourf

will receive what level of material support.
The allocation of resources among different

activities within an element, or among

service agencies, 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.

ces, choices must be made about which activitieg

3




different elements within a program will

depend on:

(o]

In

The relative importance of the different
activities or elements to the overall
success of the program

The expected level of performance of each
activity or element in terms of expected
output versus needed input, and

The optimal "mix" of activities and ele-
ments in the program.

a complex program with several different

strategic goals, several different strategie

and several different elements and activitie

the program developer should develop a sense

relative importance concerning the parts.
This may be difficul£ 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
érosecutor has a more effective and -
efficient staff.

However, the program developer shpuld
develop a sense about those parts of the
program that are most likely to produce
the maximum benefits in relation to the

amount of resources allocated.
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Preparing the Decision Package ( Interim ).

a.

V=C=37
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The process of allocating resources will
depend on the different trade-offs the pro-
gram developer can make so as to balance the
expected results against the needed inputs.
® 1In 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 conduct

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.

The approval of the elements of the program

is a decision point in the program develop-

ment process. Thus, the product of the
detailed planning steps discussed here should
be a decision package which will enable
decision-makers to assess the acceptability,
feasibility, effectiveness, cost and evalu-
ability of the proposed program elements.
The decision package should contain

materials developed at several stages of the

See next page for
copy of one
element only
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program development process. For each ele-
An example of a
ment of the program the decision package
full decision
should include:
package is included
o The strategic goal statement under which

‘ in the Student
the element was developed.

Guide.

0 A brief description of the proposed ele=-

ment.

o The objective or objectives to be

achieved by the element.

o A description of the inputs, activities

" and results under the element.

o0 A network of the element.

O A cost estimate for the element.

0 An assessment of the advantages and dis-

advantages of the proposed element, and

o0 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 one of the

preceding steps in the program development

process.

o The strategic goal statement was prepared
in Module III when all of the p%ogram's
strategic goals.were developed. . |

"o The proposed element was identified in

Module IV in the development of alterna-

tive strategies or in this module during.

1
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the initial expansion of the list of pro-
posed elements.

@ The objective or objectives of the ele-
ment was developed>in tﬁis 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
Tecture, i -

® The assessment of the advantages and dis-
advantages should come from 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

¥

® The rationale should come from the assess
ment of the logic of the strategy con-
ducted in Module IV.

In preparing the full decision package, the This is why this

) is called an
program developer should consider the work Interim Decision

‘ ) Package.
completed to this point as being only pre-

liminary to a further step in the process.
e Having worked at the level of individual

elements the program developer must now

come back up to the level of the program




13. Summary and Review.

a.

In this module we have taken the program
development process from a set of strategic
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:

o

to see how the individual parts will fit ;
togethér to accomplish the strategic and

normative goals of the program.

The role of the program developer in
designing the details of the program's

strategies

P -

o}
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The development o
strategy

The design of the details of program 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 cost estimate

The preparation of a decision.package that

summarizes the work completed to this poi

This is covered
in Module VI

=)
S,
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In the next module we will focus on the
integration of the different program elementsg,
and on the evaluation and managemeht of the

program itself.




Module V:

Planning the Details of Program
Strategies

Segment D: Workshop on Planning the Details of

1.

.

Program. Strategies, Part 2.

INSTRUCTOR GUIDE

Introduction

a.

You are now ready to complete the Implemen-

tation Plan you began in the last workshop

segment.

In this workshop you will complete the

following steps:

© Identifying and assessing the impact of
an element on other parts of the criminal
-justice system.

o Identifying and assessing internal impact
within an element.

o Preparing a network of the element.

o Develop objectives for the element, and

o Develop a budget for the element.

o Prepare a presentation following the for-
mat of the full decision package.

For this workshop the participants should

have:

© Their Student Guide

© The Problem Statemen£

o The materials developed earlier in pre-
vious workshops

may now break out into your groups.

Your facilitator has detailed instrﬁctions o

each step as does your Student Guide. Take

it with you.

V-D-1
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b. You will have 3 hours before we reconvene to
hear your plans. (Give them a time to

return to the classroom)




Planning the Details of Program
Strategies

Segment D: Workshop on Planning the Details of

Program Strategies, Part 2.

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 relating

to

o Identifying and assessing the impact of
an element on other parts of the criminal
justice system,

o Identifying and assessing the internal
impacts within an element,

o Preparing a network of the element,

o Developing objectives for the element,

o Developing a budget for the element

2. Preparations.

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.

o 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.

The participénts should have brought with

them:

© Their Student Guides

o The Problem Statement, and

V-D-3
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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

the goal assigned to the group,

The list of possible strategies developed

by the group, including the strategy
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

gystem. (30 minutes).

V-D-4

Notes and Comments




b.
Step 1.

Step 2. The participants will identify,
assess and take steps to accommodate the

internal impact of activities within

the element. (30 minutes).

Step 3. The pérticipants 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

2 budaet for the element. (30 minutes).
budget for the element

Step 6. The participants will prepare a
presentation following the format of a

full decision package. (15 minutes).

Total time for the workshop is 3 hours.

Identifying and Assessing System

Impacts.

a.

The participants should mount the sheet
prepared in the earlier workshop listing
the inputs, activities and results of the

element.

V-D-5
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See Facilitator's

Note.
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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 giﬁen information

on external problems or constraints, and

e To save time.




The participants should mount a second sheet

headed System Impact Matrix near the first

sheet.

The participants should refer to the Problem

Statement and locate the agencies listed on

Table 4 on page 9 .

o 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).

The results listed on the first sheet should

be numbered or assigned an identifying

letter (A, B, C, etc.). These identifying

the left-hand margin of the second sheet

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 hawe on the agency. The

participants should ask:

V-D-6
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® How is this agency, or agency function
currentlyAaffected by the problem?

e How does this agency or its functions
currently affect the problem?

) How-will this result afféct the agency
or its functions?

If the participants identify an area where

a result of an element's activity will have

an impact on the agency, or one of its

functions, the impact should be noted and

recorded, either on the matrix or.on a

separate sheet.

After all impacts have been identified the

participants should assess the nature, and

if possible, the magnitude of the impact and

devise appropriate measures to accommodate

the impact.

e The participants may wish to add a new
activity to the list ‘

e The participants may wish to revise or
delete existing activities

e If any activities are added, revised, or

deleted the participants should also add

vV-D-7
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to, revise or delete the input and actividyy

lists as appropriate.

5. Step 2. Identifying and Assessing Internal

Impact.




The participants should prepare a third

sheet headed Internal Impact Matrix and

mount it near the first sheet (the list of

inputs, activities aﬁd results).

Across the top of 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;

hand margin of the page to create the

matrix arrangement.

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:

0 How will this result affect the other
results of this activity?

o0 Does this result conflict with some other
result?

© Does this result reinforce or assist in

the accomplishment of some other result?
o 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.

V-D-8
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Step 3. Preparing a Network of the Element.

a.

d.

After all internal impacts have been iden-

tified the participants should devise appro-
propriate measures to accommodate them, i.e.
adding, deleting or revising the activities,

inputs and results.

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.

The participants should array the cards and

determine the appropriate sequence of

activities by group 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.

e 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 the "start-up"
phases of the element.

The participants should next select an

appropriate time scale for the element

V-D-9

Notes and Comments




V-D-10

(i.e., days, weeks, months) and prepare a

‘time-line in that scale on which the network

will be arrayed.

o) The.participants may wish to tape two or
three sheets of flipchart paper together
to form the time-line, and array the cards
on the sheets lying flat on a table or thd
floor.

The participants should then arrange the

~cards on the time-line in the appropriate

sequence and showing the duration of each
activity.
0 The participants should follow the format

demonstrated in. the lecture and shown in

the Student Guide on pages V-C-4b & V-C-11.

The participants should then tape the cards
permanently to the time-line sheets and draw
in the connectors and lines to complete the

network.

Step 4. Developing Objectives.

a.

The participants should prepare a sheet

headed Objectives.

The sheet should be divided into two columns
headed Results and Indicator respectively.
The participants should identify each

result with a letter or number identifier,

Notes and Comments
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and list these identifiers along the léft—
hand margin of the page.
d. For each result the participants should

select an observable indicator and list the

indicator under the appropriate column oppo-
site the activity identifier.

e. From the results column on the sheet developgd
in the previous exercise (the sheet listing
the inputs, activities and results), as
revised in previous steps, the participants
should estimate the expected level of per-

formance on the activity.

e Example: If the activity involves "pro-
viding inservice training to arson ihves—
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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e If the participants estimated the magni-

tude of results in the previous workshop,

this step would consist'only of translat-
ing these‘resuits’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:
® Indicating the level of performance to be | See Facilitator's
attained, Note.

® Expressed in the form of an observable
indicator, and

® Indicating the time-limit for reaching the
level indicated.

Step 5. Developing a Budget for the Element.

a; The participants should prepare a sheet
headed Budget.

b. The sheet should be divided into two columns

headed Level Needed and Amount respectively.

c. The participants should identify each of the
inputs on the original list, as revised, with
a letter or number. These identifiers should]
be listed along the left-hand margin of the
paée.

d. By referring to the level of performance

expected for each activity the participants
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Facilitator's Note
In this step do not permit the participants to "make
® up" performance estimate without some reasonable basis.
That is, the participants should be prepared to justify
estimates to the group if they choose to make guesses
® about how well any one activity will be performed.
@




.shquld estimate the level of resources needed

for each input.

o

‘Referring to the network for the element the
participants should determine for how long
these inputs will be used or needed and esti-

maté the total cost for each.

o

Example: If the activity of "providing
training to fire investigators" was found
to require .inputs such as "instructors,
training materials, and classroom space"
the participants should estimate the level
of each of these inputs needed (e.qg.,
one instructor, six copies of training

material, one classroom, etc.).

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"
instead 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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d 9. Step 6. Preparing the Presentation. '
a. The participants should‘prepare a presenta-
tion following the format of the full
® decision package.
® The group will be given 15 minutes to make
their presentation.
e b. The presentation should contain the follow.ing
equence:
e The presentation of the strategic goal
under which the element was developed,
i ® The presentation of all elements under the
strategic goal, and the identification of
the element that was fully developed,
6 e A description of the element and how it
fits into the rationale of the strategy,
i.e., how it contributes to the accom-
° plishment of the strategic goal,
e A description of the inputs, activities
and results of the element, as revised,
® A presentation of the network of the element
® e A presentation of the objectives to be
achieved under the element,
e A presentation of the cost of the element,
® and
e An assessment of the advantages aﬁd dis-
advantages of the element based on the
assessment of the‘system impact.
c. After the presentation has been prepared the

workshop is completed.




Module V
Segment D: Workshopr Part 2

LECTURE NOTES

1. Introdﬁction

a. We will now hear what each group has accom-
plished in its workshop.
® Each group will have 15 minutes to present|

its work. |

b. During the presentations you shou;d take
careful note of the details of the individual
plans.

c. Tomorrow (or in the next Module) the groups
will be broken up into (2-3) committees to
draw together the individual elements into an
integrated program plan.

e To assist in this process take notes of
any parts of the other plans that mightA

affect your own plan.

2. Example of Acceptable and Desireable Products.
a. Step 1: Identifying and Assessing System

Impacts

V-D-16

Notes and Comments

® Continuing the example in previous exercisef,

the following diagram presents the

systems impact matrix.
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Agencies and Organizations
(From p. 9 of the Problem Statement)
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(From MOR) o loo oo los g 5o =@ loo lao
® Agreement with
® School Authorities none (none |none |none |none ([none |none |none ;none

® A classroom course
on arson conse- A B C D E F G none |[none

quences and pre-
vention

® A series of class-
room presentations H I J none K L M none |none




o Explanation of possible cross impacts are:

A‘

B.

C.

D.

E.

F.

G.

H,

o0 Additional activities generated by this

analysis include:

V-D-17

Fire departments should be solicited for

background information in designing courge

Similarly, police departménts should alsg
make input on the course

Same for Prosecutor's Office

The State Fire Marshalls' office should
be contacted for data on arson State-
wide as further background for the courss
- The Bureau of Human Resources should be
contacted for_background on the
secondary consequences of arson

The Youth Bureau should be contacted for
information on programs for youths
arrested for érson

The Burn Unit should be contacted for
information and background material on
the physical effects of fire
1,3J,K,L,&M. Each of these agencies should
be contacted to provide instructors for
the classroom qourse--possible impact on
their manpower. In addition, if the coul
is effective, it may result in decrease

in arson-related workload.

Contact local arson control agencies and

agencies with arson-related functions for

Notes and Comments
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background information and materials

- Contact (above) agencies for possible

instructors for the course

@ Additional inputs would be someone to make
- the above contacts and collect the
necessary infromation and materials

b. Step 2: Indentifying and Assessing Internal

Impact.

e The matrix for the above example is shown

below.

\
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Results
Results 1 2 3
Agreement with
School Authorities none A B'
A classroom course C none D
Classroom
presentations E F none

e The explanation for the cross impacts are:
- A,B,C,&E.
is contingent on the agreement with the
school authorities.
should consider whether a certain amount

of development work should be done before
approaching school authorities in order tdg

give them an idea of the course's content

All work on the proposed coursg

The program develope:




e.

- D&F. The content, length, and method of

delivery will affect when and how often

the course can or should be presented. Thjse

two factors will be coordinated.
Step 3: Preparing a Network of the Element.
o The full list of activities identified to
this point with the time estimate and
sequence are:
l. Persuade and orient school authorities td
accept course (1 month)
2. Coordinate presentations with school
year schedule (1 month)
3. Establish course content (1 month)
4. Develop curtriculum 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)

V-D-19
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@ e The network for this element is shown
below for the first year: . i
Month
e M A M J J A S 0 N D J F
1 2 3 4 5 6 7 8 9 10 11 12
4 Bl [ ] | ! | | L L ! | R PO
T 1 T 1 T T T T T T T 1 I
(1) (2) (10)
o o] — O — - - - - —_- — - - - - o ~+-+
. | |
(3) (4) (7) (8) (9) (11)
o o} -0 —0 —0 —0 -+
' (5) l l (12)
o—0 o —+->
® ! (6) ‘
o-——0
A A
Start-up Date Start of School Year
6 (March 1) (September)
e Analysis of the network indicates that thg—

element must be implemented starting in

March in order to begin classroom presen-

e tations in September at the start of the
school year.

d. Step 4: Developing Objectives

@ ® Reasonable indicators of performance for

this element would be:

A written agreement with school authoritiTs

A completed course curriculum package

The number of classroom presentations givén

The number of students receiving the

classroom presentation




O Reasonable objectives for this eiement (®)
would be:
- A completed written agreement with school
authorities by April 1, 198_ ' o
- A completed curriculum package by
September 1, 198_ |
- "X" classroom presentations completed
by the end of February, 198
- X" studente recei?ing classroom
presentations by the end of February, 198]
e. Developing a Budget for the Element. . '»‘ o O
0 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 person to recruit, train, ahd orient
instructors . | v O
- a person to coordinate the presentations
with the school authorities
- a persbn to present the proposal to school ' o)

authorities and persuade them to cooperat

114

= a person to contact the relevent arson |

control agencies




® There is obvious room to collapse these
inputs and assign them to a single person orj
at most, perhaps two persons: a full-time
coordinator and someone to develop, test,
and revise the curriculum.

e The completed product would look like this:

Level needed
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Amount

1 full-time course

"coordinator

1l full-time course
developer

"X" part-time
instructors

"X" sets of train-
ing materials

3. Presentations

a. During the presentations the faculty should
challenge the group to justify any assumptiong
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.

12 months x salary
+ expenses

6 months x salary
+ expenses

6 months x salary
+ expenses

Cost




o The refinement of the details of an element
requires 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 the element

- what reasonable levels of performance for
the element are

- the overall cost of implementing the

element

will or should relate to the existing

system in order to anticipate possible

conflicts between the system and the element

and to find ways of integrating the element
into the existing system.

O 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.

0 We develop a schedule and network in order

to locate the element in real time and

identify possible bottlenecks or unreasonab]

deadlines before they occur.

v-D-23

Notes and Comments




‘'individual elements will be used to develop a

e We develop objectives in order to help both
implementors and evaluators appraise the
performance 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 resourcg
needed. In a real program development effox
the next step would be to attach actual
dollar amounts to those resources.

e Having worked through the details of the
individual elements, the next step will be
to integrate the elements into a coherent
whole.

In the next workshop the details of the

final work plan which can be used by managers
and evaluators.

Also, any changes found to be needed as a
result of the coordination of the elements
will be incorporated into the decision

package.
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End of workshop







Module 6

é PREPARING FOR PROGRAM
IMPLEMENTATION AND EVALUATION







10.

Outline of Module VI

Preparing for Implementation and Evaluation

'Segment A

Review and Introduction

The Role of the Program Developer in Preparing for the
Implementation and Evaluation of a Program

The Importance of Integrating the Elements of the Program
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 Program

Using Key Events in the Evaluation of the Program

Summary and Review of the Course







Module VI.
and Evaluation

Segment A

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:

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.

VI-A-1
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Preparing for Program Implementation

INSTRUCTORS GUIDE

The problem is correctly understood,

The strategic goals of the program re-

Visual I-C

flect the important components of the proplem,

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 inputs, activities, schedules, cbjecH

tives, budget, and internal and external impact.
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® This means thét the program developer
must build on the work that has been
completed and approved to this point,
and if necessary, add new elements to
the design of the program.
c. In this module we will discuss the follow-

ing topics:

® The role of the program developer in
preparing for implementation and evalua-
tion.

Integrating the elements of a program.
The concept of the key event.

Preparing the full decision package.

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 elements
or a set of elements that constitute a straf-
gy, the role of the program developer shifts

from one of a designer and planner to one

of a coordinator and facilitator.

® As a coordinator, the program developer

should attempt to identify those linkage

nr




between thevelements of the program that
will insure that they work together to
address the problem.

As a facilitator, the program developer
should attempt to develop guidelines
necessary to insure that the program

will be carried out as intended.

Once the overall implementation plan has

been approved, the program developer may be

directly involved in the implementation of

the program. The program developer may be

responsible for:

® Carrying out certain elements of the
program

® Providing technical assistance to the
implementors

® Managing the overall program

® Monitoring or evaluating the program

® Making or advising on future decisions

about the continuation or revision of

the program.
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In any or all of these roles, the program
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.




d. The final product of this step in the program
development process is a full decision package
which provides the following information to
decision-makers:

[ The normative goal statement;

° The problem summary;

° The important components of the problenm,

® 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 recommendations.

e. This materiai, along with the decision packageg

developed for each of the elements in the

previous module, would be presented to decision
makers for a final determination:

e It is at this point that the program's

strategic goals are finally approved and
the shape and approach of the overall

program is approved.

VI-A-4
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3. The Importance of Integrating the Elements of
the Program.

a. The separate elements of the program repre-
seht 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 nc purpose beyond the immediate objec-
tives they are committed to accomplish.

c. Example: A classic example of this 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 political
organization, and the crime prevention goals
of the program were completely abandoned.

d. By integration of the elements we mean that

necessary linkages between elements are
created so that the activities of one ele-
ment can be coordinated to work with the

activities of other elements.
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® Example: If one element of a program
involves providing information to the
public about the availability of trans-
portation services to witnesses and an-
other element involves a public cam-
paign to make citizens ﬁore receptive to
testifying in court when called, there
is an obvious area where the two ele-
ments could.work together.

By integration of elements we also

mean preventing conflicts between elements.

® Exampleﬁ Very often efforts to create
cooperation between different organiza-
tions are complicated 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 program developer in his role as a co-
ordinator should help to create the link-
ages and head off the potential éonflicts
in the program by intégrating the different
elements of the program into a coherent

whole.




e 4. 1Integrating Elements.

a.

Elements of the program can be integrated

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 coordi-
nated for one or both to operate effec-
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 foq

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

developer to create an Element Integration

Matrix, similar to the device used 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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or




Once areas of integration have been identified
the program developer should create or propose

appropriate remedies,

[
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Under this technique, the activities of
the different elements would be arrayed on
the matrix and the areas of potential co-
operation, coordination or conflict would

be identified by examining pairs of activi-

ties.

such as:

Combining or sharing staffs or resources
among different elements.

Creating an advisory group made up of rep-
resentatives of individual elements to co-
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).
Creating formal or informal relationships

among persons working in different elements

of the program.

Note to the partici-
pants that they
completed a similar
step earlier within
their individual
elements. In this
step they are
assessing cross-
impact between
elements and
strategies.




5.

Insuring that the Program is Implemented as

Intended.

a.
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In his or her role as a program facilitator,

the program developer should also attempt to

insure that the program is carried out as in-

tended.

e The program developer should recognize that
after a program is implemented, the program
may change in the way certain activities
are carried out or the way resources are
allocated.

® However, the program developer has an obli-
gation to insure that the strategic goals
cf the program, and the strategies devel-
oped. to meet those goals, are followed
within reasonable limits.

Question to the Participants. Ask the parti-

cipants if they know about or have worked on

prégrams where the original goals and strate-

gies were completely ignored after program was

initiated.

The two primary means by which a program can

be kept on track with respect to its strategic

goals and strategies are:

e Through the way the program is managed, at
the program or the element level.

e Through the evaluation and monitoring of

the program.

Class discussion




d.

A conceptual device which will help the mana-
ger and the evaluator/monitor is called key

event analysis.

Concept of the Key Event.

In any large-scale undertaking, such as a pro-
gram, 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 events.

Key events are important in program develop-

ment in that they should be the focus of at-

tention Qf 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.

A key event might occur at any point and at

any level in the program.

® A key event might be a single activity
within an element, or a set of elements
under a strategy.

The principle which determines whether some

part of a program is a key event is not its

VI-A-10
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size or the amount of resources devoted to

its implementation. The factor which deter-

mines that an activity or an element is a key

event is its importance to the success of the
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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 play a major role in the way the pro-
grah will operate;

Examining the networks and schedules of
the program, and identifying those places
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 definition);

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-
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ment of the logic of the strategy carried out
in Module 1V.

0 In that step, we identified the assumptions

behind the strategy and attempted to deter-
mine how reasonable those assumptions were,

0 The assumptions were stated in the form,
"If the program does A, B and C, then the
strategic goal will be achieved."”

O Example: If the program provides training
to police officers, and the officers under-
stand and accept what is taught, and they
have the time, means and motivation to use
what is taught, then police officers will
write better reports.

Now that we have designed 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 strategy.

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 any one of these conditions were not met,
or were met for only a few persons,

in

lAsk class to select
possible key events
and discuss before
giving them the ideas

"d" below.

W
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this particular element would not succeed
in meeting the strategic goal.

8. Using Key Events in the Management of the Program.

| a. The manager of a program can ﬁse the identi-~- | This is the first of

: two ways to use them,

fied key events of a program to: ' management and

evaluation.

® Select implementors to carry out the design
of the program

e Inform ﬁhose implementors how the pro-
gram or its elements should.be carried out,
and

® Guide the activities of implementors after
the program is under way.

b. 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 poiice 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
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perform. These requirements can then be

translated into criteria against which to

assess various possible implementors.

o Example: Given a choice between two in-
structors for the police training element
of the program, the program developer might
prefer an experienced police officer with
special preparation in the area of report
writing over an outside instructor with
academic training in repoft writing.

Key events also inform implementors about

what is important in their particular part of

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 qualified to provide this
service. Without this information, the
implementor might substitute untrained col-
lege students or anyone else who coﬁld be
labeled a "counselor".

Key events enable the program developer to

specify the special requirements that an im-

plementor should be prepared to carry out as

a condition of participating in the program.

Notes and Comments
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f. Finally, key events help managers of programs
guide their activities after the program is
underway.

e 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
as intended.

g. Key events enable the program develope; to
identify areas where implementors may need
special help and arrange for appropriate

Technical Assistance in those areas.

9. Using Key Events in the Evaluation of the Program.
a. The second use of key events is to insure
that programs remain on track through proper

program evaluation.

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




VI-A-16

Notes and Comments

determine how the elements of the program,

working together, contribute to the accom-

plishment of the program's strategic goals.
o0 It is possible for each of the individual
eiements 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.) |

0 Question to the Participants. Ask if any Class discussion

of the participants have had experience
with, or know of, a program that failed
despite the fact that its individual ele-
ments all succeeded.
Evaluators usually distinguish between two
levels of evaluation:

o Process evaluation,. in which the primary

focus is on the way the program operates
and its success in achieving its objec-
tives; and

© Impact evaluation, in which the focus is

extended to a determination of how the
program affected the problem being addressed.
The selection of one or both of these

two levels of evaluation will depend on:
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® The needs and interests of decision-makers,
and

® The degree of certainty or uncertainty
about either the process or the probable
impact of the program:

In a process evaluation, key events help the

evaluator focus on those critical internal

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 the training.

In an impact evaluation, key events help the

evaluator draw the necessary linkages between

what the program did and the level of impact

that was observed.

® Example: If the quality of police reports
improved because of the training, the eval-
uator would then focus on the extent to
which improved police reports contributed
to improvements in the conviction rate of

prosecutors.




10. Preparing the Final Decision Package.

a.
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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 final
approval of the strategic goals and the
substance of the program.

o 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 programi

decision-makers should focus on the broader

issues relating to:

O The current and generally accepted under-
standing of the problem,

o The appropriateness and adequacy of the
strategic goals and strategies, and

©0 The overall feasibility of the implemen-
tation plan to carry out the strategies.

The decision package should contain the

following materials:

0 The normative goal statement for the
problem area,

O A summary of the problem, as it is

understood,




11.

Review of the Module.

a.
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e The important components of the problem

derived from the Problem Statement,

e The strategic goal statements that
formed the basis for the more detailed
planning,

e An overview of the strategies developed
to meet the strategic goals,

e The elements intended to implement the
different strategies,

@ The rationale for 'each strategy--the
logic and assumptions'behind the
strategies, ana

® An assessment of the strategies and a
set of recommendations concerning the
integration; implementation, and evalu-
ation of the program.

To this material, the program developer

should append the individual element

decision packages as back-up documentation;

this material was developed in the previous
step in the process in Module V and was

revised as necessary in this Module.

In this module, we have completed the final
steps in the program development process.
We have discussed:

e The role of the program developer in pre

paring for the implementation and evalua

tion of the program;
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® .The concept of the key event;

e Using key events in the management of
programs;

® Using key events in the evaluation of
the program; and

® Prepafing the final decision package.

In the workshop which follows you will

complete the program development process by

carrying out these remaining steps.

VIi-a-20
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Segment B: Workshop: Preparing for Implementation

ion
and Evaluat Notes and Comments

LECTURE NOTES -

1. Introduction.
a. We are now ready to begin to put the pro-
gram together into a single coherent package.
b. Each group has worked independently up to
now.

e We are all generally aware of what ;he
6ther groups have proposed to do.

e However, we do not yet have an overall
perspective of how all the individual
elements of the program fit together.

e This program-level perspective is what we
are going to develop in this final work-

shop of the course.

¢. We have three major tasks to complete.
@ Integrating the individual elements into

a coherent package,
e Identifying those key events that will guids
the management and evaluation of the progranm,

e Preparing a final decision package.

d. The first tésk—fintegrating the individual
elements--is necessary because:

e Large-scale programs are seldom planned
by single individuals or even a single
group of individuals, and

e When planning is divided among different

persons or groups there are bound to be
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significant conflicts, inconsistencies
or gaps between their plans.
The second task--identifying key program
events—-ié necessary in order to insure thal
the programmatic concerns which were built
into the elements are carried out when the
program is implemented, and are reflected
in the program evaluation.
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 previous groups.

© You will be responsible for representing
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.

The first responsibility of these new

groups is to reconcile any conflicts, in-

consistencies or duplications in the

individual plans by:

© Changing, deleting, or consolidating

specific activities of the elements.
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® Reassigning responsibilities for specififp
activities, or

e C(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 events ip
the program that should be of the greatest
concern to program managers and evaluators.

d. This work will then form the basis for the
group's presentation of the overall program

e. Each new group should have a copy of the
following materials developed in the
previous workshops:

e The complete list of all inputs, activities

and results for each of the elements,

e The rationale of each groups strategy,
and

e The list of assumptions behind each stratg

tegy.
® These materials have been copied and
should be available to each group.
£. I will now assign each of you to a new group. See Instructor's
Note

e Additional instructions will be given by

facilitators when these groups convene,
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INSTRUCTOR'S NOTE

You should point out to the participants that in a
real program development éffort there may be more integra-
tion of effort throughout the process, thus making it less
necessary to formally integrate the program as a final
step. On the other hand, in a large program deveiopment»
effort, where teams have been established to work on
individual areas, this final coordihating step may be
very real. In either case, the.steps outlihed here need
to be accomplished if the program is going to be given

its best chance of meeting its goals.
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Segment B: Workshop

1.

2.
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FACILITATOR'S GUIDE

Introduction.

a. The purpose of this workshop is to allow the
participants to practice some of the steps
discussed in the lecture relating to:

@ Integrating the elements of the program,

Ad Identifying key events to guide program
managers and evaluators, and

@ Preparing the final decision package.

b. The original work groups will be broken up
and miked so that the new groups each con-
tain two to three members from each of the
other groups.

Preparations.

a. This workshop will require some additional

preparation on the part of the facilitator.

This is due to the fact that the original
groups have been mixed, and that each of the

new groups will need copies of materials de-

veloped in previous workshops.

b. As noted in the Facilitator Notes in Module
1v, the facilitators should have made additid

copies each of the strategy rationale and of

fhial

the list of assumptions developed in the

workshop in IV-B.
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® These copies should follow the format
used by the original groups.

At the end of the workshop in Module V-D,

the facilitator should have also madevggg

copies each of the list of inputs, activi-

ties and results, as revised, in that work-

shop. |

® These copies should also follow the for-
mat used by the original groups.

® The facilitators should check the copies
to make certain that all changes made by
the participants 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, chalk,

or marker pens.

Specific Instructions.

a.

The workshop will be carried out in three

steps:

® Step l. 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




4.

b.

®
Step 1.
a.

°
b.

Following the last step, the group will pre-
sent its work and participate in a final de-

briefing.

The three sheets indicating the inputs, actir
vities and results of the three elements
should be mounted in front of the group,

where all members can clearly see them.

An additional sheet should be prepared,
headed Element Integration Matrix: Group A

X Group B.

Step 3. The participants will prepare a

VI-B-6
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final presentation following the format of

the final decision package.

Each group will be given 15 minutes to

make its presentation.

Integrating the Elements. (1 hour)

The participants should assign letter
identifiers to the three listings to make
it easier to refer to them during the dis-H

cussion (e.g., Group A, Group B, Group C.)

Across the top of the new sheet, beneath

the heading, the participants should 1list
the identifiers for each of the activities
on Group A's list.

Along the left-hand margin of the new

sheet, the participants should

Following the presen-
tations, the facili-
tators should collect
and evaluate the
final products before
conducting the final
debriefing.
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list the identifiers for each of the
activities on Group B's lis£.

o This forms the matrix to identify possi-
ble areas of integration between Gfoup
A's element and Group B's element.

The participants should then proceed to iden!

tify areas of possible integrétion between

the two elements by cross—referéncing pairs
of activities.

© All members of the group should be en-
couraged to participate, not just those
in the two groups whose elements are be-
ing discussed.

In identifying areas of integration, the

participants should ask:

© Could these activities be combined or
shared? '

© Do these activities overlap?

© Could these activities conflict with each
6ther?

O 1Is one activity dependent on the other?

© Should these activities be coordinated?

As areas of possible integfation are.identi—

fied, they should be noted on the matrix or

Oon a separate sheet.

When all areas of integration have been

v




Step 2. Identifying Key Events. (1 hour)

a.

b.

C.

-priate ways of responding:
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identified, the group should develop appro-

® Adding new.activities to one or both ele-
ments;
e Deleting or revising activities.
Any changes in the activities created by in-
tegrating elements should be reflected in
appropriate changes in inputs and results.
After the group has completed integrating
the activities in Group A and B's elements,
the same procedure should be followed for
Group A and Group C, and Group B and Group C.
e Subsequent changes may create the need to
revise earlier changes. All changes

should be carefully noted.

The revised lists of inputs, activities and
outcomes should remain mounted, and the

Strategy Rationales and Lists of Assumptions

should be mounted nearby.

A sheet headed Key Events should be prepared.
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 identify key events

within each element by noting thbse activitie%

‘that appear to be critical to the success of

the element itself.

o The group should briefly review the _ A ©
rationale and the assumptions behind each
of the three strategies which the elements
are to implement. Activities designed to O
implement or guarantee the fulfillment of
these assumptions should be identified.

o These activities should be listed on the
Key Events worksheet.

e. After all key events have been identified, the

L1

group should prepare a final sheet headed

Recommendations.

0 The participants should review the key events
identified and develop specific recommendatlons
on how the program: should, be implemented ' o
and evaluated.

© The recommendations should include such
factors as:
- Qualifications or characteristics of

implementors




6. Step 3. Preparing the Final Presentation.
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- Special conditions to be met by imple-
mentors,

- Areas where technical or some other form
of special assistance should be
proyided, and

- Areas where evaluators should focus their
attention or make a special effort
to determine process or impact

performance.

(one hour)
In the final presentation, the group will
present its final recommendations on how
the program is to be integrated, implemented,
and evaluated, based on the work just
completed, ané following the format of the
final decision package.
The final presentation will follow the fol-
lowing sequence:
e A brief presentation of the normative
goal,
® A brief summary of the problem,
e A description of the three important
components of the problem addressed,
® The three strategic goals addressing the
important components of the problem,
@ Abrief presentation of the three stra-

tegies developed in the process,

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 element

12}

that were fully developed in the exercise

e A review of the rationale behind each

. ®)
strategy, and
© An assessment of (1) how the eleﬁents
implement the assumptions behind each
strategy, (2) how the strategies will o
contribute to the accomplishment of the
strategic goals, and (3) how the accom-
plishment of the strategic goals will e}

contribute to the accomplishment of the
normative ‘goal.

O A description of the key events.

© A set of recommendations regarding: the
gualifications or characteristics of preL
gram implementors, special conditions to
be required in the implementation of the O

program, or areas of special interest to

persons providing Technical Assistance,

areas of special interest to program evaluators.

o
The group may divide responsibility for each
of these parts of the final presentation.
© The group will have 15 minutes to make o

its presentation.
After the presentation has been prepared,

the workshop has been completed.
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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 Proggam.
e Becauée only one element was developed in the
example, we cannot present a specific example
of how the classroom presentation could be
integrated with one or more other elements;
® Examples of possible types of integration of
elements for a program would be:

- Developing a centralized coordinating body
to foster cooperation between different
elements.

- Sharing or collapsing tasks among different
elements.

- Sharing or collapsing resources to reduce
duplication and get maximum output for
each element.

® The participants may initially resist efforts
to integrate their elements or become upset

by the inevitable blurring of the boundaries
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between elements that occur during integra-

tion. In the debriefing the facilitators

should note that fact and comment on the
degree to which the elements were truly
integrated.

b. Step 2. Identifying Key Events to guide the

Implementation and Evaluation of a Program.

o Examples of possible key events within the
element used in this example would be:

- The needs analysis in which the contents
of the course are determined, based on the
areas where juveniles should be informed
about arson.

- The timing and scheduling of the eiement
to assure that juveniles who would other-
wise set fires are reached.

- The development and testing of the course
content andlmaterials to assure that the
information presented is understood,
accepted, and remembered.

o These key events were identified on the
basis of the assumptions that were made
when the strategy's logic was tested in
Module 1IV.

o Examples of the recommendations would be:

- That considerable care be taken to deter-
mine those areas where juveniles most neeqd

to be informed about arson.




- That the course be heavily targeted to

schools in areas with a higher than averade

incidence of juvenile arson.
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- That emphasis be placed on the testing and revision

process to assure that the materials are appro-

priate to the audience the course is aimed at.

This suggests the need to recruit a coursd devel-

oper with experience in preparing courses

for

juvenile audiences, and to make this an area of

special emphasis in the evaluation.

c. Following the presentations the facilitators

should collect and evaluate the materials

presented before the final debriefing.

3. Debriefing by all 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
integrated.

® The relationship between the key events
identified and the assumptions made in the
logic of the strategy for each element.

® The degree to which the elements reflect
the strategies and the strategic goals

developed earlier.

® The degree to which the presentations addreg$s

or fail to address possible problems in the

recommendations section of the presentation

See instructor

note
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Instructor Note

The final debriefing should include a critique of the work
completed in the last workshop. After the last presentation
has been completed the instructors should call a brief recess.
During the recess the instructor and other facilitators should
review the work of the groups and draw up a detailed critique
of the products. The critique 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.




3.

a.

debriefing are:

Review of the Course (30 minutes)
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.

Additional points to be made in the
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The elements of .the program, by themselves,

do not constitute a program.

Only when the elements arelintegrated do

they constitute a programmatic effort.

The program developer must think at two

levels a£ once:

- How the elements will operate individually
and

- How the elements will operate together

to achieve the normative goal.

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.

Notes and Comments

~




C.
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In Module III, we used our understanding of

the problem to develop strategic goals.

o We broke the problem down into its important

components, and drafted strategic goals
for each.

In Module IV, we developed strategies to

implement the strategic goals.

o Using two different approaches--the Problem
Statement and the Strategic Goal--we identi
possible strategies and assessed the logic

In Module V, we déveloped the elements of the

strategies.

o Starting with a list of potential elements,
we expanded the list,

0 Developed the details of those elements,

O0 Assessed the internal impact of the ele-
ments and the impact on the existing sys-
tem.

0 We developed a network of each element,

o Established objectives for the element, and

0 Developed a budget for the element.

Finally, in Module VI, we integrated the
elements into a coherent program, identified
the key events of the program, and prepared
for the implementation and evaluation of

the program.

Fied

bf each.




4.

Course Closing.

a.
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The process described here is an ideal,
and like. all ideals it can seldom be
achieved completely in the real world.
However, the princigles expressed are
sound and deserve your best effort.

If you can adapt any or all of these steps
into your work--or even an approximation of
these steps--you can be reasonably confi-
dent that the results will be worth the

effort.
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