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SECTION I 

IN'l'RODUCTION 

Since 1968, when Congress passed the Omnibus Crime Control 

and Safe Streets Act and thereby established the Law Enforcement 

Assistance Administration (LEAA), the movement for improvement 

ana reform of the nation's Criminal Justice System has enjoyed 

increasing momentum. Program innovations, research, improved 

data collection and dissemination, education and training, 

manpower projects and many other resources and developments have 

been directed toward reducing crime and advancing the efficiency 

and effectiveness of police, courts, and corrections. 

Not the least provision of this legislation is that which 

sets forth a pivotal role for the States, assigning to them the 

major responsibility for planning and resource allocation . 

LEAA has launched a series of .initiatives intended to aid and 

assist the State Planning Agencies (SPA IS) designated for this 

purpose. One of the ser.vices to which LEA A has committed itself 

is training especially designed to meet the particular needS of 

SPA sta ffs. 
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The Potomac GroLlp, Inc., a private firm specializing in 

training design and delivery and having experience in the 

Criminal Justice System, was contracted to study the training 

needs in three SPA's and to make appropriate recommendations 

to LEAA concerning needs, curricula, ana delivery systems. The 

three states selected for the study were Connecticut, Michigan, 

and Virginia. Field visits and data collection took place during 

April and May, 1974. 

This oJcument is the final report of that study. It 

describes the project's objectives, the methoaology employed, 

the data collected, the organizational and operational charac-

teristics of each SPA, the common training needs by functional 

category, and a series of recommendations to LEA A concerning 

curricula, design approaches, and delivery systems. 

Note that this is a technical report. It does not lend 

itself to ~asual '·eaa~l·ng. Tt I)rOvl'~es a - ~ t - ~ - u n array or ua a resources 

and recon~endations that require application and interpretation 

by the training manager or training designer. Actual display of 

all the possible curriculum applications of this data is, of 

course, beyond the scope of this, project, but the study does 

provide a comprehensive matrix matching eighty-five basic SPA 

skill and knowledge requirements with eight functional categories 

(indicating primary and secondary needs), recommended training 
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source (LEAA or the states)t and appropriate delivery systems 

for each. 

It should also be noted that an analysis of the Tables and 

the reports on the three SPA's would be productive for the 

LEAA and SPA executive. Some of the implications of the data 

are of significance from a management viewpoint. 

For the information of the reader, we would like to acknowledge 

that the basic methodology employed in this study was derived from 

an in-depth study effort in which THE POTOMAC GROUP, INC., developed 

a comprehensive training plan for the sta ff of the SP1~ in the sta te 

of Ma ryland. 

In that study an intensive review was made of the following 

discrete elements of information: 

o Major and Minor PHODUCTS of the SPA 

o Job Descriptions of the Staff members 

o Develop:n::mt of Skill/}~no'''''lcdge requirements for each 
individual staff position, based upon analysis of 
the above factors 

o Development of content outlines for each of the topic 
areas for which a Skill/Knowledge need was validated 
by the SPA 

From the data gleaned from that effort, THE POTOMAC GROUP, INC., 

has been able to refine Skill/Knowledge areas most likely to be 

required for use by professional staff members of the three SPA's 

covered in this particular study effort. 
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We would like to acknowledge the support and direction 

received from the Maryland staff during that earlier task, 

and our particular gratitutde to the Directors and staff per­

sonnel of the three agencies surveyed in this present study. 

Their cooperation and assistance were essential to this 

project and they gave it in generous measure. 
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SECTION 2 

PROJECT DESCRIPTION 

Careful .articulation of project objectives is a critical 

step in any undertaking. It defines both the scope and purpose 

of the project and establishes legitimate expectations concerning 

the outcome. In this section, project objectives are set forth, 

the methodology is described, and project operations are reported. 

2.1 PROJECT OBJECTIVES 

The four. principal objectives of this study are: 

2.1.1 To report on the organization and functional configuration 

of thr28 State Planning ~a3ncy staffs . 

How are the three Agencies organized? How do they 
group the various functions and tasks required to 
carry out the agency·s activities and responsi­
bilities? Do any differences in structure affect 
training needs or design? 
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2.1.2 To identify t.he princ.ipal job categories and ·the skill! 

knowledge reguirements to perform the tasks involved. 

Are there va lid standa rd job ca tegories in use? 
Are the skill/knowledge requirements the same 
in all three SPArs? What are those requirements, 
i.e.·what does a given person in a given position 
need to know and to be able to do in order to 
accomplish his assigned work? 

2.1.3 To make reco!1unenda tions concerning tra ining curricula to 

respond to the skill/knmqledge requirements common to the suryeyed 

SPA's. 

What kinds of curricula would match what SPA 
staffs say they need to know and to be able to do? 
Are there various training approaches, mixes of 
content and participants? 

2.1.4 To recc~~0nd 2pproDri~tG deliverv systems for t~c propos~d 

training. 

In what forms should LEAA offer training in service 
to SPA's? Programmed instruction? National or 
regional seminars? Audio and/or video cassettes? 
Films and filmstrips? On-site or residential? 
What training is best delivered by the state and 
wha t by LEAA? 
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2.2 PROJECT METHODOLOGY 

Three methods were selected for gathering the necessary 

data: a survey of the professional staffs of the three agencies; 

personal interviews on-site with senior staff and representative 

personneli a review of pertinent documents and materials. 

2.2.1 Questionnaires 

The Potomac Group had recently conducted a studyl in vlhich 

it researched by adapted methods of task analysis the skill/ 

knowledge requirements of another SPA. with careful revision to 

generalize it, this product was convertea into a listing of eighty-

five skill and knowledge items. The previous study and sub-· 

sequent analysis established that this range of it0ms encompasses 

, f ba S}',C SPA fU11Ct; ons with suffici·:mt all the constituent taSKS 0 ~ 

, ft' ~ The present specificity to be useful to the des~gner o· ra~n~ng. 

r See Volumes I and II, Final Report on Pre-service and In-
Service Training, Maryland Governor's Commission on Law, Enforcement 
and the Administration of Justice. Four volumes. Subm~tted by 
The Potomac Group, Inc., April 26, 1974 
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study would validate or refine the list, but in either case it 

"TaS an acceptable starting point for the three-state survey. 

It was decided that the survey instrument also needed to 

determine each individual's position title, place in the organi-

zation, length of service, educational background, prior Criminal 

Justice System (CJS) experience and other related experience, 

his primary and secondary tasks, and any skill/knowledge requirements 

not identified in the list. The combination of these factors 

provides a profile of great usefulness to the training needs 

analyst. 

The final design of this instrument J.S included J.n this report 

as Appendix A. 

2.2.2 Personal Interviews 

The proj ect s ~:f \-;,ould huve to visit each of the agencies 

being studies in order to: 

o ascertain accurate understanding of the SPA's 
structure and distribution of functions; 

o clear-up problems of nomenclature, job titles 
and classification and other peculiarities of 
the state; 

o track such major activities as application 
review, planning process, evaluation systems, etc.; 
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o search out management's perceptions of staff 
training needs; 

o explore with selected staff their felt needs 
and their insights into skill requirements 
that go beyond formal job descriptions. 

The format or outline for these intervievls is included in 

this report as Appendix B. 

2.2.3 Collection of Mate~ials 

Basic materials about the agency and its activities would 

also be'informative. Plans were made to seek copies of the 

SPA's grant, the Comprehensive Plan, staff job descriptions, 

functional descriptions or manuals, and other publications that 

would provide data on operations. 

2.3 PROJECT OPERATIONS 

Task 1: A Design Memorandum. Submit.ted on March 29, 1974, 

this memorandum reviewed the work to be done, 

provided a detailed work schedule, and outlined 

the contents of the final report. 

!ask 2: Design methodology for data collection and analysis. 

Design survey instrument and interview format. 

,Review with Contract Monitor. 
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Task 3: Initial data collection. Research of SPA plans 

and, grant application in LEAA library. 

Task 4: Field visits. Project staff visited the Virginia 

SPA April 17-19; Connecticut during the week of 

April 22; Michigan the week of May 6. 

Task 5: Collation and analysis of data. 

Task--2.: Final report. Draft to be submitted May 21; final 

on June 14, 1974. 

Close contact with the LEAA Contract Monitor was maintained 

throughout the duration of the project. He accompanied the 

project staff to the three SPA's and participated in the first 

day or two of each site visit. Bi-'I",eekly reports were submitted 

to LEAA beginning on ~pril 3. 
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SECTION 3 

FINDINGS 

This section presents the data gathered on each of the 

three SPA's studied. These sub-sections are followeel by a brief 

, 
comparison of the significant cormnonalities anel differences" 

Combining the staff responses in all three states, the fi.nal sub-

section lays out the common training needs by functional ca'tegory. 

3.1 CONNECTICUT PLANNING COMMITTEE ON CRIMINAL AD~\lINISTRATION 
-; ." 

Establisheel in 19G8 in response to the Safe Streets Act, 

the connecticut"Planning Committee on Criminal Administration 

(CPCCA) functions under Governor Thomas J. Meskill's Executive 

Oreler Number Twenty-Five, elated March 29, 1974. The Committee 

consists of t~2nty-cight stat~ and local of~icials and concerned 

laymen and a staff of some forty people on the state level. 

Seven sub-state regions are staffeel by another sixteen professionals 

and are guieled by supervisory Boards. 

To support CPCCA's programming, Aelvisory Committees have been 

erected for the principal segments of the Criminal Justice 

System. The Executive Committee of CPCCA makes the final decision 

on grants, which are elivideel into eight p~anning areas: 

The Equal Administration of Justice 
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street Crime and Police Service Functions 

Organized Criminal Activity 

Youth Crime and Delinquency 

Drug and Alcohol Abuse 

The Rehabilitation of Offenders 

Manpowe~ Needs of the Criminal Justice System 

Communications and Information Systems 

3.1.1 Organization 

Exhibit 3-A, f?l.lowing, is an organizational char·t of the 

staff of the Connecticut Planning Committee on Criminal Adminis-

tration. 

The three principa.l divisions of the agency are Planning I 

Audi t and Eva luation,' ana Administration. The Deputy Director 

of CPCCA oversees the Regional Planning Agencies and certain 

special projects and assignments. The Public Information Officer 

reports directly to the Executi~:e Director and functions as a 

resource to the entire staff. 

Grant processing is supervised by the Grants Manager who 

in some other agencies is called the Grants Administrator. The 

Director of Administration carries out the financial review of 

• [.~ applications and certifies to their completeness and correctness. 
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The planners perform the functions of planners, program developers 

and program monitors. They have an active role in application 

review, working with their respective Advisory committees. Audit 

and Evaluation personnel fulfill those designated functions; 

auditors also assist with the financial review of local applications 

during the busiest phase of the funding cycle. (See Operations, 

below. ) 

'1'he regiona 1 sta ffs a re involved principa lly in program 

development and monitoring. They play an active role in the 

application review pr~c~ss and they are now being given a 

systematic function in the agency's evaluation program. Typically, 

the regional staffs are situated in a multi~jurisdictiona1 

"umbrella" agency. 

3.1.2 Operations 

The CPCCA planning process is concentrated in the period 

between June and December. The summer months are devoted 

primarily to in-house-activities related to multi-year planning 

and the annual plan. The fall months involve considerable 

external activity: interaction with the ,program area advisory 

committees, potential applicants, and regional staffs. The plan 
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is usually completed in December and ready for publication in 

January. 

P::toqram development is one of the planning staff functions 

and their efforts in this regard are heaviest during the fall 

months. State-level programs and projects of major significance 

are handled by the CPCCA staff. The regional staffs are less 

involved in planning and are heavily involved in local/regional 

program development and monitoring . 

In its gra nt p'ppli ca tion and review process, Connecticut's 

approach is to award eighty percent or more of its funds in a 
~ .... 

single funding cycle. Por. example, the schedule for FY 74 called 

for all State applications to be submitted ~y F~bruary 22i 

processing and review by staff and Advisory Committees were com-

pleted for Executive Committee decision on April 18. Meanwhile, 

local and regional applications had to be submitted to the Regional 

Planning Agencies by March 15. The regions had two weeks to 

co~duct a staff and Advisory Board review before conveying the 

applications,. with commentary, to the SPA on March 29. A-95 

clearance was obtained before submission to the regions. SPA 

processing is the same as for state agency applications, except 

that the Audit Division assists with the fiscal review because of 

the large volume. A'Vlards are made Nay 16 and 23 by the Executive 

Committee. 
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Program monitorin~ is a major activity of the regional 

staffs. They are less involved in planning then the SPA staff and 

can direct more time to contact with the grantees. Some of the 

regions are quite active in providing technical assistance to 

the grantees, working closely with them and even conducting special 

projects and studies for them. The state staff monitors the state 

level grantees but workload often restricts them to major programs . 
• 

On all levels, monitoring is carried out by visiting the project, 

reviewing reports, and generally staying in close contact with the 

field and with key personnel. 

Evaluation in Co~n~cticut is a multi-faceted program. The 

Evaluation Division uses input-output ~easures, performance and 

impact evaluation and various social research tools. Regional 

staffs negotiate evaluative measures with the grantees and are 

now sUbmitting quarterly evaluation reports on all projects, 

using a system designed by the SPA. The regional staff also 

exercises qu~lity control of the data kept by grantees. Forty 

percent of the state's evaluation effort is conducted by staff, 

sixty percent by conSUltants. 

Two activities absorb practically all the time and 

effort of the Audit Division. Far and away the largest demand 

on this unit's capacity is the determination to exceed the auditing 

standard of twenty-five percent of the grants, fifty percent of 

the grant dollars. During the spring grant processing period, 
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the auditors help out in the fiscal review of local and regional 

applications. A substantial part of the unit's contacts with 

grantees is in the nature of technical assistance because of the 

inadequacies of local personnel and systems. 

In fact, technical assistance seems to be a basic com],onent 

in all CPCCA rela tions with grantees, pa r,ticula rly regiona 1 and 

local agencies. In addition to auditors helping local staffs in 

systems, guidelines, and regulations, so do personnel in the 

Administrative Division; program monitoring often becomes TA 

in program implementa}i911; program development leads ,to assistance 

in program planning and grant applications; even the Public 

Information Officer deals in technical assistance, both to the 

SPA staff and to CJS agencies. 

Other factors of note in this SPA's operations are the 

high demand for information of various kinds for various purposes; 

the iIl'lpact of relations with LBAA, in tG):-ms of time and energYi 

and an internal management style that is high on accountability 

and performance. 

3.1.3 Results of Study 

Twenty-seven professionals of the Connecticut SPA staff 

responded to the basic questionnaire. This includes most of the 



--

I , 
I ' 

I 

f 

I. 

L 
[ 

Page 3-7 

study's intended population; the deputy director of the agency 

was on military leave and thus could not participate. Fifteen 

personal interviews were conducted. Basic documents and materials 

were collected and reviewed, including the agency's 1974 plan, 

a report comparing connecticut's operations to the SPA minimum 

standards adopted by the National Conference of State Criminal 

Justice Planning Administrators, the Governor's Executive Order,' 

grant application instructions, and a statement of evalua·tion 

goals and objectives . 

. 3.1.3.1 Tables and Commentary. The tables following' 

summarize most of the data collectf";;d in the questionnaires. 

Table 3-1, Staff Background, presents a profile 

of the sta ff in terms of six factors. "Months on the job II 

is c1istinguisi12G. from ",'.'hen employod II in order to tru ck 

those ,-,ho "have been promoted or transferred to new posi tion5 

in the agency. Some examples of the data are provided belmy: 

Average months in SPA 

Average months in present position 17 

Academic level 

Bachelor or above 25 

Master's or above 8 

JD or equivalent 3 
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Direct prior CJS experience is limited (except for the 

Deputy Director who has more than twenty years police 

service), so this may indicate an area of training need . 

other prior experience, especially in the administrative 

and audit functions, is clearly related. 

Table 3-2, Inventory of Reguired Skills, compiles 

the opinions of the respondents "as to \'lhat skill/kno\'lledge 

items are necessary for anyone holding his position. It 

is not an expression of personal training needs. Because 

of the subjective judgement involved, this data cannot 

be consid.ered objectively valid f but it is a valu·able 

indicat-or for the training designer. A common problem for 

the respondents was distinguishing in some ins·tances 

be-t'V.7een what .i p necessary anc1 what is desirable or helpful. 

Moet of the respondents seemed to reflect on the difference 

except for the one individual who checked off every item 

on the list. 

!able 3-3, Freguency of Response, lists the 

eighty-five skill/knowledge items according to the 

frequency o_f response, thus establishing the range of 

possible training needs from the most common to the least 



• • ~--------------::--------=---------:::---------=---------=-----------:=--------=-------::;c, .". . . . . . . . ~ 

1. Enabling. Proposed a:.:: 
pending Legislation 

2. ,:nowledge of Gr~nt .".··~.r:! 

3. vnnwleclge cf SPA C~ ~~za=icn 

and Procedures 
4. Knowlc,lge of Stat-' c::' 
5. Organi~ation of StaL(' 30y't 
6. I<n", ... lecJge of State G:.ldelines 

for Grant Awards 
7. Knowle~lge:tf LEAA Gui,]elines 
8. Administrative Systers 
9. Cdminology 

10. Nati'''\al Trends in C':-S 
11. Ti~e Scheduling 
12. Public Speaking 
13. Letter Writing 
14. Dictation 

I~:':::S1'ORY o!." RSQUIR!:D SKILLS: CO~"NECTrCUT 

~ 5. Report Fore.s 
16. Research Cesign 

l'rob1er, Sc;.!v:'ng 
':.9. Systet't"s ;"n~lysis 
19. Budget Projection 
20. Cost Benefit Analysis 
21. Progra~ Guidelines 
22. I\ffirm<ltive Action/EEO 
23. Super.vision 
24. Wor~ Scheduling 
25. !·\an1lger!.'nt Development 
26. Personn,.,l .-,drninistra tion 
27. Resource Allocation 
28. Public i,cr.inistra tion 

Policies and ~rocedures 

29. Governr.enta 1 Structurc~ 
(State, county, Local) 

30. Au~it Manag~~en~ 

~. C~ntract Manage~ant 

32. Principles of ADP 

Tl!ble 3-211 

33. Job Clas2ification Techniques 
34. ~udgcc ?rpparation 
35. Fi!;cal to\l3nagclT,ent 
36. Wage and salary Management 
37. Statistics for Managers 
38. Jnterpersor,al Comr..unications 
39. '3rc>J.:cring tfechnical 

l\s!3i~tance 

40. Eval\;ation of T/A 
41. to\anagement ot Training 

Resources 
42. Mana~cment of Training 

Programs 

• 
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Table 3-28 

INVEN1'(IRY Ofo' REQUIRED SKILl,S: C0:-lN};CTICUT (continued) 

43. Speech Writing 
44. Kno· .... ledge of Communi ca bons 

~ledja 

45: civil RighLs Act 
411. r.IIV i rC'nmnnt" I ImplIct I'r',)rllmA 
-17. A-C)'; Pn'l'~rln 

48. N1>Liullal "i!!~nrL"al 
Preservation Act 

49. Uniform Relocation 
I\ssistance Act 

50. Courts Pro~rams 
51. Corrections Progrnmn 
52. Juvenile Delinquency Progr~m9 
53. Local Unit of Gover,,",cnt 

P rog rams 
54. Impact Program Guid~line9 
55. Crime Specific Planning 

Systems, 

56. Conference Conduct 
57. Judgw~nL of ProjecL 

FCiJ s.i bili ty 
58. Writin~ of Grant Analysis 
59. Ani~lyf;ls of Grant 

rnrli!lca"ion Pequestn 
flO. l'r(J(.lrDfn t!, .... I,iLorillq 

61. InteLvic·.·ing Techniques 
62. Lit~raLu"" Research 
63. Diltil Porlrayal 
64. T~chnical and Rnport Writing 
65. Publi~~tions Production 
66. StatisLlC',:,l Projection 
67. SLa tis tic" 1 Te~hniques 
68. EvalunLion System!! 
69, Questinnnilirc Design 
70. LEEP P rog rams 

78 79 80 01 82 8~ 841eJ 
~. :< X ,';': 

71. Knowledge of Ndtional 
Training Resources 

72. Contrilct Writing 
73. RFP ~Iriting 
74. AnnlysiR nt RFP's 
7S. Spedlll Librllrilln Skills 
76. Kne'I") cd'!e of CJS Do ta Sources 
77. Group Dynilmics 
78. Kn()wled'le of Gtants Management 

In(orMiltion Systcms 
79. QUiJntitiJtivc Rnalysis 
80. Analysis of Quarterly Reports 
81. Auditing Techniques 
82. Inventory Control Techniques 
83. Cash-Flml H<lnagement 
84. Editing 
85. Proofreading 
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FHEQUF:NCY OF HESPONSE: CONNEC1'ICUT 

3. 
§&~UKno ..... l.£.r:!_a ... I tcms 

Knowle~~e of fiPA Org~nization 
and Proct'rJures 

6. Knowledqt' of StaLe Guid<1:lines 
for Grant Awards 

7. 
2. 

13. 
5. 

29. 

17. 
4. 

64. 
O. 

15. 
2i. 
30. 
52. 
53. 
34. 
60. 
as. 
18, 
50. 
51. 
78. 

19. 
23. -
27. 
35. 
10. 
24. 
58. 
84. 
28. 

55 
57. 
59. 

80. 
11. 

Knowl ed"e or r,r':fIfI (;"i']"li.nes 
Know)"c].)C of Grill'lL IIw~rd 
Process within State 

Letter \'lriting 
OrganiKation o[ State Gov't 
Govcrn~cntol Slru~tlJrCS 

(State, County, Local) 
P,-ohlem Solving 
KnO'."]t'dge or SU.te CJS 
1"'''~ln~ r,,) 111,1<1 ilrport \~ri t j n'r 
fltlm'"JIlI,'ntlvl' 1iYII I rlll!1 
H"porL 1'01'IIm 

I' 1'0fJ rl'lm (iu i (l~] j n(!~ 

Jill (' rpl' 1'11011111 COrl,lIIl1n i ea t ions 
,Juv"ni lr..IJf'linqllr ncy Pro(jt:aln::i'" 
Local UnIt of Government Programs 
Budget Preparation 
Program Monitoring 
Proofreading 
SystemR Analysis 
Cou rto l' rC9l l1ms 
Corrections Programs 
Kn0wled~eo( Grants Management 
Iniurmatlun Systems 

nll<)'I(,1 I'r - iecl i "1\ 

Supervision 
pn~c,:r:c ~ll~'~Jti~:l 
Fiscal Management 
National Trendti in CJS 
h'ork Schedu li ng 
Writing at GrRnl Analysis 
EdiU n'j 

PublIC ~d~lnistration 
P~licles and Proc~dures 

CrIme Specific Planning Systems 
JUdgme?t of Project Feasibility 
AnalyslS of Grant 

Modification R~quests 
A?alysis of Quarterly Reports 
Time Schedu 11 ng 

20. 
31. 
66. 
76. 
12. 

CosL Benefit Analysis 
Contract M~nn~~m~nl 
SL3tiutical Proj~ction 
Know~cd'Je ot t'.7S Datil Sources 
Pubhc Spe3king 

Tot1l1 Respondents 21. 

No. of 
H()~poncJents 

27 

27 

2(' 

25 

24 
22 
22 

21 
20 
20 
19 
1'.1 
19 
1'.1 
1'1 
19 
18 
18 
18 
17 
17 
17 
17 

16 
16 
16 
16 
15 

15 
IS 
14 

14 
14 
14 

14 
13 
13 
13 
13 
13 
12 

45. 
61. 
63. 
72. 

Skill/Knowled1C Items 
Civil Hiqhln Act 
In tel'viewinq Technique!l 
Data £lorlrilyal 
Cant rilrt- I~ri t,in'l 
r':nilblillfl. I'l'opolied and 1. 

22. 
26. 
32. 
40. 
56. 
73. 
79. 
03. 
Hi. 
33. 
37. 
39. 
47, 
67. 
60. 
69. 
9. 

,25. 
54. 
70. 
71. 

74. 
42. 
44. 
46. 
48. 

81. 
3(' • 
41. 
49. 
62. 
77. 
14. 
30. 
43. 
65. 
82. 
75. 

£lenelin" l,eqifl1"Lion 
Affirmlltive Action/BeO 
P~rsonnel Administration 
Principles of flOP 
evaluation .:>f T/n 
Conference Conduct 
rwr \'Iii ti n<] 
Qllilnti lilti~e flnalysis ' 
ell :ill-I,I] ow 1-111 rHle IClIlcn t 

UfO""" ""1\ P(,II i 'In 
:~olJ ~'J~:Hd fiC!l"1lion 'l'echniqucs 
.,lilLl!Jt)(~H for f.1nnf'fJOrn 
Br-oKe,'! n" 'I't'c:hni eill Assistance 
l\ -fJ S P rOC~(H-HJ 
Stati~tica1 Techniques 
Eva lua Li on Svs terns 
Questionnair~ Dcsinn 
Criminology • 
Management Development 
In~aet Program Guidelines 
LIlEP Programs 
KIH'"ledqe of 1\0 t inna 1 

'T'rai ni 11'1 Rcsf'11rc:f'S 
Alla]ysil1 "f fWP"1 

~anilq('ment of Traininn Prnnril~!1 
~no~ledge of Communicntions Media 
Bnvlrcn~enta1 Impact Programs 
National Historical 

PrcscrvQlion Acl 
Auditinq TechniQllcs 
~·h::,.. u:;:) ~"'I L~ r ... ::u:~:L:c:.lcnL 
ManB3~~ent of Trainil'ln'r'Roo " , '_w urces 
U?1form Relocation Assistance Act 
L1terature Research 
Group Dynamics 
Dictation 
Audit Management 
Speech Wr:i ling 
Publications Production 
Inventory Control Techniques 
Sp~cilll Libr~rilln Skills 

No. of 
Respondents 

12 
12 
12 
12 
11 

11 
11 
11 
11 
11 
11 
11 
11 
10 
10 
10 
10 
10 
10 
10 
10 

9 
9 
9 
9 
<) 

<) 

Ii 
8 
8 
8 

8 
7 
7 
7 
7 
7 
6 
5 
5 
5 
5 
3 

r~'1~ 

i 
~ , 

, .. 

I 

'. 

l 
L 

~ 
l~ ! 

[ 

,[ 

Page 3-9 

common. This does not mean, of course, that the 1east-

checked items are not important: training n'eeds to those 

who have them. The Table suggests the scale of the 

training effort that may be needed in relation to the needs 

identifiedj it is not concerned with relative importance. 

When compared to the other states surveyed, its usefulness 

will be enhancedj the total frequency of response data 

will suggest the kinds and scope of training strategies 

appropriate to the various needs. 

3.1.3.2 Interview results. The interviewees were most 

articulate and specific in expressing their perceptions 

of the actual training needs of the SPA staff, regional 

staffs, and grantee personnel. Very few recommendations 

went beyond the scope of content implicit in the eighty-

five skill/knowledge items listed. Most of the comments 

lent weight and specificity to certain areas of outstand-

ing need. 

- -~----

Among the most frequently cited needs were: 

o Exposure to the Criminal Justice System in 
greater scope and depth than is usually 
achieved 

o Organization of time and work 

o Insight into socio-po1itica1 environment of 
local communities 

o Interpersonal communication and negotiation 
skills 

o Greater depth in planning systems and analytical 
skills 
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o Writing skills for an assortment of purposes 

o Evaluation systems, measures, techniques 

o Grant guidelines and regulations, fiscal 
and administrative systems (seen as needed 
desperately by state, Regional, and Grantee 
sta ffs) 

o ContQct and comparison with other SPA programs, 
systems, procedures, etc. 

3.l.n Concluding Observations 

It would appear that the CPCCA staff believes it is, by 

and large, sUfficiently' skilled and knowledgeable to be able to 

carry out its daily obligations. However, there is a healthy 

desire for increased professionalism, for advanced training, 

and for greater depth in such fundamental areas as writing, 

planning, evaluation, fiscal systems, etc. The agency has its 

own orientation and in-service training program and it takes 

advantage of external opportunities. The attitude of the agencyls 

leadership and sta ff tovva rd training is genera lly excellent. 

There is some concern for quality and for not wasting time, 

but their basic receptivity to LEAA responses to studies such as 

this was clearly evident. 
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3.2 MICHIGAN CO.tvlMISSION ON CRIMINAL JUSTICE 

The Nichigan Commission on Criminal Justice (MCCJ) was 

established by the.Gover-norls Executive Order 1973-7, which 

updated roles and responsibilities for a number of state bodies 

and agencies. Fulfilling the role of the state Planning 

Agency Supervisory Board, the MCCJ has been assigned the following 

major functions: 

a) to formulate goals and standards for the Michigan 
Criminal Justice System, 

bj to review and approve the Comprehensive Plan, and 

c) to serve as an appeal body for projects rejected by the 
Office of Criminal JUdtice Programs (OCJP) administrator. 

The MCCJ is composed of fifty-plus state and local officials, 

and interested citizens, under the Chairmanship of the J.Jieutenant 

Governor. 

The Comrnission IS organizatiol1u 1 structure is oriented tm'la rds 

task force assignments f with emphasis on the following specific 

areas: 

o Crime Prevention 

o Investigation and Arrest 

o Adjudication 

, 
~. " ....... ,_ ....... '0'- ... __ .. __ ._ ........ 
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o Rehabilitation 

o Criminal Justice Management 

The activities of these Task Forces are presently heavily 

oriented towards development of goals ana standards for the 

Michigan Criminal Justice System, "{:.he subject matter of which 

provides the major agenda itcms for their monthly meetings . 

• Staff support to the Commission is rendered by the Office of 

Criminal Justice Programs (OCJP) • 

• 1. 

I 
3.2.1 Organization 

The OCJP was also established under the Governor's Executive 

Order identified above. A Division of the State Office of 

Management ('lnd BnClget, the OCJP consists of an Ac1ministrator ana 

his,staff, who are responsible to the Governor. The Administrator 

is charged with the responsibility for approval and performance 

• review of all grants • 

All SPA staff positions are covered by State Civil Service 

Regulations, with the Administrator being appointed by the Governor. 

The Administrator controls all activities of OCJP on behalf 

of the Governor. As shm.,n in Exhibit 3 -B, the OCJP is organized 

.. ___ -.., .. ~----..... ....' ," -.. ->··~~'- .. ---I ... .,~ .. --1...--________________________________________ ",",,""1'" 
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into two main sections: Planning and Grants Administration. 

With the current emphasis within the state on the c1evelop-

ment of goals and standards, the Deputy Administrator serves as 

the primary point of contact and staff support to the Commission 

for this purpose/ and the Administrator thus has a great deal of 

additional direct contact with his senior staff. 

GrC3nt l?rocessins.. is supervised by the Director, Grants 

Administra tion, who oversees the life of each grant Capplica tion 

review, grant approval, program monitoring, evaluation, fiscal 

review and audit, ana closeout) • 

The l~alJ.ning.-f'Q,nctiQXl. is carried out by the staff of the 

Director of Planning. This division prepares the State Compre-

hen8ive Plan, assists the Regional Planning Units in the oevel-

opment of their plans, and is currently assigned to provide 

necessary staff support t.o the Commission in its goals and 

standards project efforts. 

The SPA staff size is authorized at a level of 60 full-time 

positions, plus Regional Criminal Justice Planners in each of the 

17 sub-state regions. All SPA staff positions are under State 

Civil Service System standards. Regional personnel are hired 

by the General Purpose Planning Agency in the respective regions. 

~ I' 

I. 
-I 
[ .i 
[ , 
t • 

•• 

'! . 

t-

eL 
[ 

.[ 
f 

Page 3-14 

There is a de\fini te trend towards shifting of greater 

authority and responsibility to the regional staff personnel, 

who typically operate in an inter-governmental "umbrella" 

agency in their local area. 

3.2.2 Operations 

The Ela nnin9 procet:L§.. follows u cyclica 1 pa ttern with the 

end product, the Comprehensive Plan, being delivered to the printers 

.in December/January. 

As a part of the over-all emphasis on shifting responsibility 

to the regional level, each region will be expected to develop 

its 0\<111 local plan by October 1st of each year (this is the first 

year of the program). SPA ~,taff members are deeply involved 

in providing assistance to their counterparts in the regions in 

an effort to help them develop their own plans in a profcssionul 

Ulanner . 

Although there is a deliberate effort to decentralize many 

of the responsibilities to the regional level, there remains 

an ,awareness of the requirement for development of mul ti-juris-

dictional programs in certain areas. The SPA has initiated 

what is described as a "Mini-plan II for these pr09rams, and has 
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developed a time-table for pUblication of plans dealing with 24 

functional areas vlhich operate independently of regional or-

ganizations. 

A copy of the proposed Mini-Plan schedule is attached as 

Exhibit 3-C. 

Program development has its impetus at the regional level, 

with the regional planners being expected to develop those programs 

which will be responsive to the needs of their local community 

area. The SPA staff personnel assist them in this effort, and 

also provide close support and liaison for program development 

within the state agencies. 

In i·ts grant application and review process, the OCJP 

reviews and approves grant applications once per quarter. It 

is worthy of emphasis here to stress that the Administrator is 

charged with the responsibility for grant approval. In fact, 

he invites key members of his staff to provide hirn l,'lith staff 

recommendations concerning the relative need and priority for each 

application. 

At the present time the .. base-line for prioritizing grant 

applications comes from the Comprehensive Plan.: In this plan, the 

Administrator allocates available monies to each of the regions, 

using a formula related to population and crime rate. It then 

. ;. - ~" _ ....... ,~ .,. 

[ -
l . 
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l~ 

l~ 
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MICHIGAN MINI-PLAN SCHEDULE 

JULY --
1. SPARMIS 
2. Police Communications 
3. Comprehensive Data Systems 
4. Forensic Services 
5. Narcotics enforcement 
6. Consumer Education and Fraud Protection 
7. Defense Services 
8. Misdemeanant Probation 
9. civil Preparedness Programs 

OCTOBER 

1. Organized Crime 
2. Diversion of Juveniles from Adjudication 
3. Crime Prevention Program 
4. Prosecution 
5. Non-residence Juvenile Community Treatment 

Programs 
6. Local Adult Facility Program Development 
7. Substance Abuse 
8. Pre-Trial Release 

1. 
2. 
3. 
4 . 
5. 
6. 

7. 

Police Training 
Courts 

DECEMBER 

Juvenile Residential Con~unity Programs 
Juvenile Institution Treatment 
Adult Community Corrections Centers 
Upgrading Local Adult Detention and 

Correctional Facilities 
Equal Opportunity 

Exhibit 3-C 
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becomes the primary responsibility of the regions to sift and 

recommend those programs which deserve highest priority. 

Although all grants must be approved by the Administrator, 

the Michigan system is that his approval is programmatic in nature, 

~nd the implementatl'on (and f d' ) ·un lng must be accomplished at the 

regional level, from those funds which have been authorized in the 

Comprehensive Plan. See Appendices C and D for related infor-

mation. It should be noted that this process is under revision. 

',' 
Next year (1976 Plan), the base-line for prioritizing grant 

applications '\'.r:i.ll come from the Regional criminal Justice Planning 

Council to the SPA in the form of a plan. The Administrator 

will allocate available monies to each region using a f'ormula 

related to popUlation and crime rate. He additionally retains 

the responsibility to recommend to the Commission his priorities 

for funding of programs that have been identified through the 

regional plans. The vehicle for this recom..rnendation will be the 

state Comprehensive Plan. 

Program monitoring is performed primarily at the regional 

level, often in accompaniment with one of the staff members from 

the SPA. T11ese same staff members provide program monitoring 

for state-level programs. Great dependence is placed upon the 

• 

I 
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regional staff personnel to IIkeep on topll of each grantee's 

performance. 

Evaluation of grant perfonna'nce is conducted at both the 

state and regional level; continuing evaluation is made at the 

state level by means of quarterly reports and other correspondence 

received from the grantees. Formal evaluation is a topic which 

draws strong feelings from every staff member, and a continuing 

p:t~ogram is in effect to try to deftne more objective means of 

measuring performance of many of the programs being funded. 

Fiscal auoi ts are 'revieweo at the state level , but the 

majority of the audits are actually conoucted by the Field 

personnel at the regional level. There are eight auoitor positions 

sponsoreo by the SPA in the fielo, and these people provioe audit 

support to the grantees in all 17 regions. Frequently, a field 

auditor will be accompanied by a member of the SPA staff. 

Public Inforr;,:< tion f-..:nctions a re conducted by the Public 

Information Officer, v1ho reports to the Executive Director,' but 

who also provides a resource for the entire staff. 

One of the more interesting publications developed by the 

PIO is the Annual Report, which summarizes in narrative fashion 

the happenings, events, and accomplishments of the Criminal 
... 

Justice system in the year just completed. Written for the public 
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at large, it provides an interesting source of comparison with 

• the Comprehensive Plan. ,.1 
One final staff element which has not been addressed 

above is that of the Information Systems area. The Director, · .• , 

• 

.1 
l 

.j 

• 

. [ 
L 

Information Systems, is responsible for developing and maintaining 

necessary information on the status of grants and grantees; 

this GMIS employs both manual and ADP outputs and is t1e subject 

of a significant developmental effort within the SPA. 

3.2.3 Results of Study 

As in the case with each of the surveyed States, question-

naires were mailed out in advance to the designated liaison officer 

in each SPA, requesting cooperation in distributing and collecting 

them. 

In Michigan, qucstionnQiraa ware rcturn2d from 24 pcrson~el 

on the SPA sta ff and 4 from Regiona 1 Planning Units. ~ Persona 1 

interviews were conducted with nine (9) members of the SPA 

professional staff . 

Documents reviewed included the following: 

.... ' .... · .. · .......... _· .. ·_ .. ·_·"--11' .... · ,,_ .... =,_. 
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0 state Comprehensive Plan 

0 1973 Annual Report 

0 1974 Planning Grant 

0 Job Descriptions of selected staff members 

0 Executive Order 1973-7 

o OCJP Internal Procedures Notebook 

3.2.3.1 Tables and Comnentary. The tables following 

summarize most of the data collected in the questionnaires. 

Table 3-4, Staff Background, reveals these 

averages: 

Average months in SPA 40 

Average months in present position 21 + 

Academic Level 

Bachelor or above 22 

I·laster's or ubove 10 

JD or equivalent 2 

Average years of previous CJS 

experience 10 + 

Average years related experience 3 -

Table 3-5, Inventory of Required Skills. The 

obvious question of va lidi ty of the Skill/I<nowlec1ge c1ata 

required must be addressed. It is our considerec1 opinion 

.~-----'--'----"----'-" .= ... --'.-'.'-------'-'---------------"--~--=----""--'-----=-:.:..:.. .. -='='''='''--'---''--'- ." 
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STAFF BACKGROUND: Michigan 

position 
Whcn 
em 

-
. 

Administrator ._ .• _. _____ -t-_7.:.....1 6 
Dep. Administrator 101.~ 
Dir. Plannin l~Z 

9 
9 
2 

Dir. Grant Admin. 3L 29 --
De . Div. Grant M t. 31..7 0 

" 

7l Dep. Planning Dir. 8L-
)9 De . Div. Fisc. M t. 9~-

Systems Planner 6/7 0 -
Police Soecialist 8/7 - . 1 ._--
Juv. Del. S ecialist 7/-iO 
Del. Prevent. Planner IlL 71 
Adnlt Corr. Specialist 10/ 70 

Mos. 
on 
crc.b 
2~) 

28 
2::: 
Ie:' 

r--=:-
1:1 
l(,' 

56 
1(; 

ii, _.--, 
:' 
L1 

42 
t:', Police 'Specialist 5{ 

Audit Chief 7/ 
Info. S stems Div. 12i 

71 
70 I 44 
12 :l 

Crime Prevo Specialist 2/ 
---1--'---

ZL ~:> 

Public Info. Specialist 7 72 23 
Corr./Del. Specialist IOi7 

7 17 
~~~~~~~~~~~~~~----~~~ 

I Li 
i-----=-

0 42 
~ __ ~ ____ ~~~~~~~ ______ ~~~7 7 

3/' 
2 4 

72 14 
Grant 2[ /l 15 

1 6 

Underqraauate 
Historv 
Socioloqy 
Pol. Sci. 

A.B. 
B.S. ,"' 

I Accounting 
A.B. 

~.li(~e Admin 
Sociology 
A.B. 
Pol. Sci. 

I 
B.S. 
Pol. Sci. 

Jonrnalism 
p~. & Pol.Adm 

Soc. Bcon. 

Police Z\dmin 
J..Jaw r:nforc. Gran~t~~~~=-~~~~~~ ____ ~~8L7 

Prog. _ 6/\ )9 56~ Pol. Sc~i .. 
66 __ "-yolice Admin -

71 9 Soc. 
Law Enforc. Coordinator 
Re ional Director 

73 ,--§ 
!_Q 44 Police Sci. 

Graduate 
J.D. Law 
M.S.W. 
M.D. Pol. Sci. 

M.Rd M.S.W. 
M .1\ • Corrections 

M. S . Cr.-lIn .Justice 

N.S.W. 

M~A • 
J.D. Law 

H.S. Pub.Admin. 

Table 3-4 

Yrs 
CJS Other yrs. 
eXD . related expo 

2 
20 CJS Reg. 
12 
28 S'I.;pervisioIl_ 

Pol.Corn.Rel 
15 

Audt/3cctq. 
I'-lClmt 

17 st2! tc: Orons 
6 

.~ 

COli'\ffi. Re..lLP In 
8 

20 COn~!11. Re l/P In 
Audit 
Svs . a nc; J.i.§.h 

26 I PIng & Resch 
Reporter __ 

10 
30 
18 Job CorDS 
34 \ 
6 k ADe \\forke r 
28 

Teacher 
26 Dir/Plnq 

6 L9 C • GOv 't 
26 ArJmin 

3 
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D:VE:-!'rORV OF REQUIRED SKILLS: MICHIGA:-< 

KEV: 

L Enabling, Proposud .111,1 
pending Lcgislati"I> 

2. Know1cclge of Gcant rw.)rd 
rrocc::" wit'li.1 '.1'1. ~'Ib~ 

J. K,lcwl v,].,e c f S~f, 0, < ni atiun 
". Ku,.wl(·r1gc L: st_l!.,r· I 'S 
5. Organization of St,,!u G(JV't. 
6. KnowlcGge of Stole (;l,idulines 

fCH Grant I\wa r-dl< 
7. Knowledge of LEI\/\ G\Jde1ines 
8. Adrninistrative SYSll"11IU 

9. Cl"iminology 
10. N"lional Trends in ("IS 

11. Time Scheduling 
12. Public Speaking 
13. Letter Writing 
14. Dict<:'ltion 

15. Hepor-l Fur-PIS 
16. Re!leor-I~h Dvoign 
17. Pr-oblem Sulving 
1'. Sy~'t:,. ~ i'i):J 1:1:' ~ f. 

1:). sudS'"'t J l, .• j,;.·t: 'Jn 

20. '~'O' t un~!. .. it An,llyaiio 
21. Pr-ogrnm Guidelines 
22. IIfEirn-"Uve I\ction/EEO 
23. Supervision 
24. Wuck Sdwuuling 
25. H"na9('\llf!nt Development 
26. Person~e1 Administration 
27. HeRonlDC 1I110c"tion 
28. Public Ad~inistr-ation 

Po1icieD and Pr-occdures 

e -- e·- --e 

21. ·over-nmcntal Structur-cs 
(Statu, county, Local) 

3J. ~udit HanDgcment 
31. CCr.tr.DCt I'anagcnlcnt 
JZ. ~rinciplug oi AOJ 
JJ. JLb Classillca; i-I) 7echniq~ei 
34. ~udgct Pruparation 
35. rlscal Management 
36. W~9c and SalDry ~anagement 
37. ftatistics tor Mana9crs 
30. IntcrpcL'sonol communications 
39. .rokecing Technical 

''\.55i5 ta n=c 
40. l;valualion of T/A 
41. M~nagcment of Training, 

Hesourcl'S 
4:!. ll~n"fJemcnl of Training 

I' roS) rams 

Toble 3-51\ 

e 



43. Spcech Writ!nq 
44. Knowlo:!dgc 0 \' Cr '\~m\lnica tiolls 

Itedio 
4!j. CivH Righ_!: {Ic ~ 

46. Ellvinm.lell\'al 1.·VacL Prog,'a"ls 
47. A-95 ProceSR 
48. t-;lItional !listo, ic~l 

Pres!'rva tion !.at 
49. Uniform Reloc~lion 

IissibtanCG Ii~'t 

50. C'our.tt> Pro') ,'.,'11: 

51. Corrcctions PI" ·.]r!l'·ls 
52. Juvenile DfJUn('ul~nc'y Progl:/lms 
53. Local Unit of covcrnment 

Programs 
54. ImpllC't Progrillh (~uidelincs 
55. c::ime SpcciCic 1'1allning 

Systen\s 

56. Confecence Conduct 
57. Judgment of Project 

F':<I"lulli.Ly 
58. Wr~ting of Gront Anoly~iG 
!>~. AIIOllysis ot Ur.<lllt 

~~dl ficlltion Requests 
60. Pro9L',ltn ~\onil:odng 
61. Interviewing 'l'cchniques 
62. Literi'ture Research 
63. Data Portroy~l 
64. T(·r.:hn i co 1 ilnrl Heport ~Iri ting 
65. PublicilL!ons Production 
66. Sllllintical Proicction 
67. SlaLlsticlIl Techniques 
68. Ev.) 1 II" tion Sy!] toms 
69. QuesLionnaire Design 
70. I.J·SP Pro,9ramo 

T~ble 3-5B 

71. hnowled<)e of Nation~l 
"r~itling ResO\\rces 

72. CcmlL'uct \1riting 
73. Rf'P Wn Ling 
74. AnQlysis of R~p'S 
75. Kpocinl Libr~rl~n Skills 
76. Kno1dt"J<Ju of CJS D~ta Sources 
77. Group Dyn~mics 
78. Kno\>/ledge of Grants ~lanagement 

rnforn'ation Systems 
79. Qllantitntive An~lyuis 
80. Analygio of Qu~rtcrly Reports 
81. AII~itin~ Techniques 
82. Inventory Control Techniques 
83. Cash-Flow ~lanilgement 
84. Editing 
85. P~oofre~ding 

._---------------,- ,- -, 
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that the data is accurately representative of the training 
[ 

, 

• r . needs of the staff. In only two instan~es did the re- • [ . 
I ~ 

• ! . 
spondents add entries to the prepared offering of 85 

skill/knowlec1ge areas. (As a matter of interest, the 

tvlO responc1ents each added "planning" as a requirement 

r . 

• 
which is a reinforcement of included items.) This leads 

us to believe that the list itself is valid. • 
f ~ This belief is further supported by the pe:rsonal 

• r ~ interviews which Vlere conducted with key sta ff members, 

f' 
fn \'lhich ca se only one new 'requi rement r wa s documented--

that of some functional knowledge of the f~eld of Drug 

• Abuse and Alcoholism. • 
From this base, ,then, the data contained in Table 

3-5 does represent a solid documentation of the self-

identified needs of the professional staff membec3 of 

t h i. ,:; 8 :? A " 

eighty-five skill/knoi'lledge items according to the 

number of times each itemwas checked as necessary by a 

Michigan staffer. Below, this respons~ will be compared L 
l. to that in the other states surveyed. l 

L 
[ 

7. Knowledge of LE;"A Guidelines 
2. Knowledge of Gra~t Award 
4. Knowledge of State CJS 
6. Knowledge of Sta~e G~idelines 
3. Knowledge of SPA Organi~ation 
5. Organization of State Gov't, 

10. National Trends in CJS 
29. Govern~ental Structures 

(State, County, Local) 
6~. Techr.~~~l Zl~1 ~e:.,:,~+; f4~!t:!.n;:; 
68. Evaluation Systens 
13. Letter ~r1t1ng 
20. Cost Benefit A~a~ysis 
51. Correcticns Progra~s 
17. Pro~le~ Solvine 
2~. Work Scheduling 
3~. Budget Freparation 
50. Courts Progra~s 
52. Juvenile Delinquency Progra~s 
21. Program Guidelines 
27. Resource Allocation 
38. Interp~rsonal Cc,.::;unications 
4~. A-95 ?rc~ess 
60. PrDgra~ ~onitoring 
78. Kno, .. -1edcc: 0:. ... j!,::':',:.! :·:2.:-!~t;c;'".er:~ 

Infor~ation Systems 
11. Time Scheduling 
19. Budget ProJection 

66. Statistical Projection 
8. Ad~inistrative Syste~s 

14. Dic';at.!.o:: 
22. Arf:!.!,,~;'~~'le h::::t:~:,::/::=:~ 
53. Loca.l !.'nit of I},,·:'?r,,~er.t 

ProE;t"a:::$ 
57. Jud£~enc of Pro:e~~ 
67. Statistical Techniaues 
12. Public Speak!ni . 
16. Research ~esi~:: 
29. P~~!!: ;j~!~!J:~1~~=~ 

?~:!.~!;'3 ~:."; :::'':'' ~':-;':!'-=3 
61. I~t~:'v!e~in; :e:~~!~J~S 
74. Analysis of ~??'I 
76. Knowledge of CJS Dar.a Sources 
69. Questionnaire Design 

1. Enabling, Proposed and 
Pending Legislation 

15. Report Forms 
18. Systems Analysis 

Table 3-6 
FREQUEIlCY OF' RESPONSE: fHCIiIGAN 

Total Respondents ~ , 

110. of 
ResDondentE 

27 
26 
26 
26 
25 
24 
24 
2~ 

20 
24 
23 
22 
22 
21 
21 
21 
21 
21 
20 
20 
20 
20 
20 
2C 

19 
19 
19 
18 
18 
18 
18 

18 
18 
17 
17 

17 
17 
17 
16' 
16 

16 
16 

23. 
~5. 
55. 

59. 
73. 
79. 
84. 
85. 
25. 
31. 
32. 
37. 
58. 
9. 

26. 
~6. 
63. 
80. 
110. 
~3. 
56.' 
72. 
~1. 

~2. 

62. 
35. 
4~. 
54. 
39. 

48. 

~9. 
71. 

03. 
30. 
36. 
70. 
77. 
65. 
81. 
82. 
75. 

Supervision 
Civil Rights Act 
Crime Specific Planning 

Systems 
AnalysiS pC Grant 
RFP Writing 
Quantitative Analysis 
Editing 
Proofreading 
~an~~~~~~t D~v~lor~~rl~ 
Contract :':anagement 
Principles of AD? 
Statistics for Managers 
Writing of Grant Analysis 
Criminolcgy 
Personnel Ad~inistratlon 
Environ~ental I~pact P~og~a=s 
Data Por';ra'lal 
Analysis of'Quarterly ~eports 
Evaluation o~ T?A 
Speech ~';r!. ~ing 
Conference Conduct 
Contra~~. ;;r!.+;!::s 
Manage~ent of Trainin~ 
Rcsc:..;~~.:-::s 

Management of Training 
Probr?ms 

Literature Researcb 
Fisca:!. ~::!na£:e~ent 
Kno'o'Iled£e of Com~un;l.ca:~or:s 
I~pact ?~=~~3n ~uijel~~e5 
Brc~erin; 7echnical 

.il.S~ i::: ':-":."'~:':I 
National Historical 
Preserva~i~~ Act 

Uniform Relocation 
KnGwl~d~~ ~~ !f~ti~~a: 
Training Resources 

Jet :':::.;~::':.:,,:::::: :-":.' ... !:.;.;~ 

Aud i t :·:a:-.a;;~f..e:1 ~ 
Hage and Salary ;';anage::',er:;; 
LEEP Probra~s 
Group Dym,;;',ics 
Publicatlor:s Production 
Auditing Techniques 
Inventory Control Techniques 
Special Librarian Skills 

No. of 
:let'oolldents 

16 
16 
16 

16 
16 
16 
16 
16 
15 
15 
15 
15 
15 
1~ 
l~ 
1~ 
14 
14 
13 
13 
13 
]3 
12 

J.2 

12 
11 
11 
11 
10 

10 

9 
9 

5 
8 
7 
7 
7 
7 
6 
6 
~ 
2 
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3.2.3.2 Interview Results 

As indicated above, the Projecf staff conducted 

interviews with nine professional staff members. In 

terms of the objectives of the study, the following 

areas of interest emerged from the interviews: 

o Job Descriptions) All OCJP positions are 
listed within the State Civil Service System, 
therefore, all positions must be styled, 
formatted, and classified in accordance with 
the regulations affecting all state employees. 
One Impact of this situation is that the 
'Descriptor ' of a given position may not 
provide sufficient information in order to 
permit a complete understanding of the scope 
of the responsibilities and duties expected 
of the incumbent~ Care and caution should 
be exercised when dealing with the generic 
words such as 'Planner', 'Program Developer', 
etc., within this typ~ of system. 

o TrainJ-ng Needs: A copy of the intervie\'l 
I Clh::c~~libt I is included oS Appendix B to 
this report. In response to the question 
area about the types of training which should 
be sponsored, there was a nositiv0 un~nimitv .. .- .... 

of opinion that training must be job-related. 
A furthe~ amplification of this area was the 
positive thought that training in what LEAA . 
wants should be provided by LEAA and that 
training which the Michigan SPA wants should 
be sponsored by the SPA and should be directly 
related to the local state of affairs in 
Michigan. 

r'O 

I' 
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Information Exchange: One other comment 
\"hich wa s offered in a number of intervie'ws 
was the desire for receivin~ information 
about 'successful' applications of procedures, 
systems, and projects in other states. If 
a progt'am 'works I somewhere else, the sta ff 
would like to know about it -- not only 
that it was successful, but the specific 
factors which contributed to this success. 
This phi losophy lila s pa rticula rly expressed 
about the subject of evaluation. Many of 
the professionals were disturb~d at t~e lack 
of objective information assoclated wlth 
evaluation, and all were eager to hear abo~~ 
measures or techniques ~lich have been applled 
successfully. 

3.2.4 'Concluding Ob~ervations 

o 

o 

o 

o 

.. h Id be ~de'11tl'fl'eA in terms of the skill/ Tra lnlng s ou .... u 

~ of the l'n~l'vl'dual, and should not knowledge neeLlS u 

1 - 1 r r Eva lua tors', etc. be pre-ciotermineo for P anners , 

All training should be directly related to CJS 

and not be abst~act or academic. 

Information exchanges on successful techniques for 

evaluation would be most desirable. 

Programmed instruction would be particularly 

adaptable for use in providing not only broad policy 
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guidance but also for detailed instructions in 

how to fill out forms and reports required by LEAA 

Heaaquarters and Regional offices. 

o This SPA is committed to the value of training 

provided they can be confident of its practicality. 

3.3 VIRGINIA COUNCIl, ON CRIMINAL JUSTICE 

The Council on Criminal Justice (CCJ) was established by 

Virgini~ House Bill 7§O: passed by the, 1970 Virginia General 

Assembly. This superceded the previously effective Governor1s 

Executive Orders of October 4, 1968, and July 1, 1969. The CCJ 

is designated as the Supervisory Board, as defined in the Safe 

Streets Act. I.J:. consists of eighteen members from appropriate 

public and private positions within the state. The Chairman of 

the Council, appointed by the Governor, is the Superintendent of 

the Virginia Department of State Police. 

The Council, acting in conjunction with its administrative 

arm, the Division of Justice and Crime Prevention (DJCP) is respon­

sible for the development of the Comprehensive Plan and for the 

improvement of law enforcement throughout the state. It designs, 

I 
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develops, coordinates, implements and administers programs and 

projects for the state and units of general local government 

within the state for the improvement of law enforcement and the 

administration of justice. 

The Council has an executive committee to deal with problems 

not requiring the attention of the full Council, and appoints 

sub-committees when required for specific purposes. All planning 

and action grant applica'cions are acted upon by the Council, 

after receiving recommendations from the OCJP staff. 

3.3.1 Organization 

The Director of the SPA is appointed by the Governorj he and 

his staff are state. employees, operating as a Division under the 

Department of Administration. 

The Director has boJen assignsCl additional responsibilities 

as the Executive Director of the Council and, as such, is responsible 

for providing total staff support to the Council in its respon-

sibi1ities. 

There are 56 staff positions authorized at the State level. 

A copy of the current organization charts is included as Exhibit 

3-D . 
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Each of the major staff functions is structured so as to 

permit overall coordination and control through the office of the 

Deputy Director. 

There are twenty-two (22) Planning District Committees 

(PDC's) in the state of Virginia. These are analagous to the 

Regional Planning Units found in other states. There are Criminal 

Justice Planners on each of these PDC staffs, and these planners 

have a collateral responsibility to the SPA, as well as a direct 

line responsibility to their local Executive Director. 

~~ processi~ within the SPA is coordinated by the Grants 
:; ." 

Administrator. He oversees the full life cycle of all grants, 

commencing with development. of the grant application right on 

thr.ough the final close-out. 

Tl1J2._J?_1.9J2Din~L~c3m~r~st_r9 t'2..:t;:. is responsible for t:he develop­

ment and pUblication of the Comprehensive Plan. The Grant and 

Fiscc~~~Eervisor is rt::sponsible for the conauct of fiscal audits. 

Grant evaluation is conducted by contract with third parties. 

3.3.2 Operations 

-
The DCJP Planning Proce~s is oriented towards the development 

and publication of the State Comprehensive Plan. The steps 

f' 

l. 
L 
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involved and the time-table for development of the 1974 plan are 

included as Exhibit 3-E. A significant effort is' being made to 

encourage each of the PDC I s to develop their own Loca 1 compl'C::!hensive 

Plan (LCP), reflecting the needs and priori ties of the comnn:mi ties 

in '''hich they operate. Considerable time and effort. is expended 

in coordinating with the PDC staff members in order to assist 

them in carrying out this requirement. 

Program clevelopment is a function a ssigned to each of the 

individual Grant l>1anagers on the staff, as well as to the Regional 

staff personnel. In fact, the functional specialists perform all 

the support and coordination functions for each grant in their 

area of expertise (Courts, Police, Corrections, etc.). The PDC 

must address each grant applicatj.on originating wi thin its District I 

and their recommendation carries a significant weight in the eV.:'llu­

ation and ultimate recownendation submitted by the SPA staff. 

egorized according to their r~lationship to programs and projects 

identified in the Comprehensive Plan. The life of a grant varies 

with the goals and objectives stipulatedi generally, however, 

a continuing program can expect up ,to eight years of support 

(in decreasing percentages). 
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Proceaurally, the grant is processea through the PDC, is 

reVie\"ea by the SPA, ana a recommenaation is maae to the council 

for consiaeration at its monthly meeting. Programmatic and funaing 

approval are both aaaressea at this time. 

As was the case in both Connecticut and Hichigan, A-95 

processing takes place at the PDCi for those grants awaraea to 

state agencies, the SPA initiates appropriate action to insure 

A-95 compliance. 

Because of their continuation policies, the SPA reviews in 

great detail the performance of each grantee, to insure that--

insofar as it can be measurea--the grant is aoing \'lhat it had 

hope a to accomplish. 

Program monitoring is a function assignea to all Program 

(grant) Managers within the SPA. The staff members spena a 

significant portion of their time monitoring grantee activities, 

ana providing T/A when a:?propriate. This is frequently aOnG in 

conjunction \'!ith the activities of the PDC staff member in the 

community area. 

A reports control system has been aevelopea to keep abreast 

of Program Monitoring. SI)A policy is that grants will be moni-

tor.ea in accoraance with the following scheaule: 

[ 
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If grant value is: 

$10-25,000 

.$25-300,000 

over $300,000 
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it should be monitorea 
at least: 

once a year 

2nc1 '. 7th anc1 10th month 
of grant 

every thira month 

A Monitor Report is requirea in writing from each Program 

Manager, and receives formal review by the Grants Administrator. 

Evaluation as a function rests within the purvie,'! of each 

Program Manager; staff-wic1e, it is coorainated by the Research and 

Analysis Officer. At the present time, the majority of formal 

evaluation is contracted out by the SPA to thira parties. 

Fiscal Evaluation ana Audit is aaministerea under the 

direction of the Grant and Fiscal Supervisor. Quarterly reports 

are the pl"imary medium of information during the grant life, ana 

these are reviewed thoroughly during the cash-flow replenishment 

cycle of grantee funding. The in-house staff of Auditors utilizes 

contractor support, in an effort to keep abreast of auaiting 

requirements. 
~ 

Higher Education Programs (LEEP) are a aistinct activity 

within the SPA, ana an aggressive program performance ana review 

is carriea out in this area. 
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Information Systems as a staff function is involved in the 

development of GMIS. Considerable resources and efforts are 

being invcstecl in this areai outputs are both manual and ADP 

in form, with the printouts being used to provide a significant 

amount of grant life and fiscal data about each of the sub-grantees 

to the individual Program Managers. 

The Public Information funct.ion is a major activity of the 

Executive Assistant to the Director. Publication of the monthly 

newsletters, and other materials for public consumption are the 

outputs of this staff element. 

3.3.3 Results qf Study 

As was the case in each of the states visited, complete 

cooperation and support was rendered by the staff of the SPA. 

Through the efforts of the liaison officer assigned to support 

this project, personal interviews were conducted with twelve 

staff personnel. Included in the documents and pUblications 

which were reviewed: 

a) Comprehensive Plan 

b) SPA Planning Grant 

c) Policy Manual includes Commission and SPA policies) 
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cl) DJCP cleskbook (s·ta ff proceclures) 

e) Selected Job Descriptions 

f) Administration Manual 

This latter booklet was published for the information of all 

potential grantees, and provides a comprehensive description of 

all the legal and aclministrative requirements associated with 

submission and processing of grant applications, the information 

and reports required after a grant is approved, plus the signif-

icant policies ancl guidance associated with all programs being 

sponsored by the SPA. 

3.3.3.1 Tables and Commentary. Questionnaires were 

distributed to all staff members, and to selected PDC 

planners. Returned questionnaires totalecl 34, 24 from 

the SPA and 10 from Regional Planners. Detailed data 

summarized from the Questionnaires are summarized in 

tho T?bl~s following. 

From Table 3-7, Staff Background: 

Average time employed in the SPA 
Average time in present position 
Educational Level 

Bachelor's or above 32 

Master's or above 12 

JD or equivalent 2 

Average Experience in CJS 

28.8 months 
19.6 months 

4.8 years 
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STAFF BACKGROUND: Virginia .-
Mos . 
on I Jo b Unc3e~qraduate 

I 
I 

Yrs 
When CJS Other yrs. I 

_____________ P_o~s~i_t~i_o~n~ __________ +-e~mE-.---+~~_+--~~~~~~~~_+-----G~r~a~c3_u~a~t~e~ ________ ~e~x~p._+--~r-e~l~a-t~e~d~-e~x~p~. 
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Deputv Director 
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Police Svstems Coordinator 
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Planninq Administrator 
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Regional Planning Adm. 
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Research & Analvsis Coor. 
Police Systems Spec:l:,alist 
Police Svstems Specia list 
Grant & Fiscal SU1)ervisor 
J.D. Specialist 

- I 

Compo Systems Analvst 
Audit Supervisor 
Grant & Fiscal Coord. 
Accoun [-.a nt 
Reqional Planner 
Reqional Compo Clerk 
Regional Planner 
Regional Planner 
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3/ 
1/ J __ 

10( 
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12 
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1 
9 
6_ 
2 
8 
1 

'"0 ).J 

51 
5f 1 

I -9 
'----+--.....: 

71 3( ) 

A.B. 
B.S. M.S. Ps1 chology 19 
B.S. Fiscal Offc~ 
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III 
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Table 3-8, Skill/Knowledge Reguirements: As was 

the case in previous tabulations, the data presented 

seems to be valid. Although there are some variances 

in interpretation fairly evident, there appears to be 

a balanced identification of the basic skills needed .. 

There were no skill/knm<lledge areas added to the list 

provided in the questionnaire. 

Table 3-9, Frequency of Response: According to 
> .~. 

self-identification of skills/knowledge required, the 

projection suggested from the above is that there is a 

broad need for technical knowledge in the procedures 

associated with management of the LEAA program, not 

only at the State level but also in terms of being 

r~sponsive to LEAA requirements. 

The lack of response to "Evaluation Systems" came as 

a bit of a surprise (18 respondents out of the universe 

of 34). Our intuitiv~ an?lysis is th~t th~ information 

is wanted and needed, but since it has been handled 

by contract "'<lith third parties, evaluation may not have 

had ~ high profil~Yof dis6ussion 0±~hin the agency. 

3.3.3.2 Interview Results. The :results of the interviews 

tended to reinforce the data which was tabulated in the 

questionnaires. ~1e interviews seemed to support a 
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definite need for a more formal system of evaluation 

but the existing practice of using third party 

evaluators seems tG be responsive to local needs at 

this time. 

The professiona 1 sta ff \vere quite strong in their 

belief that training, whenever available, must be 

directly related to their positions in the CJS. 

The subject of Progr~mrned Instruction, possibly in 

the form of AV Cassettes, proved to be of grea't interest. 

Sta ff recommenda tions followed the £ollm']ing lines: 

o LEAA should pr~sent dynamic interpretations 
of its requirements of the SPA (e.g., how 
to fill out the forms, how to write pro­
curement contracts, etc.) 

o The stClte should properly sponsor those 
informC:'ltional and skill items which it 
expec'ts from its sub-grantees and regiona 1 
sta ff personnel., 

Concluding Observations. 

The training needs of the staff of the Virginia SPA woul(~( 

in their opinion, be effectively supported by LEA A if LEA A were 

to provide assistance and/or sponsorship in the areas of: 

o LEAA guidelines 

o National trends in CJS 
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o Information exchange workshops on sU9cessful programs 
and the elements which seemed to contribute to their 
success, and conversely, identification of program 
failures with the probabl~ causes. 

They felt that LEA A Regions should sponsor intermediate 

training in support of regional requirements, particularly in 

the interpretation of data needed on the various reports which 

must be submitted by the SPA. Particular interest in using canned 

film pJ:esentations of this material was expressed .. 

rfhe State feels a responsibility to carry out its own training 

program for its own internal staff procedures, and those activities 

which impact upon the PDC's. 

Whatever training is made available should be CJS-orientedj 

abstract or basic principles-type training can be found locally. 

3.4 CO~1PARISON OF STATE PLANNING AGENCIES 

Differences of structure a~d functional configuration among 

1 
the three agencies are striking. . From this, and a familiarity 

with other SPA's, one can only conclude that their diversity in 

so many respects is a phenomenon that must be taken into account 

by LEAA. This is true in policy and procedural matters: it is 

no less important in training support programs. This sub-section 

IThis observation is further documented by the results of our 
study of the Maryland SPA. 

• 

• 

• 
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will review' the more signi ficant factors, differences, and 

training design considerations, and offer some conclusions as 

to how the training question might be effectively addressed. 

3.4.1 Organization 

The Connecticut SPA is organized into three divisions: 

Administration (Grant and Agency), ,Planning, and Audit/Eva luation. 

Michigan uses bJO divisions: Planning and Grant Administration . 

Virginia considers that it has the same two divisions, yet a 

comparison of their respective organization charts demonstrates 

considerable differences. Position configurations vary widely. 

A planner in one state does program monitoring and development 

as well, while elsev..'here a grant manager will do monitoring and 

evaluation. There is little comparability in the way positions 

and divisions are configuTAd, and yet th0 functions o~ an SP~ 

are basically the same throughout the several states. 

A paJ:'ticular aspect of this situation is the differences 

among state civil service classification systems. Typically, 

it seems that the standard job descriptions for planners r program 

analysts, evaluation specialists, and so on, do not match the 

peculiar requirements of SPA operations. For example, they do 
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not provide for experience in some a e,pect of the Crimina 1 Justice 

System, or for a mix of functions matching the way the SPA has 

structured its operations. This leads to the fiction of hiring 

a person under a given position desc~iption and having him or 

her function under a different set of\unwritten duties and 
\ 
I 
\ 

responsibilities. The problem is not\limited to SPA lSi it is 
\ 

\ 
common in at lea~t the newer agencies ~nd programs of the last 

\ 
decade. It is not the purpose of this ~tudy (nor of LEAA) to 

address this problem, but it is highligh'~ed as One of the realities 

\ 
of federa I-sta te rela tionships tha t must t)e reckoned with. 

-~ -' \ 
The immediate meaning of this di~ersi t\ of organization and 

position configuration is that LEAA I S traini~;f program cannot be 

\ 
premised on a more or less standard model. A m'6\e flexible 

'\ 

approach, responsive to the actual heterogeneity that prevails, 

'~ must be devised. 

3.4.2 
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latterls approach calls for more planning expertise at the state 

level, with the regions participating more by way of program 

development than by conceptual, analytical planning. In 

Michigan, however, the SPA has reserved some twenty-four 

functional areas as IIMini-plans" because of their multi-juris-

{ dictional characteristics. 

i '. Regional staff capacity seems to be less in Connecticut 

, [' 
than in the other: two states. B'uc1got, geography and popula'tion, 

.f' and program scale probably cause this difference as mu'ch as 

man~gement style. One may conjecture that the rule of state 
r -
I_ variety also applies to the role of region<31 units as well as to 

-r other aspects of SPA organization. 

• I 
I 

I •• 

In proqram development, the distinction between the spheres 

of state and regional staffs seems to be well def~ned in Connect-

icut, wherea s Michigan and V;_rginia propose that st3 te sta ff 

members are also involved on the 10c<Jl scene. Nevertheless, 

this SPA function is well-provided for, no matter how the assign-'~,:~ 
~~ [ ment is distributed throughout the agency. 

''-._" 

[
',,-,,,,,, Among the three :. '-" 

. "'_.,process provides the 

The planning process varies. in the three states, ialthough 

the schedule or cycle is somew~at (and necessarily) the same. 

states studied, perhaps -the application 

greatest contrast in approach. Virginia 
". 

Michigan and Virginia rely on greater regional involvement in l_ accepts applications on a year-round basis, approving grants at 

preparing the Comprehensive Plan than does Connecticut. The the monthly meetings of its council. Michigan reviews applications 
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quarterly, with the Director granting approval. Connecticut 

favors a single application cycle in the spring for review and 

approval of eighty to ninety percent of its funds, with decisions 

being maCie by an Executive Committee of the full Conunittee. 

Program monitoring would seem to be essentially the same 

throughout the states in the study. Virginia uses a formula 

that schedules the frequency of monitoring visits according to 

the size of the grant. Connecticut, assigns the monitoring of 

regional and local grants to the regional staffs and limits the 

state staff (who are the planners, as well) to state agency 

grants. Michigan mixes both state and regional staffs in mon­

i toring efforts. 

Diversity of approach appears again in the matter of 

eYA];:ll9_:tioll. In Connecticut, a more advanced <:lgency system is 

being introduced which calls for basic inputs from the regional 

stafis; this is in addition to the previous program which averaged 

a 40 - 60 percent division of 'staff and consultant effort. 

Evaluation in Virginia is formally assigned to the Program 

(Grant) Managers but as a practical matter the greater part of 

this activity is carried out by contractors. Michigan considers 

evaluation to be an on-going responsibility of its staff, an 

aspect of monitoring, in effect. Part of the context of this 

approach is a dissatisfaction with the validity of measures 

aimed at the objective assessment of program value and impact. 

e[ 

! 
e[ 
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The audit~ function is rather discrete and the use of 

somewhat standard· systems and trained personnel defines it well. 

l-iichigan ha s sta ffed its regions \'1i th field auditors while the 

other two states follow the more common practice of having 

auditors only on the state staff. The principal problem for the 

audit function seems to be the difficulties of grantees in 

following ana understanding the nece~':·3ry fiscal procedures and 

guidelines. 

3.4.3 Results of tr.~ Study 

The findings arising from the questionnaire contain material 

fascinating and extensively useful both to the training designer 

and the program manaqer. 

An examination of the tables on staff background reve~ls 

the variation in t:uucCltion anG tn'lor e; .. p..::.cicllce one lnigl1t i!dVe 

anticipated. But the point is not so obvious that it should be 

overlooked. The fact of the matter is that until the Law En:-

forcement Education Program began, there was comparatively little 

college-level and graduate training directed to the Criminal 

Justice System (and what little there was seems to have been 

centered in California). CJS planning and operations in the 
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sense undertaken by the Safe Streets Act did not find the nation 

dotted by appropriately educated and experienced personnel 

just waiting for employment in their chosei1 profession. Like 

other social programs, LEAA and its grantees have had to rely on 

the dual strategy of recruiting professionals with basic skills 

(planners, program developers, managers, analysts, community-

related specialists, etc.) and mixing them with professionals 

experienced in law enforcement, courts, and corrections. 

Although the nation's colleges and universities are now 

offering many C..:tS-oriented courses and degree programs, the fact 

remains tha't the system is largely served by an ad hoc mix of 

dedicated people who have been "writing the bookll. LEAA's 

training program, then, must respond to this reality by providing 

highly specialized training to compensate for the natural short-

comings of CJS personnel. Former police officers and correctional 

counselors J for exampll:!, migL1t w811 pro;':L t by 'L:.Y:clining in progrdm 

and cost-benefit analysis, in evaluation and planning systems, 

if their new work calls for these skills. Conversely, the pl.anner 

or evaluation specialist would surely benefit from intensive 

training in the realities of the ,criminal Justice System. 

To make this point is not to depreciate in any way the 

experience brought by these individuals to their new careers in 

! 

~ I 

J 
[ 
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SPA's or sub-grantee agencies i it merely recognizes a fact with 

practica 1 implications for both training and job-performance. 

The study reinforces this notion and suggests that future training 

be flexible and not assume that all participants need instruction 

in both the CJS and in a given functional skill. Nor can the 

training assume that SPA and sub-grantee staffs are os steeped 

in the basics of both sides of this equation as they would like. 

Table 10, Combined E'r8guen£.Y.....Q! Respon,se! displays the com-

bined results from all three states of the questionnaire's listing 

of the eighty-five skill/knowledge areas. The near consistency 

of response confirms the validity of the list and aJ.so indicCltes 

the skill/knm'lledge areas most \'lidely neecled in the operation 

of an SP!-\. 

Before selecting Rome of these r8sults for snecial comment, 

a few observations on the reliability of the survey will aid in 

k8eping it in proper persepctive: 

o Personal bias is undoubtedly a factor influen'cing 
the respondents' choices; what is merely a helpful 
skill or knowledge to one se8ms essential to another. 

o Some few respondents tended to inflate the requirements 
of their positions but the relative consistency of 
response from thOS8 having simi la r positions wi,thin 
an agency suggests that this tendency does not skew 
the results. The two individuals who check8d all 
eighty-five items merely lend a little unwarranted 
but undamaging weight to the items at the lower end 
of the response scale. 
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61. 
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55. 
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Program Guidelines 
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Programs 
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Budget Projection 
Work Scheduling 
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Courts Program!! 
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A-95 Process -
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Crime Specific Planning 
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IntC'rviewing 'J'echniqucs 46 12 17 17 

1. Enabling, Pl'oposed and 4S 11 16 18 
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34 

34 
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o 'The small number of additions to the listing 
indicates that it was generally acceptable to those 
surveyed. Even those who may have completed the 
survey hurriedly could be expected to react if an 
important aspect of their worl~ were missing from 
the list. 

o In sum, the survey is an adequately valid indicator 
of SPA training needs. It is not, and need not be, 
absolutely accurate in every detail. Further 
refinement is necessary in the design of specific 
curricula in response to these needs. For planning 
purposes, however, it is a reliable gauge of what 
SPA personnel believe to be the most common needs 
they have in carrying out their work. 

N<?te that those surveyed were not asked to rank-order the 

skill/knov.'ledge items listed, nor to suggest relative importance 

in any way. A strcl ightfol.""I,·,ra rc1 question a cld res sed ea ch item sepa·-

rately, on its o\"n merits: is this skill or knowledge necessary 

to you and to anyone in your position? In this light, some of 

the most frequent responses take on new interest ,)nd significan"8. 

For example, several personal skill items reveived high 

rankings: letter and technical report writing, problem solving, 

the scheduling of onels time and work, and interpersonal relations. 

This response strongly suggests that these needs merit attention; 

certainly they relate to the efficiency and effectiveness of 

staff performance. This interpr~ta~ion is supported by the per-

sonal interviews conducted. 
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The recognition given to the need for knowledge of govern­

mental structures (No. 29) and local government ~rograms (No. 53) 

was also reinforced in the interviews. 
SPA staffs seem to want 

greater familiarity with the flesh and blood, nuts and bolts 

realities of the local community and its programs. 

One might have expected a somewhat higher listing for 

evaluation systems and its several relai:ed skill and knowledge 

items. Both LEAA and SPA management might ponder the possible 

meaningfulness of this and its implications for policy and 

operations as well as for training. 

Program monitoring was seun as a necessary skill for 58 of 

the 89 respondents, yet only half as many considered 
"Brokering 

@ 

'l'echnical Assistance" to be a necessary part of that relationship ., 
to grcmtees. It is possible the p~ra se wa s not understood, but 

it is equally possible that the concept of monitoring suggests ~_ 
, ~ a r3

r

!)tc3ched obserV'?r r<:!lcl tionship. This d2..o not 2C!'_;nt ~~ J)C t:-:c 

case in the Connecticut interviews. Which approach is preferred 

by LEAA and the SPA IS? 

Programmatic areas received a predictably high ranking, 

a s did the kno''lledge items rela ting to SPA opera tions . 

Many other observations might be made on this data; ever~ 

interested reader will undoubtedly draw numerous inferences of 
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his own. Let it suffice to say that this Table presents the 

h t work withi specific applications will training oesigner muc 0 

O l' n the Section on Reconm1enoa tions . be rna oe belm'! an 

Interviews. Comparing the project st~ff notes on the 

lntervlews c u , , on~ucteo also reveals a consistency in appraisa 1 of 

Most of the specific questions training needs. oiscussed are 

later recommendations, but a ew lSSU incorporated into f ' es "la rrant 

special emphasis. 

o 

o 

o 

o 

o 

, lively interest in training opportunities Th~rle ~s 1 c1e examination of actual cases, programs, 
whlC"1 lnc u b l' tha t 

't The SPA's strongly e leve ana proJ ec s. hi' 
1 - n a great osal from each ot ar s they can,; Bar ~ , ~ th 

success u _ . f 1 efforts if they are analyzeo In uep . 

, , f a in thei r insis tencc A similar emphasls lS oun " , 
~hat 'all training be CJS o~iente~, cJrawll:~ J.t~Ob_ 

and eyerClSes dlrectly flom J examples, cases I >. _ 

related situations. 

. , ta f'f' members feel the As mc-;!ntioned above, some s .. -. 'li t-
t understanoing of the SOClO-PO need for g1:ea er' "c1 agencies. 

ical enV.1.ronrn ' ent l'n local communltJ.es an 

f b rantees W'idespreao reference to the problems 0' su d-g _ 
' , f' al proceoures an regu with grant gUloellnes, ~sc " , 1 

1 t ' s and other adminlstratlve and tech~lca 
a lon , t' l' rna ten.a ls . s indica tes tha t instruc J.ona . 

:~!~~r at such practica 1 c1ifficul ties would be well.­
received. 

, , ort was given to the notion that many 
Emphatlc SUpp " , ersonal ana 
SPA staff members neeo tralnlng In P, "~' 

, 1 h as those loentlfleu In interpersona 1 skll s, suc, , , . t 't 
the uestionnaire. As one lntervl8wee pu l , 

q It +ake ~t for granted that we are all "LEAA ca n ~ .... , 
, 1 -- t at these salarles-- we super-professlona s no t Ii 

need a lot of the basic tools and concep s . 
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3.5 COMt10N TRAINING NEEDS BY l<""'UNCTIONAL CA'rEGORY 

One of the chief objectivGs of this stuay \vas: "To identify 

the principal job cC1tegories ana the skill/knowlGdge requirements 

to perform the tasks involved". This sub-section presents our 

findings in this regard. 

3.5.1. Defining the functional categories. 

Investigation into SPA operations established not only the 

diversity of organization ana functional configuration7 at the 

same time it confirmed that the basic activities are fully compa-

rable. The tasks and operations performed by the several staffs 

are the SC1m8, without significant regard for job titles, organ-

ization charts, precedural and schedule variations, or other 

they are grouped in relation to each other the fundamental func-

tional categories of SPA's are eight: 

1) Management 

The chief exeC\'1tive of the SPA.i his deputy, 
and assistant directors or division chiefs 
constitute the agency's management team. 
They have policy, program, and administrative 
responsibilities in relation to the entire 

I . 
! . 

I. 

I .. 
I' 
[' 

, . 

I 
I . 
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staff and operation, quite apart from such 
individual assignments as planning director 
or grants adrninistrator. This function can 
and should be considered discretely. 

2) Grant AdministratioR 

The process of issuing applicati~n.guid~linesl 
of reviewing and funding, author1z1ng c11S­

bursements, record "keeping, administering 
regulations, handling amendmGnts, and sO,on 
through close-out is basic to any grant-ln­
aid program. It is a well-delineated set of 
responsibilities and activi-ties that should 
be treated as a functional category. 

3) Plannin.s: 

By definition, this is the central function 
of a State Planninq Agency. A specific array 
of skills and knowleage is requirea to equip 
the agency to do its job. The Comprehensive 
Plan is the framuwork for the entix'e progrc:l1;'. 
The prooesses, tasl~s, and knowledge that brlng 
it about constitute a functional job categorys 

4) PJ:,ograp. Deve lOpl'.lent 

Translating the plan into concrete projects 
and programs is the operation that has k~pt 
th " CP'" ,,·,·c'-' b-'F"c:"ino lust ::mother olc:n!;1nQ t • __ .... J t·~ ., ... ,,~~. ' .. ~ J.~.. _ _ 

and coor6inating yroup. Initiating or en­
couraging the development and implementation 
of action programs is a component of all 
SPA operations. It is easily defined as a 
distinct category of functional tasks. 

5) Program Monitoring 

No responsible funaing agoncy can merely 
W1' tl10ut rega ra for whethe.r or disburse funds 

not they are being used for their intenaed 
purpose. Programs and projects must be 
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monitored to ensure adherence to the terms and 
condi·tions of the grant, and proper performance 
of the work as agreed upon. Often this latter 
interest leads to extensive interaction with the 
grantee, the provision of technical assistance 
and counsel. This element of the agencyls 
operation also constitutes an identifiable 
grouping of tasks. 

Eva lua tion, 

A proper concern of every agency is whether 
or not a program actually achieved its goals 
and whether or not any good was accomplished. 
The process of mea suring or estima ting 'worth 
or effect is a required component of SPA 
operations. The systems, skills and tools 
of evaluation comprise a functional category. 

7) Auc1itinq 

The law and principles of public administration 
provide the requirement for the SP[:\ to audit 
its sub-grantees and thus protect t.he public's 
funds. The tasks involved are well·-defined 
and clearly make up a separate category of 
functions. 

8) AgencY......B>.flministra tion 

fT'!1 ... ,... ,..., ... , ..1. .. _ ..... ... ..::t 1, ..... .-,.,.1-_ 
.... J.'- .I.,I,uL.. ..... -...... ..... '-' .1,..).....,..;.. ..... -' 

operation demanCl a number of internal systems 
and activities. Personnel and payroll records 
must be kept; office support services must be 
provided (reproduction, mail distribution t 

files, library and other resources)i budgets 
and books must be maintained; supplies pur­
chased, leases and contracts written and 
administered, etc. These tasks may be con­
strued as a separate functional category 
within the agency. 

•••••• ~ .......... _ ... -oot .... " • • 

" 
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Using the participating SPA's own materials and documents, 
SKI (,(,/KI:OIil,F.OGF: RtC/IJr nE.'ICtlTS 

BY FUNCTIONIIL CIITr.CORY ., the project staff classified every respondent according to which 

I of the functional categories his assignments belong to. Obviously, 

one person may well function in several categories, simply carrying 

• out the various tasks that have been grouped as his responsibility. 

In responding to the questionnaire, then" each person checked 

• off those skill/knOi'lledge items required for his pa rticula r mix 

of duties, without reference to job title, formnl position 
-~ .... 

description, or pre-determin~d functional categories. By listing 

• his responses under every category in '/'.'hich the respondent 

functions, the analyst can refine his insight :i.nto the kinds of 

training that would be most appropriate. Of course, it is 

impossible to distinguish accurately whether a given response is a 

tn-:: ; Y' .... --;; "; ,..1,,-, 1 I r,' - .......... _ .. -- ........ ::n 

ator (assuming these are his actual duties), but t:1.ere 1-:1::-e 

sufficient indicators in Table 3-11 to Rssist the training designer 

in his work~ as will be demonstrated below. 

A fe"l explanatory notes vJill help the reader to \.mderstand 

how Table 3-11 was constructed. All managers, as defined above, l. 
wero counted as managers and their responses recorded in that 

[ 
... _ .......... - -_." 
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column; division chiefs (i.e. managers) were also counted in the 

column or category embraced by their division (e.g. planning or 

grant administration). The numbers in parentheses in the category 

headings show the number of persons \'1hose responses were included 

qnder that heading. 

As an example of how this data display is applied, note 

item number ten, National Trends in CJS. The Combined Frequency 

of Response Table (#3-10, followin~ page 3-40) tells us that 

65 out of the 89 respondents consider knovlledge of national trends 

to be necessary in their work. Table 3-11 tells us that most 

grant administrators. do not think it is necessary~ most auditors 

do not think it necessarY7 and only about half of those in 

agency administration think it is necessary. The preponderance 

of replies c~me from the managers, p].anners, and other functional 

categories. 

Another example: Local Unit of Government Programs, No. 53. 

In the Combined Frequency of Response Table (#10), almost three-

fourths of the respondents affirmed the need of this item in 

their work. Yet the breakdown by functional category (Table 3-11) 

reveals that only about half of the managers, auditors, and agency 

administrators checked this itme7 the preponderance of interest 

came from the planners, program developers and monitors. 
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. 1 
Note that the best use of Table 3-11 involves compar~son 

with Table 3-10. These tables, combined with other aata 

generated in the study, lead to the recommendations that 

follow in Section 4. 

1 

To summarize the central findings of the study: 

o SPA's vary so widely in organizational and position 

configuration that it is not possible to design 

training for standard job titles. 

o There are eight categories of tasks common to 

all SPA's. 

o There is a valid inventory of skills ana knowledge 

required to perform these tasks. 

o It is possible to design training that 'will be 

responsive to SPA staff needs, no matter how the 

Agency or the job is structured. 

o The base-line data required to design this training 

is contained in this study. 

Although the Maryland study previously conducted is not within 
the scope of this effort, it is noteworthy that the data de~eloped 
in Maryland supports, in toto, the findings and recon~endat~ons 
submitted. 

". ...... - - ._,. ........... ~~ .... _ .. _ .. __ . .., .. . _-----''-----__ . ________ ---:. ____________________________ 1'·- "':;." 
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SECTION 4 

RBCOMMENDATIONS 

The focus of this section is a planning matrix tha·t' dis-

plays the SPA skill/knowledge requirements according to primary 

and seconda ry needs \-1i thin the eight functiona 1 ca tegories 

defineCl above I and accoraing to the reconunended sponsor, LEAA 

or the SPA, and according to a selection of five possible 

delivery systems. A model application of this matrix will be 

presented to demonstrate its use in constructing one of the 

eight basic curricula it supports. The section begins with 

brief recomrnenda tions for an LEAA, training stra tegy. 

4.1 TOWARD A TRAINING STRATEGY 

Interviews with key personnel in the surveyed SPAls 

produced guidance in a number of factors of interest to LEAAls 

training program. Much of this data was included in the pre­

cedi~g findingsi the remaining inputs are presented here. 

r 
• \ Page 4-2 
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4.1.1 General factors 

Most of those interviewed said they preferred training 

models which mixed personnel from various states, as opposed to 

integr~ted or systematic training of the entire staff of a given 

agency. The advantages of associating with onels counterparts 

from other agencies far out\'leighed the theoretical value of 

training a single staff in their respective and related functions. 

There is no pattern of hiring or operations which suggests 

that o.ne time of the year is better than another for LEAA 

regional or national seminars. Any time is a bad time for some, 

a good time for others. LEAAls potential volume of training is 

sufficiently large to warrant a schedule that does not reauire 
" 

the attendance of more than a few personnel at a time from any 

one SPA. 

Subst3nti~l ugrccmant supported the notion of ~ five day 

limit on the length of any seminar. This opinion may be 

dictated by actual workload considerations or by imagined or 

psychological constraints. Certainly there is no basis for it 

in training theory or experience. Fortunately, five days is 

sufficient time for many of the kinds of training events LEAA 

is likely to sponsor, provided the scope of objectives and content 

is kept within achievable limits. 
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4.1.2 Planning for training 

A fundamental step in training strategy is distinguishing 

the appropriate training sponsor or source and the appropriate 

delivery system. This study emphatically advances the following 

approaches: 

o Basic information on the Criminal Justice System, 
on LEAA; on the mission of SPA1s·and so on would be 
w(.~J . .;omeo by SPA1 s in the media of videotape or film 
for showing to new employees' and as a public infor­
mation aid. 

o Program.med self-instructional material in the form 
of filmstrip with audio cassette or printed materials 
would be considered invaluable for training SPA and 
sub-grnntee personnel in grant regulations, fisca 1 
guidelines, basic systems, etc. 

o Some subjects, because of their very nature, are 
more appropriately delivered by the SPA rather than 
LEAA. 

o An SPA can and should turn to various loc~l sources 
for some of its training needs, e.g. state agencies, 
local colleges, universities and other institutions, 
various federal programs such as the Civil Service _/' 
Conunission and the Graduate School of the Department 

0 

of Agriculture. ~ 

certain highly specific training would best be 
provided on-site in SPA offices by LEAA, perhaps 
through its regional office staffs. Guidelines, 
planning requirements, reports a'nd forms, procedures 
and the like wOl-lld suggest themselves for this 
approach. 
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o Subtra c·ting the tra ining proposed in the preceding 
paragraphs from the universe of training requirements 
identi fied in ·the previous section revea Is the ,(:nore 
limited) range of training requiring, a residential 
seminar format. More on this below. 

o Finally, it is recommended that IJEAA provide training 
in relation to the functional categories described 
in the previous section, inviting SPA personnel on 
the basis of their function, not their job title. 
Clear definition of the primary content of the 
training will enable the potential participants 
(or their supervisors) to select the seminar most 
suited to their needs. 

o Seminars should be constructed around core curricula 
of optimum specificity and depth, with optional 
electives available within each design to provide 
choices of related or secondary topics (or personal 
or basic skill training). An example of this con­
cept is outlined below. 

4.2 C01Y1PREHENSIVE PLl~NNING HATIUX 

Tables 4-1A and .4-1B following, display the principal elements 
~----------------

in the recommendea approach to planning LEAA training. 

4.2.1 Explanation of lYlatrix Key 

By \'lay of expla ining the content, and layout I and key of 

the table, these notes are offered: 

~---------------------------------~~.~ .. ., ....... _. 
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DISI'LTlY OF [>Rl~IARY I\t:D SECONDIIRY 
SKILJ,/KNml[,EDGC PCOUI RE.'IEN'rS 

by 
FUt,C1'IONIlL CIITBGORY, SPONSOR. liND DELIVERY SYSTD,I 

Functionol C~tcgorles 

., 
~ 

Ol 
~ 

.r< 

Sponsor 

Table 4-111 

Deliver:i System. 
Q) ., 
,,-I 
en 

e 
" 

\: 
~ 
IJ 
.~ 

'" 
SPA 

1. Enabling, proposed and I Pendino LcoigJ"lio~ P S P S S -+~S-+-++-_X~~~X~_~1 ___ X,~. b-~~~~X~ __ X~ 
~2-.--Kn~o~w~icdge Of- ~;;n~t~~;~\~-:~--~d~--------~---~--+---+---1---+---~ I 

Prore!.!/! within t.he: Sl~t,., p P P ? P P P P X X X~_ 
~~~Hledge of SPII Org~niz~tlon I 

and procedure!; P P " P ? P P?;': X X , 

.. , , 

-~.-~-
.- - • .. ·..;,;..:...;:;.-._M r-.-,-·.-

-::-~--~!...-- -

,..fzJJ2J'.:.::J· '/ e :·.:: .. :.:....:j./:·~-:, 
! 

~ 

I 
::> ;; I .5 

I I I -'m :\ X , i-xr-;-'t 
i I iJ S ! X X :~ I '1 

~Lt..qi'1n 
P S s s ? " 

Wort: E~~c71'.Jli!'l:: 
1 

p p P ? ':' P ?_ s X X xl X I I / 1 
~~a!1!;c~~D~:~:~~ :: p - S - - - - - ! X ~; ! :< I I ! I I 

Per!'~nncl .~'d- i !"l:" ~ '-:"'~ '::cn I ? - - - - - - - J X :< X I , 
\ l zj 

R('~':""l T"C~~ ?-.llc":'··:1.~n 

1 
? P P P ? P P S 1 X xl I I xl xi 

Public A~"~in~st~~:lC:1 I I ~ I -1 
\ \ 

I 
\ 

P_Q ~_~ C?Js ~_31}\?..J::.n_~...:t~ r~s P S P I S S P X X X / 

~!.!-_:~l-'l':~.?~~.!!-.?t ; =~_._. __ , ______ 4L:-L..s..-·--L-! sis s 1 II :< II;.: I X I T-i- F.R I 
-------_ .. ------_._-_.-------- -------- ---_._.- . ---_:_"-"'-_: --,---,:' . .,. ---... -,-:~---, 
?'L ,,""';;"i C C ' .•. ~ " , :. :-, ., .. I' I'" I .: I .. I I 
35. <,j ~.:-~ 1 ",(,1 .~_"",; I 7 I , ::::: s I "I " ;.: :.~ r---;;:i ;.: 

1h-.§-~ t i" U C~ ~~ r ;.oll r;.:.~c";~o-;,..:.r-,,s ____ --_+-!=-S-+...;S,,-+-" -'S~~, _-__ I--'S'"-'---':'s.' _]!--,P:.-+-,S~~+l---t-"!::.:--++---1---4----I-....jI......:/~ 
~~~~":':--~~~~~ot~k~":'~~~7~":'~~q~~O=Tr.·~:":'~h~~":'(:i-~~·~~·~~~n~l~~)~. ~,;.~.,.~.r~'"~ __ --_'\fl-~-:s~'~I~P~~P-~P-'~?~I~?~I~P--I--'-~-H-~~~:-+~'~:--'1-'--~----1---,~Y~.~:--
__ ---'lI~!li!.!!!i~,I~nc(' . _ S S X X X Y. 
40. Evahl"t~on of VA S S S s' s p ;.:;; X X 

41. Hanager.\cnt of 'l'n.llning I 
Resourco-;,s 5 S S 

42. x"n~ge:ment of Training 
ProorllM!l 

P: 
S: 
VI 

V/FI 

Prima ry lIubject 
Secondary eubject 
Videotllpe 
Videotape or film 

s s s s 

ER: 
I: 

Flrnat/cllss: 

pgmd Innt: 

x v x 

x v 

External resource (e.g. Collegaj 
Either LEAA. SPA, or External Resource 
Filrnstrip/c~88ette programmed 
instruction 
Programmed Instruction 

See n~rrative for detailed explanation. 
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DISPLlIY OF PRlHIIRY A!:D SCCO!'lDIlRY 
SKI LL/K."Oh"Ll::OCE PJX)t:l nu.!E~"S 

by 
FtlNCnONAL CATEGOYR. SPOl'SOR. '1m Dc' n "LIVCRY SYSTDI 

Function" 1 Cll t~qot'i e6 

Table 4-1B 

Delivery system 

46~ Enviro~·cnt~l !r:J~c: P!"c:.::t"~~s 5 S ~4_7..;.. __ :..:A_-,95 Procer-s S'S IpS S S;I X X X V 
A8 S P 1 P r ~ ~ 
., • Nation~l HistoricZll I I - - 5 six X X V 

PrC!serv"tion Act 5 '11 
49. Unifor~ RelocZltion S S S 5 

X x X V 

KEY: 

P: 
S: 
V: 

v/F: 

Prim!! ry subj ect 
secondary subject 
Videotllpe 
VideotZlpe or film 

5 ~: sis I" pIs -, X v 

ER: 
/: 

Flmst/~ss: 

Pgmd lnst: 

E~ternlll resource (e.g. College) 
E~thcr LEAA. SPA. or £xternZll RC!source 
Filrn~trip/casgctte progra~ed 

ins t ruction 
Programmed Instruction 

See narrlltive for dcttJi1ed explanation 

x 
x 

x 
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o The sk~ll/kno\'lleo..9.e listing presents the requirements 

of SPA sta ffs i 

o Within the eight functional crJteqories, each skill/ 

knowledge item is identified as being a primary or 

seconoClry requirement for personnel in that category. 

This rating is in direct relationship to 'l'able 3-11 

in the previous section; in perhaps five percent of 

the six hundred and eighty S/K - category ratings, 

the analyst made minor adjustments based on other 

survey datrJ. This component of the matrix serves 

as a guide to the LEAA training planner/designer 

in identifying v,'hat functions have what requirements 

in 'IIlhat degree. (A blank space in the table indicates 

that theresponsG In chat instance W~S not large 

enough to merit tr~ining attention.) 

o The spo~~~ component of the matrix suggests the 

distribution of traini.ng responsibility between 

LEAl'. and the SPA in each of the eighty-five S/R 

items. Of course, most items could properly be 

delivered by either the state or LEAA, depending 

on the precise purpose or orientation desired. 

r 

l 
I 
r' 

f 

o The delivery system recommendations span five 

approaches: 

Programmed Instruction refers to printed materials 
which layout step-by-step inBtruction for 
use by individuals at their job-site. 

Filmstrip - cassett~ is another self-instruction­
al aid, usually accompanied by other materials, 
intended for individual or small group use. 

Videot~Ee/film is proposed as an effective 
training and/or informational vehicle. Film 
might be used for less changeable topics and 
when outside audiences might also be interested. 
Videotape is relatively inexpensive and highly 
flexible. ' 

On-site refers to training conducted in the office 
or at: Cl nearby fClcility by the SPA itself.. 
This will usually be non-residential training, 
addressing those topics within the SPA's own 
competence. 

Remote ?j. te tra ining means (1) residentia 1 
training conducted by LEAA (symbol: X), or 
(2) training available from external resources 
(ER) nearby (such as a college) I or (3) training 
that could, with equal appropriateness, be 
pj~·(i\;i(~.:.-~~ b}· IS=:'l'; Ci.:' t:.:: c:-·.~ (·~t~li::i~~0 ::::.::::: 
trainers or consultants). The latter option is 
symbolized in the table by a slash (/). 

4.2.2 2sing the Matrix 

! . Table 4-1 is not an end in itself; it is designed to serve 

L 
[ 

as a comprehensive resource, an operational tool, for LEAA training 
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planners. For example Iii:: sugges·ts thirty-eight topics to be 

considered for videotape presentation and another six possibilities 

for film or videotape. Decisions in this matter will affect "'hat 

needs to be provided by other ma d1.'a. A t 'k' , ~ s r1. 1.ng s1.xty-four 

requirements could be addressed by programmed instructional 

materials, many of them (45) would also lend themselves to a 

filmstrip-cassette format. V~hile such aids would reduce the 

s'cope of training i.:o be addressed by semina rs I they \\o·o'l.1ld also be 

excellent rna teria Is to use during semina rs or \l,7orkshops I either 

as part of the curriculum or as an optional resource available 

to the participants during free periods. 

More thun forty requirements could possibly be provided by 

external resources--schools of public and business aoministration, 

accounting, and the like I to say notl11.' ng f CJe 1 .:l o - ,.,:J re a teu courses, 

LEEP, etc. Such programs, when they are standard college offerings, 

.,.-..." l~,..,rt - _ ..... ::,.r-

arranged on an individual basis. Thus, they are valid elements 

of an SPA's training or career development plans, but short 

range, intensive learning .experiences ,.,.,il1 often suit management 

requirements more efficiently. 
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A primary purpose of the matrix is the guidance it provides 

in the construction of curricula for the SP!" functional categories. 

The principle to be kept in mind is that SPA person~el have such 

mixed position configurations thai: training offered ·to them must 

respond to a variety of needs. All potential trainees have 

primary and secondary requirements, and their actual needs vary 

according to background, experience, and education. Therefore, 

LEliA can safely adoFt an approach tllat clusters secondary or 

related topics around the most irCtportant elements of the functional 

categoriss. 

To' outline this 'System: 

o ~anage£l!.. require training primarily in the 
management of SPA operations 7 a strong second 
priority would be LEA A priorities and policies and 
trends in the CJS i a third priority '-]Quia be 
familiaritv with the program and functional areas 
under their supervision. 

o ~rant 9....gI\li.l}i-.f-1tr?tq.~-.:.~ require training in skills and 
KliOViJ._d<::,-," (L~.L·".cc.i.'.! l'.:~C\l::.L._1 LO C.!Jv';'L pdJ:L.iculuI. tungd 

of duties; secondarily they need familiarity with 
certain fiscal and audit requirements and related 
topics (systems, monitoring, etc.) 

o Planners, while they have secondary interests in 
program development and evaluation (or other 
specific assignments), are necessarily looking for 
primary help in their planning skills--analysis, 
systems, and so on. 

o A Erogram devEl12pment specialist "!ants to focus on 
project identification, feasibility, working rela­
tionships, program design, and so on. His legitimate 

"f'.~ ..... *- ... • , .... ,)1. • , • 
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interest in planning and evaluation are because 
of the natural linkage with his primary concerns. 

o Program monitors will respond best to a curriculum 
that deals directly with their principal tasks and 
responsibilities, even though they have expressec1 a 
genuine interest in the more common fiscal anc1 auc1it 
problems of grantees and in a certain level of 
evaluative skills. 

o Auc1itors, after they receive their basic training 
in LEAA audit requirements, usually need little or 
no instruction in professional skills, but they 
a re seeking tra ining in seconc1ary and persona 1 areas 
such as report writing, evaluation systems, and 
administrative systems. 

o Aqency. administn1i:ors identifiec1 remarkably few 
"primaryII requirements; this may possibly be due 
to the particular assortment of personnel groupec1 
in this category. They respond to a number of 
seconc1aiY"interests beyond GMIS, administrative 
systems, LEAA guidelines, et al., but many of these 
coulc1 be filleu by programmed instruc·tion materials. 

Note the high incidence of personal skill req~ir~ments that 

cut bcrO~5 the b0~~j o[ function~l c~togorics. Writing, probl~~-

solving, interpersonal relations, scheduling of one's personal 

workloac1, and other such items c1iscussed above, are ic1entified 

as needs as well as requirements by a significant number of 

those reached by this study. The other common theme, heard 

in almost all the functional categories, is CJS-related topics. 

These two areas of interest should probably be responded to, 

if only by electives, in all but the most highly specialized 

seminars l at least until programmec1 instructional materials are 
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in wic1e use. The very scale of neec1 suggests that these topics 

merit serious consic1eration as programmed puckages, which would 

be the most efficient \·ray to reach large numbers in a relatively 

short time. 

4.3 APPLICATION OF THE MATRIX TO CURRICULUH DESIGN 

How does one go about using the matrix to construct a 

curriculum? W11at use does he make of the more than twelve hun-

dred "information bits" displayed in it? 

The tota 1 curd~c1.11um for, say, a program development 

specia list would embrace the sixty--six S/1< requirements indicated 

by persons in this functional category as necessary t.o t.he posit.ion. 

This data is a sound baseline for the designer. It identifies 

the required range of skills and knowledge with which such 

Further analysis reveals that thirty-five items were designated 

as being a p:cimary subject, thirty-one as secondary. This 

picture can be further clarified by subtracting' those items 

which are clearly in the domain of the SPA. But this still 

leaves a universe of requirements too extensive to be undertaken 

in a single seminar. Furthermore, no incumbent program developer 

----------------------------------------------------------------------------~~.~ 



.r 

• 
[ 
r . 

• L. 

[ , 

• 
L 

.[ 
[ 

e[ 

Page 4-11 

would need training in everyone of his required skills; he al-

ready ha s some of them--perhaps even many of tl1em. A needs 

assessment, then, is necessary to inform the designer of the 

felt needs of his potential clients. 

Another critical input at this juncture comes from manage-

mente Itfuat does it want to achieve by training program aeveJ.-

opment specialists? A basic introduction to the function for 

those new on the' job? A thrust toward crime·~specific programs 

and projects? More court-oriented programs'? Increased emphasis 

on conlmuni ty-based projects? Bett.er articulation of project 
" -

goals and mi1eston~s? In short, the 2p'!Ject.Jves of the training 

will heavily influence the construction of a specific curriculum. 

(The designer may even recomrnend to management, basec1 on Table 4-1 

and other factors, that a certain objective woul~ be better 

served by c1istributing programmed training materials, or by 

Those items in the matrix not related to the stated goals 

of the training would then be eliminated. The aspects of program 

development to be addressed in the training can then be analyzed 

in relation to the listing of skill and knowledge requirements. 

The appropriate elements of the master curriculum could then be 

extracted. The c1esign process would formulate the final course, 

adding whatever specialized topics might be indicated. 
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The point is that a fundamental, comprehensive curriculum 

for each of the functional categories has been identified in 

this study. It vlOuld serve as the basis for a series of seminars 

(or a mix of training media) that \'lould constitute a thorough-

going course in the eight functional areas. It can also be 

adapted for special purpose training. 

The greatest potential of the matrix is that it constitutes 

the foundation of a 90mprehej1sive training proqraJ!l_, pointing -to 

various delivery system op~ions in correlation to topics. 

Recommended state programs could be developed and distributed, 
~ ," 

\.,i th the ma trix providing detailed suggestions. 

4.4 CONCLUDING RECOi-1HENDATIONS 

In the light of the findings of 'this study, three groupings 

of reeommenaations hewe been developed: general recommendations, 

reconunendations to SPA's, and a recommended comprehensive approach 

to LEAA training. 
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4.4.1 Gener~l Recommendati.ons to LEAA 

o Accept the listing of skill/knowledge requirements 

as valid for planning and training purposes~ 

o Recognize the functional categories as a valid 

articulation of an SPA's work elements~ 

o Utilize the n1atrix of S/IZ requirements and functional 

categor=jes as a schematic, comprehensive curriculum 

for SPA p8rsonnel~ 

o Review the recommended delivery systems as part of 

\3 comprehensive training plan, determining what 

requirements will be addl:essed by programmec] in-

structional materia Is, \\7ha t \'lill be addressed by 

videotape and film, and what \'lill be addressed in. 

seminars and workshops~ 

o Develop guidance for the states concerning their 

own training programs, implementing the data in 

the study \'li th model plans and packages; 
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o Adapt a training system that provides for assessing 

participant training needs as well as management 

goals and priorities as a means to further refine 

the results of this study~ 

o Search the report for data of general interest to 

LEAA and SPA management. 

4.4.2 Recommendations to SPA's 

~ ." 

o Use the matrix of S/K requirements and functional 

categories as the basis for conducting an assessment 

of actual training needs~ 

o Review Table 4-1 for its listing of S/1< requirements 

that COU1C1 appropriately be deliver('d by ~Pf-\ IS; 

in the light of the needs assessment of your agency, 

set priorities for your training efforts~ 

0 Develop a master training plan that integrates 

in-house training, locally contracted training, 

LEA A sponsored training, and other externally 

available training. 
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4.4.3 A Recommcnc1ec1 ~on:l'prehensive ~proach to LEAA Trainins 

This fina 1 sub-·section is an a ttempt to answer the question: 

IIGiven the finc1ings anc1 recommenc1a·tions of this study, where 

does LEAA go from here? II 

It is reconooenc1ed that LEAA unc1ertake a major planning 

effort to develop a comprehensive training program for itself 

and its client - constituency. Such a plun woulc1. embrace anc1 

integrate training for: 

LEAA personnel at all levels 

SPA personnel, according to the functional 
categories in this study 

Sub-state regional planning unit personnel 

SelecteCi. per~onnel :crom various components of 
the Criminal Justice System 

'1'he first of these listings is self-evident; LEA A obviously 

requires a training program for its ovm employees. The point is-

that i·t shoulc1 be consistent with all other elements of the 
. . 

training program (some moc1ules, units, anc1 1,<' teria Is could be 

stanc1ardized for various audiences) and thai ;.he internal training 

program should reflect management's goals, priorities, and 

program thrusts, as well as basic SiR items. 
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Clearly LEAA should provide trai11l'ng support to the SPA's. 

component would have at least fl' our e ements: 

(1) 

( 2 ) 

Basic programmec1 ins·truction ma teria Is (see 

Matrix for possible subjects), in various formats 

-- filmstrip, film, vic1eotape, booklets, etc. __ 

for use on-site by all SPA's. 

Moc1el training plans for SPA' I s anc1 or training 

aimec1 at equipping SPA's t 1 o p an their 0\\7n training 

programs. 

(3) Seminars in relation to the funct.io~_al ., ca tegories, 

(4) 

plus ac1vancec1 or specializec1 workshops ~11 
.L S'L1pport 

of policies and progr~ms needing more inwetus. 

On-site or in-state training seminars aimec1 at 

implementa·tion and practical application in the 

light of tha t sta te' s peculiar circumstances .. 

Perhaps these programs coulc1 b d . e con ucted through 

the Regional offices. 
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Note that 1, 3, and 4 above have to be carefully integrated. 

The second element has to be carefully coordinated to ensure that 

it is consonant VIi th the others. (This study provides basic 

data for such a program.) 

The PGrson~1cl in regiona 1 planning agencies or units also 

need 'training in the functional catGgories, specifically planning, 

program development, program monitoring, and evaluation. 

Beyond the federal and state,personnel mentioned above, 

it \vould seem appropriate to LEAl'.' s mission for it to provide 

training leadership in other dimensions of the CJS. For example, 

o Training for senior managers and planners in law 

enforcement agencies, court systems, and correctional 

departments. 

o Training for the directors of state training 

academies for police and corrections . 

o Seminars or other events that bring together key 

CJS people 'vi th educa tors and authorities in rela ted 

field.s. 
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Whether this sort of training is done through universities 

or other institutions, or LEAI\ establishes its own na tiona 1 

acad.emy, or some combination of instrumentalities, it would seem 

to be an important pc:\rt of any truly comprehensive program. 

In short; THE POTOt,lAC GROUP recommends that the top 

managenlGnt of LEl'.A sponsor and participate in the development of 

a comprehensive training strategy in support of 'the agency's 

policy and prograrn strategies. T11e present study we believe to 

be a valuable resource in such an undertaking. 

~------------------------------------------------------------------------~~.~ 
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APPENDIX B 

LEi\A S'l-rpQ1,: Interview Fo).-mat For IZey personnel 

1) What are the principal activities and functions of 
your Division (agency, Regional office, etc.)? 

2) What secondary activities and functions do you perform? 

3) Vfhat informal activities are assignec1 to people in 
your Division? HoW much time is involved? 

4) '\That are t.he most important skills/lmowlodge aro3.S 
needed to perform your Divisionis functions? 

5 )\\'ould you prefer to have your sta ff trained a s a grOUP, 
or hc:lve indivic1ua Is go to be trainoCl wi·th their 
counter.-purts from other agencies? \lmy? 

6) v{hat kinds of training woulCl best be given by t.ho 

state l.~ather than by LEAA? 

7) W11at ldnd of training do you think ought to be provided 

by LEA;~? . 

8) WhC::lt kinds/subjects of: t.raining \.;oulo you like to 
have avu i luble in sc1f-inst~uct,ion~11 form3ts? 

9) Do you see uny limit.s to the number of people in your 
Division \,.,ho can be away at anyone time, or to 

the number of days away? 

10) Is there one ,time of year that is better or worse 

than, others for training? 
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APPENDIX D 

STATE OF MICHIGAN 

OFFICE OF CRIMINAL JUSTICE PROGRAlllS 

Project Continuation Policy 
Revised 1/15/74 

Page D-l 

Since the inception of the LEAA program, OCJP has, as a general 
policy, lirnited project funding to two yeal~s. This has been 
consistent with -the II seed moneyll concept of LEAA and ha s enabled 
this agency to maintain a balance" in funding between continuations, 
which at present constitute over 50% of local funding, and new 
and innovative projects. 

Experience, however, has surfacec1 t11e neea for exceptions to this 
policy and as a result, the policy has been revised. 

The present policy places each prog)~am element in one 0:1': five 
categories: 

Ca1eqorY~L - 1 year funding: Projects c1eveloped for a specific 
action without any potential for expansion or consecutive follow 
up. (Example: communica -tlon equlpment pro] ects . ) 

Ca tcgor:y II - 2 yea 3:' funding: P roj ects desiSjned· to expund or 
.:,_,"'\' , ........... . .' ......... i·.",,;~· , .. ,..,-..1 ".....-. .......... ".:-..:,..,~~ ,.....= .. 0,,,, '""'!_,"!I"'''''_''' +-1.-.~;- "'-"j 1-""') ,. ... --. ...... j,.. ..... ,~,.. 
- .... L- .... -- .,. ..... .... - ~ .. , -,.... . ... -' ~. - .• ' ..... - '- .... ~,. _... • .. '.," ~ .. -.... I ...... _.... -, .. • . . ~ .1.: • .. ... ..L 

established, fully evaluated, and integrated into the agency system 
within two years . 

categoD::..1II - 3 year funding: Projects designed to expand or 
improve the ~ervices offered by an agency which are relatively 
slow in developing and require more than two years to fully 
implement, evaluate, and integrate into the existing system. 
Funding of these projects can be negotiated for the third year at 
a rate not to exceed 50% federal money. Local pick up must be 
assured in the fourth year. (Example: rehabilitation projects.) 
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~9..ory IV - Projects which are on-going and remain at essentially 
the same func1ing level but provide either new accomplishments 
(research) or the same objectives for different personnel (i.e., 
training) . 

Ca t~ory V - Proj ects which have peculia ri ties in funding ba se 
(i .e., Model Cities, I-lEW I etc.) or the emergency the proj ect 
was designed t.;.) correct has not abated due to outside circum­
stancesj or subgrantee assurances of continuation must be post­
poned due to verifiable circumst~nces beyond the subgrantee's 
controlj regional or multi-unit projects wllerein majority benefits 
cannot be clearly fixed. Decision on continuation for projects 
in this category rest with the Administrator. Long-range, phased 
proj ects would be consi(lerea here such a s systems development 
or construction projects. 

.* . 
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