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foreword

In order to be responsive to the needs of their constituency and to more
effectively allocate limited local resources, elected officials have come to recognize
the potential benefits of regional planning in the field of criminal justice. While
there are some who fear the movement toward regional planning, most have come
to see regional cooperation as & means for strengthening their leadership position
within the community through a maximization of existing resources, and through
increased effectiveness. Regional planning, in other words, attempts to secure co-
ordinated effort among political jurisdictions by fostering the establishment of
regional goals and action -programs.

A number of factors have induced local governments to look beyond their
borders for realistic solutions to local criminal justice problems. Among the more
compelling of these conditions is the sheer complexity of today’s concerns, the
increasingly mobile character of our society, the chronic fragmentation of services
and the dissipation of resources within, between and among layers of government.

In 1968, Congress passed the Owmnibus Crime Control and Safe Streets Act
which authorized planning grants for the improvement of local crimimal justice
services, Grants may be made for 90 percent of the eligible planning costs of units
of Jocal government, or combinations thereof. In some states, virtually any govern-
mental unit or combination is eligible for funding while in other instances the
state has utilized its substate regions as the basic unit for planning. Existing multi-
county planning organizations (e.g., Councils of Government, Economic Develop-
ment Districts, Local Development Districts, etc.) are recipients in many cases, but
elsewhere wholly new agencies have been created to receive funds. As a voluntary
association, regional criminal justice planning councils do not have the power to
Ievy taxes or pass laws or even to bind members to their decisions. But they provide
an organizational capability for bringing local governments together to explore and
solve mutual problems.

The National Association of Counties Research Foundation, recognizing the
important role of counties and other local governing units in the regional criminal
justice planning process, undertook to develop this manual under a grant from the
Law Enforcement Assisance Administration, U. S. Department of Justice.

I am confident the manual will be of help to local officials in effectively partici-
pating in the regional criminal justice planning process.

Bernard F. Hillenbrand
Executive Director
NACORF




preface

The rising crime rate and general dissatisfaction with the operations of the
criminal justice system in many communities are matters of considerable concern
to local elected officials of general purpose governments (mayors, councilmen,
county commissioners, etc.). Regional criminal justice planning offers an excellent
opportunity for funding and setting into motion solutions to many crime prevention
and control problems that cannot be accomplished alone by a single community or
agency.

Local elected officials of general purpose governments should play an important
role in the regional criminal justice planning process. Their participation and
understanding of the process helps:

¢ Assure that the regional plans reflect the policy inputs of local elected officials
who are accountable for the overall performance of the criminal justice system
in their communities

* Bring together in a unified system the various governmental and agency
jurisdictions that affect the criminal justice system in a particular region

* Bridge the efforts of the regional criminal justice planning councils with the
implementation activities of individual communities

This guide is intended to help increase local officials’ appreciation and under-
standing of the regional planning process. With a better understanding of the
considerations involved in developing regional criminal justice plans, more effective
responses to the prevention and control of crime can be developed and implemented.

Washington, D.C.
November, 1971

Michael K. Gemmell
Dlrector of Contract Research, NACORF

-

The National Association of Counties Research Foundation (NACORF) was founded in 1957 for the purpose
of applying social science research techniques to issues that concern local government.

NACURF was conceived as an intellectual yet pragmatic laboratory capable of approaching contemporary prob
lems from an interdisciplinary perspective.

The NACORF research process attempts to solve problems through the development of innovative projects
sensitive to the needs and nuances of local government. This is accomplished through a broadly organized
and overlapping network of project staff teams. These staff teams combine and weigh theoretical and em-
pirical data and develop practical program alternatives for community-action. Roles and functions are adapted
to ensure project continuity, to suit individual work preferences, and to maximize full utilization of staff talent.

NACORF also enjoys the benefits of its parent organization, the National Association of Counties (NACO). A
membership organization created in 1935, NACO services approximately 20,000 elected and appointed policy-
making officials from approximately 800 counties (representing some 130 million of the nation's population).

The expansive resources of NACO provide NACORF with a variety of excellent opportunities for coopera-
tion from local government personnel in the implementation of research projects. In addition to supplying ad-
vice and insight to the process of problem-solving, local government personnei assist project staff teams in iden-

“tifying communities with the necessary mix of experience and programs for on-site examination. As a resul,

NACORF has developed sound working relationships with local officials and gained considerable experience in

problem-solving activities at the local level.
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INTRODUCTION

This guide is Part II of the manual entitled: Regional
Criminal Justice Planning: A Manual for Local Offi-
cials, The purpose of the guide is to acquaint local
elected officials* of general-purpose governments with
the steps involved in preparing a regional** criminal
justice plan. A second purpose is to help local officials
define more precisely their rcles in the regional criminal
justice planning process.

The guide has been divided into three sections. The
first section highlights the benefits as well as some of
the difficulties .of regional criminal justice planning.

The second reviews the organizational arrangements
underlying the operations of most regional criminal jus-
tice planning councils. A knowledge of these factors is
helpful to an understanding of the steps involved in
regional planning.

The third section discusses the principal steps in-
volved in developing a regional criminal justice plan.
This section of the guide is not a comprehensive text on
how to do criminal justice planning, but rather an over-
view of the key considerations and decision points in
the planning process.

¥

IMPCKRTANCE OF REGIONAL
CRIMINAL JUSTICE PLANNING

Experienced local officials do not need to be re-
minded about the importance of planning, especially
when large commitments of public funds and a number
of complex inter-agency and governmental considera-
tions are involved, They recognize that, whether health,
transportation, pollution, sewage or economic develop-
ment problems are involved, successful action projects
cannot be implemented without an on-going and well-
developed planning program that:

o Facilitates problem identification
¢ Provides a framework for determining priorities

® Encourages the consideration of alternative ac-
tion projects

* Permits agencies to anticipate problems and be
goal-oriented rather than reactive

The same need for planning holds true for the com-
plex problem of crime and its control. Formalized plan-
ning sections in individual criminal justice agencies,
such as police department planning and research units,
are not new. This type of planning generally involves
such matters as:

¢ Budget preparation

¢ Statistical analysis to support administrative and
operational decisions

* Review, updating and dissemination of policies,
procedures, rules and regulations

However, a relatively recent innovation is the type of
criminal justice planning that covers a number of com-
munities and involves law enforcement, judicial and
correctional agencies, as well as such other local agen-
cies as healti departments and schools, whose programs
have an important impact on the criminal justice proc-
ess. Because of its broader scope, regional planning is
concerned more with problems that cut across func-
tional and community lines, such as regional training
and criminal justice information systems, than with the
operational problems of a particular department or
commuanity.

Benefits of Regional Approach

The regional approach to criminal justice planning
generally will not meet the more immediate planning
needs of individual departments or communities. How-
ever, the regional approach does offer a number of
benefits to individual communities. Some of these are:

*Unless otherwise indicated, the use of the term “local officials” throughout this guide will refer to those elected officials (e.g., mayors,
councilmen, county commissioners, etc.) and their appointees, such as county and city managers, who are mandated with broad policy-
making responsibilities. Thus, elected sheriffs, prosecutors, and judges are excluded from this definition.

. ¥*Regional refers to multi-community or multi-county groupings of general purpose governments.




Inter-Community Cooperation.  Regional criminal
justice planning provides the opportunity to bring to-
gether a number of communities to discuss and plan
how they can better coordinate their efforts to reduce
crime, ‘It is self-evident that crime neither respects
political boundaries nor is a matter of concern only
to inner city residents. Widespread narcotics usage
in many an inner city ghetto has overlapped into the
cities’ affluent suburbs. An organized crime syndicate
operating primarily on the residents of the inner city
has a way of spreading its tentacles to neighboring
communities and even to neighboring states. As Part I
of this manual pointed out, the mobile nature of our
society has created new demands for local governments
to cooperate and work together in developing joint pro-
grams for the protection of their citizens.

Inter-Agency Coordination. Regional criminal justice
planning also offers the opportunity to bring the police,
courts, correctional agencies and other related agencies
together to cliscuss and attempt to resolve problems that
cut across ggency lines. Difficulties in curbing the crime
rate in many cities result, in part, from police, courts
and correctional agencies working in relative isolation
from each other and often at cross-purposes. The mere
opportunity for sharing views and learning about the

problems of other agencies can do much to improve the |

general effectiveness of the criminal justice system.

Comprehensive Planning. Regional criminal justice
planning offers a method for bringing local agencies to-
gether with those agencies which operate at the county
or district level, thereby permitting a more comprehen-
sive approach to resolving criminal justice problems. As
Part I of this manual showed, courts with jurisdiction
over felonies often are established on a county or dis-
trict basis, Probation in a number of states is a function
of a county or state department operating on a county
or a district basis. Correctional programs and institu-
tions also are normally county and state functions.

Removing Irefficiencies and Duplication of Services.
By bringing agencies and coimmunities together, the re-
gional approach provides an opportunity to determine
how to reduce the present duplication and inefficiencies
of the criminal justice system. Part I of this manual has
described the inefficient ways in which the nation de-
livers criminal justice services with its many separate
police agencies, diffusion of correctional responsibili-
ties, and many separate courts.

Pooling of Planning Resources, Regional planning

offers the opportunity for a number of communities to
pool scarce dollars to obtain effective planning as well
as to combine efforts in securing financial and technical
assistance from federal and state governments.

Planning and research functions in criminal justice
‘agencies are not new, but regional criminal justice plan-
ning is a recent innovation.

Pl_'ol.)lems‘ of Coordination

While regional criminal justice planning has a num-
ber of advantages, local officials also should be aware of
the difficulties inherent in coordinated planning. Some
of these difficulties and means for minimizing them are:

" Underfunding. A number of regional criminal jus-
tice planning councils do not have stufficient budgets
to support adequate staff and planning efforts. As will
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be discussed later, most regional criminal justice plan-
ning councils have been established pursuant to the
Omnibus Crime Control and Safe Streets Act of 1968
and rely almost totally on federal funds for their finan-
cial support. Where federal support is insufficient, ar-
rangements should be considered for securing supple-
mentary financial or staff support from the participating
communities. To ~overcome problems of insufficient
funding, a number of regional criminal justice planning
councils operate as parts of a general purpose planning
council and, thus, are able to share some planning costs
with other multi-jurisdictional planning programs.

Unrealistic Grouping of Governments. The grouping
of governments on the regional criminal justice plan-
ning council might not be responsive to actual needs.
Proper regional boundaries and representation should
be established to avoid:

® Exclusion of principal agencies, such as district
courts, which affect crime prevention and reduc-
tion programs within the region

® Loss of effective ties with some of the govern-
ments involved because the council encompasses
too large or diverse an area

.

¢ Disharmony among the council members, The
demographic mix might be incompatible, or in-
terests and problems of the participating com-
munities might be dissimilar

* A population base not sufficiently broad to per-
mit effective planning

Lack of Accountability to the People. Regional
criminal justice planning councils must account for
their actions to the people, as well as reflect their
interests and concerns. Greater participation and inter-
est by Jocal officials in the regional planning effort can
provide this accountability and assure that the council,
especially at the -policy-making level, is not overly con-
trolled by the professional staff or a few communities
or agencies.

Inability to Influence Positive Actions., Regions
planning councils are voluntary associations which do
not have the ability to levy taxes, make laws or even
bind their own members to decisions made by the coun-
cils. The planning and coordination efforts of the coun-
cils can on.y be as effective as the member communi-
ties are willing to make them. There are, however, some
steps which can be taken to increase the influence and
effectiveness of regional criminal justice planning coun-
cils. These include:

Appointment of a Criminal Justice Coordinator
within Individual Communities, A number of
communities have appointed criminal justice coor-
dinators to coordinate the planning efforts and
grant requests affecting agencies within their com-
munities, and to serve as bridges between the re-
gional planning councils and the communities.
Such a coordinator not only can help assure that the
regional plan reflects the needs of the community,
but also can help expedite implementation of the
plan,

Approval of Grant Requests. The regional council
should have authority to recommend approval or
disapproval of grant requests for Omnibus Crime
Control and Safe Streets Act of 1968 funds. Re-
view authority over other types of federal grant
requests (pursuant to current federal regulations)
will further strengthen the council’s ability to influ-
ence positive actions.

Participation by Local Officials. Sincere interest
and invclvement in the planning process by local
officials, as well as by the judiciary and elected
prosecutors and sheriffs, is extremely important to
the success of any regional criminal justice plan-
ning council.

ORGANIZATION OF REGIONAL
CRIMINAL JUSTICE
PLANNING COUNCILS

There are over 400 criminal justice planning councils
in the country. Most of them are regional and cover the
principal criminal justice functions of police, prosecu-
tion, courts and corrections. The councils generally
have been established in response to the Omnibus Crime
Control and Safe Streets Act of 1968.

TY" ‘Act requires that before action funds can be
made available to state and local units of government a
state comprehensive law enforcement plan must be pre-
pared, reflecting state and local criminal justice needs as
well as programs for meeting those needs. To facilitate
this annual planning effort, the Act provides for the
formation of state law enforcement planning agencies
(SPAs) and the encouragement of local planning capa-
bilities. Planning funds (on a 90-10 match basis) are
made available to each of the states on the basis of




population. In turn, the states are to make at least 40
percent of the federal planning funds available to local
units of government or combinations thereof. Most of
the SPAs have made the planning funds available to
groupings of local governments, in order not to diffuse
limited planning funds, and to facilitate the administra-
tion of the Safe Streets program.

In some states, such as Virginia and South Carolina,
the SPAs encouraged existing general purpose regional
planning councils, which already exercise planning and
programming responsibilities for other federal-state
local programs, to assume the law enforcement planning
responsibilities for the governmental units within their
regions. In other states, such as Indiana, special-pur-
pose councils for criminal justice planning were estab-
lished. Some SPAs, such as in Montana, received waiv-
ers from local governments, to perform the local plan-
ning at the state level. The Ohio SPA, after two years
of experience with fifteen planning districts, has
scrapped the arrangement and now proposes to make
planning funds available directly to the state’s six larg-
est metropolitan areas, and to establish four regional
offices run by the state to provide planning to communi-
ties outside the large urban centers.

Although there are significant variances among the
states as to activities which the SPAs require of the
regional planning councils, most regional planning
councils are required to:

e Prepare an annual criminal justice plan consist-
ing of an identification of the region’s major
criminal justice needs and problems, a five-year
plan for meeting the priority needs, and an an-
nual action program stating the kinds of projects
which governmental units within the region
want funded. Under the Safe Streets Act, these
regional plans are to provide inputs for the state
comprehensive plans

* Receive grant requests for Safe Streets Act funds
from governmental units and recommend ap-
proval or disapproval of them to the SPAs

¢ Work with the local governmental units in devel-
oping grant requests

* Provide for the evaluation and monitoring of

Safe Streets Act grants within the region

Even though most are controlled locally, many re-
gional criminal justice planning councils, as a practical

matter, primarily serve as administrative and planning
arms of the SPAs in connection with the SPAs’ respon-
sibilities under the Act. Accordingly, many- regional
planning councils’ scopes of activity do not extend be-
yond the planning and programming of Safe Streets Act
funds. The contents and format of their plans are
largely hased on the requirements of the SPAs and the
Law Enforcement Assistance Administration (LEAA),
the federal agency which administers the Act. For this
reason, this guide’s discussion of the steps involved in
developing a criminal justice plan includes a number of
the considerations reflected in the planning guidelines
issued by LEAA and many SPAs.

There has been considerable interest in county or
metropolitan-wide criminal justice coordinating councils
to supplement the activities of regional criminal justice
planning councils. These coordinating ccuncils, such as
the Administraticn of Justice Committee for Cuyahoga
County, Ohio (Cleveland), provide opportunities for
more intensive planning and program development
within concentrated areas. The 1970 amendments to
the Safe Streets Act provide funds for the establishment
of these metropolitan coordinating councils.

Several of the 1970 amendments to the Safe Streets
Act have direct bearing on the organization and opera-
tions of regional criminal justice planning courcils. One
first amendment requires that the governing boards of
regional councils represent the principal types of crimi-
nal justice agencies found within the region, as well as
general elected or appointive officials from all large
governmental units within the region.

Another change calls for a portion of the 40 percent
“pass-through” planning funds to go directly to major
cities and counties. Approximately 172 cities and
counties will qualify as eligible units of government for
these pass-through funds. The amount of planning
funds that each of these eligible counties and cities will
receive, as well as the procedures for coordinating the
planning efforts of individual communities with those of
the region, will vary from state to state.

A third change permits the SPAs in states with less
than one million population to seek waivers for pass-
ing-through to local governments 40 percent of the
planning funds. This change arises because the planning
fund allocations to small states are often so modest that
extensive division of planning funds among local units
will be less efficient than more centralized planning at
the SPA level. '

w

OVERVIEW OF THE
PLANNING PROCESS

The planning process outlined in this guide is in-
tended to provide local officials with a systematic ap-
proach to criminal justice planning. The ultimate goal
of the planning process is to allocate among competing
programs scarce resources (i.e., money, personnel and
materials) to provide the most effective services at the
least cost.

”

Regional criminal justice planning poses problems of
definition and terminology. Two publications, Guide for
Comprehensive  Law  Enforcement Planning and
Action Grants,* and Long Range Planning for the
Criminal Justice System,** issued by LEAA, address
these problems. Planning terminology in this part of the
manual generally conforms to these two publications.
Key definitions and terms are:

The Planning Process. This is the process through
which the council establishes its criminal justice goals
and objectives; defines specific programs necessary to
attain these goals and objectives; analyzes alternative
programs; identifies resources necessary to carry out the
programs; establishes realistic priorities among pro-
grams; and, finally, evaluates whether programs have
accomplished stated goals and objectives.

Goals and Objectives, These terms, used somewhat
interchangeably in the literature, refer to desired levels
of achievement which range from broad and long-range
achievements to the more precise accomplishment of
specific tasks. They can-be categorized as follows:

Objectives. These define the boundaries within
which goals can be established and programs and
projects developed. The overall objective of the
criminal justice process, for example, can be de-
fined: to reduce the total social costs of crime and
the costs associated with its control. Such an over-
all objective can be extremely difficult to measure
on a quantitative basis, except in relation to its
components.

*Guide for Comprehensive Law . Enforcement Planning and
Action Grants, Office of Law Enforcement Programs, Law En-
forcement Assistance Administration, U. S. Department of
Justice, Washington, D. C., January, 1970.

Overall Goals. These are desired levels of achieve-
ment for each major grouping of activities required
to achieve the objectives. For example, an overall
goal might be the prevention of crime. Because
this overall goal is broad and might be nonmeasur-
able in quantitative terms, it is necessary to subdi-
vide it into goals and sub-goals which can be more
directly related to accomplishments.

Goals. These are desired achievement levels estab-
lished for each action program.

Sub-Goals. Sub-goals are desired levels of achieve-
ment for individual projects.

Programs and Projects. Programs are the actions de-
veloped to meet identified goals; while projects aru sub-
programs directed to the attainment of stated sub-goals.
Both programs and projects should be “output-
oriented,” wherever possible (e.g., capable of being de-
fined and evaluated in quantitative terms). For example,
a specific goal would be to reduce the criminal recidi-
vism rate by x percent during y time, at a cost of z.

Criminal justice programs and projects directed to
specific problems are usually developed at the goal and
subgoal level, as it is difficult to establish meaningful
measures of performance on a higher level.

The planning process is, or should be, dynamic; not
static. Goals and objectives should be reevaluated and
reestablished where changing conditions or experience
warrant. The. planning process is—or should become—
a systematic one through which a council can:

* Analyze and evaluate the major criminal justice
problems in its geographical area

* Establish meaningful objectives and goals fof
coping with these problems

* Deétermine the potential programs which can be
developed to attain these objectives and goals

* Identify the resources required to develop and
carry out these programs

**Long Range Planning for the Criminal Justice System, Law
Enforcement Assistance Administration, U. S. Department of
Justice, Washington, D. C., by Booz, Allen Applied Research,
Inc., September, 1970. ‘
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® Analyze and evaluate alternative programs in re-
lation to the costs versus the benefits to be
achieved on a multi-year basis '

o Establish the specific programs and projects to
be included in the overall criminal justice plan

e Establish priorities in and among programs and
projects

® Prepare a comprehensive criminal justice plan,
setting forth objectives and goals and recom-
mended programs, priorities and costs

Indiw'dual agency reports can be an irﬁﬁoftdnt source of
data. ‘

¢ Develop procedures for monitoring and evaluat-
ing program or. project progress and accom-
plishment

¢ Implement the criminal justice plan

¢ Update the pilan periodically to reflect accom-
plishments as well as changing conlitions which
dictate changes to the plan

These steps in the planning process need not follow
sequentially as outlined above, because it might be nec-
essary to perform certain steps simultaneously or in a
different order.

Criminal justice planning can be viewed from a stra-
tegic and a tactical viewpoint. In the strategic phase, the
council is concerned primarily with planning, problem
identification, establishment of objectives and goals, and
identification of programs required to meet these objec-~
tives and goals.

The tactical phase is more action-oriented and di-
rected toward the actual accomplishment and evalua-
tion of the programs and projects included in the plan.
Information and experience gained during implementa-
tion of the plan (the tactical phase) should be fed back
into the basic planning process (strategic phase).

The next section sets forth the major steps involved
in developing a criminal justice plan.

DEVELOPING A CRIMINAL
JUSTICE PLAN

This section of the guide organizes important consid-
erations in the planning process into the following topi-
cal areas:

¢ Defining major criminal justice problems

¢ Establishing goals

Identifying and evaluating programs/ projects

Establishing priorities

Establishing implementation requirements
2 Documenting the plan
¢ Evaluating and monitoring the plan

¢ .Updating the plan

Defining Major Criminal Justice Problems

Defining major problems and establishing initial
objectives and goals will largely be concurrent proc-
esses. To define major problems, it will be necessary to:

¢ Collect data about crime and the operations of
criminal justice agencies in the region.

* Analyze these data to determine the seriousness
and magnitude of the major problems, and to
identify current programs as well as the re-
sources required to eliminate, or control these
problems.

Data Collection

Collecting reliable and complete data is an important
activity in defining major criminal justice problenis.
This is one of the most difficult tasks in criminal justice
planning, especially at the regional level. Three factors
account for this difficulty—factors which local officials
should recognize in evaluating regional criminal justice
plans: '

Reliability of Statistics, Serious voids exist in infor-
mation and statistics about ‘the nature, extent, causes,
and effects of crime as well as in informution about the
operations and workloads of criminal justice agencies.
Compounding these are the lack of comparability
among agencies’ statistics because of non-standardized
terminology, differing conditions of data collections,
and varied reasons for data collection. Thus, there often
will be a need early in the planning cycle to develop
data systems to provide the information needed in sub-
sequent planning efforts.

Changes Occurring in the Criminal Justice Process.
Over-reliance on historical data to plan for anticipated
future criminal justice needs can be misleading and
dangerous because of constant changes in procedures
and policies of criminal justice agencies. For example,
increased police efficiency can substantially increase the
caseload of courts and prosecution. Increased reliance by
the courts on alternatives to incarceration can, for ex-
ample, affect projections of the demand for correctional
facilities. ! o

Problems in Gaining Access to Data. Many agencies
are reluctant to provide information and statistics, or
are unwilling to tdake time from normal activities to
supply data for a planning project which they might
view as having little relevance to their operations. Local
officials can help by encouraging individual agencies to
supply needed data, and by assuring that only necessary
data are compiled to minimize disruptions of the agen-
cies involved.

It is important that the council determine the types of
data it needs for planning, analysis, and evaluation, and
identify the primary data sources. Once the council has
considered these factors, it can determine the most
practical methods for collecting data.

Determine Data Needs, Data collection can be very
time-consuming and expensive if excess or incorrect
data are collected. It is important that the council ques-
tion the use and value of data proposed for collection
before desigring data collection procedures and ques-
tionnaires and committing resources to this activity.

Wherever possible, data and information should be
obtained or compiled in a planning framework consist-
ent with the identified major problem areas and should
focus on such considerations as:

* The amount, types, causes and changes in the
various classifications of crime

¢ How the crime rate compares with other neigh-
boring areas, the state, and the nation

e How the various federal, state, county and city
agencies are currently providing criminal justice
services within the region '

¢ The major administrative organizational, finan-
cial, personnel, and information resources and
needs of these criminal justice agencies

Identify Primary Data Sources. Before attempting
data collection, the council should identify the sources
which will most readily meet its data.requirements.
Some sources are: ' '

Uniform Crime Reports. These are published an-
nually by the FBI and give information by geo-
graphical area on the amount and type of reported
offenses, number of police, and certain national and
regional statistics on arrest rates, characteristics of
offenders, and ‘dispositions of cases.
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Governmental Agency Reports and Statistics. The
annual reports of state and local criminal- justice
agencies give information about the agencies’ opera-
tions and workloads. In using these sources consid-
eration must be given to how much restructuring of
an individual agency’s data will be required to
provide information that will be compatible and use-
ful for planning purposes. In some instances it will
be necessary for the council staff to visit the major
agencies to discuss with them how information needs
relate to major problems, and to interpret their
reports and statistics.

Data Compiled by Private Organizations. A number
of resources might be available which can provide
pertinent information -about the causes of crime,
effectiveness of -anti-crime programs, and community
views including those of chambers of commerce,
bar associations, churches, groups working with
inner-city and minority group issues and the like.

Periodicals and Published Studies. While these
sources of information might not provide specific
data about the needs of a particular geographical
area, they can be valuable for drawing on the experi-
ence of others in assessing the seriousness of par-
‘ticular problems, developing goals and supporting
programs, -and identifying data needs. The reports
of the various presidential -.commissions on crime,
disorder and violence are excellent compendia of
information on crime and its control. The National
Council on Crime and Delinquency maintains a
large library relating to crime. State law enforcement
plans contain statistics and analyses valuable to re-
gional planning efforts. '

Informed-Opinions, The opinions of criminal justice
professionals, and of citizens involved with one or
more aspects of the criminal justice process, are im-
portant sources of background information. These
opinions can be élicited through public hearings and
the. formation of advisory groups.

Data Analysis

Proper analysis of data is a critical step in helping
to define and pinpoint the region’s major criminal jus-
tice problems. This analysis should focus on the magni-
tude and seriousness of the major problems, and define
the need for specific programs to overcome them.

Proper analysis helps determine which problems
should be accorded priority in developing programs and
projects responsive to the particular goals involved.
Further, it is necessary to establish which problems can
be viewed on a quantitative basis. For example, if drug
abuse among teen-agers.is identified as a major prob-
lem, it is important to know how many teen-agers are
using drugs; the type of use (experimental or habitual);
whether use is widespread or concentrated in a few
geographical areas; and roadblocks to effective enforce-
ment, education, and rehabilitation which exist in pres-
sent legislation, policies and programs,

In making this analysis, it should be recognized that
the seriousness and magnitude of certain crime prob-
lems can vary significantly within the region. This is
particularly true where the region contains distinct in-
percity, suburban, and rural areas.

Establishing Goals

Initial Goals

Concurrently with identifying major problem areas
and analyzing pertinent information concerning these
problems, the council should develop an initial state-
ment of goals. This statement should be based on a
preliminary determination of what action must be taken
to cope with the region’s known major crime problems,
With an initial framework of assumed goals, the alter-
native programs which might be reeded to attain these
goals can be discussed and evaluated.

It is important that initial goals, where possible, be in
quantitative terms. They also should be in terms of
functions to be performed rather than in terms of the
agencies required to perform the functions. Such an
approach helps to avoid reinforcing the current segrega-
tion of criminal justice agencies. This approach also
helps the council establish priorities among programs
on the basis of regional needs rather than on the bar-
gaining power of the governmental jurisdictions.

A well structured initial statement of goals will pro-
vide:

¢ A framework necessary for placing the planning
process in an understandable perspective

® “Benchmarks” against which to judge the effec-
tiveness of the criminal justice system thus facili-
tating problem and program definition
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e Assurances that all significant criminal justice
problems are considered in the planning process

e A means for evaluating specific programs and
projects

Regional planning provides an opportunity for develop-
ing intercommunity projects such as regional crime labs.

Refining Goals

After major criminal justice problems have been
identified and analyzed, the initial statement of goals
should be expanded and more precisely defined in rela-
tion to the problems.

A summary of the goals adopted from a typical plan-
ning structure is shown in Appendix A. For purposes of
illustration, the goals in Appendix A which relate to
reducing the felony rate are shown below:

OVERALL GOAL I: REDUCE THE FELONY
RATE BY 25 PERCENT IN FIVE YEARS.

GOAL I-1: Reduce juvenile felonies by 25 per-
cent in five years.

GOAL I-2; Reduce the incidence of narcotics and
dangerous drug addiction in juveniles to 10 per-
cent of the juvenile population between the ages of
15 and 18 years within five years.

GOAL 1-3: Reduce the recidivism rate of crimi-
nal offenders by 25 percent within five years.

GOAL I-4: Establish direct crime prevention pro-
grams in the region within two years.

GOAL I-5: Reduce the social causes of crime.

To place these goals in a useful perspective realistic
sub-goals need to be established. For example, the goal
and sub-goals for reducing the incidence of narcotics
and dangerous drug addiction in juveniles (see GOAL
I-2 above) is shown below:

GOAL: Reduce the incidence of narcotics and
dangerous drug addiction in juveniles to 10 per-
cent of the juvenile population between the ages of
15 and 18 years in five years.

SUB-GOALS:

e Increase arrests of purveyors by 30 percent
within five years, through the formulation of a
metro narcotics squad.

e Establish four drug rehabilitation centers to han-
dle 400 cases annuglly within three years. }

¢ Provide 30 hours of training within five years to
350 teachers in identifying and counseling po-
tential and actual narcotics and drug users.

Identifying and Evaluating Programs/Projects

Concurrently with establishing goals, the regional
criminal justice council should consider all the alterna-
tive means available to achieve the desired goals. This
will require the identification and analysis of a broad
range of solutions to each problem, many of wh.ich
could require interaction among numerous agencies,
substantial resources and a number of years to resolve.

The following hypothetical case study, which relates
to Appendix A, describes this concurrent process by
which-goals are established and programs and projects
are identified.

The regional planning council, in this hypothetical
case study, became aware early in its planning efforts
that a teen-age drug problem existed in the “Central
City” area. Informed estimates were that 35 percent of
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the teen-agers between ages 15 and 18 years are users
or are addicted to narcatics or dangerous drugs.

Following an analysis of the problem, it was deter-
mined that to reduce the addiction level will require
coordinated programs of: (1) increased enforcement
against purveyors; (2) rehabilitation of the addicted;
and (3) training of teachers in the identification of
drugs and narcotics and counseling of students in these
matters,

Currently, the enforcement efforts are fragmented
among municipal, courty and state police agencies with
inadequate support from the state crime laboratory.
There is one drop-in rehabilitation center that can han-
dle a caseload of about 50 youths. The center has an
M.D. associated with it on a part-time basis and two
former addicts who provide counseling. The faculty at
the four high schools serving the Central City area have
not received formal training in drugs and narcotics, but
are nevertheless called upon to identify and counsel
actual and potential users.

The following gives the goals, sub-goals, and re-
sources required to reduce the addiction level of teen-
agers between the ages of 15 and 18 years in Central
City:

GOAL: Reduce the incidence of narcotics and
dangerous drug addiction in juveniles to 10 per-
cent of the juvenile population between the ages of
15 and 18 years within five years.

SUB-GOAL: Increase arrests of purveyors by 30
percent in five years through the formation of a
metro narcotics squad.

Resources Required: 12 policemen, two prosecu-
tors, one forensic scientist, seven unmarked cars,
equipment for rapid drug identification.

Agencies Involved: three city police departments,
county prosecutor and state crime laboratory.

Estimated Cost: $175,000 first year.

SUB-GOAL: Establish four drug rehabilitation
centers to handle 400 cases annually within three
years.

Resources Required: For two centers to be oper-
ated in the first year: two full-time M.D.’s, four
- counselors, four psychologists, four office helpers,
clinic facilities, equipment, drugs, etc. In the second
years two additional centers will be established -
requiring the same amount of resources.

Agencies Involved: County prosecutor, city hospi-
tals. : :

Estimated Costs: $120,000 first year.

SUB-GOAL : Provide 30 hours of training to 350
teachers within five years in identifying and coun-
seling potential and actual narcotics and drug
users.

Resources Required: Two part-time instructors,
guest lecturers, space, training aids, curriculum,
etc.

Agencies Involved: Board of Education, Police,
County Medical Association, Federal Bureau of
Narcotics

Estimated Costs: $120,000 first year.

Analysis of criminal justice problems should consider
the type of crime by areas within the region. Crime lo-
cation maps are useful for this purpose.

Implementing these three projects will require almost
three million dollars over a five year period. If adequate

funding cannot be provided for the level of services

necessary to attain the desired goal of reducing the
juvenile addiction rate from 35 percent to 10 percent
within five years, it will be necessary to consider alter-
natives to the above projects through which maximum
results can be obtained within thu resources available.
This might result in elimination of one project based on
comparative priorities, full funding of the other two, or
even a whole new approach to the problem.

It is important that the council attempt to establish
for-each identified problem area and defined goal:

The practical, not theoretical, alternatives availa-
ble to cope with the problem

The actual costs which will be involved

¢ The sources of funding and assistance which
might be available to help solve the problem

Where responsibility will be assigned for the
program

The probability of securing necessary coopera-
tion from the agencies involved

Establishing Priorities

1t is important for the council to establish early in the
planning process general priorities among competing
programs and projects, so that time and effort is not
spent developing projects that will not be funded.

However, final priorities can only be established after
the planning process is well along and it is possible to
evaluate all proposed major programs/projects on a
compatible basis. This evaluation should result in chal-
lenging specific goals, eliminating unfeasible or low-
priority projects, introducing and discussing new or alter-
native solutions to problems, or developing alternatives
in thé event high-priority projects cannot be. imple-
mented. \

This is not a process which should be delegated to
the council's staff. Council members should actively
participate in evaluating and in setting priorities, and
should rely on the staff to provide necessary informa-
tion, guidance, and assistance.

In making these evaluations, the council should be
able to quantify its conclusions, wherever possible. In
theory, high priority programs/projects will be those
which offer the greatest opportunities for reducing the
total social costs of crime. Some of these programs/
projects can be equated and ranked in relation to their
comparative impact on the costs of crime prevention
and control per dollar of program/project funds ex-
pended. However, criteria other than costs, or the abil-
ity to finance projects, must also be considered in estab-
lishing priorities. It should be determined whether the
proposed program or project will:

* Provide an opportunity to obtain rapid results

¢ Result in the development of new knowledge,
techniques, and procedures important to other

agencies, e.g., a “‘model” case monitoring sys-
tem, which can be adopted by the various trial
courts in the region

¢ Result in improved inter-governmental and in-
ter-agency cooperation and relations

¢ Improve criminal justice-community relations

o Improve community involvement and under-
standing, help resolve existing problems in gov-
ernmentai/community relations, or improve re-
lationships with interested or affected commun-
ity groups

e Have minimal chance of failure

¢ Be capable of implementation with relative ease
and without substantial organizational or per-
sonnel changes in the agencies involved

¢ Utilize and rely on accepted criminological
theory and techniques, or involve research and
experimentation

e Be capable of implementation and evaluation on
& “pilot test” basis, or in parallel with present
programs, to facilitate determination of which

~ program offers the best means for meeting de-
sired goals

* Be considered a high-priority program or project
in relation to community or state-wide priorities

The council should be aware that setting priorities
among programs and projects is largely a subjective
process, even where accurate information on costs
versus the benefits to be attained per program dollar
expended is available.

Conllicts might exist among evaluation criteria. At-
taining one goal might create another problem. For
example, innovative programs, while offering opportuni-
ties for important break-throughs in criminal justice
technology or procedures, run the risk of not being
successfully implemented. The council should consider
developing some kind of evaluation process to weigh
the relative importance of these evaluation criteria.

One method for assigning priorities to programs and
projects is the Rand Delphi technique. Variations of
this technique have been used by such organizations as
the Minnesota Governor’s Commission on Crime and
Delinquency. This technique involves the council’s pro-
viding to a panel from its supervisory board and advi-
sory groups a list of possible programs and projects.
Background information and the extent of each of the
problems. is explained to the panel, each member- of
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which is then given a hypothetical amount of money to
allocate among the programs and projects. The alloca-
tions are next tabulated and reported to each panel
member. Those whose proposed allocations for particu-
lar programs or projects are the largest and the small-
est, respectively, are asked te explain and justify their
allocations. A second allocation is then made and the
projects are again ranked. Through this process, a set of
priorities is developed. In allocating funds, the panel
members presumably weigh such factors as costs, risks,
benefits, feasibility, and political and community fac-
tors.

The courts are an important part of the criminal justice
system and should be reflected in the planning process.

Establishing Implementation Requirements

The plan must contain a specific course of action for
implementing all recommended programs and projects.
It also should spell out in sufficient detail all the steps
necessary to attain desired goals, from the initial fund-
ing of the program or project through evaluating actual
accomplishments compared to stated goals.

It is not practical in many instances for the council to
explore the feasibility of a program or project until an
implementation plan has been developed that shows:

o Specific tasks to be accomplished and the time
necessary to do so

e How these tasks will be managed and monitored

e Manpower, facility, equipment, and other related
resource needs for each task for the life of the
program or project

e Where these resources will be obtained

o Financial requirements and funding sources for
each program task. Sources of matching funds
for Safe Streets Act grants are an important
consideration, because beginning with FY 1973
a portion of the match has to be in cash

* Extent of participation and respective responsi-
bilities of the governmental agencies involved in
each task

e Required legislation, and policy changes to im-
plement the program or project

» Relationships with other governmental pro-
grams. These include federal programs such as
Model Cities, the Juvenile Delinquency Preven-
tion and Control Act of 1968, the Highway
Safety Act of 1966, educational programs, OEO
programs, the Manpower Development and
Training Act, and health, educational and wel-
fare programs of the state, countles, and cities
involved

e Methods for achieving public, governmental and
neighborhood cooperation and acceptance

Documenting The Plan

Information developed in the preceding planning
steps should be incorporated into the region’s criminal
justice plan. This should be a written plan, containing
all information necessary to meet state and federal plan-
ning requirements, and be responsive to the planning
and information needs of the local governments con-
cerned. A plan customarily will contain but not neces-
sarily be limited to:

e Description of present criminal justice services,
resources, programs and systems in the region

¢ Discussion and identification of major criminal
justice problems

o Definitions of criminal justice goals for the re-
. gion '

» Identification of the major programs/projects re-
quired to meet the goals

¢ Multi-year plan

¢ Annual action plan

The multi-year and the annual action sections are the
key parts of the written plan, because they contain the
long-term and short-term program/project proposals.
These sections are briefly discussed below.

Multi-Year Plan

LEAA requires the SPA’s to develop multi-year
plans. Many SPA’s also require regional councils to
submit a five-year plan which contains:

¢ Program goals

e Projects and timing necessary to achieve pro-
gram goals

e Amounts and timing of projected expenditures

® Major milestones for comparing actual with pro-
jected results

An example of a multi-year plan to reduce teen-age
drug addiction is shown in Appendix B. This example
involves only one program goal while, in actual prac-
tice, a region’s multi-year plan will contain a substantial
number of programs and projects.

The multi-year plan provides a five-year overview of
criminal justice problems and needs and how the re-
gional council suggests meeting them. As such, the
multi-year plan is intended to provide a workable plan-
ning framework within which annual action plans can
be developed.

Annual Action Plan

The annual action plan should include:

» A statement of the specifics goals to be accom-
plished in relation to each identified program/
project. These should relate to the multi-year
plan and be expressed in quantitative terms, if
possible

A description of both the problem and the pro-
gram/project proposed for solving the problem

¢ Principal tasks involved in accomplishing each
program/project

® Personnel, facilities, equipment, and other re-
sources required for each program/project

e Amount, type, and sources of the funding for
each program/project. If Safe Streets Act funds
are to bé used, there should be some indication
about when the local government will assume
the total project costs

¢ Organizational and administrative plans for the
prograra/project

¢ Milestones or measures of accomplishment pro-
posed for each program/project

Appendix C shows the annual action plan for a spe-
cific project, teacher training in narcotics and danger-
ous drugs. This is one of the three projects proposed
for combating and controlling juvenile narcotics addic-
tion and use discussed in a preceding section. The
muiti-year plan, which includes this program, is shown
in Appendix B.

Board and Agency Approval and Acceptance

The council should present a final written draft of the
proposed comprehensive criminal justice plan to its
governing board for approval. As previously discussed,
close involvement of the governing board at critical
checkpoints in the planning process, such as establish-

ing goals and determining program/project priorities

will facilitate approval of the plan.

Although the governing board might readily approve
the proposed plan, securing the willingness of individual

governmental agencies to implement the programs/pro-

jects in the plan might be more difficult. A number of
regional and state plans have encountered serious prob-
lems in this respect. It is important that the council
identify and be prepared to cope with such potential
problems. ’

The principal difficulty in implementing many state
and regional plans has been the lack of involvement of-
key local officials—mayors, councilmen, and county
commissioners—in the planning process. A number of




state and regional councils have discovered to their dis-
may that programs/projects calling for using Safe
Streets Act funds could not be implemented because
local matching fuads could not be secured. Gteater
participation by local officials in the planning process
could have better alerted and motivated local govern-
ments to provide the financial participation required to
implement the plans. In this regard, a 1970 survey by
one SPA indicated that many county commissioners
and municipal mayors and councilmen within the state
were unaware of the funding provisions of the Safe
Streets Act. An even greater number of local govern-
ments had not budgeted funds to match Safe Streets Act
funds.

TEN OBSTACLES TO EFFECTIVE
CRIMINAL JUSTICE PLANNING

(1) Disinterest in the planning process by elected
officials and affected agencies

(2) Inability to accommodate diverse views and
changing circumstances

(3) Neglecting inter-agency and inter-community
coordination

. (4) Failure to communicate to the pubiic the
need for, and accomplishments of, the re-
gional planning effort

(5) Programs too narrow in scope, too short in
duration or too broad and futuristic

(6) Vagueness about plans, costs, and financing
for proposed programs

(7) Ignoring alternative ways to solve a problem

(8) Belief that, once plans are prepared, imple-
mentation will follow

® Failure to feed back project progress data
(10) Assumption thai planning is a one-time effort

A second difficulty involves the relationship of the
regional plan to the state plan. To qualify for Safe
Streets Act funds, programs and projects (except dis-
cretionary grants made directly by LEAA) should be
reflected in the state plan. If a region cannot assure that
its major programs and projects, and related financial
needs, are incorporated in the state plan, it might be

difficult, if not impossible, to satisfactorily implement
the regional plan. Therefore, a council developing its
plan should be very sensitive to the kinds of programs
and projects given high priorities by the SPA’s, and to
the level of funding which agencies within the region
might reasonably expect.

Failure to acquaint individual agencies with the con-
tent of the plan and the programs/projects available for
funding also has been a problem. This problem can be
partly overcome by widely distributing the plan, by
directly involving the agencies in the planning process,
by conducting appropriate public hearings, by establish-
ing advisory committees, and by the council staff peri-
odicalty visiting the various agencies in the region.

Another difficulty which must be recognized is the
belief held by some agencies that the plans do not
provide funding for their needs. Whether or not this
allegation is valid, it is important that the council make
every effort to understand and translate into action pro-
grams all major needs and problems of the region’s
agencies. Experience with regional planning under the
Safe Streets Act has shown that agencies are more eager
to participate in the planning process and to undertake
more innovative and broad-sweeping programs when
they can see direct and immediate benefits to them
(e.g., federal funds, resolution of a pressing problem,
identifiable services, etc.).

Public Acceptance

Lack of participation in the planning process by the
public, as well as by business and professional groups,
might be a deserved criticism. While these groups might
not bring to plan development the same technical
knowledge as professionals in criminal - justice, they
often can accurately reflect community needs and help
gain acceptance for needed programs and projects. This
was overwhelmingly demonstrated in one large com-
munity with passage, by a large majority, of a $62.5
million bond issue to finance a criminal justice center,
while voters rejected less ambitious and smaller levy
requests .on the same ballot. In addition. to efforts to
obtain direct public participation in the planning proc-
ess, the council should attempt to disseminate sum-
maries of the plan’s important features.

State Review

A number of SPA’s require thatvcopies of the re-
gional plan be sent to them for evaluation and for

incorporation into the state plan. It is suggested that
each council approach plan development on the as-
sumption that the regional plan is, or will be, a key
element in the state-wide plan, even though the particu-
lar SPA might not impose such requirements.

On this basis, following the procedures outlined in
this guide, the regional council can be better assured
that its plan will be corfipatible with SPA goals and
objectives, and will meet LEAA requirements. This is
particularly important where the regional council has
initial review authority over grant requests from local
governments for Safe Streets Acts funds.

Evaluating And Monitoring The Plan

Evaluating

Evaluation of the plan’s program/projects is an im-
portant but difficult step in the planning process. Evalu-
ation can be considered in two frames of reference.

Overall Evaluation of the Plan, The first and most
difficult type of valuation is to measure the overall
effectiveness of the plan’s program/projects in meeting
long range and broad objectives such as reducing the
total’social costs of crime and the costs associated with
its conirol. The many and complex variables involved
in such an effort makes it extremely difficult to do this
type of evaluation on a quantitative basis. However,
there should be some effort to relate the impact of spe-
cific program/projects on the overall criminal justice
system. It has been suggested* that criminal justice
programs/projects can be evaluated in terms of the de-
gree to which they reduce the total social costs of crime
and the costs associated with its control. These costs
have two components: the costs of criminal activities,
and the costs of combating these activities. The exam-
ples of the costs of criminal activities are:

® Victimization

¢ Fear of victimization

Corruption of social instituions

Welfare for offenders and families

Invasion of privacy

e Penalties imposed through erroneous decisions
of the criminal justice process

¢ Alienation from social norms by enforcement of
unaccepted laws

Examples of the costs involved in combating crime are:

e Costs to individuals for protecting themselves
against crime

® Costs of operation of the criminal justice system

While many of these costs are difficult to measure,
they collectively provide a means through which a
procedure can be developed to evaluate the entire
criminal justice system in the region.

Determining the amount and sources of funding for
projects is an important part of developing a criminal
justice plan.

Evaluation of Specific Programs/Projects. Evalua-
tion of specific programs/projects included in the
action plan is a less difficult matter, at least with respect
to those for which specific measures of accomplish-
ment can be created. This type of evaluation has
two dimensions.

* See “Outline of Future Research and Development Program in Criminal Justice,” by Alfred Blumstein, delivered at a joint
. Council of State Governments and LEAA Conference in July, 1968.




Accomplishments. Has the program/project ac-
tually accomplished the specific goal for which it
was funded? For example, did the juvenile drug
control program actually reduce the number of
juvenile users by the desired amount during the
time period allowed?

Resources Applied. Were the necessary resources
actually made available for the program/project
and were the tasks set forth in the work plan ac-
complished? Were, for example, the enforcement
activities actually augmented by 12 policemen?

Both of these are program performance criteria, but
of a widely divergent nature. In the first instance, the
actual performance of the program was measured
against stated goals, while, in the second case, all that
was measured was whether planned resources were
expended in accordance with the plan, not whether
the program was actually successful in reducing
juvenile drug addiction.

A council will encounter many programs/projects
which cannot readily or economically be evaluated in
terms of actual accomplishments related to goals. For
example, will doubling police manpower on beats
and in patrol cars have a corollary effect on the
incidence of crime?

In such instances, criteria which measure the re-
sources applied or level of services provided should
be used, Any measure of performance is far prefera-
ble to no quantitative analysis at all. It might be
necessary to also draw on informed opinions of inde~
pendent criminal justice professionals in making eval-
uations. :

Monitoring

As a corollary to the evaluation of program/project
accomplishments, the council should make sure that
procedures are developed to monitor the programs/
projects during that period before any assessments of
results can be made. These procedures should focus
on such questions as:

e Has a work plan actually been developed and
used?

e Are projects meeting work schedules and
milestones set forth in the annual action
plan?

» Are accurate cost records being maintained?
Do the actual project costs incurred agree
with the projected costs for the program task
and time period?

o Have unanticipated problems arisen, particu-
uarly in relation to community or intergovern-
mental relations?

® Does the progress to date indicate that the
project will meet completion deadlines?

® Are changes in the technical approach or
scope of the project indicated, even though
the project is on schedule?

. e g s ey

Meetings with local goverment officials by the planning
staff facilitates acceptance and implementation of the
regional criminal justice plan.

This monitoring should be on-going and permit a
council to determine whether the particular program/
project should be rescheduled, allocated more re-
sources, reoriented, cut back, restructured or termi-
nated,

While a council is not normally responsible for con-
ducting programs/projects, it generally has an obliga-
tion, especially where it is the official regional planning
group for Safe Streets Act funds, to assure that the
programs/projects funded pursuant to the plan are

"

effectively managed. The council should, therefore, as-
sure that the governmental units conducting the pro-
grams/projecis are effectively managing the undertak-
ings, and that procedures and staff exist within the
council to monitor the progress of programs/projects.

Updating The Plan

Annual updating of the plan is a vital step in the
planning process, as well as one required by some
SPA’s. Planning is, or should be, a dynamic, not a static
process, and plans must be kept up-to-date or they will
not be responsive to the actual needs of the region.

While updating of the plan should not require the
same amount of resources as were required to prepare
the initial plan, the on-going planning efforts should be
of sufficient magnitude to:

o Identify deficiencies in the initial plan and un-
dertake the fact-finding and analysis necessary
to properly define goals and establish programs

¢ Evaluate programs which have potentials which
were not considered or included in the initial
plan

*

¢ Redefine goals and objectives as required to
meet changing needs, or to enable more respon-
sive programs to be developed considering such
factors as:

—Legislative changes

~—Ayailability of new technology

—Social, demographic, and neighborhood
changes

—Experience with related programs

From these on-going analyses and evaluations, the
council should prepare an up-dated action program for
the forthcoming years and revise and update the five-
year forecast.

SUMMARY

Reduction of crime in the nations’ cities and counties
will require major operational and organizational im-

provements and changes, many of which will involve
large sums of money. However, the mere infusion of
vast amounts of federal and local funds will not guaran-
tee that the crime rate will be reduced. For these ex-
penditures to be effective, they must be the product of
well developed plans that address such complex ques-
tions as:

® What are the region’s principal crime problems
and causes?

® Why have the. established agencies beer unsuc-
cessful in curbing the crime rate?

e What organizational and operational changes
and improvements are required to strengthen
the effectiveness of the criminal justice agencies
in coping with the major crime problems?

* How much will these changes cost?

* How will these changes be financed and what
agencies will implement them?

Many of these questions cannot be answered and,
more importantly, their solutions camnot be imple-
mented effectively by a single agency or a single com-
munity acting alone. The inter-community and inter-
agency implications of crime mean that a multi-jurisdic-
tional approach must be taken to analyzing crime pre-
vention and control problems and to planning an effec-
tive response to these problems. For these reasons, a
dynamic regional criminal justice planning process
should be established so that counties and cities can
begin to make inroads into the crime rate and improve
the quality of the administration of justice.

The regional criminal justice planning process should
not be the sole purview of criminal justice professionals.
Policy making officials of general purpose governments
(e.g., mayors, councilmen, and county commissioners
as well as city and county managers) should understand
the mechanics of criminal justice planning and should
also be involved in this process. This involvement and
understanding is necessary to assure that the proposals
of the regional councils reflect individual community
values, needs and problems and, conversely, to assure a
bridge between planning at the regional level and imple-
mentation at the community level. This guide has been
developed to improve the appreciation and understand-
ing of the planning process and the considerations
which must enter into developing an effective regional
criminal justice plan.



APPENDIX A

CRIMINAL JUSTICE OBJECTIVES,
GOALS AND SUB-GOALS
FOR A TYPICAL REGION

This appendix gives a unified set of objectives, goals
and sub-goals for meeting the major criminal justice
problems in a typical region. The appendix shows how
long range desired accomplishments (objectives and
goals) can relate to each other and to desired achieve-
ments of a more short range and specific nature. While
the goals in this appendix might not be applicable to a
number of regions, the format is one that regional
criminal justice planning councils might consider in
preparing their statement of objectives, goals and sub-

‘goals,

OBJECTIVE:

OVERALL GOAL I:
GOAL I—]:

SUB-GOALS:
I—1 (a):

I—1 (b):

I—1 (c):

I—1(d):

" GOALI-2:

Reduce the total sncial costs
associated with crime and its
control

Reduce the felony rate by 25
percent within five years

Reduce juvenile felonies by 25
percent in five years v

Establish four youth service
bureaus to serve 3,000 youths
within three years

Establish juvenile sections in
the five largest police depart-~
ments within three years

Establish five juvenile recre-
ational centers to serve 3,000
. juveniles within four years

Conduct criminal justice/youth
involvement campaigns di-
rected at 15,000 youths

Reduce the incidence of nar-
~cotic and dangerous drug ad-
diction in juveniles to 10 per-
cent of the juvenile population

SUB-GOALS:
1—2(a):

I—2 (b):

I—2 (c):

GOAL I--3:

SUB-GOALS:
1—3 (a):

I—3 (b):

I—3 (c):

I—3 (d):

I—3 (e):

—3 (f):

I—3 (g):

between the ages of 15 and 18
within five years

Increase arrests of purveyors
by 30 percent within five years,
through the formation of a
metro narcotics squad

Establish four drug rehabilita-
tion ‘centers to handle 400
cases annually within three
years

Provide 30 hours of training
within five years to 350 teach-
ers in identifying and counsel-
ing potential and actual nar-
cotics and drug users

Reduce the recidivism rate of
criminal offenders by 25 per-
cent within five years

Increase the number of pro-
bation officers 50 percent with-
in five years

Add five psychiatrists to serve
the region’s courts and correc-
tional facilities within two
years

Develop standards and proce-
dures, within two years, to in-
sure fairness to offenders in
decisions affecting them

Develop, within = five years,
work release and job place-
ment programs to accommo-

~date- 500 offenders annually

Complete study of alternatives
to incarceration within one
year

Construct a regional juvenile
detention center within five
years and develop five shelter
care centers within three years

Provide 80 hours of in-service
training annually to all custo-
dial and probation workers
within five years

i e g

I—3 (h):

GOAL I—4:

SUB-GOALS:
I—4 (a):

I—4 (c):

I—4 (d): "

GOAL I—5:

OVERALL GOAL 11
GOAL I1—1:

SUB-GOALS:
II—1 (a):

II—1 (b):

II—1 (¢):

GOAL 11--2:

Establish four alcoholic cen-
ters within three years

Establish direct crime preven-
tion programs in the region
within two years

Establish crime prevention bu-
reaus in the five largest police
departments within three years

Enact stronger ordinances in
all communities for record
keeping and sale of drugs and
narcotics, gun control, and
anti-auto theft control within
three years

Conduct within .the first year
intensive media campaigns
about lighting, “locking your
car” -

Increase preventative patrol 30
percent in the five largest cities
within four years

Reduce the social causes of

crime (non-quantifiable)

Increase the clearance and con-
viction rate of felonies by 25
percent in five years

Reduce the response time to
crime reports by 50 percent
within five years

Improve command and control
systems in five largest police
departments within two years

Have a region-wide police
radio network operational
within four years

Install a 911 system within
the region within five years

Increase the clearance rate of
Part I crimes by 25 percent
within five years

SUB-GOALS:
iT—2 (a):

II—2 (b):

T—2 (c):

II—2 (d):

TI—2 (&)

Add 15 investigators to the
Sheriff’s department within
three years to assist smaller
departments

Establish a forensic science lab
to serve the region with three
years

Fund studies in five depart-
ments within three years to
analyze crime patterns and de-
velop means for effective as-
signment of patrol resources

Create a region-wide organ-
ized crime intelligence unit
within five years

Improve police records keep-
ing procedures in all region de-

. Partments within three years

T2 (£):

GOAL I1—3:

SUB-GOALS:
II—3 (a):

II—3 (b):

GOAL II—4:

SUB-GOALS:
I—4 (a):

TI—4 (b):

OVERALL GOAL III:

Explore pooling of police ac-
tivities
Reduce the amount of unre-
ported and erroneously re-
ported crime (non-quantifi-
able)

Standardize terminology in all
police  departments  within
three years

Conduct within first year re-
gion-wide campaigns to over-
come citizen reticence to re-
port crime

Increase the conviction rate by
25 percent

Add five additional prosecutors
within four years

Provide 80 hours of in-service
training annually to prosecu-
tive employees within five
years

Improve the management of

the criminal justice system in

the region
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Recruit 100 minority group
officers in the three largest

2 (b):

I

Reduce the case processing
time for all felonies to five

elapsed months from arrest to

.
.

GOAL I1I—1

cities

Establish neighborhood law

offices in 10 ghetto areas with-

in three years

2 (c)

101

sentencing while assuring due
process of law and fairness

.

SUB-GOALS

i
{

v
.

—~ mn
) |
Ty
N =
1 3
= Qo
(]
[ | S
- &
= P F =
CgW [
Sns Y s
2B © 5
5o 3 Q o
u..lo R
O‘IC
o g » O
OVJ S o
=B g en E
WCO T
) 3
OStnhw EE N
rnﬁm W .-
oy Smm CL;M
mdle 3z
.lnny ﬁw
1anle 17,1
W > 2
ZE5EE T3
S=288 <98
.o \-l./
s )
p—g N
1 T
A J
= =

[ SR N S T 7] L g
o V> = In
S8a§ BEER
m.\wcwey eyll
n..nhO L 0o
4letw 0 > a
3 B gé g
© E g -1
u.nl.d.l.m 1.1.1—1
) 5 =594
- gs g8 &
poS® g2
L =" B8
—_— o O W = o=
252 o098g
pcs.‘u mnl
= 'e = a
o, 0T [ J7, )
[ + em
- O [} o O
5] = O

> S a0 22
Lo oL & 09
ASEgs maE

B = e
=2 [ =]
S5 P =
sn 2 o ©
gm -5
296 “ @
« g 5 g
s 1 o«
= 5 S 5
- @ )
O =
mw o0
w -
22 s 2
oy -
E @ 2 E
a..m 0«
B2 QO &
9~
3 &
03
o
s =
E o]
o
(%)

chiatrists and administrators)
to the felony courts within two

years
and summons procedures in

the five largest cities within

Establish station house release
two years

Add five court attaches (psy-

HI—1 (¢)
HI—1 (d):

within five years for defense

ice personnel,

counsels, prosecutors (See II
correctional employees (see I
—3 (g)) ‘and trial judges

Develop-regional criminal jus-
tice training centers within two

~4 (b)), pol

3 (b):

I

felony courts within two years
Add ten additional counsels for

Insure fair and visible negoti-
ated guilty pleas in all the

1 (e):
I1—1 (f):

IIL

years to provide basic police
training and criminal justice

agency training called for un-

der sub-goal III—3 (a)

i

icants within two

ice app

.

Provide central psychiatric and
physical screening facilities for

all pol
years
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GOAL III—2:

SUB-GOALS:

the region’s police depart-

Achieve lateral entry among
ments within five years

.
.

3 .(d)

III

Establish community relations
units in the five largest police
departments within three years

I11—2 (a):




B

APPENDIX C
EXAMPLES OF PROJECT PLAN

This example illustrates the type of project plan which
might be included in the annual action plan section of a
typical regional criniinal justice plan. This example
covers just one project whereas a region’s annual crimi-
nal justice plan will include a number of similar project
descriptions.

PROJECT TITLE. Teacher training in narcotics and
dangerous drugs

DESIRED ACCOMPLISHMENTS. To meet the re-
gional criminal justice plan’s subgoal I—2(c) (See Ap-
pendix A) which is to provide 30 hours of training to
all Central City area high school teachers in identifying
and providing initial counselling to potential and actual
teenage users of narcotics and dangerous drugs. Desired
accomplishments by years are:

Number of teachers receiving

Year 30 hour course
1972 100
1973 100
1974 50

1975 » 50
1976 50

NEED FOR PROJECT. This project is part of a three-
pronged approach to reduce teen-age narcotic and drug
addiction .in the Central City area. Analysis of the
narcotics and drug problem indicated that vistually none
of the teachers in the area had formal training in iden-
tifying and dealing with the potential or actual drug
user, Such training is expected to help the region meet
the regional goal of reducing teen-age drug addiction to
10 percent of the 15 to 18 year population bracket.

IMPLEMENTATION. The following describes (1) the
organizational and administrative responsibility for the
project, (2) the principal steps in implementing the

" project, (3) where the project will take place and (4)

required personnel, equipment and facilities.

Organizational and Administrative Responsibility. The
Superintendent of Schools in Central City will have
overall responsibility for administering the project, ac-
counting for funds and preparing the curriculum. Spe-
cial consultants from the Central City Medical School,
the Federzl Bureau of Narcotics and the Central City
Health Department will participate in the curriculum de-
velopment. Evaluation will be provided Regional Crimi-
nal Justice Planning Staff.

Principal Steps in Implementing the Project

Step Begin End
Develop curriculum Month 1 Month 4
Select and purchase texts » 3 ” 4
Conduct pilot course ? 4 » 4
Conduct 5 courses » 4 v 10
Project evaluaticn 74 ” 10

Where the Project will take place. The courses will be
conducted at the George Washington High School.

Reguired personnel, equipment and facilities. To im-
plement the project, two instructors, drawn from the
Board of Education’s psychological counselling services
need to receive training as instructors for the course.
These individuals will be assisted by guest lecturers
from the Central City Medical School, the Police De-
partment, the Prosecutor’s office, the Judge of the
Juvenile Court, the State crime lab, and the Federal
Bureau of Narcotics. Facilities and training aids are
available except for text material.

BUDGET. The following presents the proposed budget
for FY 1972, as indicated in the multi-year plan, fund-
ing will be requested for subsequent years.

Personnel ;

Instructors $ 20,000

Teachers @ $8.00/hour 24,000

Outside Instructors 10,000 $ 64,000
Texts 10,000 10,000
Curriculum Development 36,000 36,000
Heat, light and miscellaneous

administrative expenses 10,000 10,000
Total Budget $120,000
Sources of Funding

Federal $ 90,000
Local 30,000—In kind personnel services
Total $120,000 and contribution of heat,
= light and miscellaneous ad-
ministrative expenses.
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The National Association of Counties Research Foundation has contracted with or
received grants from a number of organizations, both public and private, to conduct
research resulting in the following publications:

Description and Analysis of 18 Proven Ambulance Services, prepared for the U.S.
Department of Transportation, National Highway Safety Bureau, 1968.

County Development Coordination, prepared for the U.S. Department of Housing and
Urban Development, 1968.

Community Action Program for Air Pollution Control, prepared for the U.S. Depart-
ment of Health, Education and Welfare, 1966.

Community Action Praogram for Water Pollution Gontrol, prepared for the U.S.
Department of the Interior, Federal Water Quality Administration, 1964, revised 1967.

Community Action for the Support of Economic Development Districts, prepared for
the U.S. Department of Commerce, Economic Development Administration, 1970.

Commaunity Action Program for Outdoor Recreation, prepared for the U.S. Depart-
ment of the Interior, Bureau of Outdoor Recreation, 1967.

Community Action Guidebook for Soil Erosion and Sediment Control, prepared for
the U.S. Department of the Interior, Federal Water Quality Administration, 1970,

Digest of Existing Municipal, Gounty, and Regional Solid Wastes Management
Ordinances and a Model Solid Waste Management Ordinance, prepared for the U.S.
Department of Health, Education and Welfare, Solid Waste Bureau, 1970. ’

Safety Manpower Survey of Local Governments in the United States, prepared for
the U.S. Department of Transportation, National Highway Safety Bureau, 1970.

Gommunity Action Program for Solid Waste Management, prepared for the U.S.
Department of Health, Education and Welfare, Solid Waste Bureau, 1968.

Community Action Program for Traffic Safety, prepared for the U.S. Department of
Transportation, National Highway Safety Bureau, 1970.

Regional Approaches to Rural Planning and Development, prepared for the U.S.
Department of Agriculture, Farmers Home Administration, 1971,

Comprehensive Healtlz Planning: A Manual for Local Officials, prepared for the U.S.
Department of Health, Education and Welfare, Community Health Service, 1971.
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