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I INTRODUCTION

A, Purpose of This Handbook

Developing and implementing standards and goals for the criminal
Justice system onla statewide basis is an extremely complex and chal-
lenging assignment. By virtue of the Crime Control Act of 1973, and
policies of the Law Enforcement Assistance Administration (LEAA), each
state and territory in the nation.is embarking on this mission,. A few
states have already adopted statewide standards and goals, while many

others have only recently begun the process,

The purpose of this handbook is to suggest alternative methods for
developing and implementing criminal justice standards and goals, No
attempt is made to dictate 'the one way,' but rather to provide feasible
alternatives that might be used in whole or in bart by any given state.
No pafticular approach will meet ail of the requirements of a particular
state becéusa of the différences among the states., Instead, the infor-
mation contained herein may stimulate a new idea or the modification of
an existing concept, makin; it possible for administrators or standards
and goals planners to select those bits and pieces which are suited to

the needs of their state.

B. How the Handbook is Organized

This handbook provides a broad definition and description of a
standards ahd goals process, and divides the process into seven separate
components., FEach component is discussed and examples are given of
various approaches made by selected states, Also included are options

that are not currently being used, but that are felt to be viable., At

1



the conclusion of each section, an analysis of the relative advantages

or wggknesses of each approach is provided,

P V)

Throughout the handbook, certain subjects are discussed such as
conference planning, public hearings, ov comparative analyses, which .
should be ﬁresented in detail, but would disrupt the flow of the text.

These items are presented in the appendices, which because of their

specificity, may constitute the most valuable and tangible assets of the
entire handbook,

The manual was written for reference rather than for reading from
start to finish. Every effort has been made to place materials where
the reader is most likely to look for them, even though this approach
produces a degree of redundancy. In addition, the text itself contains

numerous oross references.

C. An Overview of a Standards and Goals Process

The standards and goals activities are considered as integral parts
of the comprehensive planning and implementafion activities presently
undertaken by the state planning agendies (8PAs), and state and local
criminal justice agencies. Some have considered them a new order of
planning, or a replacement of comprehensive or crime-oriented planning.
Comprehensive planning for criminal jusfice can be described as:

A process by which state and local agencies develop strategies

‘for applying resources to attain worthy objectives, such as
the reduction of crimes and the improvement of the quality of

justice,
Adopted standards and goals do not take the place of comprehensive
planning, but instead provide more precision to the definitions of the

1 4

term, '"worthy objectives." Fipure 1 illustrates the concept of standards

Ll

and goals as a significant part of the comprehensive planning process,
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wherein the standards and gcals focus on where the system should be

headed, while the other planning activities outline how the state and

local agencies will get there.

In providing technical assistance, questions have arisen about the

definitions of the terms "standards' and "goals' and the distinction

between them, In Section III, more discussion is given to the subject

of definitions, The controversy and lack of consensus on the definitions

of standards, goals, comprehensive planning, crime specific versus syste-

matic approaches, quantified objectives, etc., while important are not

the major emphasis of this handbook, It is assumed that each state will

determine its own definitions., This handbook can only make suggestions,

For our purposes the tefms will be defined as:

GOAL: A description of changes the state planning
agency (SPA) wishes to make in some area of
the criminal justice or other related systems,

A statement that describes the conditions that
should exist when a goal has been attained.
Standards should be measurable, so that state
and local agencies can compare existing condi-
tions with them to determine how well the
criminal justice system is working,

ST/NDARD:

Figure 2 shows seven specific functions in the standards and goals
process, While each step is considered an important part of the process,

the specific time and order in which each step occurs could vary from
state to state, Citizen and agency input, for example, might be provided
at intervals in the process, or it might be continuous. The standards

and goals process as described and discussed throughout the handbook does
not stop with the adoption of a set of statewide standards, gdals, and

priorities as mandated by the Crime Control Act of 1973, but continues

into implementation, monitoring, and evaluation. Here it merges with all

other planning activities of an SPA and, it is hoped, the state and local
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crimibhal justice agencies. This is what is meant by "integration of
standards and goals into comprehensive planning,' If the standards and
goals activities stop after adoption, the potential effect of the standards
and goalk upon the allocation of federal, state, local, and private re-
sources will not be achieved. A brief description of each of the seven
steps in the process follows:

(1) Organizing for State Standards and Goals Development--~In
developing standards and goals, each state has had to de-
termine whether to use commissions or task forces, how to
use staff and other resources, and what schedules to set
for completion., These decisions, as well as the specific

methodologies to be used in the development process, are
all part of organizing or planning the standards and goals

process.

(2) Developing the Standards and Goals-~This part of the
process includes determining the state's criminal justice
problems, as well as fashioning goals to address the prob-
lems and setting standards that indicate the conditions
necessary for goal achievement. States are approaching this
step in a variety of ways ranging from the adoption of many
of the standards of the National Advisory Commission on
Criminal Justice Staidards and Goals (NAC) or the American
Bar Association (ABA) to the formulation of original
standards and goals developed by committees of criminal
Jjustice professionals and lay persons, The order of de-
velopment also differs among the states. Some states select
standards, then document the need for them by citing corre-
sponding problems, Other states perform research to deter-
mine their problems and needs, and then begin the standards
and goals development process,

(3) Establishment of Priorities--At some point, each SPA is
required to arrange its problems or goals in order of
importance. This can be done early in the process after
problems have been identified, or it can be done when the
state and the implementing agencies embark on their imple-
mentation plans., The intent of this step is to select from
all the identified problems those to which scarce resources
and efforts should be apﬁlied first, This step recognizes
that there are finite limits on the money, time, expertise,
and political ability available to a state planning agency

R i
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(4)

(6)

¢

for implementation. Therefore, state and local leaders
will be forced to focus their efforts on those problems
deemed to be the most urgent. The priority~setting
process helps the state determine criteria for drgency

and select those goals that they want to achieve initially,

Citizen and Agéncy Input--The decisions made in the stan-
dards and goals process affect a large number of people
and agencies, This step in the process allows them a
forum for their input and review. The objective is to
allow as wide a discussion as possible on proposed stan~
dards, goals, and priorities and the reasoning behind
their formulation, This can be a continual process or
can be focused at critical decision points along the way,
As described in Section 5, this review involves citizens,

.Special interest groups, individual justice agencies, and

professional groups or associations,

Adoption of Standards, Goals, and Priorities--All work
done prior to this point in the process can be classed

as development, review, and revision, This step includes
those activities that result in acceptance or approval of
a set of standards, goals, and priorities by the state
planning agency., It also includes the possible adoption
by other groups in the state, namely the legislature,
cities and counties, regional planning units and profes-
sional associations and interest groups. Of course,
adopticn by these groups cannot be mandated by the SPA:
the state package, while representative of majority
opinion, will not be totally acceptable to all who review
it or provide idput to it,

Implementation of Standards and Goals--This step encompasses
all activities undertaken within a state to implement pro-
grams, projects, or procedures that will bring the condi-
tions in a state inte conformance with adopted standards.
Individual strategies for implementation are developed

for each of the high priority goals, Such strategies
identify what has to be done, who should take the lead,

and what resources will be required,

Proggess Assessment and Refinement--The comprehensive
planning'process, including standards and goals formula~
tion, is one of continual revision and improvement. There-
fore, as changes are implemented, the SPA should maintain
awareness of their number and degree, and of their effec-
tiveness in altering crime or the quality of justice. This
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process should also continuously test the validity of in-
dividual standards and goals and the state's ability to
implement programs responsive to them.
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e L IT ORGANIZING FOR STATE STANDARDS AND GOALS DEVELOPMENT

Ny ‘ o ‘ ‘ : As each state lays plans for developing standards and goals, the

iy T o ; governor, the SPA, and others must answer some of the following questions:

The Organizational Structure?

é s Who should be involved in the developmental process?

» What organizations or groups should perform the work and who
should review it?

s How shall the persons to be involved be selected or appéinted?

,; ¢ How shall they relate to the SPA and other agencies or in-
! terest groups in the state?

The Final Product?

! s What will the standards and goals be and how will they be
| used in the state?

« Will the standards and goals developed at the state level he
considered a 'minimum’ or an "'ideal' system?

» Are they to be used as guidelines only, or as the blueprint
for implementation by legislation and federal funding?

i Method of Approach?

| ¢ What methods shall be used for developing the standards,
goals, and priorities?

e Should the SPA build upon the work already in the comprehen-
sive plans, or review the work of the NAC or the ABA or other
expert opinion, or should they use some other approach?

Deadlines and Time Constraints?

e When must the job be completed?

¢ How thorough can the SPA be in their analyses in view of the
time constraints?

e Should a state rush to meet the deadlines now and do a more
thorough job later?

Yoo 9




‘e How can these activities be scheduled so that they have a
positive effect upon, but don't dilute the quality of,
other planning activities.

Resources Required?

s Can these activities be performed with existing staff, or
are new staff required?

e Who will pick up the costs of meetings and of reproducing
documents, agenda, and reports?

e Will technical agsistance be required and how can that be
Obtained?

s« Can Part B, Part C, or Part E monies be used for standards
and goals activities, and what are the chances of obtaining
a discretionary grant from the Office of National Priority
Programs (ONPP)?

LEAA Requirements and Guidelines?

e What policies and requirements have been established by LEAA?

¢ What guidelines, aides, and tools are available?

e What have other states done and what lessons have they

learned that are applicable in this state?

The following pages suggest alternative ways in which these questions
can be answered. Some of the alternative approaches are operative in
specific states, some are not but are considered feasible. While each
state‘has certain unique characteristics in its systems or procedures,
there also exist many similarities among the states, so general approaches
are presented. A brief description is given of each approach, followed
by the reasons certain states have selected that approach and an analysis
of the strengths and weaknesses of each, The analysis is given in terms
qf potential advantages and disadvantages rather than absolute judgments,
The term ''potential' is used because conditions often exist in a particu-
lar state that make a given approach appropriate there, Those same con-
ditions may not exist in another state. Therefore, no single approach to
the various steps in the process will be universally acceptable among all

states and territories of the nation,

10

While many specific examples of the work being done in individual
states could be cited, we have chosen not to do so in order to escape
the appearance of endorsement by the LEAA of one approach over another,
Further information about the approaches taken by specific states may
be obtained from the ONPP. In the future, the ONPP will publish descrip-

tive material cn the approach taken by each state and territory.

A, Organizational Structure for Standards and Goals

The organizational structure indicates which groups or individuals
are to take part in the process, It also suggests their interrglatiﬁnm
ship to each other, and the roles and responsibilities of each, Ths
major roles in developing standards and goals activities can be classgi~

fied as follows:

o The Developers-~These are the staffs, committees, commis-

sions, or task forces that have been assigned primary re~
sponsibility to produce a document which contains suggested
state standards and goals, They are the ones that perform
the many hours of research, review of model standards,
drafting, and editing required to prepare a draft document
for the review of others.

e The Reviewers--These are the individuals, agencies, boards,
and committees that will review and comment upon the work
produced by the developers, They may review passively and
make no formal statement, or they may take formal action
indicating their evaluation of the suitability of the pro-
posed standards and goals,

o The Approvers-~These are those boards or commissions, or
the governor in some cases; that will review the work of
the developers and the reviewers, and take some final action
of approval, adoption, rejection, or modification,

Some criteria should be established for organizations and their roles
and responsibilities, so that the resulting work may be creditable and
so that the state conforms with the LEAA requirements. The following are

proposed for standards and goals organizations.,

11
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Suggestions for Organizational Structure

(1)

(2)

(3) .

(4)

(5)

(6)

All major components of the criminal justice system--
including enforcement, the judiciary, prosecution,
defense, corrections, and juvenile justice--should
beirepresented in some manner in the task forces or
committees which develop or review the standards and
goals,

The task forces, committees, or commissions should
also be representative of the demographic character-
istics of the state, including population dispersion.

The structures and relationships should allow regional
or city and county justice planning units to have an
opportunity to review and provide input to the stan~
dards and goals development processes.

Task forces or commissions should have lay citizen
representation and shouid should ‘schedule their
activities in such a manner that those citizens are
able to attend and participate fully.

-Thé members of thé task forces or groups charged with

the primary responsibility for developing standards
and goals should be able to spend sufficient time on
the task that the state can receive the benefit of
their expertise, During the course of their involve-
ment in the program, each member should be able to
spend a minimum of 16 hours per month in standards
‘and goals meetings and in individual study.

No one group, commission,‘or committee should have
total fesponsibility for developing, reviewing, and
adopting the standards and goals. The structure
should allow for task forces, committees, or sub-
committees to accomplish the developmental work,

with different groups given a chance to review and
respond to the work, In most states, the supervisory
board should be the body that formally adopts the
final version and submits it to the governor and the
legislature for their consideration,

12

2, Alternative Organizational Structures

The processes already being used can be grouped into three dis-
tinct categories, although no particular state's organizationmal structure
will f£it any of the three in every detail, The three categories of

approach are:

« Existing Structures--The supervisory board, assisted
by staff and existing task forces, takes primary re-
sponsibility for standards and goals development.

s Separate Commission-~A new body, separate from the
supervision board, is appointed by the governor for
the sole purpose of developing standards and goals,

e Statewide conferences--Conferences or workshops are
convened to work on certain steps within the standards
: and goals development, such as problem identification,

~§ goal selection, or priority establishment,

A The following pages provide more specific detail regarding these alter-

natives, including the rationale given by some states who have used them,

- and their potential merits and weaknesses.

a. "Existing Structures"

DESCRIPTION:

(1) 1In this approach, the SPA staff, usually aug-
mented by additional staff funded by Part C

.ié or discretionary funds, assists the standing

§ task forces, used by the SPA for grant review

ot ‘ and other planning purposes, in the development

process.

(2) While no new groups or structures are organized,

fi existing task forces or the supervisory board

may be augmented with additional or ad hoc mem-
bers for standards— and goals-related activites.

(3) The rationale for this approach is that:

13




e The SPA wishes to keep the standards and
goals effort very closely aligned with the
existing planning activities, fearing that
the formation of new groups would cause dup-
lication or conflict with existing task
forces.

e« Since the supervisory board and its existing
task forces will take a prime role in imple-
menting standards and goals through legisla~-
tion dnd annual action projects, they should
wrestle with defining problems, standards,
goals, and priorities. To remove them from
that process places them in a reactive role
rather than a leadership role.

» Some SPAs may feel that the deadlines for
development and inclusion of standards and
goals in the 1976 plan and the amount of work
required to perform high quality work preclude
the time consuming appointhent and orientation
of new committees and individuals,

(4) Figure 3 shows the interrelationships and roles
of the supervisory board, the task forces, and
other groups.

(5) The standing task forces, supervisory board, and
staff will accomplish the standards and goals
setivities in addition to the other planning,
allocation, and monitoring activities traditionally
accomplished by the SPA, although less emphasis
may be placed upon these activities while the
standards and goals are being developed. Some
states have given the SPA staff more latitude and
responsibility for small grant awards, and review
and recommendations on annual action projects, so
that the supervisory board may devote more atten-
tion to standards and goals and policy formulation,

MERITS:

(1) The SPA can begin the work of standards and goals
more quickly‘ﬁhan if new organizations were to be
formed with new persons being appointed and
oriented,

14
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(2) VWorking relationships have been established for
soma time among the SPA staff, the supervisory
board, and its task forces, and they are
knowledgeable in the state's criminal justice
problems,

(3) Because of the supervisory board's function as
an allocator of funds, it may be aware of what
efforts for reform have been successful in the
past and what reform programs are currently
under way. )

(4) TFewer new costs for additional meetings, staffing,
facilities, and overhead are likely since this
approach may make use of existing personnel,
meetings, and facilities financed from the SPA's
Part B planning funds.

WEAKNESSES:

(1) Fewer persons might become involved in this
approach than under other approaches, unless
existing task forces receive expanded membership.

(2) The additional load of standards and goals
efforts upon the SPA staff, the task forces,
and the supervisory boards may result in lower
quality work done in plan development, grant re-
view, monitoring and evaluation,

(3) The state may wish to have the views of persons
who have not been intimately involved in the
state's planning process in the past, hoping
that they might bring new and different ap=-
proaches to the state's criminal justice problems.

/

"Separate Commissior'

DESCRIFTION: /i

(1) A statewide démmission on crimisal justice stan-
dards and go%ls is appointed by the governor and
given the singlé responsibility to develop the
state's standirds and goals., In some states,
their assignmept is ‘to be short term, covering

16

(2)

(3)

(4

(5)

only the development and approval parts of the
process. In other sﬁates, they have a longer
term role of active leadership in the implemen-
tation of certain standards and goals,

While their coordination and communication with
the state supervisory board is encouraged, they
are not administratively subservient to them,

New staff are hired and receive their direction
from the commigsion. New facilities are obtained
with the necessary office furniture, equipment,
and supplies. However, in some states, while the
commission retains its autonomy and the preroga-
tive to direct its staff, the staff is collocated
with the SPA, sharing the facilities,

Financing is generally through a discretionary
grant of allocations of Part C funds by the
supervisory board.

The rationale for the selection of a separate
commission is the following:

o The supervisory board may be too involved with
other matters of the SPA and cannot devote the
necessary time both to them and to standards
and goals activities.

¢ A separate commission provides some checks
and balances and an objective view of the
planning and allocation activites of the
supeivisory board and the SPA., They can give
a second opinion on where the state's priori-
ties should be placed.

e New and fresh approaches might be developed
by commission members who have not been in-
volved in the state's planning process over
the years.

e Since the commission is not involved in the
allocation of funds to projects in the annual
action plan, they can consider needed improve-
ments without regard to the particular programs
or projects. This can reduce the possibilities
for conflicts of interests,

17




Jz (6) TFigure 4 shows the interrelationship and roles
of the commission, its subcommittees, the SPA's
staff, and the supervisory board and its task
forces.

(7) The standards and goals commission, as aided by
its staff and subcommittees, develops the state

standards and goals.

(8) The commission's work is reviewed by the super-
visory board, the SPA staff, and the task forces.
In addition, review is provided by the regional
and local planning units, by the police, co. rts,
and correctional agencies, and by citizen and ﬁ
special interest groups. a

i
o,

: (9) Final approval generally is provided by the

: governor, although the governor of the state
nay delegate the authority to approve to the
supervisory board or to the commission itself,

.

MERITS:

(1) With a single purpose of standards and goals,
the commission and its subcommittees can devote
substantial amounts of time to the process.

(2) Because a separate commission and subcommittees
_ are set up in addition to the supervisory board
. and its task forces, the involvement of more
= f people with diverse skills is possible under
this approach.

(3) Because the commission members are not re-

(T sponsible for the allocation of federal funds
o to criminal justice projects, they may be able :
to view the state's problems more objectively &
bt than can the supervisory board, whose membership g
e usually includes administrators whose agencies ‘;
| : _ : . are applying for LEAA funds. ;

; (4) This approach may provide the governor with two
different or supporting views on controversial

i

. issues.

Lo 18

L
£

GOVERNOR.

>

APPROVAL

SPA
STAFF

e mne e

SUPERVISORY
BOARD

REGIONAL AND

CRIME
PREVENTION

LOCAL
- PLANNING UN{TS

pras omm aned

19

STANDING TASK FORCES

INFORMATION
SYSTEMS

JUSTICE
AGENCIES

1

D INTEREST [= ==~

CITIZENS
GROUPS

po o= «d. CORRECTIONS j= == ==

COURTS

o oo

POLICE

»AN

REVIEWERS

“SEPARATE COMMISSION” ORGANIZATION

FIGURE 4




L]

WEAKNESSES:

(1)

(2)

3)

L]

This approack: provides great potential for con-
flict between the commission and the supervisory
pboard, both of which generally have high-powered
members reporting to the governor. It is pos~—
sible for serious and constant misunderstandings
to exist about the roles and authority of each

group.

Duplication of staff, facilities, supplies,
meetings, and printing and mailing costs is
likely to result from the establishment of two
separate offices:

There is a possibility that the supervisory

board may not feel "ownership” of or commitment
to the final standards and goaIS'since it did

not participate in the process or because it

does not know or agree with the philosophy and
reasoning behind them. It may also lack confi-
dence in the standards and goals, and therefore
may not be eager to implement supportive projects,

1"
"gtatewide Gonferences

DESCRIPTION:

(1)

(2)

3)

(4)

The supervisory board appoints a standards and
goals conference committee, which is responsible
for convening a series of conferences to develop

standards and goals.

SPA staff and staff hired to assist them are re-
sponsible for developing all conference materials

beforehand.

The expenses of the conferences--i.e., costs of
meetings, printing, and mailing--are paid out
of Part B planning funds or by a discretionary
grant, Per diems may also be paid for some
attendees.

The rationale for the use of this approach is the
following:

20

(5)

s Agencies, interest groups, and citizens can
contribute maximum input to the development
process, rather than merely a review of the
work of a smaller group,

¢ With more persons representing a wider spec~
trum of interests and background involved,
the results will have a wider range of ideas
that will be more acceptable to the c¢itizens
and justice agencies,

e This approach provides more opportunity for
widespread publicity and a higher profile
than the other approaches, thus providing
more possibilities to educate the public
and draw them into the process.

s Representatives of police, courts, and cor-
rections agencies, working with elected
officials and citizens to solve criminal
Jjustice problems, may pave the way for closer
cooperation and joint efforts in their oper-~
tional activities, A teamwork philosophy
for solving their mutual and individual prob-
lems may develop,

A conference may become the setting for accom~
plishing several of the following objectives:

s Development or review of proposed methods
for developing the standards and goals,

o Identification of criminal justice problems
in the states and formulation of goals or
standards to address them,

* Review of the model standards of the ABA, the
NAC, the American Corrections Association, or
other groups for their potential applicability
to the state's problems,

s The adoption of a set of state standards and
goals and the establishment of priorities
among them,

s Developing strategies by which the high pri-
ority standards and goals may be implemented,

21
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Figure 5 shows the interrelationships and roles
of the various groups involved in this approach.

The members of the standing task forces of the
supervisory board would be involved in the de~
velopment of the standards and goals in the
conference setting, but the task forces them—
selves would not be convened during the confer-
ences. However, they would review the work and
recommend adoption, rejection, or modification
of it to the supervisory board after its comple-

tion.

Many representatives of special interest groups,
agencies of the justice system, and regional and
local planning units as well as any interested
citizens would have an opportunity to participate
in the conferences. ‘

See Appendix B for suggestions on how to plan and

hold a statewide standards and goals conference.

MERITS:

. (1)

(2)

3

4

The conference setting allows for the active

participation of many of the state's criminal
justice professionals, citizens, and special

interest groups—-more SO than do the other

approaches.

Conferences can generate excitement and commit-
ment among the participants to the ideas for
improving of the criminal justice system, Also,
a good rapport among the participants can be

developed.

The opportunity for publicity afforded by con-
vening many of the state's prominent officials
and citizens allows for more exposure of the

problems and proposed solutions to the general

public.

Several standards and goals activities——~such as
priority setting, problem jidentification, and
review of model standards—-which under other
approaches can take months, can be accomplished
in a relatively short period of time in a con-
ference setting. A state faced with stringent
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time constraints can use a conference approach
as a means of meeting deadlines without causing
the quality of other work to suffer.

WEAKNESSES:

(1) Successful conferences are not easily accompliéhed
and run the risk of discouraging participants if
they are not well run. A great deal of leader-
ship and management is necessary if participaéts
are to feel that they know where the program 1S
headed and that their time is being productively

used,

(2) Many conferences f£3il because the scope of the
assignment given the participants is too broad
and undefined, cauging the discussants %o flounder
in search of their roles and the purposes of the

conference,

(3) Keeping the participants informed of what was
accomplished during and after the conferences
is difficult, and expensive in terms of staff,
reproduction, and postage costs,

(4). Because of the intensive focus on a broad range
of topics in the usual one- to three-day time
period, conferences do not allow the participants
to study, meditate, and rethink some of the de-
cisions being made during the course of the con-
ference, This forces participants to discuss a
large number of items at limited depth.

B, Staffing Requirements

The staff functions in the standards and goals process can be segre-

gated into several types of activities, namely:

e Gathering data required by task forces or commissions.

« Preparing packets of information with agenda, minutes, and
Lo other material needed by commission or task force members
for each meeting or for individual study.

« Developing procedures or formulating strategies so as to
eliminate confusion and wasted effort.

" ' 24
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Transferring technology or describing approaches taken and

standards and goals developed by‘other states,

Obtaining funding and technical assistance that is available

from LEAA and other agencies.

Informing task forces, commissions, other interested groups,

and the public of progress.

Suggestions for Staff Selection

Prior to discussing approaches to fulfilling staffing require-

ments, some general principles should be stated to ensure selection of a

high quality staff. The following are presented for consideratipn:

(1) Staff members or contractors selected as specialists
to work with groups considering police, courts, cor-
rections, information systems, or crime prevention
should have experience in those fields and be able to
command the respect of their peers.

(2) Staff members should also be knowledgeahle in agenda
preparation, data assembly, research for specific
information, and communication. They should have a
number of years of experience in high-level staff
work, because many persons with whom they will. work
on the various task forces and commissions will be
extremely busy, and will rely heavily upon them.

The staff should be familiar with the justice system
and the political structures in the state,

{3) The time constraints for meeting the deadlines of the
Crime Control Act of 1973 and the LEAA policy state-
ment probably make it prohibitive to hire people un~
familiar with criminal justice planning and the
justice system for leading staff roles. There may
not be enough time for them to learn on the job,
Experienced people will be more expensive and may be
aggressively sought by other states; however, their
ability to quickly provide quality work justifies
their hiring.

25




* development that can meet the above proposed principles w

2 e R

%? 2, Alternative Staffing Arrangements

Thre~ viable staffing arrangements for standards and goals

111 be discussed

in this section. Tley are:

(1) Use of Existing SPA Staff--Under this arrangement,
the SPA reassigns some of its qualified planners to
standards and goals activities, while hiring other
individuals to perform the grant review, plan develop-
ment, and monitoring activities previously performed

by the existing staff,

(2) Use of Consulting Firms of Individuals--The SPA con-
tracts with individuals, universities, profit, or
nonprofit firms to perform specific standards and

R o goals tasks in a certain period of time for specified

amounts of money. Personnel can be hired solely for
standards and goals activities to work with the super-
visory board, task forces, or commissions.

3. Analysis

a.‘ Existing SPA Staff

MERITS:

(1) The major benefits of this approach are that the
supervisory board and SPA director are already
aware of the quality of work they can expect
fyom the SPA personnel, The SPA may not be as
fortunate when hiring new people or contracting
fdr services, Experienced planners within the
SPA also have a good working knowledge of the

! criminal justice system and have  an established

| relationship with the influential leaders of the

state,

(2) The reassignment of existing SPA personnel allows
the SPA to get started more guickly than if new
people must 6e recruited for standards and goals
planning or if a competitive bidding process must
be instituted to obtain a qualified contractor,

26

Time can be an important factor for a state that
is late in getting started on their process,

(3) Another advantage of using existing staff is
that through the plan development process under-
taken each year, the SPA staff should have an
excellent understanding of what data are avail-
able, where it is located, and how it can be
obtained, They also will be aware of which master
plans exist and what other important research
efforts have been performed. This is especially
critical should the standards and goals developers
wish to perform a comparative analysis between
selected model standards and the conditions within
the state. Standards and goals can be more easily
integrated with other SPA planning activities under
this approach,

WEAKNESSES:

(1) The major weakness of this approach is that prob~
lems can develop when effective SPA personnel are
transferred to standards and goals activities
from othér equally important programs. In some
statés'using this approach, some important ac~
tivities like monitoring and evaluation have
suffered from the emphasis on standards and
goals, These activities are critical to the
comprehensive planning process because they help
maintain integrity in the system, and it is from

these activities that the effectiveness of existing

or newly implemented programs are determined.  1In
fact, if these activities are well done, the
findings will greatly enrich the standards and
goals efforts,

(2) Sometimes there is a temptation to overload an
effective and willing SPA planner with standards
and goals responsibilities in addition to those
he previously held, thus lowering the quality of
the planner's accomplishments. In the short run,
this is not so noticeable, but over the long
term, staff morale and enthusiasm will be diffi-
cult to maintain.
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(3)

There may not presently be on the SPA staff

“enough persons with the special background

qualifications or experience that would make
them effective in the complex activities re-
quired in developing standards and goals, If a
gtate chooses to rely more heavily on their own
research for determining their needs than on
expert opinion, as provided by the model stan-
dards and goals, they will need persons who have

a great deal of expertise in research methodology.

b. Consulting Firms or Individuals

MERITS:

1)

(2)

3)

(4)

The chief advantage of obfaining contractors to
provide the staff work, especially if the staff
work requires a lot of research, 1s that the
persons who are retained can devote their full
attention and time to the standards and goals
activities without the usual distractions of
administrative responsibilities. Some consulting
organizations can assign a large number of persons
to certain tasks, accomplishing a great deal in a
short amount of time, This is important because
there are. some tasks that are repetitive and call
for a large number of man~hours rather than
‘specialized expertise.

Consulting firms or individuals that have done
considerable work for SPAsS or have worked in
state, regional, or city-county planning units

in criminal justice or related fields, may offer
o state a level of expertise not presently avail—
able to the SPA, '

Another advantage of this approach is that if the
work being provided is not of the quality desired,
a state can terminate its arrangements with a
consulting firm or jndividual more easily than
with full-time employees, who are protected under
civil servic’e regulations.,

Related to the above advantage is a second one
that addresses the problems of an SPA being
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obligated to absorb the cost of the standards
and goals employees after the gfant period is
terminated. 1In some states, 10 or more per-
sons, funded by a grant, have been hired for

the standards and goals effort. Several of
the states have hired persons on a personal
services contract, rather than as regular em~

ployees. This has offered them the following
advantages:

The SPA is faced with no large commitment to
support the staff after the standards and
goals efforts, which are labor-intensive at
the beginning, are over,

The persons thus retained are aware from the
beginning that their jobs will terminate at
a specific time--usually two years in most
of the states—~and are not expecting the
state to carry them at the conclusion of the
project.

The SPA has an opportunity to see what skills
these persons have, and may wish to hire
those that excel as full-time employees,

In some states, the salary structures are
such that the SPA feels it cannot attract
the caliber of people it seeks. Several SPA

directors have suggested a gap from $2,000 to .

$6,000 between the salary they feel would

‘attract qualified people and what they would

be allowed to pay under their state system,

A job where an individual is working with the
leadership of the state in matters as im-
portant and far reaching as Standardé and
goals development is likely to be, provides
good career experience and credentials to
persons thus retained. It would allow them
to make important contacts with influential
people and give them valuable knowledge and
skills that should provide them with employ-
ment opportunities after the two-year period
has expired,
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WEAKNESSES:

()

(2)

3>

(4)

(5)

The current attempt by state and local agencies
to analyze the criminal justice system, identify
the problems, and implement improvements is a
phenomenon that began with the passage of the
Omnibus Crime Control and Safe Streets Act of
1968 and its subsequent amendments, The estab-
1ishment of SPAs and the provisions of funds

from LEAA have increased the number of activities
in this area, However, because it is a relatively
recent development, there are not a large number
of individuals or consulting organizations.

Where each state is endeavoring to meet the man-—
dates of the Crime Control Act of 1973 and the
subsequent policy statement of LEAA, which re-
guire standards, goals, and priorities by 1976,
some competition may exist among the states for
those individuals or firms which do exhibit exper-
tise in criminal justice research and planning.
Therefore, each state may not be able to obtain
the qualified contractors they seek.

1f persons or firms are retained that do not
have the expevfise or must gain it on the job,
valuable timé may be wasted, and the state's
ability to meet its deadlines will be impaired.

As a general rule, contractors, either as firms
or individuals, will cost more to retain that if
the state were to hire permanent employees, Con-
tracting individuals will probably charge enough
for an adequate salary plus enough to cover the
fringe benefits they must obtain on their own,
while consulting firms usually charge enough to
cover salaries plus overhead and profit.

Contractors cannot provide the continuity:pro—
vided by regular’staff members; unless they are
retained on a long-term basis, They can per-
form the short-term work required by the SPA,
but may not Jdeave behind their expertise. Thus,
the potential effects of their effort may dis-
sipate over time,
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C. Financial Requirements

Because of the many approaches open to a state in the development

process, it is difficult to discuss here the possible costs of the

process and the resources required., The funds budgeted by the states

for standards and goals have ranged from less than $50,000 annually to

more than $1,000,000, Most discretionary grants have fallen in the

$175,000 to $400,000 range. The major variables that affect financial

requirements seem to be:

o The numbper of new staff or coasultants required,

» The number of separate groups, task forces, or committeeé,

to be involved, and the role of the regional and local
planning councils,

The number and length of meetings, conferences, retreats
or working sessions contemplated. ’

¢ The depth and breadth with which the state wishes to address
the problems of the justice system.

¢ The amount of research into state statutes, case law, pro-
: P ’
cedures, and state experience contemplated.

o The quality of work already done on problem statements
2

masfer plans, grals, and objectives, which the development
activities can be built upon.

«

. W?ether or not additional staff or contractors share facili~-
ties with existing SPA personnel,

1, ~ Suggestions Regarding Financial Requirements

The fdllbwing”general‘principles are proposed:

(1) Every effort should be made to collocate staff with
SPA staff--if sufficient space and facilities are
available-~to minimize additional expenditures for
reproduction, facility rental, office furniture
and supplies, A side benefit of the arrangemen%

is the enhanced opportunity for coordinating efforts
within the SPA,
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(2) Since this type of effort requires maximum communica=
tion among the various groups, 2 gtate should make
certain that adequate amounts are budgeted for repro-
duction, telephone, travel, meeting, and postage
costs. Amounts for these items are usually under-
stated in a budget preparation, or the assumption is
made that these costs can easily be absorbed by the
SPA. When the standards and goals program covers
such a diverse range of subjects and so many groups
are involved, communications needs much more atten-
tion than it often receives.

2. Alternative Sources of Funds for Standards and Goals

The SPA has only three viable sources of funds for standards

and goals projects. They are:

(1) Part B planning funds--Those funds ?hat are
allocated to the SPA by LEAA for comprehensive

planning activities.

(2) Part C action funds--Those funds that are also
allocated to the states on the basis of a formula,

(3) Discretionary funds-~Those funds may be Part C,
Part E, or combinations of both., They are meted
out at the discretion of LEAA on a competitive
basis or on the basis of merit as determined by

LEAA.

Some states have used a portion of their Part B planning
funds to subsidize standards and goals activities by reassigning their

SPA staff or placing additional responsibilities upon existing staff,

and by using their existing SPA budget to cover meeting costs, printing
costs, and overhead expenses.

A small number of states have awarded themselves grants of

$50,000 to $200,000 from Part C,éction funds to finance the effort.
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By far, the majority of the stgtes have received grants in
FY 1974 or FY 1975 from the discretionary funds of the LEAA to finance

their efforts.

There are other possible sources of funding for these pur-

poses, but they are less likely than the three sources identified above.

3. Analysis

Part B, Planning Funds--The chief advantage of these
funds is that they are under the contr.l of the SPA
to allocate with few restrictions to those programs
it deems to be important.

The liabilities of this source stem from the strong
feeling on the part of the SPAs that the funds are in-
sufficient at present to allow them to fulfill the
responsibilities given to them under state and federal
legislation. 1In addition, almost all SPAs allocate
between 35% and 60% of those funds to regional planning
units or to large county or city planning units,
Consequently, the discretionary dollars within their
planning budgets are limited, and will not finance a
very large effort unless regional and city-county
planners and the criminal justice official are willing
to commit large blocks of time to research and com—
mittee meetings.

Part C, Action Funds--Like the Part B funds, these
funds are for the most part under the control of the
SPAs and they are able-=pending approval by LEAA~-~

to allocate a certain portion to themselves for stan-
dards and goals. An added advantage is that each SPA
receives a much larger share of these funds.

Because of stiff competition by public and private
agencies for these funds, the supervisory board may
feel pressure to allocate all of the monéy to meri-
torious projects and seek other funds for standards
and goals, The board may also do this for at least
two other reasons, The first is that since LEAA has
earmarked discretionary funds for standards and goals,
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states can maximize their resources by applying for
these funds. This strategy works if LEAA has enough
SRy % discretionary funds for all applicants, or if a

! state's application is appropriate under the LE%A -
criteria and is submitted early enough SO that it is .
i‘: not competing with other states for the fundsT As 3
§ funds diminish, of course, competitive conditlogs

will develop. The second reason for nonallocaﬁlon of
the Part C funds by the board may be their lack of
understanding of, or commitment to, the concept of
standards and goals as a high priority item compared
with programs sought by themselves or other applicants.

LEAA Discretionary Funds--The advantage of this source
to z state is the commitment of IEAA to standards and
goals as articulated'in various policy state¢ents and
! shown by their allocation of funds and technical
i : assistance., As promised in the statement made in B
i January of 1974, technical assistance has been maée 9

available and portions of the Part C and Part E dis-

cretionary monies have peen set aside for sgtandards

and goals activities in the states., In this ?especf,

this portion of the hlock grant program functions like

the categorical grant programs of HUD, Do¥, and HEW,

wherein fundable program areasS are described, and re-

quiremcnts and criteria to obtain the funds are ogtm .

1ined. (See Appendix D for the policies and requirements

of the standards and goals discretionary grants as ad-

ministered by the Office of National Priority Programs

ii‘ within the LEAA,)

A state has a high probability of obtaining these .
funds in the amounts needed if it meets the criteria
and if the ONPP has sufficient funds when the state

applies.

i é D. Schedule of Activities

iti sons:
The scheduling of activities is extremely critical for four rea

: i involved in the
(1) A large number of persons and agencies are i

standards and goals process.

(2) The process must be completed by 1976.

34
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(3)

(4)

The amount of time available and the frequency with which
people can meet and still carry out their regular duties
determining how many activities can be undertaken in

standards and goals develcpment and how thorough a state
can afford to be at this time.

For all of its other procjects, each SPA has established
procedures and target dates for receiving plan data,

grant applications, processing grant awards, performing
monitoring and evaluation activities, and keeping current
with the cash-flow needs of the project sponsors. The
target dates for standards and goals must be compatible
with all of these other activities because certain products
of the standards and goals process can benefit tihe other
activities of the SPA. The reverse is also true, especially
in evaluation activities, where the success or failure of
programs should be relayed to those who are attempting to
solve problems in the criminal justice system.

Suggestions for Scheduling Activities

L

(2)

(3

(4)

Each SPA should develop short-~ and long-range objec-
tives, and a description of the standards and goals
status it would like to reach by 1976 (short range)
and beyond. This is necessary because it determines
what kind of actions must be taken to meet those
objectives on time, and when and how close together
major activities must be accomplished, This approach
to scheduling is one of working backwards from the
target date to the present to determine to what depth
and how quickly each activity must be performed.

In planning the above objectives, the requirements,
policies, and guidelines of LEAA need to be considered.

Where the process requires intensive committee or task
force meetings, these should be scheduled so that they
do not over-burden the participants, especially if SPA

task forces or supervisory boards with other duties
are being utilized.

Each schedule, while allowing for development work,
must also allow time for review and comment by the
developers as well as by the reviewers,
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2. Alternative Ap

1f possible, the standards and goals should be
approved before plan development instructions are
sent by the SPA to potential applicants., 1In this
way, the standards, goals, and priorities may serve
as a guide to applicants for IEAA funds. A sample

timetable is shown in Figure 6.

proaches to Scheduling

Because of the great dive

states, this sectio

but rather will discuss the followin

1)

(2) Weekly Meetings--Under this arr

rsity in>planning schedules among the

n will not detail separate and distinet approaches,

g two general metheds:

task forces oOr commissions
ing the standards .and goals
commit a large pblock of their time to work on the

The amount of time depends upon the scope
of the work, but as an example, they might commit
themselves to a four day period, from Friday through
Monday evening, several times over the course of a
year, This calls for extreme generosity and commit-
ment on the part of the participants and the agencies
for which they work. 1t also necessitates incredibly
good staffwork to provide the data, documents, and
records of the proceedings. It is, however, one
manner in which a state can obtain the quality of
work it desires within a short period of time. A

side benefit usually observed is an espyrit de corps,
he participants not only to

t also to follow up efforts

Intensive Sessions~~The
responsible for develop

program.

and team commitment by t
the development work, bu
of implementation.

angetient, the developers

meet on a regular basis at frequent intervals--for in-
stance, once each week for short periods of time, say
from two to four hours. 1f this approach is chosex,

a great deal of preplanning and other staff work will
be required to keep the effort on schedule and to give
adequate considqraﬁion to each subject. The advantage
of this over the one above is that more persons will
probably be able to, devote this small amount of time
more frequently. in addition, this approach would
allow the developers to concentrate more intently on
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SCHEDULING ADOPTED STANDARDS AND GOALS INTO THE PLANNING CYCLE

FIGURE 6
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ITII ~DEVELOPING THE STANDARDS AND GOALS

The process of developing standards and goals. for a state is complex
because of the great number of considerations which come under the heading

of criminal justice systems, and because of the many persons, agencies, or

constituencies that should develop some consensus about the final product.
One of the major difficulties in this part of the process is the large
volume of data, reports, and documents that must be prepared, read, and

discussed by persons both inside and outside the formal system. "An over-

whelming number of hours will be spent in these activities. Nevertheless,

the benefits are well worth the investment of time.

This part of the process can be subdivided into five different

activitiés,'which.are essential to an effective standards and goals

development. They are:

(1) Identification of Problems~-This is one of the most criti-
cal steps in the entire process because it is from this.
component that the direction and scope of each of the
other steps is determined. This is difficult to accom-
plish, and is therefore often skipped over lightly. One
of the most difficult parts to write in a grant applica-
tion, for instance, 'is the section that calls for the
problems statement. Sometimes there is little data or
conclusive proof available. That doesn't mean that the
problem isn't real and critical, only that not enough
findings are present because of the newness of the
field of criminal justice research.

(2) Identification of Workable Solutions--The key term in
this process is "workable." Again, because of the new-
ness of the field, workable solutions have not yvet been
proven in many areas. In fact, a good description of
the criminal justice planning and implementation that
has occurred since early 1969 could be "comprehensive
experimentation.'" LEAA, states, regions, cities,
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counties, universities, and private agencies have all
developed and implemented programs that they hope will
solve,%ome of the identified problems. Some have been
carefully evaluated; some have not, although at the
present time evaluation is receiving major emphasis by
LEAA, the SPAs, and others. What has been learned from
past~eva1uations is that crime and fair and equal justice
are complex, and many of the simplistic approaches tried
have not been guccessful because they did not deal with

*+

those complexities.

3) Tdentification of Contributing Factors--One of the methods
for formulating solutions to identified problems is to
determine those factors which seem to contribute to the
existence of the problem. This process can be likened
to exploratory Surgery where one endeavors to get inside
the problem, to assess the extent of it, and to determine
which factors, if treated, can eliminate the problem.
Like the other activities cited above, this is easier to
describe than to do in the criminal justice system where
many factors are either not known, OT their relationship

to crime and the system are contested.

(4) Development of Goals--Establishing goals for improvement
in criminal justice presumes that the goal-setters hawve
already waded through the problems, contributing factors,
solutions, and their interrelationships and have hit
upon those remedial actions the state and others can
take to overcome the problem, The goal statement OT
objective usually indicates what kind of change is
needed and in what direction the changes should occur.

(5) Development of Standards--The standards are statements
that provide suggestions OT descriptions of what .con-
ditions should exist in the state for each goal area.
While the goals pinpoint the areas needing attention,
the standards focus upon the procedures, orgenizations,
and levels of service that state ana iocal agencies

are encouraged to attain.

A. Definition of Terms

v
1t appears that some confusion exists among criminal justice

planners and officials, politicians, and others as to the meaning of
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three different definitions have been observed among the states., Th
! . ey

are:

X
1 SEendirds and Goals are the Same Thing--Standards, goals
objectives, missions, and ’ ’
, recommendations all
same thing They are oo treby
. all expressions of i
some desirabl
e r - e
ng r:sult or condition that the state wishes to achieve
erefore, any expression of ’
change desired
o eS¢ , No matter
Orwtgeneral or specific, whether or not it is quantified
ime certain, can be called "
: : standards and goals."
gndez.thls definition the term "standards and :oals'.I
unc i
: ions as one word, meaning any desirable change the
state and local governments wish to make

2
(2) iZi;stare Long Term; Standards are Short Term--Goals are
~term statements that ma »
v or may not be achi
but are somethin i e
g for which the state should i :
strive. Standards or ] i | % . are
objectives, on the oth
AT er hand, are
much more specific and can be achieved in the short,
term of from one to five years.

The objecti
cerm fiv j ives or
ndards are sometimes further divided into "input' or

1.

o " . . . .

reSrkload objectives, whicli describe the numbers of
re ources szc? as dollars or manhours to be devoted to

area, and "output" obj { i
5 jectives, which focu
sults. The terms st : re veed
andards and objecti

s : ves are used
1eterehangeably as devices against which a state's
progress can be measured.

(3) ;oaésdTell What is Needed--Standards Tell How Mueh is
t;:tea;;Gzz%ihare ?road, t%meless statements of intent
e ambult er time specific nor quantified in terms
o : nt of chaege they advocate. Standards, on
the ether hand, provide the specificity desired b’ d
claring the conditions that should exist in th tate
when the goal has been met, " e stare

Many st i
v states are following the lead of the NAC by developing lists of
changes th i o
g ey desire that follow no strict format, but that provide a tab
lation N
of standards and recommendations that the state will att
achieve, o

Th . N .
e NAC did distinguish between goals and standards in that

they dev iv i 4
y developed f; e crime-specific goals, some 422 standards, .and
»
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ards and recom-

A ok e e

GOAL:
A DESCRIPTION OF LONG-RANGE CHANGES A STATE WISHES TO SEE

rween those tWo in terms of L ACCOMPLISHED IN THE CRIM B
o INAL JUSTICE OR RE
between th wo in : ~ LATED SYSTEMS

97 recommendations. However, an examination of the stand

veoo mendations shows no clear distinction

goals and standards

Thus, the first definition of
The format followed ‘wf o The goals should be quantified, and should be ti
: ime certain.

SR format or content.

more closely describes the approach taken by the NAG.

e The
goals should state the general direction in which

he sample below:“
change is to occur.

by most of the NAC reports is shown in t

) e The goals are consid ‘ ‘
General Area: POLICE i . de sidered as ends and th
D s indicate how they are going to be met sxefore meed not

Specific Sub ject: CRIMINAL JUSTICE RELATIONS Pl

£ Standards: 4.1 Toordinate planning and crime control gf STANDARD: A STATEMENT THAT DESCRIBE
: .7 Ogoperati i < i ST -
: b vc)peratlve.procedures with courts ;3 MUST EXIST IF THE GOA HE SHORT-RANGE CHANGES THAT
; and corrections : : L IT RELATES TO IS TO BE ACHIEVED
. 4.3 Formalize diversion procedures f‘i ’
: 4 4 Utilize alternatives to arrest and S N
: i The standard
o pre-trial diversion K rds should be measurable.
: : - o They should be ti .
: Recommendations: 4.1 Divert drug addicts and alcoholics 5 than the goali time certain, but of much shorter range
. 4.2 Allow telephones petitions for search L ‘
: e St
andards should be considered in much the same way ob
oD~

warrants
, jectives i
have been in the past, that is, they can function

4.3 Prohibit private surveillance and
authorize cost supervised electronic like a goal only they are much more specifi
cific.

gurveillance

| B Figure 7 disti i
B inguishes those activities that should be considered
red in

g‘; The definitions of standards and goals, while important, are not o the standards and goals efforts from th
'é the major emphasis of this document, and cannot be treated in detail f ning activities of project development :i: zhaz belong to the other plan-
; without' detracting from the major thrust, which is to provide suggestions ,ﬁ goals, and priorities as show; in Figure 7 ajp ?mentatlon. The standards,
that will be helpful to the states in their standards and goals activi- ié» states of planning, while missions, objecti e in the early and general
For uniformity, the definitions that vé specific and are more closely asso;iated w:]L-:ZST a:d RotiviFics axe moe
B implementation.

ties, whatever their format may be.

arly resemble those in number

roughout this handbook more ne The d )
e definitions and d { .
_ estinctions used in i
» this section m )
ay make more

are used th

T

k i ' two above, Further clarifications are provided below: Led 5 : 'if
. ense put in hleti
. ) an athletic analogy that shows the relationship of goal
and standards. If ails
' oals are viewed as the
end for which a st i
ate strives,

: . . ) . ) "’t axl (or |
s

!
.

*
Source: Police, National Advisory Commission on Criminal Justice

Lo ' standards and Goals, 1973, Chapter &.
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REALLOCATION

OF RESOURCES

i

GOALS, PRIORITIES AND OTHER PLANNING ELEMEN

THE FUNCTIONS PERFORMED ‘BY STANDARDS,

FIGURE 7

e

e s e e L T e e i s e

In the following example, a goal for information systems has been

hypothesized. Beneath it is a listing of related NAC standards with

suggested target dates for their attainment.

GOAL: TO ESTABLISH A STATEWIDE CRIMINAL JUSTICE INFORMATION SYSTEM

TO SERVE ALL COMPONENTS OF THE CRIMINAL JUSTICE SYSTEM, PRO-
VIDING THE MANAGEMENT INFORMATION NEEDED FOR ONGOING ASSESSMENT
OF THE EFFICIENGCY AND EFFECTIVENESS OF EACH COMPONENT BY 1985.

STANDARDS : 1.1  Standardized reports of criminal activity

(Police Standard 24.1). (1975)

1.2 An accurate, rapid-access record system
(Police Standard 24.2), (1978)

1.3 Standardized local information systems
(Police Standard 24.3). (1980)

1.4 Use the system for crime analysis (Criminal
Justice Systems, Standard 4.2). (1977)

1.5 Use the system for manpower reSource allocation
and control (CJS, Standard 4.3). (1980)

1.6 Maximum allowable delays will be established
(CJS, Standard 4.4). (1976)

1.7

Full participation of all agencies
(CJS Standard 4.5). (1975)

1.8 Quality control of crime data
(CJS Standard 4.7).

1.9 Use a geocoding system for crime analysis
(CJS Standard 4.8). (1979)
1.10 Etc.

B. Problem Identification

‘Presently, there are three major sources being utilized by the

various SPAs to. identify their criminal justice problems and to comstruct

goals, standards, and priorities. They are as follows:
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: ‘ (1) Current and Past Comprehensive Plans--All states have
f5 f been required to include in their annual comprehensive
S A plans a section entitled "problems and needs.'" While
of varying quality among the states, and sometimes
prepared only to meet LEAA requirements or to justify
projects submitted for funding, these sections may con-
tain fairly pointed discussions of the state's problems
L as identified by the supervisory boards, the SPA, or the
R regional planning units. Some states have gone to this
source first in their efforts to determine which areas
3 ; they should begin to focus upon for developing their
pA standards, goals, and priorities.

o 5 (2) Start from Scratch--Black Sheet Approach--Some states
have taken the position that the standards and goals
requirement is an opportunity to discard past efforts and
start all over to reexamine their problems in more depth
than was done or was possible to do in their previous
planning efforts. Conferences have been held in which
criminal justice officials and citizens have filled

; , sheets of paper with new statements of problems. In

P : some states, large research efforts have been mounted

to determine problems and needs.

N (3) Review of Model Standards--Many states have reviliewed the
A model standards of the NAC, the American Bar Association,
and other groups to determine which particular standards
apply to their own conditions. Some are ruled out be-
cause they express concepts that the state does not agree
B : with, or because they address conditions that: do not
i i exist in the state, The chicken and egg argument as to
| : which comes first, the identification of problems or the
i 5 selection of the goals is present in this approach. Some
states have studied the model standards to select or
modify those they feel would benefit the state. Others
review the model standards as possible solutions and then
work backwards to determine if, in fact, the problems
’ addressed by the standards exist in the state. If they
ENS do, then the state must decide if the model standards
P : provide the appropriate remedies.

possible, problem statements should be supported by
measurable data or expert opinion that indicates the

] 1
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S g Some suggestions regarding problem identification are as follows:

(1) Provide Evidence to Support the Problem Statements--Where

e

3
!

SR

(2)

(3

(4)

'll:[‘h a -4 1 b I f I 1 % l t -

in the state," is too i
general and is unsupport
can be improved by adding: proveed. It

"
.The annual turnover rate of police personnel
in the state is 30%, which is up 8% from 1970."

Don't Mix Problem Statements with Solutions~--Proble
statements should reduce the problem to its simples?
terms without stating what the solution should be
Other planners intermix solutions or objectives ié a

problem statement. Tor instance, the above problem
statement could have read,

1 ]
There is a need for a statewide pension plan
to reduce the amount of turnover in the state."

This statement may be true, but it suggests that the onl
remedy to the turnover problem is a statewide pension 7
p%an. That may be only one of a number of possible solu-
tions, such as increased salaries, education incentives

2

health and dental
Plans, and the availabilit )
tional career ladders. ity of promo

Determine the Causes of the Problem--Whenever possibl
?roblem statements should be supported by data thas -
lnéicate the factors contributing to the problem kThi
points out which conditions must be ameliorated if thnS
problem is to be resolved. This step is not eas andv
is often not done because of its complexity and iﬁe
lack of knowledge ‘of what causes certain problems. Ho
ever, if it is not done, many dollars and expectaéionsw-
may be wasted on pPrograms that treat symptoms rather
than causes. Figure 8 shows the relationship between
problems, contributing factors, and solutions.

Limit the Areas of Concern to a Manageable Size--The
n?mber of problems should be held down to a manageable
81lze, because to be effective in resolving the important
ones, the state will need to focus intensive efforts and
reésources upon them. There are limits in any given state
Fo the number of improvements that can be vigorousl
implemented at one time, especially in a three—to-fi?e-
yéar period. A suggested guideline is to hold the number
of problem Statements to the five to ten most serioug i
each category. For example, if a state ig focusing 2nln
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GOAL

e REDUCE THE ANNUAL
TURNOVER RATE OF
POLICE PERSONNEL TO
10% BY 1985

PROBLEM _
« o THE TURNOVER RATE
OF POLICE PERSONNEL
IS 30% ANNUALLY

STANDARDS

s THE ANNUAL TURNOVER
RATE SHOULD BE NO
MORE THAN 10%

e STARTING SALARY FOR
RECRUITS SHOULD BE A
MINIMUM OF $9600 A YEAR

e A STATEWIDE RETIREMENT
SYSTEM SHOULD BE
ESTABLISHED

POSSIBLE CONTRIBUTING FACTORS
e LOW SALARIES IN RELATION
TO OTHER JOB OPPORTUNITIES

‘e LITTLE LONG-TERM SECURITY
IN TERMS OF PENSIONS AND ‘

RETIREMENT
e FEW BENEFITS SUCH AS HEALTH

PLANS, DENTAL CARE
e LOW ESTEEM FOR POLICE WORK

AS A PROFESSION

FIGURE 8 THE RELATIONSHIP BETWEEN PROBLEMS, THEIR, CONTRIBUTING FACTORS,

STANDARDS AND GOALS

the traditional areas of police, courts, corrections, and

and five to 10 serious problems are

crime prevention,
the number of problems will range

jdentified in each,
from 20 to 40. The sheer volume of issues can be over-

whelming, and the depth with which a state can afford to
deal with each problem will decrease as the number of

issues increases.

C. Development of Goals to Address the Problems

1f the goals developed for various problem areas OT categories are

reached, the identified problem will be reduced and the contributing

factors rendered less harmful. Therefore, the goals become critical in

suggesting what a state needs to do and where its resources must be

applied. As indicated earlier, much research and testing is needed in

nearly all areas of the crim%nal justice field to find solutions that
will produce the desired results. Many agency professionals, LEAA per-

sonnel, -onsultants, state and regional justice planners, university
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1

in - j 2 o
lgators’ and pr0|ect leaders arxe experlmentlng tO flnd (hO e l
Veqt S Solu-
tl ns. pp i 9
ons Ina roprlate SGIECCLOH Of gOalS ma nOt bllng the deS red
1
resul y
ts’ but goals can be amended, and the fai ure tO full aChleUe th
1 e

desi ] .
esired results at first will still add to the body of knowledg
e.

GO&lS can be dedeloped flom a Varlety Of PerSPeCterS. The Lhree

most common emphases are as follows:

1 . . s
(1) :;iizt;?nil View--This is the view commonly taken in the
istory of criminal justice pl i
for each of the com P e s o e de
ponent parts of the s
ox eac ystem are de-
fiEISe ;z griups ;f people experienced in each particular
. amples of this would be the i
. establish
goal statements in the following components: ment of

e Police
¢ Courts
e (Corrections

e Juvenile delinquency,

In thi i i
his approach, little intensive effort is made to look
or ¢ iti
£ ommonalities of goals among the components or for
H

that matter, a
, apparent confli { 7] .
tion, icts in philosophy or direc-

(2) izs;emic or Integrated View-~~This approach is an attempt
SystZEkaﬁzrtzo:mon ailments within the components of tie
Systen an : nswer the allegation commonly voiced that
instanze :m is a ?on-system.” The goal-setters in this
ooty indivzgu;ilzliztt:i components of the system not

so as integrated parts of
iigi:; :Zj;zm; anthry t? determine where and whenathe
and improvemenz 2; tizeqz:iizwo ioals e "
An : . y of justice. Increa
:§:1ziznzzoa:2'1?proYed ?oordination among the comEiients
are he ief criteria used for postulating new goals
is approach. Consequently, the goals call for

grouping similar £ i
unctions or need ‘
such as: s of each component,

49




e Training

o‘ Recruiting

. Information systems
o TFacility needs

o Equipment purchases
e Diversion

« Prevention

e Planning and research.

This view is akin to that of the manager of a large
he company and its interlock-

corporation who analyzes t
ing gubsidiaries to determine what must be done to im-
prove the aggregate profitability.

ew--As jmplied by the title, the aim of
the goal-setters is to reduce crime. The High Impact
Program is based upon this viewpoint. The goal-setters
using this approach focus On crime prevention, specific

crimes, and specific offenders.

(3 Crime-Oriented Vi

In practice, these approaches are not as different as might be

jmplied by the above descriptions. Many goal-setting efforts are combina-

tions of all three. Thus, among goals may be found those that deal with

those that call for
d

only one component of the system (traditional view),

joint training of the personnel of all components (systemic view), an

those 'that call for reductions of specific crimes (crime—oriented view).

Planners often debate the virtues of one over the other. Some planners

find the approaches conflictive, or even mutually exclusive of each other.

Others feel the only distinctions are semantic and unimportant. The

majority of the states are using thektraditional approach because of its

familiarity. geveral states are experimenting with some form of the other

two. The standards and goals developed by the NAC are a mixture, with

the five goals being crime-oriented and the proposed standards and recom-

mendations predominantly reflecting the traditional, compartmentalized

view.
50
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1. Analysis

delinquency agencie
s, who have difficult
y relating to it. Both
. the sys-

temic and the ime-ori

crime-oriented approaches are falrly new and diff
Therefore I

, the concepts are not fully developed or understood
planners are able to di A

iscuss, defend, or ill
ustrate them in de
pth, and

while the conce
pts are well known, fully developed examples of them £
m for

the entire justice system are not

2. Sugeestions for Goal Formulation

(1) The goal statements should
: : Cen show a direct corr i
tz ;Zealiizzlfled problems. Sometimes this a;;Z:;:n
fo be a vor oia:i because the goals are merely a
Testaten tﬁ' e problem in positive terms, but it
p those who review the work to know ;here the

goals came from and wh
t .
address. at problem they are intended to

Some st i

e aliZes Eave sk%pped the problem identification

Srep gether, going directly to a goal or stand
ement, because of the semantics problem ndand

(2) T
tﬁ:ygoal statements should be complete enough that
; are self explanatox i
1e3 y. From ti i i
by : me to time -
anzli:al§ and groups will wish to examine the’ ;nl
e tw:Lll become necessary to focus upon thei e
u
L hos all ?f the supporting data and explanations
y are incomplete or too general, they may b .
e

subject to misu
nderstandings or cai
who review them. 5 criticism by those
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(3) As in the problem ijdentification, the number of
goals developed should be kept at a ?anégeable
level and should zddress the high-priority areas.

.

D Formulating Standards Relating toO the Goals

i i : indicator®
As stated earlier, standards will be discussed here as 1n

i -range changes
of the specific conditions which shoulé exist and what short-rang

m ' t rovide
ented the Specific goal ShOU.ld be met. The standards are what P :
H

ini imi tustice in any area
the measuring point for determinlng how criminal justl v

compares with the state-wide ideal.

1 Some-Suggestioﬁs ﬁegarding the Formulation

of Standards

be so closely related

d tandards'should
¢ B e ke the goals will bg

that if the standards are met,
achieved. For example:

GOAL: TO REDUCE THE ANNUAL TURNOVER RATE OF LAW ENFORCEMENT

PERSONNEL IN THE STATE TO LESS THAN 10% BY 1985.

Anpual turnover rate of law enforcement person-

nel should be mo, higher than 10% per year.
\

1d be mno less

STANDARDS :

e Starting salary for recruits shou
than $9,600 per annum.

e« All law enforcement employees shoulé have an
opportunity to partﬁgipate in a retirement

o system. .

)

o TEach county should provide health plans for' ;
employees that are comparable to those provided
in business and industry in Fhe state.
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(2) Each state should decide if the standards are to be
considered as minimum standards or standards of
excellence. If the former are chosen, they would
require less of some of the agencies than would the
latter, An example of the minimum standards would.
be as follows: Ag a minimum, new recruits in law
enforcement service would receive 200 hours of the
approved curriculum training within six months of
their hiring date.

Standards that strive for model or ideal systems may
be just out of reach of the more progressive agencies
within the state. For example, it is commonplace for
large urban cities or counties to provide many more
hours of recruit training than their smaller counter-
parts in the state. It is often their belief that
they need to give more and different types of training
than is necessary in a smaller department. In that
context, a state may wish to set different standards
for the smaller or rural-suburban departments and

the large urban agencies.

(3) If model standards of the NAC or the ABA or others
are used by the state as the major input into the
standard formulation process, they should be modi-
fied to fit the conditions in the state. The model
standards were déveloped to fit gemeral conditions
in the nation. The problems they address may not
exist in scme states.

(4) In developing standards, a state should not lose
sight of the factors that contribute to the problems
it must address.

2. Relating Standards to the Identified Goals

The most common method of relating standards to goals is to
group standards with. each appfopriate goal statement. A convenient way
to do this is for a state to develop its own goal statements, and then
select model standards of the NAC or ABA that address the goal. The state

should also develop its own standards where gaps in the model standards




U it is necessary to review them for their appropriateness

#

s TR R E

exist, or where the model standards as written do mot totally address

the umique conditions of the state. For instance:

i{ : GOAL:" UPGRADE THE PROFESSIONAL SKILLS'AND ABILITIES OF ALL
S CRIMINAL JUSTICE PERSONNEL IN THE STATE SO THAT 75%
CAN BE CERTIFIED BY 1985.

The following NAC standards provide suggestions for training

professionals of the system:

; NAC NAC o NAC
! Police Courts Corrections Other NAC
: Standards Standards gtandards Standards
7.6 7.5 10.4 12.1 (CJS)
15.2 12.5 11.4 12,2 (CJs)
15.3 13.6 12.8 13.8 (CJS)
! 16.1 14.9 R4.9 (CCP)
: 16.2 1411 R6.7 (CCB)*
! 16.3 6.9 (CCP)"
{ ©16.4
} 16.5
“ 16.6
16.7

within the state. The following judgments are needed:

oy ‘ e Does the standard call for the type of action needed,
that is, is it appropriate to our state?

e 1Io the standard too low, too high, specific enough?

&
ot

: *% ‘
. A recommendation rather than a standard.
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After grouping the model standards with their respective goals,

o the conditions

judgmeats made can T
e
present a consensus. Such meetings are
an excellent

In accomplishi
plishing the above review, the staff may wish t
0 sum~

on those that i
need to be considered in more detail

J

E

2

to research the st "
ate's situati
ation before completing the review., Where

this is no i
t possible, expert opinion should be solicited
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CHANGES REQUIRED IN THE

APPLIES TO

COMMENTS

MODEL STANDARD

o]
2}

(Criminal Justice Standard 13.1}

Any state that has not revised its substantive
criminal faw within the last decade should
begin revision immediately.

passed by the legisfature and is now in effect

as law. It is too early to evaluate the results.

NAC STANDARDS
STATE
DIRECTION DEGREE
(Police Standard 24.3) Yes Average retrieval times for relaying field None Charnge the
Each agency should be able to retrieve state- information to inquiring units is 8 minutes stanqard to
wide criminal information and provide it to for noncomputerized systems-in our state. 2 minutes
* field ‘persongel within 30 minutes for noncom- in a recent study, this delay was cited as for -manual
puterized systems and ‘30 seconds for computerized a causative factor of officer assaults. The systems and .
systems. three computerized systems in State Regions 20 seconds for
3, 5, and 7 average approximately 25 seconds those which
for retrieval. are computerized.
No In 1972 the criminal code was revised,
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FIGURE 9 DETERMINING THE RELEVANCE OF MODEL STANDARDS TO THE STATE
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IV PRIORITY SETTING AMONG THE GOALS

This operation is as important as the development of the standards
and goals themselves. It is this operation that pinpoints where change
is needed first and how much. The goals and attendant standards developed
by the state will probably not be of equal importance or urgency. Dis-

agreement may also exist between various agencies regarding the relative

ranking of each goal to the others.

The Crime Control Act of 1973 requires SPAs to include priorities

in their comprehensive plans as shown in the following quotes:

"The State Planning Agency shall--

(3) Establish priorities for the improvement in law
enforcement and criminal justice throughout the
State." [Title I, Section 203 (b)]

"No plan shall be approved as comprehensive unless it estab-
. lishes statewide priorities for the improvement and coordina-
tion of all aspects of law enforcement and criminal justice .,.."
[Title I, Section 303 (c)]
Priority setting can‘océur at several different points in the
standards and goals process. Some states have preferred to set priorities
among the identified problems, rather than among the goals. At the present

time, however, the majority of the states are concentrating on developing

standards and goals, and few have begun to establish priorities.

Regardless of whether priorities are set among problems or goals,
there are a vériety of methods for doing so. This chapter will deal with

those alternatives and the advantages of each.

'
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Suggestions for Setting Priorities

(1) The Priority Setters--The total number and composition of
a glven task force or commission will have an impact upon
- the final outcome in priority setting. Heavy stacking
of representatives from one component of the system
can assure higher priorities for that component.

(2) Agreement on Methodology-~Task force or commission
members should agree beforehand upon the methodology
to be used to set priorities. If they do not agree,
the final goals and standards may not receive theixr
support in the implementation phases because they lack
corfidence in how the priorities were determined.

(3) The Number of Priorities--The list of priorities should
not be too long nor too short, If the list runs over
20, it may prove to be a shopping list rather than an
order of importance. On the other hand, a priority
list of one or two items, while it may be justifiable,
may not be feasible from a political standpoint and
may not be comprehensive.

B. Alternative Mechanisms for Priority Setting

The following are examples of ways in which the states may establish

priorities among goals. EKach has certain advantages and limitations that

will be discussed. The methods range from the simplest approaches to the

more complex, the major difference being that the more complex methods

reveal more of the reasoning behind the judgments of the priority setters,

while the simpler only reveal the results.

(1) Majority Vote--In this least complex and most traditional
approach, the participants respond to a list of proposed
gtandards and goals by voting on the ranking of individual
statements or on a general list arranged in a proposed
priority order. In this approach the motivation and
criteria used by the participants are not generally

visible.
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(2) Individual Preference--~Th
that criteria or motivati
The difference is that in this method

s each participant
which are added to

(3) Uniform Criteria--Thig method ma
criteria for evaluation of
each goal. The iori

Priority setters ag
g sess the degree ¢
o tE.each goal meets each of the criteria Ii oe .
1s method, the criteria are all of equal valne -
ue, In

another i
: £ use, different values are assigned to h
Criteria according to its importance e

Ly Majority Vote

DESCRIPTION

at they have previously endorsed,

The i i
Staff will assist them in the following manner:

(1) Stafs Prepares a stray

the goais Placed in g
from 1 to x,

“man list of priorities with
Suggested order of Priority

2
(2) The staff Prepares a rationale for placing the

goals in that order, A si D
is shown below: simplified format for this

PRIORITY 1: To red
=B Leduce EEQ incidenc .
by 1985. =acidence of auto theft in the state 207
RATIONALE:

unclogging the system,
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AN PRIORITY 2: To improve the amount and type of management information
and research data available to decision makers in the
criminal justice system.

- RATIONALE: At present, state and local administrators are not
able to determine how the system is performing and where the weak points
are because they lack timely information on a continual basis. This
goal must be given high priority so that our progress in achieving all

other goals can be accurately assessed.

(3) Two weeks prior to the date of the meeting at which
priorities are to be set, the above staff work should
be sent to the persons who are to set the priorities.
Copies should also be sent to regional planning
councils, criminal justice agencies, and other
interested groups.

(4) Each task force member should be asked to review
the document and come prepared to vote upon the
priorities as well as to give supporting reasons
for his vote.

(5) The chairman of the commission should allow the
members to fully discuss each goal and its place-
ment in the priority listing as proposed by the
staff,

(6) After sufficient discussion, the chairman should
call for motions for actions with the following
guidelines:

e FEach motion should call for the placement of
a goal in a certain order, giving the motioner's
reasons for so doing if the order is diffurdé.t
i3 o than that suggested by the staff. (This will
. L later allow individuals who were not present
‘ when the priorities were set to know the ratio-
nale for the action taken by the commission or
task force.)
¢ Minutes should list the motioners, those who

provided the seconds for motions, and the count
of those voting for and against the motions.
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MERITS:
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l N s 0
(1) This apprcach is the traditional approach with which

ma ;
" ?y of the task force or commission members will
ave had experience in the past

(2) This approach does not g

pPpear to be t
those task force members o0 complex for

who may like things kept

(3) The action taken and the

WEAKNESSES

(1) This may be viewed b
thorough approach,
or judgment of the

Y Some as not being a very

Since the individual criteria

priority setterg may not be clear.

(2) This approach often shows
of criteria. That is,

generally used to deter
goal,

@ nonuniform application
the same criteria are not
mine the importance of aach

3) Strong-willed and influential members of the task
forc?s can force their judgments on the less Zi-
suaélve members. These more timid members map
capitulate to the will of the group, but ma .
actually be gommitted to the final 1;I'oducttvy et

"Individual Preference"

(2) The same staff work called for

DESCRIPTION

by showing how they woted on each goal and how the
view the relative importance of each ' ¢

under the majority

vote approach should be accomplished under thig
approach and mailed to the participants
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(3) At the meeting, the commission or task force :
members should be allowed to fully discuss the ; §
staff paper and their feelings about the proposed :
priorities. *

the Lori
- tg:lorlty of the goal in the composite thinking
commission or tasgk force, Using the Simpli-

fied example above
; t i : .
L : as follows: » the final priorities would be

Some tie votes usually occur
B . group may need to take g
o goals that are tied,

» in which case the
voice vote to rank the

" (4) When the discussion is ended, a master list of goals ‘ .
should be displayed on the wall or on a blackboard. ;‘g Priority Subiect .
In the example below, that listing totals 20 goals e Xotal Score
statements. The listing should dictate no order ?f b 1, Crime Preventio
priority, but should be placed in a prominent posi- P 2. Reduce Court pet 16
tion for easy reference by the priority setters. : 3. Inf , elays 20
: S i ntormation Systems
Individual listings could be passed out to all o 4, Upgrade Traini 25
members in lieu of the graphic display. o ning 33
B )

(3) Each member should number his paper from ome to
twenty. (Prenumbered blanks can be provided.) Each
person should then list the goals in his own order
or priority, making sure that he lists all of the

goals.

Commission member Charles Smith's own listing might |
look like this: , !

MERITS:

(1) This approach provides more

s accountabiliry
mission or task force member tlity by com-

8, showing how they

Priority 1. Goal L 6. Goal C 11, Goal O i6. Goal S vanked each goal. This is im
Priority 2. Goal B 7. Goal R 12, Goal K 17. Goal M T is on the task force or é;mmigo?tant where a member
Priority 3. Goal A 8. Goal H 13. Goal D 18. Goal N o tive of an organization or hisSlon e ? representa»
Priority &. Goal T 9. Goal F 14. Goal I 19. Goal J o (2)  Thi . professional peers,
Priority 5. Goal P 10. Goal E 15. Goal Q 20. Goal G f | "8 approach is fairly simple and edsy to apply
(3) In this S '
Signature 2 - hasazgrzzzz, every commission member's judg-

¢t on { ..

goal. Each gommissiontzzm:::aiagezislon Oﬁveach.
(6) Each member's paper should be collected and a matrix Jjudgment compares with that of hi so s¢e how his
prepared that sheows how each goal was ranked by each ‘ 18 peers.
commission member. The matrix might look like this: co

? é WEAKNESS :

GOAL _ SUBJECT SMITH GREEN GARCIA ISAACS PETERSON TOTAL

(1) Individual members ﬁay not want their

A Crime Prevention 3 5 4 3 1 16 : 50 visible, votes to he
B Upgrade Training 1 9 1 8 14 33 Cd » 2) Th
’ : € reasons given f £4 N
C Information Svstems 14 3 3 1 2 25 D are not visible in E;lzh:psinalhp;lorlty Placement
Y oach because the
£ T
5 Reduce Gourt Delays P 1 10 2 5 20 { akes no formal action to. include reasons forgt;:p

order of the 8oals; rather,

: the priority w,
determined mathematically, 7

(7) After all the votes have been tallied, the total i
column will reveal the order of priority. The e
lower the score in the total column, the higher £
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. » 13 .
"iniform Criteria _ Number of Public

Crime Entire

| | 4 : Persons S
DESCRIPTION GOAL * SUBJECT _ (oo10) upport Rate System Total
ii *~ (1) The major difference between this approach and the rime Prevention
Lt iﬂ other two is that in this one, the priority setters ,B Upgrade Training
1o agree upon the criteria to be used in evaluating the ) fg ‘
1 | importance of the goals hefore making a priority . nformation System
?, = judgment. They may make the criteria of equal value D Reduce Court Delays
?E fy or of weighted value. - B e
| (2) As in the previous two methods, the gtaff proposes

b ' an order of priority among the goals and gives

the goals, and i
s a composite score would de i
the priorities. Fermne

S} ! (3) Commission oY task force mem@ers should be allowed
v 5f plenty of time to discuss the staff's proposed list

(7)

Often, some commission or task force mewbers feel
that the criteria themselves are not of equal I
end that a goal that meets one or more ofqthe la .
important criteria should be given a higher ratz;e
than a goal which meets one or more of the lower :
value criteria. If so, they might use criteria of

weighted value. A rating :
’ g sheet for thi 5
could look like this: is approach

of priorities.

T 'll » (4) The group should agree upon the criteria to be used
S . ~ in evaluating each of the goals. The following are
3 [ S L some which might be considered:

E U ‘ « The goal has a direct impact upon the crime rate.

e A large number of Eersons_will be positively

affected in a direct manner.
| Public Crime Number of Entire
Support Rate Persons System Total

.(Qflo) (0-7) (0-5) (0-3) (0-25)

e« We have the knowledge and resources to.obrain

the goal. GOAL‘ SUBJECT

« The majority of’ the public ig _s_tgp_g_t_i.l@.-df« " Crime Prevention

the concept.

Upgrade Training

ositively affects the entire system.
o The goal P y entzt= : Information System

¢ The criminal justice professionals gcenerally are
of the concept. |

. Reduce Court Delays
supportive

o The goal can be achieved in the short term.

H g o |8 |>

Etc.

(5) After agreement upon the criteria to be used, a rating
sheet''should be prepared for “each member, which_prq—
vides the goals and an oppoxtunity for rating each
goal as to how well it meets the criteria. If the
. ¢riteria are tonsidered to be of qual velue, a rating

ok - - sheet something like this might be used?

(8) The points ellowable.for the criteria under each of
these twe methods should be given consideration‘
because if too few points are allowed, the member
may feel constricted in their ability to judge thz
merits of the goals. Also, a greater number of
tie vqtes will probably result. If too many points
are aliowed for each criteria, the members would

have too much flexibility and
; ‘ _ may become c
with the process. onfused
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(1

(2)

3

MERITS:

All members are evaluating the goals against the
same criteria. Therefore, their evaluation is

less subjective than in the other methods where
the reasoning behind actions are not as evident.

Because of the time involved and the thoroughness
with which the priority setting is dong in this
approach, the results may be more defensible and
have greater longevity than results of the less
contemplative methods. '

This approach forces the commission members to

analyze their motivations and their desires for
the justice system in an intense and open manner.

WEAKNESS :

(1)

(2)

(3

A e 1+

This approach is more time consuming and complex;
therefore, some members of the commission or task
forces may not be able to commit the necessary

time.

This approach can giVe the appearance of being
objective and secientifically derived, when it is
really subjective.

The criteria selected are always imperfect and are

difficult to apply in some cases. TFor instance,

while goals that call for planning and research

may be highly desirable, they do not score well on
criteria such as crime reduction and public support.

The outcome on this approach, then, is dependent
upon the criteria selected.
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V- CITLZEN AND AGENCY INPUT

Establishing standards, goals, and priorities that are responsive

to the attitudes of the majority of the people and agencies is extremely

. difficult, especially in heavily populated states #nd territories. The

problems are aggravated if the standards and goals program is on a tight

time schedule and has limited resources available. An SPA must find a

way to provide an opportunity for the many layers of local and regional
agencies, the many special interest groups, and the general citizenry
to participate in the process. In some cases the opportunity, or the

open door to decision making, is as important as the actual substantive

contributions made.
Some suggestions for citizen and agency input are as follows:
(1) Representation--Key groups and agencies should have

representatives on the commissions and task forces
that are doing the developmental work.

(2) Sincere Effort to Obtuin Feedback--The SPA must be
sincere about opening the door for review and input,
by facilitating and encouraging outside participation.

(3) Sufficient Time--Agencies, citizen groups, and special
interest groups should be given ample time in which to
respond to the work of the commissions and task forces.

{4) FKnowledge of Procedures--The commission or task forces
should make clear to those who review their work what
processes will be used to analyze the input received,

and when final approvals by the state supervisory boards
and others will occur. ’

i

One desirabie but difficult approach is to inform ail regional

planning units, special interest groups, criminal justice agencies, and
the public on a continuous basis. Under this approach, meeting agenda .
.and results should be highly publicized, and copies of meeting rnotices

and minutes should be widely disseminated. All interested persons and
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e invited to attend meetings and to review and comment

groups would b
a regular basis.

upon the work of the commissions OY task forces on
Another option is for the commissions and task forces to do their
developmental work first and then send out well-defined standards and
ewing agencies at key points in the process. For in-

goals to the revi
gsions might widely d

forces OT commi isseminate theix

stance, the task
justice agencies

n and request review by the criminal

‘work in draft for
and others as shown in Figure 10. 1In this approach, outside agencies
are asked to review and comment upon those issues with which they disagree.
Their input is received at critical jumctures in the prdcess. Whilé
they would mnot be fully involwvzad in the development process, they at least
would have some input. In a populous gstate, this may be the only way .that
some agencies can become involved in a meaningful way.
The following are some suggestions of methods by which the review and

input can be received.

A, Citizen Input

The process fo

r obtaining review and input fyrom citizens is different

ustice agencies and regional plannit units, be-

from that for criminal J
causefcitizens will need more basic education On the following aspects of
criminal justice standards and éoals:
e Why standards, goals, and priorities are needed. ' o
e What is wrong with the system nOW. | i
e What impfovements the profeSsionals yrecommend.
e« What is the rationale fox those suggested ghanges.
v
The me 9¥ity of the public have not been intimately involved in the crimi-t
’ in the education system as%‘

e system as they have, for instance,

naltgkgtic
tudents. Therefore,

educating the public

students and as parents of s
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> Cavelopiment

Formal Review of
Draft Documents

@®

CITIZEN AND AGE
NCY REVIEW OF :
STANDARDS AND
GOALS PROCESS

FIGURE 10




The following are several

ecial intere t groups 1S important.
and special st groups 18 imP ; include a tear-out respomse form ‘
» requesting that »
eaders note th
Z ose

an active role in the gtandards

o nethods by which the public can play issues with which they agree or di
SN and goals processes: g sagree and mail in their comments

e g T TS
5 NG N iacaes
o I it e R A i

4.  Analysis

:'f(
s

oo 1. citizen Regresentatives on Commissions

s have been included on some state . .
V1iewpol
points of the community will be represented
. ed.

5:‘ ~ geveral lay representative
rds and goals commissions. While these It is the easiest t
o

supervisory boards or stvanda . .
accomplish and is the method that appear
s to be most
P reva lent amon
g

;é% . citizens cannot represent the entire public, they can provide some measure : § the states.
é ' of possible public reaction to the issues discussed. Separate citizen ;;
» review boards, composed of lay persons only, have been developed by some % .
eans of obtaining citizen reactions f relatively new phenomena, and SPAs and regiomal pl . .
= not had much experience with them. planning agencies have

regional planning agencies as & m
The te 4
public is also not accustomed to

m a cross-section of the public.

Dk
N :
.

A

|
i
i
i
|
!
|
i
!
i
!
§
i
¥
§>
i Public i
| hearings on the criminal justi
i ce system and crime are a
!
{
f
i
5 publi
ublic servi
] ices such
i as mass i
| transit, freeway plannin '
| g, and education,

£ L 2. Public Hearings Lo .
s - P public hearin
JU gs are ¢
3 . s . o ommon. Therefore, these heari
everal of the states have sponsored public hearings in various i . planning and much ad ’ earings require careful
oy advertisement if
! the
; y are to meet their objectives

o 1 localities in an effort to inform the residents and obtain their reac- Pl Substantial printing and
‘ and advertiseme
nt costs can
also be incur
red’ but

have been asked

anning agencies they do provi \
ide t
: he best opportunity for a two-way dial
alogue between

s : tions. In some cases, the regional pl
and provide the proper

3 .

obtain the meeting place,

= o to sponsor the hearings,
i : advertisement, while state and regional commission members have presented

onded to questions. (See Appendix A for further

program'materials and resp :
. A disadvant
B age .
: ge of the Public hearing that sometimes, £
; for ome

L
é
§
}
i
2
L
i
;

:ﬁ - details.) rea
son or another
B ien 1 » few people attend and a lot of resou
_ Cod ittle return rces are expended
3, "Sunday Supplement' Newspaper Poll " for . Also, because they are usually a
o one one-tim
i night or afternoon in a given ar ® oceutrence
1t is important that in its role as an educator, the SPA mnot b are often unable to cove ea of the state, the participants
Lk r many of the myri
. R . . . yriad subje
y technical nature. One L considering in the standards and . jects that a state is
: goals process.

the public in too much detail of a highl

method for meeting the twin, objectives of educating and obtaining feed- :
The advantage
ge of the Sunday supplement approach is that th
s e

lop a small insert for inclusion in a Sunday |

bury

§

' ;f5 pack is for the gpAs to deve
e ‘i: issue of a statewide newspaper. guch a brochure can highlight the pro-

posed statewide priorities, goals;ﬁand standards. The brochure could zi;
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the public, rather than public feedback, although a large number of

comments may be received via the tear-out mailer.

Disadvantages of the Sunday gupplement are that they are expen-
uded

sive to produce, and only a 1imited amount of material can pe incl

Also the space allowable for comments by the reader

in that format.

usually does not permit much comment oOn any one issue.

B. Criminal Justice Agency Review
wide commissions oOf task forces

One of the reasons for forming state

is the principle of'representation. Administrators from.all the components

n convene Lo nutually consider issues of joint

of the justice system ca
police chief, a judge, or other pro-

concern. Lt is always hoped that 2

fessional on & task force will keep his peers and associates informed of

the goals and standards being considered. tnfortunately, in practice,

this type'bf communication generally does not occur. Consequently, other

means are needed to let the prosecutors' offices, lavw enforcement agencies,

the courts, the public defenders, and correctional agencies know what i8

happening in the standards and goals process and to obtain their comments.

The most direct mannex of obtaining that input is for the gtandards

and goals commission OY task force to send draft copies to the various

agencies for theilr review and comment. IF is recommended that a

but that a written

reasonable time pe allowed for their consideration,

sted from the reviewing agency by a specific time.
tandards

response be reque Each

agency contacted should be asked to indicate only those goals or 8
or priérities with which they seriously disagree. They should also be
asked to offer suggested chianges that would make the controversial issues

acceptable to them.
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c. Special Interest Group Review

Some social i
religi ‘
. s gious, or other types of special
an be influential i -
- . grou
o helping promote reformation of N
se groups should i S
be involved in the review and input ; N
ut process in
a

g

g m

.

. . o

p ‘
n
H "

When draft d
ocuments i
are mailed to the criminal justice
agencies for

Y p l ' n p o g v

gg

ng ma.l-l g . p

influentia
1 of these groups or organizatio
ns.

. An

i 3 ] . . . .
pp

task force wil
1 be
acceptable as written, but that the ab
above groups will

can identif wn
y thes i
- e for the commissions by listing th
ple form in Figure 11 e "
|
|
]

g h

or taSk force cus ”l) 1he l (:(HII roverx |Sal e S=
tO fO I
S. CcoO i
1

(o4 I)

listed to
testi
ify or. behalf of .their proposed modificat
ation,
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STANDARD OR GOAL NUMBER: POLICE 5.2

1. AGENCIES TAKING EXCEPTION

2. REASONS FOR EXCEPTION 3. SUGGESTED REVISIONS

A. Study the matter to determine

A. City of Newberg

A. 10 sworn personnel is too low

criteria for optimum department

size

B. Thomasville County

B. The term "concolidation” is too B. Change wording to “‘consolidate

ar contract for services” or "enter

»ﬁ restrictive and narrow
into service pooling arrangements’
FIGURE 11 SUMMARY OF COMMENTS ON SPECIFIC STANDARDS
ST et o ’ . *ﬁ; " '” el i i i
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VI ADOPTION ©OF STANDARDS AND GOALS

After interested agencies, éitizens, and special interest groups
have had opportunity to review and comment on the preliminary work of
the commission or task force, the modified standards, goals, and priorities
should be approved or adopted. Because organizational structures are
varied among the states and territories, the suggested procedures here will

not apply to all, but are proposed for general guidance.

(1) Advisory Committee's Adoption--If the standards and goals
developmentai work has been assigned to advisory groups or
subcommittees of a larger commission, those groups should
take action on a final set of standards, goals, and priori-
ties for their assigned area of concern. This should be
done in a regular, open meeting with minutes showing the
actions taken.

(2) Supervisory Board Adoption--In those states where the
supervisory board is the final approving body, it should
review the final work of the task force or advisory com-
mittees. After making modifications deemed necessary,
it should approve or adopt the standards, goals, and
priorities. The minutes should reflect the action taken.

(3) Separate Commission Adoption--If the governor has given
the final approval authority to a standards and goals
commission that is separate and apart from the state super-
visory board, the commission should take formal adoptive
action. However, since the supervisory board will likely
play a major role in implementing actions to reach the
goals and standards, it should have an opportunity to
endorse the standards, goals, and priorities or to work
out its differences with the separate commission prior
to the commission's formal action.

(4) Distribution of Standards and Goals--The formally adopted
standards and goals should be widely disseminated to
criminal justice agencies, legislators, state agencies, v
city and county officials, regional planners, special :
interest groups, potential grant applicants, and all S

. 5
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others who have taken part in the development process or ! ‘ S R : ‘ EnE j H
i . who will be instrumental in the implementation process. oo e R L R
.;"t ' Some *SPAs, in their rush to comply with the deadlines of the Crime : t :
/ s - Control Act of 1973, may be tempted to neglect completely the review and v o :
01 ’ @, ‘: comment processes discussed in the previous section, or provide only ' * !
; Sk limited opportunity for comment by regional and local governments, citizens, . SECT'ON v“
and special interest groups. Thus they may move into the adoptive process | !
: m eme
prematurely. This may stir up much opposition and lack of confidence in Sf‘ dp d nfﬂflon Of
TN an ar
S the standards and goals. In addition, it may be in violation of the spirit S Or‘d GOQ'S
B o of the act, which stresses in Title I, Section 303 (a) (3-4), that the ‘
g
Y annual comprehensive plans of the states shall take into account the needs . ' 2
of the units of general local government. The adoptive process, and that u
; b of implementation discussed in the next section, will run more smoothly
if there exists some consensus statewide on priorities, goals, and stan-
; dards. v :
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e sl e Lo e R o SRR : VII IMPLEMENTATION OF STANDARDS AND GOALS

The ease with which standards and goals can be implemented will wvary

greatly among the states. In some, the functions of criminal justice

have traditionally been centralized at the state level, consequently, the
governor and state agency administrators are able to make policy chlianges
and resource allocation decisions more easily. In the majority of the
states, however, the largest share of the criminal justice resources are
expended by local governments. In those states that have numerous cities
and counties, some of which comprise large metropolitan areas, the imple-
mentive process is much more complex and calls for more consensus and

agreement among a larger number of persons and agencies.

The philosophy of the supervisory boards and the SPAs in the nation

is another important variable in the implementive process. In several

states, the SPA and supervisory board play a strong leadership role in
reformation of criminal justice. Using written policy statements, priori-

ties, and other criteria, they detérmine what types of programs or projects

they will fund. Special conditions imposed on the grant awards also assure ﬁ
conformance with stated policy. In some of the states however, the SPA
and supervisory board operate in a more decentralized mode. The cities,

Lo

counties, and private agencies that apply for project funds, as well as

the regional planning councils through which they apply, play a major role

[od

in determining the improvements to be made. The chief function of the SPA

in these states is to make certain that the projects are in conformance

IR b T Preed AP

both prior to and after funding with federal or state regulations and that

sufficient funds exist for all projects approved by the supervisory board.
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and resource reallocation.

A Vehicles for Implementation

The three basic vehicles for implementation are (1) the use of LEAA

and matching funds, (2) legislation., and (3) administrative policy change

Each is discussed in depth below.

1. LEAA Funds and Matching Monies

A state's standards and goals should be used by the supervisory

board and the SPA staff as major criteria for funding grants. The super-

vigory brurd might consider passing a resolution stating its intention
to use the new standards as some of the criteria for making decisions on

grant applications. A policy could also be established whereby higher

points would be awarded to grant applications, that address the higher
priorities among the adopted standards.

For those SPAs that annually prepare planning guidelines, these

can serve as the basis for stimulating the submission of applications that

address the state's adopted standards and goals. SPA guidelines usually

contain criteria, adopted by the supervisory board, to be used by the
board in selecting project applications for funding. Once approved by

the supervisory board, the state's standards and goals could readily be

incorporated into the planning guidelines as additional criteria for

making funding decisions.
Since state planning guidelines must be published early enough

in the planning cycle to allow potential grant applicants to become fully

acquainted with their content, the coordination of the standards develop-

ment process with the publication of planning guidelines becomes very im-

portant. Ideally, a state would be far enough along in its present develop)

ment process that its standards and goals could be incorporated into its
Y 1976 plan guldelines. Some states have only recently begun their stan-

dards and goals development process, and will not have a set of standards
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nditures in & state, some gtandards may be implemented

criminal justice expe
ges and resource reallocation.

througl policy chan Tor this reason, crimi-

gencies should be made aware of the st
e made to induce these

nal justiece & ate's standards and

goals as they are adopted, and attempts should b

o make the gtandards a part of their operating policies. This

agencies t
proach of "jawboning” with

accomplished through the indirect ap

can be
e direct approach using special

agency administrators or through a moT

conditions OT ganctions on grant applications.

Figure 12 shows three standards and the possible yvehicles for

their implementation.

Tm lementation Process

B. Priorities and the D

Once the basic approaches to implementation have been determined by

£ the standards and goals should be

a state, the actual implementation o}

ith the priorities set among the goal

in accordance W
ts, for example, those

in the development process. In awarding SPA gran

ons that address high—priority stand

applicati
gimilarly, initial attempts to

those that address a lower priority.

or to effect administrative policy ch

over
ange, would

develop legislation,
center on those standards and goals that had been given a high priority.

In most states, annual regquests for funds exceed the amount of LEAA

funds that are available. For this reason, the priorities set for the

s and goals should be well publicized among potential grant ap-

£ applications that have no

standard

plicants. This will decrease the number O

chance of being funded because they do not address high-pri
or goalse 1f utilized properly, the priorities can be a major tool in

helping an gpA perform comprehensive planning and i

than mex .1y processing grants.
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Aporoach: i
L .ixahmme each standard and indicate unde
ethod of implementation, the primary '

methods by which e
. a ‘
e, ch ‘standard can be

ADOPTED STAND
ARDS
METHODS OF IMPLEMENTATION

Police
P1.

a}

b)

Adjudication

Al

Corrections

C1.1

[y

a)

b)

1 Police Training Program
e State Llegislatio
n

1Enactment of state legislation, by
3(9)76, mandating a minimum of
0 hours of basic training for
:very sworn police officer prior
o the exercise of his duties. e SP
A Funds Initiall
y
¢ State and Local Resources
Eventually

State reimbursement of every
police agency of 100 percent of
the salary for each police officer
who satisfactorily completes the
state-mandated training.

Provision of Defense Counsel

For Indigent Defendants
® Legislation

Establishment of a state public

defender’s office. ® 5PA Funds for First Year

e State Funds Thereafter

:,nstitutional Rehabilitation
rograms
LIy L] ini 11

‘:m‘l“s'on by state correction é:ar:mwtratlve Policy

nstitutior : e

basi:m:jons of opportunities for )

education up to high school . 'S:PAdand Corrections Agency

unds

eq;ivale'ncy, for offenders capable
and desirous of such programs; and

froyision by state correctional
nstitutions of vocational training
programs for adult offenders.

FIGURE 12 "
SAMPLE “METHODS OF IMPLEMEN'I;ATION” MATRIX

81




P

$
H

B A Sty
N
e s s
S s
e . )

e

e

C. L. toping Strategies for Implementation ‘g
|

After the standards and goals have been adopted, the supervisory f
boarc «hould spend considerable time discussing what methods and approaches § :
! \‘

should be used to implement them, This can be done in a variety of ways, §‘§
such as! {'j
o Assigning task forces or committees to develop an implementa- §

tion plan for the high priorities in their area. ;

o (Convening a large conference to formulate viable approaches ?é

for implementing selected standards and goals. ‘f

e Having the SPA staff prepare suggested strategies for im- %
plementing the top priorities. "

o Having the supervisory board commit a large segment of its f f

time to preparing strategies for implementation. ;

o Agking regional and city-county justice planning councils ;

I
|
!
z‘
to submit papers outlining their recommendations for imple- }
mentation of selected standards. }
|

i

|

L

Such strategies should detail the following:

The constraints and obstacles that stand in the way of im-

|
° {
plementation, f
¢ The specific activities that have to be accomplished for g@
successful implementation, |
|
o The agencies or persons that should take the lead, the [
other agencies that should be involved, and the roles and P
responsibilities of each. Iy
* The resources that will be required and that are currently j E
available. [
e A schedule of events in the implementation process. I§

Figure 13 shows a simplified implementation strategy for each of the

sample standards in Figure 12.

Following the development of implementation strategies, the state's

B
>

standards and goals should be incorporated into the next comprehensive I
£

plan. Figure 14 shows a sample multiyear plan using the same three

sample standaxds.
82
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Approach: K
Pproach: Lesall the Proposad method by which
standard can by implementad " glven

Polics Standard P1,1;
Police Training Program

A, Leglslation

1. 'SPA director and staff discuss proposed
egislation with governor's office ang
Potential sponsors in legisiature

2, 'SP/;\ staff and Legislatiye Council draft
heg slation requiring provision of 300
a:;riaio:’bt;asic training for poljce officers

muursement to police age
officers Pay during this time, fancies for

3.
Co;;les of proposed legisiation sent to
professional arganizations for comiment,

4, :fA; ‘staff meets with stgte Peace Officers
ain 1'19 Council to discuss adminlstrati
of legislation, o

5. Bl Introduced into legislature,

6. SPA director ang others testify bef?)re

legisiatian,

7. Legislation Passed, signed by governor

B. SPA Funds

1. Stgndard incorporated Into SPA
planning guidelines,

2. (S:ZA s.taff and Pagce Officers Tratning
uncijf develop project for upgradin
state training programs, ’

3,
:unds resarved in comprehensive plan
or state training programs,

4. Proposed legistation for state trainin
programs submitteq to SPA, regfonafg
councils, and other agencies,

5. State com
prehensive plan appr
LEAA reglonal office, Pproved by

6. State Supervis
ory Beard approy
for state training programs;.]p “ funds

C. Lead AQEncieS fol ll”p‘el”e”taﬂo” of

1. State Peace Officer Tralning Council

2. SPA,

—

Fi
GURE 13 SAMPLE IMPLEMENTATION STRATEGIES
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Corrections Standard €1.1;
Institutional Rehabilitation
Programs

Adjudication Standard A1.1: .
Provision of Defense Counsel e

i :
i for Indigent Defendants
2
0ol A, Legisiation B. SPA Funds ‘»bj A, SPA Funds
oo 1. SPA staff performs survey to determine 1. A law school estimates annual cost s B. Ad .
v co . i . St i . . ministrativ i
. existing practices in providing defense of funding Public Defender's Office, guiacri‘;?r::s incorporated into SpA planning 1 ® Policy Changs
B counse! for indigents. based on survey of existing practices g . Governor designates Corrections Commissio
P and costs of providing defense counsel, s lead agency for implementing standard "
[ ; s,
A 2. SPA director and others discuss with 2. Correcti )
. S governor's office and potential sponsors 2, Funds reserved in state plan to . . rections commissioner issues statement
pE in legislature, proposed legisiation to partially support operations of new © corrections staff outlining new policy
Public Defender’s Office. 3 .
. Funds reserved in 3. SPA
. State plan for renhabijj ) staff meet with Co i ;
t . . i~ . rrection Co i
ation projects in {nstitutions, staff to discuss the types of pmgraﬂrsmss:on

' L form state Public Defender's Office.

. s 3. Representatives from the state’s judiciary, 3, SPA otaff and state bar association need

i o . defense {awyers, and prosecutors hold develop application for funds to eded and to support the project activities
operate Public Defender's Office, .

meetings to discuss proposed {egislation.

4, State plan approved by LEAA regional

office, ! . !
. Corrections commissioner meets with state

budget director 1o
Procure state
funds for LEAA grants, matching

5, State corrections commission submits

4, Following passage of legislation,
Project applications to SPA

4, _ugislation introduced into state legislature,
Supervisory Board approves funds for B
Public Defender’'s Office.

5. . .
Corrections Commission initiates recruiting
cafnpalQn to secure staff for new program,

i . 5. SPA director and others testify before the
T fegislature's Committee on Criminal Justice
on behalf of the bill and the method of C. Lead Agencles

1. State bar association.

B. SPA awards the
grants and i
Programs begin, the rehabilitation

irplementation,

C. Lead Agencies

6. Legisiation passed, signed by governor. 2. Law school.
. 3. SPA. ' f
1 | a3 1. State Corrections Commission, .
i o 2. spa.
i
SO FIGURE 13 SAMPLE IMPLEMENTATION STRATEGIES (Continued) FIGURE 13 samp
. LE IMPLEMENTATION
; i STRATEGIES (Congl
iy uded)
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w
o ® lLegal Defense
port for state Public Defender’s
Office. (A1.1)*
o Federal funds $800,000 (PartC) $810,000 (Part C) $820,000 (Part C)
State and local funds 88,900 101,125 117,143
Category C:  Corrections
® Institutional Programs for Financial support for educational Continue support of re~ Continue Support of rehabilitation
Adult Offenders and vocationa! training programs _ habilitation programs. programs.
in state correctional institutions.
C1.D* ’
Federal funds $650,000 (Part C) $700,000 (Part C) $600,000 (Part C)
300,000 (Part E) 310,000 . {Part E) 0 {Part E)
State and loca! funds 105,556 126,250 600,000 .
*Adopted state standards—Poiice Standard 1.1, Adjudication Standard 1.1, and Corrections Standard 1.1.
. FIGURE 14 SAMPLE MULTIYEAR BUDGET AND FORECAST OF RESULTS
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Approach:

If the state plan makes use of categories for classifying its programs

can be scheduled over the years and should identify the standards to

which they relate.

and projects, the programs and projects which address specific standards

1978

PROGRAM AREA

1976 1977

Category A: Police

Training of Police Officers

[ ]
Federal funds
State and local funds
Category B:  Adjudication

Adoption of training standard of Provide partial support for
300 hours of hasic training for reimbursement of police

police recruits. (P1.1)*
Support required training programs.

agencies.
Support required training

programs.
$710,000 (Part C) $730,000 {Part C)
78,500 . 91,250

Establish and provide partial sup- Continue partial support of
Public Defender’s Office.

Continue partial support for
reimbursement of police agencies.

Support required training programs.

$750,000 (Part C)
107,143

Continue partial support of Public
Defender's Office.
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. VIII TPROGRESS ASSESSMENT AND REFINEMENT :
o : o ‘ o : DT o : S The standards and goals process, like planning, is a continual pro-
- . . R s L ‘ e cess because of the following reasons:
e Conditions within the state continually change, sometimes
i , requiring significant modifications of past plans and de-
« cisions.
o The goals and standards set in the past may have been in- s
adequate to address the problems. i
= % e New findings and research data become available that indi-
; f - cate new solutions for criminal justice problems.
¢ New people may assume leadership of key agencies with dif-
_ L o o ferent ideas of what directions their agencies should take ‘
i | ; ST o R S S Ll in addressing the problems. g%
i il ; ‘ g S o . - : | -
SRR H For these reasons, the SPA should continually assess the impact of ‘ P
;é i standards and goals upon the state. In the short term, an assessment of ‘
E; , R S B the process of standards and goals development used by the state should ff
;% I ‘ B ; o . : ' ' PR be accomplished. Over the longer term, the SPAs should evaluate and 2
%? ‘\ ¢ ‘ ’ E revise the goals and standards when they evaluate the projects und pro- %f
i » o
; ; . . , ; ' ‘ S grams implemented to attain them. This section will deal with evaluation 2
fl b . _ ‘ S : ‘ , : I B ‘ E of the standards and goals development process. ;
}; Lt T ' ‘ ' ‘ ‘ % A. Evaluating the.Standards and Goals Process &
SN EL s ; : : ‘ SRR The major focus of a process evaluation should be to determine what Lo
1% Lo C S ‘ ' o ‘ ‘ ; degree of commitment the SPA, state justice agencies, regional planning
- i o ‘ : : - SR councils, and local public and private agencies have to the adopted stan-
i 0 : ‘ o L I I dards and goals of the state. To do this, the following questions can
i A , » ; ‘ Cond ‘
3 : : ' : : be asked:
g
! ‘
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(1) How many agencies oY groups took any formal action of en-
disapproval of the

dorsement, adoption, exception, OF
priorities, standards, and goals before final adoption
by the supervisory board? ' 2 A record of all agenci
; cies, groups, or p:
s Or persons that were
asked

I to provide
1 comment upon
= any draft
goals, and priorities, documents of standards,

A recoxrd

‘ of agenci

inute g ies or groups to whom meeti $

m s were sent regularly ng notices and

(2) Hew much opportunity for input Or review of the final
standards and goals did the following groups have?
. ; A
e Police, courts, and corrections agenciles. = record of those agencies that have |
: quests for review and input responded to the re-

e Regional or city-council planning agencies. \ :
! e A brief chronological history of
events that took .
place in

e Special interest groups. . % the devel
5 opment process, including dates and place
: &S,

EEf o Interested citizens.

s and - C. Research Methodologies

(3) How did the supervisory board deal with the input

%i E;fJ reviews of these groups?

L ' } o To de ,

; ‘ (4) What impact did the adopted standards and goals have e ermine fhe snauers ©o fie queswions I seew
| n Section A, a specific

o upon the 1976 and 1977 plans? 1In what ways were those o methodology will have to be developed f
: or each. Some of the
research,

r

’ %JV] (5) How many programs and p?OJects, leglslatlve bills, etC:, ' B quire careful consid )
el have been prepared for implementation of the top 10 priori- : sideration. The methodologies should
v s should be focused u
pon

p { N ties of the state? What percentage of the Part C, Part E,
SEE and discretionary funds available to the state have been

. ?{1 expended for the top 10 priority areas?

the standards and
: goals process, n
¢s, not the quality of
the standards and

g ] 2

' e P P i P .
g . 1 g

i i s e

(6) Have the adopted standards, goals, and priorities affected
A research

E ii“x . the non-LEAA and non-matech portion of the eriminal justice
udgets? Are cities and counties as well as state
allocation shifts to imple-

r own volition?

deSign for .
: uesti : .
agency b o . q on two might be diagramed as in Figure 15. Th 1
' . ion data s . e evalua~
agencies making any resource hould show how much oppo . ,
pportunity for input or revie
w was given

ment some of the tOP 10 priorities on thei

q

of their opportunity.

B. Records That the SPA and Others .Can Keep to Facilitate

Evaluation

D. Self-Assessment

Gl

are currently developing the state's

The SPA or those agencies that

Pl standards, goals, and priorities should keep some of the following records,

y facilitate any evaluation of the processt

!

which will greatl

s g

jon or task force This assess . .
ment could pinpoint possible procedures that th
g e state may

ot g B

e Records of the attendance of each commiss
member during the course of the development process.

wish to im
plement or chan
ge to optimize the b ;
enefits of its s
tandards

gs held by commissions, task forces, and goals pro
cess,

e Minutes of the meetin

or subcommittees in chronological order. They are summarized again below:

e
b

88
89

et e o s T T SIS

R s

R O TR



QUESTION: How much opportunity did representatives of the operational and
planning agencies of the state and local governments have to take
part in the development of the standards and goals process?

Sub-question

Source of Dats

1. How many of the following agencies
exist in the state?

Police

Courts

Corrections

Prosecutian

Defense

Regional pianning councils

1. 1974 state comprehensive plan,

2. How many of the above agencies had
direct representation on:

& Supervisory board

& Advisory committees
e Task forces

o Conferences

2. Governor's appointing letters or
documents and minutes of mestings.

3. What efforts were made to keep the
agency personnel not directly represented
aware of standards and goals activities?

3a, Chronological history of actlivities
in the standards and goals program.
3b, Listings of persons to whom meeting
notices, minutes, or newsletters
were sent during the development
process.

4, Do agency administrators feel they were
adequately represented on the commissions,
task forces, etc.?

4, Survey (complete or sample) of agency
administrators.

5, How many agencies were asked to review
and comment upon draft copies
of the standards and goals?

5a, Survey of agency administrators

5b, Matling lists for the draft document,
if any, which werg sent out by the state,

6. How many agencies did respond and in
what manner to the request for review?

6. Review of state records or written
responses to draft documents,

FIGURE 15

90

SAMPLE RESEARCH DESIGN FOR EVALUATING THE REVIEW PROCESS

e e S e e B o g S

Suggestions for Standards

Structures

and Goalg Organizational

The i

o r:ask force?, commlttees, or commissions should also

oy Sir:senFatlve‘of the demographic characteristics of
ate, including population dispersion,

o . , .
dppzrtunlty to review and provide input into the stan-
ards and goals development pProcesses

Task forces or commissions gshould have lay citizen
repr;sentatlon and should scheduyle their activities
§0 that those citizens are able to participate fully

the.task that the state can receive the benefit of
thelr.expertise. During the course of their invol
ment in the program, each member should be able tove-
spend a minimum of 16 hours per month inp standard
goals meetings and in individual studyb S

No oné group should have total responsibility for de-
veloping, reviewing, and adopting the standards EE
goals. The structure should allow for one grou a:
accomplish the developmental work, with differest °
groups given a chance to review and respond to the
work. In most states, the supervisory board should
be the body which formally adopts the final version

and submits it to the
governor and the leej
for consideration, Bhelature

2, i
Suggestions for Staff or Contractor Selection

d

Staff members of contractors selected ag specialist
to work with groups considering police, courts co f
rections, information systems, or crime preven;io i
should have experience in those fields and be ablz to

91




command the respect of the practitioners with whom they
will work closely in the developmental process.

e Staff members should also be knowledgeable in agenda
preparation, data assembly, research for specific in-

. formation, and communication. They should have several
years of experience in high level staff work, because
many of the persons with whom they will work on the
various task forces and commissions will be extremely
busy and will rely heavily upon the staff. The staff
should be familiar with the justice system and the poli-
tical structures in the state.

e The time constraints for meeting the deadlines of the
Crime Control Act of 1973 and the LEAA policy statement
probably make it prohibitive to hire people unfamiliazx
with criminal justice planning and the justice system
for leading staff roles. There may not be enough time
for them to learn on the job. Experienced people will
be more expensive and may be aggressively sought by
other states; however, their ability to quickly provide
quality work justifies these difficulties.

3. Suggestions Regarding Financial Requirements

The following general principles are proposed:

e Every effort should be made to collocate staff with SPA
staff--if sufficient space and facilities are available--
to minimize additional expenditures for reproduction,
facility rental, office furniture, and supplies. A side
benefit of the arrangement is the enhanced opportunity
for coordinating efforts within the SPA.

e Since this type of effort requires maximum communication
among the various groupsS, a state should make certain
that adequate amounts are budgeted for reproduction,
telephone, travel, meeting, and postage costs. Amounts
for these items are usually understated in . a budget prep-
aration, or the assumption is made that these costs can
casily be absorbed by the SPA. When the standards'énd
goals program cOVers such a diverse range of subjects
and so many groups are involved, these communications
needs much more attention than it often receives.

92
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4,

S . .
uggestions for Scheduling Developmental Activities

iizhaS§2Si2§;iioiezleE short- and long-range objectives
: e standards and goals status i
¥;§idiilke to reach by 197? (short range) and beyozdft
e necessary because it determines what kind of
andlzgznm:iz Ee taken to meet those objectives on time,
o accompljShezw c;;?e together major activities must
pe secomp . . is approach to scheduling is one of
g backwards from the target date to the present to

" +

Inl?lénning the above objectives, the requirements
policies, and guidelines of LEAA need to be consid;red

Where the Process requires intensive committee or task
;orce meetings, these should be scheduled so that they
o not overburden the participants, especially if SPA

task forces or su .
: pervisory boards with ot .
being utilized. her duties are

;ffpossible, the standards and goals should be approved
ti ore plan development instructions are sent out by
e SPA to potential applicants, so that the standards
2

goals, and priorities ma
y serve a : . )
for LEAA funds. s a guide to applicants

Sugeestions Regarding Problem Identification

[y

. Zhere possible, problem statements should be supported
v Teasurable data or expert opinion that indicates the
seriousness of the problem.

¢ Problem statements should reduce the problem to its

simplest terms without i i
o stating what the solution should

Whenever possible, problem statements should be supported
by data that indicate the factors contributing to tie
p?oblem. This points out which conditions must be -
liorated if the problem is to be resolved, This st:me'
not easy and is often not done because of its c;m 1ep'Jt;S
and the lack of current knowledge of what causes zer::iy
problems. However, if it is not done, many dollars andn

expectations may be wasted on
programs that treat
rather than causes. smptons

93




6.

8.

e The number of problems should be held down to a manage-~

able size, because to be effective in resolving the
important ones, the state will need to focus intensive
efforts and resources upon them. There are limits in

any given state to the number of improvement activities
that can be vigorously implemented at one time, especially
in a three- to five-year period.

Suggestions for TFormulating Goals

s The goal statements should show a direct correlation to
the identified problems.

e The goals should be complete enough that they are self-
explanatory.

e As in the problem identification, the number of goals
developed should be kept at a manageable level and should
address the high-priority areas.

Suggestions for Tormulating Standards

e The goals and standards should be so closely related
that if the standards are met, the goals will be achieved.

e Each state should decide iZ the standards are to be con-
sidered minimum standards or gtandards of excellence.

e If model standards of the NAC or ABA or others are used
as the major input into the standards formulation process,
they should be modified to fit the conditions in the state.

e In developing the standards, a state should not lose sight
of the problems and contributing factors it must address.

Suggestions for Setting Priorities

e The make-up of a given task force or commission will have
an impact upon the final outcome in priority setting.
Therefore, states should guard against undue influence .
being exerted in the déliberation process due to over-
representation of one component.
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10.

Task i
- iorce ﬁr commission members should agree before-
pon the methodology to be used to set priorities

The list of riori
t
too short, P ities should not be too long nor

Suggestions for Obtaining Citizen and Agency Input

Ke i
Yy groups and agencies should have representatives on

the commissions a
nd task forces
the standards, that are developing

The SPA should facilitate citizen and agency input

A

Sﬁjg:éez, citizen groups, and special interest groups
N e given ample time to respond to the work of
the commissions and task forces.

The developmental bodies should make clear to th

who review their work what processes will be usegsio

Enalyze the input received, and when final approvals

y the state supervisory boards and others will occur

Suggestions for Adopting Standards and Goals

If Fhe standards and goals developmental work has b
assigned to advisory groups or subcommittees of a -
1azger commission, those groups should take action on
ih %nal s?t of standards, goals, and priorities for
eir assigned area of concern. This should bhe done

in a regular meeting, with mi i
.y S, minutes showing the actions

I? those states where the supervisory beocard is the

final approving body, it should review the final work

of Fhe task forces or advisory committees Afte .

making modifications deemed necessary it.shouldr

prove or adopt the standards, goals, ;nd priorit'ap-

The minutes should reflect the actions taken. e -

If the governor has given the final approval authorit
to a standards and goals commission that is separate g
a?d apart from the state supervisory board, the com-
mfssion should take formal adoptive action, Howevm
since the supervisory board will likely pl;y a ma'er,
role in implementing actions to reach the goals aizr
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standards, it should have an opportunity to endorse
the standards, goals, and priorities, or to work out
its differences with the separate commission prior
+0 the commission's formal action.

The formally adopted standards and goals should be
.widely disseminated to criminal justice agencies,
legislators, state agencies, city and county offi-
cials, regional planners, special interest groups,
potential grant applicants, and all others who have
taken part in the development process OT who will be
instrumental in the implementation process.
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Appendix A

PLANNING AND HOLDING A PUBLIC HEARING

Holding public hearings is one way a state can educate the public
and members of the local criminal justice community about the standards
and goals process. In addition, citizen response to various issues can
be elicited through a public hearing, although their contributions will
necessarily be limited due to the short duration of hearings. Public
hearings, therefore, should not be the only means of obtaining citizen

input to the standards and goals process.

This discussion on how to plan and hold a public hearing follows two

basic assumptions:

(1) Public hearings will be held after the state's standards
and goals have already been developed, given priority,
and tentatively approved. Therefore, the public hearing
provides a forum where concerned citizens and public and
private agencies can become aware of what has been taking
place and can comment upon it.

(2) %he SPA has been pubiicizing the standards and goals
development process since its inception. Thus, although
the hearing will be held fairly late in the process, the
public will have been aware of the development through-
out the effort,

A, .Planning for the Hearing

Each regional planning unit (RPU) will act as host for the public
hearing held in its region. As host, the RPU is responsible for such
matters as locating a meeting place, providing éupport personnel, pub?
licizing the event, and inviting local people to serve on the panel. In

states that do not have RPUs, the SPA will be responsible for hosfing the
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public hearings. The importance of careful planning and organization

cannot be overemphasized, as the success of a public hearing is largely

dependent upon a smoothly run operatiom.

The SPA will reimburse the RPU for expénses incurred in planning and
conducting the hearing. They will also make available persons knowledge-
able about the state's work on standards and goals to serve on the panel.
Preferably, hearings should be held on different days throughout the state
so that persons especially capable in explaining the adopted standards

and goals can serve on more than one panel.

B. Publicity

After dates for holding the public hearings have been determined,
plans for publicizing the event should begin. The goal is to attract
the public, elected officials, representatives of all areas of criminal

justice, and special interest and community groups.

There are numerous suitable means for publicizing the hearings.
Those chosen by the RPU or SPA will be largely dependent upon the demo-

graphic makeup of the state, and the available channels for publicity.

These may include:

(1) Radio and TV Spots--Many stations have provisions for
free public service announcements. These are usually
subject to strict rules regarding their length and the
time by which the announcement must be received. A
general rule for timing radio spots is as follows:

Time Allotted Number of Words

10 seconds 25
20 seconds 50

60 seconds 150

v

Ms, Sally Standard {name of contact person)

610 Western, Dayton {address)

{ ) 781-4537 (telephone)

FOR USE MAY 4-14, 1975

Time: 20 seconds

) Have a vonce. in your government. On Wednesday evening, May 14, an open meeting
wnl[ be held to discuss needed improvements in the state's criminal justice system, includin
police, courts, and correctional institutions. If you care, be there-—Fletcher Aud'itoriu ’
Beaver Street at 8th Avenue in downtown Dayton, 6:00 p.m.” 7 ™

(For a television announcement, allow for a slightly
slower pace.) It will also help to prepare the spot
in written form as in Figure A-1l. 1In addition to
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(3)

FIGURE A-1  SAMPLE RADIO SPOT

publicity obtained via public service announcement,

the following publicity opportunities may be available
on local stations:

* News items on regularly scheduled newscasts
o Interview of a knowledgeable person

* Editorial prepared by station management

e Community bulletin board

* Guest appeararice on a talk show.

§

Newspaper Coverage--Newspapers can be an effective means
of communication in four ways: (1) news stories (drawn
from SPA press releases), (2) feature stories (generally

longer and more detailed), (3) calendars of current
events, and (4) editorial statements. Consideration
should also be given to putting an announcement in the

local "shopper" or "trading post' paper. These are widely

read.

Posters and Flyers--Posters in neighborhood store windows
can stimulate interest in the meeting. The poster should
attract attention, the message should be short and clear,

and there should be very little small print (see Figure
A-2). Local shop owners will very likely make room for
such a public service poster, knowing that it will come

out of the window immediately after the meeting. Smaller,
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«+ PUBLIC HEARING + » +

Y THE GOVERNOR'S CRIMINAL
(spoNsoReD & JUSTICE COUNCIL )

STANDARDS
AND
GOALS

FIGURE A-2 SAMPLE POSTER OR FLYER

e 343 ATt 2
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(4)

less expensive handbills or flyers are a good way to
reach the public. Youth groups (such as Boy Scouts and
Girl Scouts) can be recruited to hand out these flyers
as a civic duty to people in shopping centers, in the

financial district, at commuter points, and at major
employment centers, ’

Reinforcing Messages--Selective use of the telephone can
help remind agency people to come to the meeting. Another
telephone method is to designate a local number, which is
listed in advertisements and carried in public announce-
ments, that provides a short, tape-recorded message "x-
pPlaining the program and stating the time and place of the
meeting. Written invitations should be sent to-special

interest groups and criminal justice professionals,
requesting an RSVP,

-

A timetable is essential to a well-run publicity operation. At the

beginning of the planning operation, list deadlines for submitting items

for printing and publication so that matters will be taken care of in an

orderly fashion,

Prior Arrangements

In making arrangements fop the hearing it is necessary to:

9]

2)

(3)

Locate a Meeting Place--Because it is often difficult to
estimate the number of persons who will attend, select a
place with enough flexibility to accommodate up to 400

persons. Also check fire and other city or county regula-~
tions.

Assign Support Personnel and Engage a Panel--The roles
and responsibilities of these individuals will be

" discussed in the next section.

Prepare an Information Packet--A packet should be sent
to the press and to other Prospective attendees,; and

should be given to each person attending the hearing.
It should contain:

* A welcoming letter signed by the governor or the
chairman of the supervisory board, which tells what
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the standards and goals process is, what events led
to the meeting, what the purpose of the meeting is,

v ELEVATED STAGE TABLE AND CHAIRS
and what will be done with the input received at the ; \\\\\\ FOR PANEL
meeting. ‘ \\\
« Rules and procedures for the meeting. f
o Synopsis of the state's proposed standards and goals i LOUDSPEAKFR~\\\\\\* [afaisYaYa]a] | LOUDSPEAKER
shown in suggested priority order. 1 -] P P 7
' AB
e Name, address, and telephone number of a standardsand ; //’///, ~*””"‘:anig:zﬁﬂégg;géiR
‘goals staff person to whom the public could direct ]' S’ MICROPHONES * 3 ___—boon
questions and comments. ‘ i DOOR—""1 V4
I3
o A questionnaire, which should be filled in by’ members i
of the audience and deposited in a box before leaving. ‘ i
. i
D. Hearing Room Preparation L (
Figure A-3 shows a typical meeting room layout. A checklist of
items needed for the meeting hall is as follows: ‘ : k
! GENERAL __ |
; PUBLIC ¥ GENERAL
» Tables for the panel. ' ‘ : \\‘\‘\\\\\*k ”’/’//,,//”’PUBUC
e Chair for each panel member. o : S 3 -
e Gavel for chairperson. : - : 0
e Timer for chairperson. v {
e Filled water pitchers. e
e Water glass for each panel member.
e Two table top microphones for panel members. S
e Lined pad (8-1/2 X 11 inch) for each panel member.
¢ Two pencils or pens for each panel member.
+ One, (or . two if needed) mlcrophone(s) on stand(s) for use . ‘ ' ‘ ,)Vﬁ\g
by audience members wishing to gspeak. ; i ) 3 ; a REGISTRATION TABLE
o Amplifier and loudspeakers fox microphones. . T ' [:::::::]"””4“”’—f’/
e Extension cords for electric power to amplifier and tape DOOR
recorder. ’ - i _ EIGURE A-3 TYPICAL ROOM LAYOUT FOR STANDARDS AND GOALS HEARING
e Tape recorder with blank tape and take-up reel,
o Sufficient quantity of recording tape for expected length
of sessiomn,
104 f 105
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Table for amplifier and tape recorder.
Registration table with chair.

Pencils for registration table,

Sufficient number of registration cards (see Figure A-4).

Box (suitably marked) for audience members to deposzt
fheir completed questionnaires and registration cards.

T
sufficient information packets for each audience membe
to have one (see Section C above).

Poster announcing the meeting located at entrance of
building.

Where needed, sigos directing persons arriving to the
meeting room.

Poster marking the meeting room.

Signs showin

g directions to restrooms and water fountain.

REGISTRATION CARD

NAME
CITY OF RESIDENCE

OCCUPATION

In what manner did you learn ‘about the hearings?

|:| Newspaper D Television
D Radio D Flyer

D Word of Mouth D QOther

FIGURE A-4 SAMPLE REGISTRATION CARD
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Participants and Their Roles )
(1) Chairperson--The chairperson will open the session and re-

(2)

(3)

(4)

(5)

(6)

main until the end. He or she wil} coordinate all activi-
ties during the session. Where hearings srz hosted by the
RPUs, the chairperson will typically be either the chair-
person of the local criminal justice council or the execu-
tive director of the RPU, Where hearings are conducted by
the SPA, the executive director of the SPA, the chairperson
of the state supervisory board, or the chairperson of the
standards and goals commission could assume the role.

Panel Members--The panel should include both state and
regional persons with expertise in various aspects of

the standards and goals process. For example, the panel
could have one expert on police, one on courts, ome on
corrections and one on juvenile justice, all of whom were
actively inwolved in standards and goals development,
They should be articulate, should know the criminal
justice system, and should know what took place in the

standards and goals work sessions for their area of con~
cern.

Registration Clerk-~-There should be someone at the
registration table at all times to welcome and register
the public, to answer questions, to pass out a packet
to each person, and to point out the location of the
questionnaire and registration card box.

Sergeant-at-Arms--An assistant located in the meeting
room responsible for collecting ''request to speak' cards
from the audience, and carrying them forward to the chair-
man. He or she will also help people find seats, if
necessary, and will help the chairperson maintain order

in the meeting hall. (One sergeant-at-arms suggested for
each one hundred persons.)

Audio Technician--A technician is important in order to
have a properly functioning sound system. The audio
technician will also operate the tape recorder and change
the tape reels as required,.

Police Officers or Security Guards--These persons could
help maintain order in the event of a serious problem or
emergency.
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(7) Stenographer--After the public meeting is over, the panel
members will meet to list the major points made by the
public. The stewographer will record the meeting and
will type and forward the remarks to the panel chair-

person.

-

F. Procedures for Running the Hearing

The chairperson should introduce the panel to the audience, and then
give a brief history of standards and goals including an introduction of
the area on which each panel member will be speaking, €.8., the correc-

tions system. It will be the chairperson's job to point out the contents

of the packet that has been distributed, and periodically to welcome late

arrivers with an explanation as tO what is taking place.

Each subject will be alloted one hour's time. The speaker presenta-
tion will take 15 minutes. pPersons from the audience wishing to speak or
to address queétions'to the panel should pass their request to speak

cards to the sergeant-at-arms. . (An example of a request to speak card

is in Figure A-5.) Questioms, answers, and comments will take 45 minutes

for each~éubject. To allow maximﬁm participation, the chairperson will

use a timer, limiting each speaker to three to five minutes.

From time to time throughout the hearing, the chairperson should
remind members of the audience to £i1l out the questionnaire in their

packet and deposit them in the box at the fegistration table before they

leave.

Following the meeting, the panel members will meet to go over the

points made by the public. The stenographer's record of the caucus will

be forwarded to the chairperson, with copies to the other panel members

P

and the standards and goals staff.
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I WISH TO SPEAK OR ASK A QUESTION
NAME

(Please. Print}
CITY OF RESIDENCE

TOPIC OR QUESTION:

NOTE: Each speaker or i i imi
questioner will be limited to 3-5 minutes i
everyone who desires to may speak. o i order that

FIGURE A-B SAMPLE "REQUEST TO SPEAK” CARD

G. Using Public Feedback on Standards and Goals

,«FeeQback will be obtained in the following ways:
(1). Public comment at the hearing su :
earing summarized by t '
meeting. Y Ehe panet
(2) Tape recordings made during the meeting.
(3)v Comments on questiorinaires turhed in at the hearing
(4) Comments called in or i i ‘ »
written in to the standard
goals staff office. S e
To ensure that the hearing is more than a mere exercise, every. effort
should be muun to_analyze the public responses and to incorporate them
into the content and direction of the standards and goals. Where appropri
ate, the staff should consider acknowledging significant contributions
on an individual basis. This could be accomplished via a telephone call
or note. Public hearings on crime and the criminal justice system are a
new experience for both the SPAs and the public, and both will learn
valuable lessons from the process if the hearings are well planned and

operdted.
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Appendix B

PLANNING AND CONDUCTING A ~

STANDARDS AND GOALS CONKFERENCE

a4

A. Introduction

A number of states have turned to the conference approach as a means
of convening large numbers of persons to develop standards and goals.
The basic rationale for this 1s the assumption that such an approach will
allow input from more agency personnel and citizens and will help develop
a final product that represents a consensus of opinion of the majority of

attendees. Sometimes standards and goals conferences have not success-

fully achieved these ends. 1In such cases, failure may often be attributed
to causes that could have been easily avoided. This appendix examines
the conditions that contribute to the success or failure of standards and

goals conferences, and offers guidelines to SPAs that may be contemplating

holding them in the near future,

There are several specific purposes for which the use of the confer-
ence technique is suited. These include but are not limited to such
activities as problem solving, training, review of work performed by

others, coordination of joint efforts, and approval of proposed action.

Obviously, the conference technique has both advantages and disad-
vantages. It is well to identify these so that full advantage can be
taken of the advantages and the disadvantages can be avoided or minimized,

Among the several advantages of conferences, the following are evident:

* The conference brings together persons with a wide range
of knowledge and expertise.
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e The conference permits discussion of issues, including
the expression of digparate viewpoints, in a controlled

environment.

« The conference fosters coordination of efforts and
sharing of information.

e The conference can give participants a sense of personal
satisfaction arising from involvement in the process.

e« The conference can make the final product more acceptable
to a wider spectrum of persons and agencies if some con=
sensus is reached among the participants.

There are several major disadvantages of the conference technique
that must be considered in determining whether or not a conference is

an appropriate tool to be used in a given situation. These include the

following:

o Conferences are costly in terms of manpower costs, per
diem, and printing expenses.
e Conferences may be so unwieldy as to be relatively unpro-

ductive.

+ Conferences run the risk of being dull if not properly
planned and managed.

The following characteristics have been observed in instances where

conferences have failed to meet their objectives.

e There was pPooOY understanding of the purpose of the con-
ference on the part of the conference management and the
participants, causing both to wonder what was expected of
them at the conference.

e There was inadequate planning of conference logistics and
agenda,

s Conference management was unable to cope effectively with
unexpected problems, which inevitably arise, with the
result that the conference did nmot run smoothly to its

conclusion.
.
« The leadership of the general sessions or working groups
was weak, so that schedules were not maintained and the

purposes, even if well conceived, were not achieved.
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Th ,
e constituency of the conference was lacking in

knowledge, e i
. expertise, enthusiasm, o i

, Or commitment t -
ference goals and purposes. o

.

It i
is assuwed here that any decision to hold a conference is based

upon consi i i
P sideration that it is the best technique available to achieve a

iven i
g purpose. The problem now is to make the best possible use of the

resources t i
hat are available to the conference planner and manager

B. -‘ )
Recommendations for Planning and Managing a Standaxds

and Goals Conference

z 3 ( ) p 3 ( ) P

conference ivitd g
activities. Each has special problems which must be resolved

S . 0} .‘
atisfactorily if a conference is to be deemed a success

In this appendix it is hypothesized that the state supervisory board
wishes to obtain review and comment by a wide cross-section of criminal
justice professionals and others of a preliminary set of st |
. standards and
The proposed conference will involve about two hundred persons, both pro-~
fessional and lay, who have some interest in the administratio; of

justice. The SPA director and staff have been assigned the task of

planning for and managing the conference. The following suggestions ar
e

designed to assist them in the performance of that mission

(L E?tablish a Standards and Goals Conference Planning C
mittee and Designate a Conference Manager--It is ri -
mended that the supervisory board or the SPA establ?::—

a standards and goals conference planning committeelth
would be responsible for convening a conference to ?? '
the preliminary set of standards and goals. The SPZ.EVLeW

director should assign a staff member to lead the plannin‘
of the conference and manage it. ©

The conference mana
’ : ger
should, first of all, establish a close working relation-

ship with the duly appointed conference committee. The
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o this, a conference will be held in or near the state capital




)

n ive

confere ce committee might be a small group of f‘

) h i rson of the supervisor

i i the chairperson 0 y

persons including . .

board ;everal task frrce chairpersons, and regional
b

planners.

0bi i osed
Precisely Identify rhe Major Objectives of zie izzgd
i e director and stall S
Conference-~-The conferenc B o
i ] i d purpose O
i il he objective and Pp
recisely identify t . :
zerence in writing for discussion by the conference "
janning committee. The importance of this step ;énn ¢
i 0
ge overstated since conferences conducted wzth am 1gznter
’ i en co -
i to be unproductive and ev
ds will often prove ;
e1;oductive In the past, conferences held as gagts o}
: a
ztandards and goals development programs have ;ave
number of specific purposes. In general these

included:

[ . ) 3 the
o TIdentification of criminal Jjustice problems in
state.

e Definition of a standards and goals strategy.
» Development of specific standards and goals.

e Setting of priorities among goals.

e.-
Review of recommended standards and goals as P¥
[ ]
pared by commissions O task forces.

e Adoption of recommended standards and goals.

i i daxds
e Development of implementation strategies for standa

and goals.

he con-
As stated earlier, in this example the purpose of €

als.
ference 1s to review recommended standards and go0

A . ives OF
When conferees are presented with unclear objectiv

too many objectives, thz tenienzzoiz Zzgz::zisﬁlm;h:n
pointless discussion and conten e eon-
s and goals conference manager and Pp .
iiiiizriust, tierefore, be certain about whatuziebZLZi;e
products of the conference are to be. giey 2 o o
to convey this understanding to the st% \and S
ferees themselves. In this way, the Fxmetin e
everyone involved will be exp?essly directly
attainment of specific ob jectives.
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(3)

(&)

Select the Dates and Times for the Conference--The choice
of dates and times is a difficult one at best. A confer-
ence of this sort should involve two or three déys. Such
a conference can be held either in mid-week or on a week-
end. Fach alternative has advantages and "disadvantages
which the conference planners must weigh. Our hypothetical
conference will be held over a weekend because it is sur-
mised that more professionals can attend on a weekend be-
cause they have fewer job conflicts at that time.
would held true for lay citizens.

The same

Every effort should be made to avoid weekeneds that in-
¢lude major holidays, other
conventions, major sporting
likely to reduce attendance.

professional conferences or
events, or other circumstances

For a weekend conference, Friday evening is the most suit-
able time for opening and registration. This allows the
actual work of the review to begin immediately upon con-

vening Saturday morning. This is important in view of the
very limited time available for work.

The conference should close at 3 p.m. on Sunday afternoomn.
This should enable most conferees to return home late that
day. The schedule presented in the section on agenda

suggests the most fruitful use of time throughout the
conference.

-

Choose a Conference Site~-The choice made in this example
is a motel near the state capital. This site is selected
because it gives the staff access to government supplies,
and typing and printing facilities. Meeting facilities

are generally comfortable and parking i$ adequate. Addi-

tionally, a site close to a major airport makes travel
more convenient.

Once a tentative choice is made of a conference site, it
is necessary to mnegotiate with the management of the site
selected. First, the establishment should be visited to
make certain that it is capable of providing the amenities
necessary to properly support the conference. Second, it
must be available on the dates chosen for the conference.
If the first choice is not available on the dates desired,
the conference planners can choose another site that is

available or change the conference dates to ones on which
the deisred site is available,
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(5)

(6)

The desired site should have sufficient and adequate hous-
ing accommodations. Food service should be of high quality
and readily available. There should be a large meeting
room with sufficient seating capacity to accommodate
plenary sessions. Also, at least ten meeting rooms suitable
for accommodating twenty people each for task force working
sessions should be obtained. Space should also be avail-
able for the registration desk, and the control and message
center, '

Confirmation of agreements between conference planners and
establishment management should be in writing, with appro-
priate specification of all accommodations and services to
be provided by the host establishment and all obligations

incurred by the conference sponsors.

Prepare Invitations for Conferees--The invitation list of
potential conferees and alternates can be prepared by staff,
after receiving general direction from the planning com~
mittee. However, a letter of invitation should be signed
by the governor or the chairman of the supervisory boaxd.
The letter should stress the importance of standards and
goals to the potential success of the state criminal
justice system., It should indicate that real and not token
participation is expected, and that the invitee, in accept-
ing, is making a definite commitment of his or her time

and talent. The letter should also specify a deadliine for
response. A sample of such letter is provided in Figure
B~1.

Eachr invitation to participate in the conference should
be accompanied by an acknowledgement printed as suggested
in Figure B-2 together with a stamped return envelope
addressed to the person extending the invitation but
directed to the attention of the conference manager,

If an invitee cannot attend, a letter of invitation
should be sent to an alternmate. If no response is
received by the deadline, the invitee should be contacted
by phone. As the conference date approaches, the staff
should reconfirm their list of attendees,

Prepdare the Conference Agenda--A basic agenda will ordi-
narily identify three distinct phases of a standards and
goals review conference. In such an agenda, there will
be an opening plenary session, a number of task force or
workshop meetings, and a closing or wrap-up plenary
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Governor's Letterhead

You are invited to partic einaw
participate | go

for the Improvemen o orr i’ ia't € r and review some proposed standards and i

o te'(le elrle’pi °Vt m stlato h o miny !usti}ce svlstem of our state, The conference will be held at the lhunderbl?ds

Mo . h n the & capital, commencing with registration fn inn n

at 6230, - . o e atg atlon and a buffet dinner Friday evening, April 25, 1975,

eekend conference to conside

”le Sta 1 the GOVEHK” s Co ncil o en given the assf nment of
te F allll]“g Agellcy alld
U [ n Cl illli“al JUSHCG have be l g

and the public for their review and ¢

| omment. You are invi ici
interest in the system and the expert s et et

¢ e in this confere
58 you can bring to this effort, o e gt of your

! would be delighted to have vou serve.

T N .
m?;:}sr;sr;vl:;t;oz ;shcczndit{on;:‘ upan your ability to invest yourself fully in the conference
, nthusiasm, e subject matter Is impo ‘
| portant and working time is s
ask that you he prepared to devote yourself unsparingly for the entire weekens:mt’le

ply C \' Apl” f Colldi ons dO not permit such a commitment at t'”s
I3 . tl
re ard b l |975v , i £ i

We need your knowledge,
in aceepting this Invitation
ase respond on the enclosed
time, won't yau please suggest

| hope you will be able to participate with us in April,

Sincerely,

Governor

FIGURE B~1 SAMPLE LETTER OF INVITATION
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session. The agenda will, at minimum, indicate the dates I
i : and times involved, the subject matter to be addressed in :
. g each meeting, and room assignments for each activity.
I :

Additionally, the agenda should identify the leadership f%
of each meeting, thereby placing responsibility for 5
: accomplishing announced objectives upon specific persons,

Every effort should be made to make the agenda as specific

Governor as possible to avoid confusion. i

.y

Pod 1

A copy of the proposed agenda is illustrated in Figure B~3. 1
\

A description of the events planned for the agenda are as

follows:
Dear Governor .}

i iew of ,proposed N
Yo epared to devote the weekerid of April 25-27, 1975, to a consideration and revie prop ‘ .
{ am pr y

. h 1 Ju tice sy te

evening and continues through the dinmer hour. It

" dgactine your Invitation to serve in the forthcoming standards ¥ resumes again at 8 a.g. on Saturday morning and con- ;E‘
{ ) Regretfully, conditions are such that mf:asmyahﬂnme * 1 tinues until 9:30 a.m., at which time it is discon-~ .
and goals review conference. May | sugge ] tinued. : :
i
Name: : | * There is a dinmer meeting for assembled conferees on :z
Address: ‘ — : Friday evening commencing at 7 p.m. and ending at
Phone: X : ; — 9.30 p.m. ' '
Position or field of interest:

The speaker at the dinner on Friday evening should be
an authority from any state on the criminal justice
System. His topic could be the importance of standards
and goals and the need for the commitment to them.

Comments:

The plenary session on Saturday morning is a short one, ' .
It is devoted solely‘to an explanation of the mechanics
of the conference and to resolving any procedural or
logistical questions raised by conferees.

Signature.

e The agenda identifies three workshop periods of three !
§ hours duration each. '
Position . . .

* Luncheon on Saturday should be conducted as expedi- i

tiously as possible. There is no need for a speaker £
: at this meal,

¢ Dinner on Saturday evening should be hosted by the
governor. The principal speaker, either the governor
or another eminent person, could address himself to
major problems in the state's criminal justice system
and his priorities for reform.

FIGURE B-2 SAMPLE REPLY FORM
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Eriday afternoon

Friday evening

Saturday morning

Saturday MOrning

Saturday noon
Saturday afternoon
Saturday afterncon

Saturday evening

Saturday evening

_Sunday marning

Sunday morning

Sunday afternoon

-

STANDARDS AND GOALS REVIEW CONFERENCE

April 26-27, 1975
Thunderbird Motel
Cupital City, XZ

5 pm —~ 9 pm

7 pm — 9 pm

9 am — 9:30 am

9:30 am — 12:30 pm

12:30 — 1:30 pm

1:30 pm — 4:30 pm

4:30 pm — 6:30 pm

$:30 pm ~ 7:30 pm

7:30 pm — 9:30 pm

8:30 am — 10 am

10 am — 1 pm

1 pm~ 3 pm

FIGURE B-3
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Registration
Registration Desk, Lobby
Thunderbird Motel

t Dinner
(BSL::i\ed Ballroom, Thunderbird Motel
James Xavier, Chmn., C.ICP, Presiding
John lsaacs, Dir., LEAA, F((-;"g. Xiv
"Why Standards and Goals?

Plenary Session
Grand Ballroom, Thunderbird Mo‘tgil
James Xavier, Chmn., CJPC, Presiding

Workshops
See page 2 for location and leaders

Luncheon
Grand Ballroom, Thunderbird Motel
No formal program — announcements only

Workshops
Free

Nohost Reception .
Main Foyer, Grand Ballroom, Thunderbird

Motel

glrrz\a:fir Ballroom Thunderbird M?tel
Governor John L. Lewis, Presidmg‘ '
Pres. Richard K. QOwens, State Umvers't,ty
“Wither Our Criminal Justice System?

Breakfast ’

Grand Ballroom, Thunderbird Mo:ce.i
James Xavier, Chmn., CJPC, Presiding
Progress Report

Warkshops

Luncheon and Final Plenary Sgp’ ‘o‘n
Grand Ballroom, Thunderhird .'nu(fel
James Xavier, Chrn, CJPC, Presiding
Conference Report Summary

SAMPLE AGENDA

s

K

oA R

A Sunday morning breakfast session commencing at
8:30 a.m. should serve as a plenary session., No
speaker is necessary and the conference chairp9ison
may make any necessary announcements at that time.

The Sunday luncheon should be at 12:00 ﬁ.m. with a
wrap-up session beginning at 1 p.m. and concluding at

3 p.m. The chairperson of the supervisory board should
summarize the results of the conference briefly and
assure all participants that they will receive a full
report of the proceedings as soom as they are published
The governor or his personal representative should
thank all participants for their endeavors.

(7) Formulate the Working Groups--In this example, standards

and goals will be considered in five major areas: police,
courts, corrections, juvenile justice, and crime preven-
tion. Because there are a relatively large number of
suggested standards and goals submitted by the staff for
consideration (about five goals per each major area with
an average of eight standards for each goal, or a total

of 200) it is decided to have two working groups for each
area. This will provide for ten groups of from 15 to 20
persons each. This arrangement will provide for a good
cross-section of professional opinion combined with ade-
quate lay input. Each group will -be responsible for re-

viewing from 30 to 45 proposed standards and goals in the
nine workshop hours available. ‘

»

All conferees should be assigned to a specific group, and
should stay with their group throughout the conference.
-Bach element of the criminal justice system should be
represented in each group and no group should be con~
stituted solely of professionals in a particular field.
For instance, the police working groups should have a
majority of law enforcement representatives, but also at

least one judge, & prosecutor or defemnder, a corrections
worker, and some lay citizens.

Conferees will be advised of their respective workshops
at the time of registration. Conference packets will
contain all of the suggested standards and goals they are
to consider together with the necessary supporting ma-
terials. They should be sent out one week before the con-
ference so that they can be read prior to the meeting.
Additional packets should be available at the registra-
tion desks for those who fail to bring theirs.
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(8)

(9)

Designate Meeting Leaders and Resource Persons-~The suc-
cess of the workshops will depend largely upon the interest,
enthusiasm, and conference leadership skills of the persons
who are designated to lead them. It is vital to the suc-
cess of the conference that such workshop leaders be the
best available. A written summary of conference objectives

‘should- be given to each leader so that they will keep their

group on schedule to accomplish what is . expected.

In addition to naming workshop leaders, the conference
planner should name resource persons to each group. The
resource person will generally be a member of the SPA or
regional staffs. The assignments should, of course, match
their expertise to the sub jects discussed in the workshops.
In general, the resource persons should provide information
to the working groups when requested and inform the con-
ference manager of the progress being made-in their work-

shop.

Finally, the major points made in each of the working

groups should be recorded. Recorders may be staff secre-
taries, interested college students, or temporary employees.
Specific assignments should be made clearly outlining a
method for recording. 

Arrange and Confirm Housing and Food-~Arranging housing
and feeding for conferees is usually beyond the expertise
of standards and goals conference planners. Fortunately,
most large establishments have staff who are skilled in
preparing for large meetings, and can offer helpful sug-
gestions.

For this example, the motel should reserve a major ban-
quet hall for dinner meetings on Friday and  Saturday
evenings, for juncheon facilities on Saturday, for break-
fast facilities on Sunday morning, and for ten workshop
meeting rooms. The motel should also reserve a room for
a registration and control center. Finally, arrangements
for blackboards, easels, public address system, coffee
service, and other details should be made.

The motel management will book an appropriate numbexr of
rooms for the conferees and the SPA and regional staff.
The motel will also provide room registration cards,
which should be jncluded in the letter of invitation to
the conferees. These regervation requests are returned
directly by the conferee to the motel, which will relieve
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he conference manager of much of the housing detail he

mi
ght be tempted to assume. The motel management will

also provide a suite or enough rooms for the confer
zanager: This will enable him or members of his st:;;e
a;dr;Tiinpgz;iéte during the entire conference period,

; e a room for discussion of progress and
problems by the group leaders.

To provide adequate food service, the motel needs t
know ?he number of persons for whom service is expegted
;Zigzlsezas?, a buffét supper -should be available 0; .
é : Z ening for a?out 175 persons. The luncheon on
% ur ay should provide for some 225 persoms. A formal
dinner is planned on Saturday evening for a .rox' .
300 conferees, wives, and guests, e e
morning should attract about 150 conferees, while the

closing luncheon should
e u accommodate about 200 conferees

1 ,
(10) Arrange Transportation--The question of transportation

for confereeg need not be troublesome, The rule is t
kee? it as simple as possible. Conferees should m:keo
their own travel arrangements except in unusual circum-~
stances: In this example, the conference site is located
on a major interstate route and near a metropolitan air-
i;rzge zgzei:i:s a?d plans of conferees often change, and
they ooty t; a % travel.and billing arrangements,

e risk of misunderstandings, conflict
and unhappy conferees. ’ ”

(11) Arrange Reimbursement of Expenses--Reimbursement for

allowable expenses incurred by conferees should be

?es§ed in accordance with the established practicespr;~ h
jurisdiction spomsoring the conference. Each conferO He
sh?uld be provided with the forms required for re ue::'
rélébursement together with information explaininz'thelng
filing procedures. Reference to the reimbursement pro-
cedu¥es should be made at the opening and closing pgezar
sessions, and any questions concerning the process shoulg.
be resolved before the conference closes. It is rec
mended that reimbursement be done in the normal fash?m-
after the conference rather than at the conference 1;“
ever, conferees should be reimbursed as soon as ' .bOW‘
to lessen their financial burden. possible
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{12) Prepare Registration Packages--As the conference dates

GOAL:

draw near, conference packets should be prepared for each
conferee. Because the conference is targeted to review
approximately 150 to 200 standards and goals, it is evi-
dent that each of the 10 workshops will be concerned with
about 15 to 20 major proposals. Each conferee will need

a packet containing the proposed standards and goals with
which he will be concerned together with all of the study
and support documents related to those proposals. These
packets must be prepared and properly identified by the
staff so that they can be mailed out at least a week before
the conference. Extras should be available at the registra-
tion table. Each packet should contain writing materials
so that conferees can commit all ideas to paper for discus-
sion and later recollection. The packet might also contain

the following:

» A listing of goals for each category of police,
courts, corrections, juvenile justice, and crime
prevention,.

* The above goals listed in priority order within each
category.

* A match-up of the goal statements, and the problems
and contributing factors they address. For example:

PROBLEM:

Greatly reduce the high
turnover rate of law
enforcement personnel
in the state.

Personnel turnover in the state is 20%
annually. Departments under 50 sworn
officers experience an average of 30%
turnover.

CONTRIBUTING FACTORS:

(a) Salaries are 20% lower than in ad-
joining states,

(b) Salaries and benefits in larger
departments are greater.

(c) Most of the departments, especially
those with less than 50 sworn officers
have no retirement system of any con-
sequence.

(d) Other career choices in the state,
especiali} in the large metropolitan
areas, are more attractive than law
enforcement because of salaries
and benefits,

126

* A match-up of goals and

example:

GOAL:

Proposed standards. TFop

PROPOSED STANDARDS :

Greatly reduce the high
turnover rate of law
enforcement Personnel
in the state,

(a) Annuai turnover rate of law enforce-

ment personnel should be no h
igh
than 10% per year, e

(13) Conduct Pre-Conference Openin

(14)

(b) Starting salary for recruits should
be no less than $9,600 per annum.
(e) All 1law enforcement employees should
?ave an opportunity to Participate
~ In a retirement system,
(d) Each county should Provide health
pPlans for employees that are compara-

Ple to those provided in business and
industry. '

g Checkouts-~pPri
Zonds or to the
pening of the conference,_the conference manager should

i , ,

deFL?ute a series of checks to insure that Planning

o ;;:ons have been implemented or will be implemented
proper time., It {ig important that all personnel

duties and responsibilities,

: See Fi - o
list to follow up on conferenc gure B-4 for a check-

e plans.

. N

1t may bhe ?ecessary to modify or change plans Fortu-
nately, major changes are seldom required but small

Establish the Control Center--
conference opening, the conference manager should
;;tab%ish the control center on the conferenceusite
Si:es;:et::dcsgfzizzzzy qf ti; center will vary witﬁ the

£ . 1 e i i
standards and goals conference, EZZécgitigiSc:Y§ica%
relatively small and uncomplicated, There shonlsr .
Space for the conference manager, ceorer
agd registration materials, Communications should be
Znsfgate. The location of the control center should be

i to all conference workers, and they should be

On Friday morning of the

one or more Secretaries,
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{ } STANDARDS AND GOALS CONFERENCE PLANNING COMMITTEE OF STATE CRIMINAL

JUSTICE PLANNING AGENCY ESTABLISHED.
OBJECTIVES OF PROPOSED CONFERENCE IDENTIFIED.

DATES AND TIMES FOR CONFERENCE SELECTED.,

{ ) Selected dates free of major conflicts.

CONFERENCE SITE SELECTED AND CONFIRMED,
(

}  Site available on selected dates.
{ } Selected site possesses suitable accomodations for conference and conferees.

POTENTIAL CONFEREES INVITED AND PARTICIPATION CONFIRMED.
{ ) List presented to governors office for mailing.

( ) Alternates invited as required.

{ } Commitments for full service obtained from each invitee,

CONFERENCE AGENDA PREPARED.
{ | Schedule developed and approved.

{ )} Principal speakers invited and confirmed,

WORKING GROUPS CONSTITUTED.
{ ) Group constituency approved.
{ ) Workshop packages prepared and malled out.

WORKSHOP MEETING LEADERS APPOINTED. .

{ } Workshop leaders, resaurce persans and recorders assigned and appraised of duties and
responsibilities,

HOUSING FOOD, AND TRANSPORTATION ARRANGEMENTS ESTABLISHED AND CONFIRMED,

{ ) Blocks of rooms reserved.

{ ) Catering arrangements made and confirmed.

()

Transportation arrangements, if any, completed.

REGISTRATION PACKAGES PREPARED,
{ } Name cards and registration roster prepared.

{ ) Packages properly identified by name of conferees.

PRE-CONFERENCE OPENING CHECKOUTS MADE,

\ } Final discussions with motel undertaken,

{ } Registration procedures properly organized.

{ )} Al assigned personnél made aware of duties and responsibilities.
()

All speakers, leaders and other dignitaries reminded and reconfirmed.
CONTROL CENTER ESTABLISHED ON CONFERENCE OPENING DATE.
MESSAGE CENTER ESTABLISHED ON OPENING AFTERNOON.

REGISTRATION SERVICE BEGUN OPERATING AT 5 p.m., OPENING AFTERNOON.

FIGURE B- 4 SAMPLE CHECKLIST FOR CONFERENCE PREPARATION AND MANAGEMENT
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)  CONFERENCE OPERATIONS CONTINUCUSLY MONITORED,

{ ) Contacts maintained with all group leaders and monitors.

)}  CONFERENCE KEPT MOVING ON SCHEDULE,
{ )} Regular meetings held with workshop leaders and staff resource persons after gach workshop
session for progress reports.
)}  ALL PROBLEMS RESOLVED WITHIN CONFERENCE PLAN AS THEY OCCUR,
) CONFERENCE PERFORMANCE CRITIQUED.

) CONFERENCE REPORT PREPARED,

{ ) Copy of conference report distributed to ali conferees,

}  FISCAL ACCOQUNTING PREPARED,
{ )} Al conference bills paid.
{ Y Al conferees reimbursed for properly incurred expenses

{ )} Appropriate fiscal accounting made to sponsoring jurisdiction,

FIGUREB-4  SAMPLE CHECKLIST FOR CONFERENCE PREPARATION AND
MANAGEMENT (Concluded)

instructed to bring all problems that they are unable to
personally resolve to the center for resolution.

One of the advantages of a weekend conference is that
there are fewer disruptions and distractions arising out
of the need for conferees to keep in touch with their
offices. Nevertheless, a small message center is still
appropriate. The local telephone company is generally in
the best position to asgist in planning for such a center,
and their services should be utilized. A board located
at the control center can be used for displaying messages.

(15) Establish the Registration Service--Early Friday afternoon,

registration materials should be set up at the control
center. All of the name c¢ards, packets, and other
materials should be assembled at the registration desk.
The registration and operational procedures should be re-
viewed with the staff, and any questions should be resolved. .

(16) Monitor Conference QOperations--The conference manager

should, to the extent possible, personally monitor all
important segments of the conference proceedings. This
should not be confused with supervising, which should be
done by previously assigned staff. Monitoring should only
enable the manager to satisfy himself that the conference
is proceeding as plamnned. The resource persons assigned
to workshops can be helpful in reporting on the progress
being made in their groups, and in pointing out possible
problems that may be déveloping.
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(17)

(18)

(19)

T i s o it e T R AR e M

The typical standards and goals review conference will
have a great deal of work to accomplish in a limited time.
It is therefore imperative that the conference proceed as
expeditiously as possible. This is particularly true of
the working sessions. The conference manager should check
with each workshop leader and with the staff resource
person independently at the end of each working session.
Lf severe schedule problems develop, the conference plan-
ning committee should be convened to consider alternative
schedules or methods of increasing the productivity of
the groups.

Resolve Problems Immediately~--This point may sound
gratuitous in a discussion of conference management,
but an important part of the job is the resolution of
problems as they occur. No matter how carefully a con-
ference has been planned, there will always be some
omissions, equipment and personnel failures, and
personal problems, which will surface during the con-
ference.

Critique Conference Performance--Soon after the close of
the conference, there should be a careful critique of
performance. Attention should be given primarily to the
results of the conference. The overriding question that
must be asked is 'Did the conference achieve the results
expected?" If the answer is no, then further questions
must be asked. “How much was actually accomplished?"
"Is a second conference needed?" "Why was the objective
of the conference not attained and who was respomsible
for the failure?"

Secondary consideration should be given to the mechanics
of the conference. Assessments should be made of the
housing and feeding arrangements, meeting amenities, and
program content., These should be recorded and kept in
order to facilitate planning for future conferences.

Prepare the Conference Report--A report on the results
of the conference should be drafted that would highlight
the following:

o Names of conference attendees.
¢ Membership of each of the 10 wdrking groups.

¢ A chart listing the standards and goals in abbreviated
form and the working groups' judgment of whether to:
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(20)

(a) Adopt as written,
(b) Adopt with substantial revision.
(¢) Adopt with minor revision.

(d) Reject entirely.

* Proposed improvements for those that are in categories

(b) and (c) above.

Copies of the report should be sent to the conferees and

the supervisory board and task force members for their
study.

Prepare a Fiscal Accounting of the Conference--Very little
need be said about fiscal accounting because the subject
is generally well covered in the ordinary course of agency
operations. All requests for reimbursement of properly
incurred expenses from conferees should be acknowledged
and paid as quickly as possible after all forms and
receipts have been filed. Finally, all expenditures for
the conference should be properly accounted for, and a
fiscal report produced in accordance with existing account-
ing procedures. Such a report will aid the SPA in de-

termining both total and component costs for future
conferences.
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Appendix C
PERFORMING A COMPARATIVE ANALYSIS OF MODEL STANDARDS
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Appendix ¢

PERFORMING A COMPARATIVE ANALYSIS OF MODEIL STANDARDS

"A, Introduction
ez gneelon

The model standards developed by the NAC and those developed by the

American Bar Association (ABA), are invaluable in helping states develop

standards and goals. Both represent a concensus of expert opinion from

reputable persons across the nation, and thus provide an excellent

starting point, At some point in the standards and goals bProcess, a

state can turn to these model standards for ideas and stiggested remedies

for criminal justice problems.

The purpose of this appendix is to provide a method by which a state

can compare these model standards, or those of its own making with state

and local conditions to determine how well it is meeting the standard,
This process has been termed g comparative analysis by many planners

ihvolved in the standards and goals process,

A number of states have performed a comparative analysis early in

the process as a method of determining what the problems are, and of

obtaining quantifiable data on how Serious they are, For these states,

the analysis occurs in the sequence of events as shown below:

PROBLEM 3619:1\[1-3/\:%% * PEAN oA IMPLEMENTATION
M IMPLEMENTATION
SELECTION DEVELOPMENT '
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A significant number of states have taken a different approach that
places the comparative analysis step much later in the process, as illus-

trated below:

GOALS AND
~ STANDARDS
DEVELOPMENT

REVIEW
OF MODEL
STANDARDS

In this approach, the review of model standards is usually done by state
task force and local criminal justice experts who screen out certain
standards as unacceptable and modify others to adapt them to state con~

ditions.

In the first apprcach, the comparative analysis focuses upon de-:
termining what problems exist in the state relative to given standards,
The analysis helps to set priorities by providing quantifiable data.

In the second approach, the state and local experts have determined that
they know generally what the problems are and will select standards that
address those problems. But before they can implement standards, they -

need to know-the extent of the problem so that they can determine how

much and what kind of remedy is needed.

_ B, Problems Encountered in a Comparative Analysis

Besides, the . obvious and constant problems of inadequate, missing,
or unobtainable data, the following special problems occur in comparative

analysis:

(1) The number of separate standards may be overwhelming if a.

' state attempts to perform an analysis on each one, The
NAC developad some 422 standards and 97 recommendations,
while the ABA standards totaled 476.
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(2) Each of the standards is multi-faceted. In the standard
considered in the next few pages, Police Standard 13,2
(NAC), there are at least 10 elements that could be com~
pared with conditions in the state.

(3) 1In states with large population centers and many levéls
in the criminal justice system, a complete comparison would
have to consider each level and agency against the standard.

(4) Current time constraints make it difficult to engage in
thorough research on too many of the model standards, In-
cluding standards and goals in the 1976 comprehensive plan
will be difficult for some states. Consequently they may
choose to research only a few standards at this time and
reserve a more detailed and thorough job for a later time.

A Methodology for Comparative Analys*g

For purposes of this discussion, the following assumptiong have been

. Task,forces Oor commissions have identified the major ecriminal
justice problems in the state.

» They have established priorities among the problems.

» They have reviewed the model st -dards of the NAC for the

state's high priority problem areas and have sorted them
according to these judgments:

(a) Standards that do not apply or with which we totally
disagree.

(b) Standards that appiy to our state and with which we
. agree as they are written. ’

(c) Standards that we agree with in principle, but that

need modification to more closely apply to our state's
conditions,

(d) Standards that need further study before a determina-
' tion of applicability to our state can be made,

¢ The standards that fall in category (b) will be the ones

that the state wishes to compare with existing conditions.,

Qualified persons are available +to perform the required re-
Search and analysis,
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The Amevrican Bar Association, in conjunction with the state

bar, has performed a comparative analysis of state statutes
b4 ’ )
and case law with respect to the ABA standards.

" The basic questioné that must be answered in a comparative analysis

are;

e What do the general statutes of our state say about this
matter?

¢ What case law decisions exist that appiy?

e Which agencies are now meeting this standard and to what

degree?

the
Answers to the first two questions may have already been‘found by

‘ABA and the state bar association for certain standards,

Using Police Standard 13.2: College Recruiting (see Figure C-1) as

i or performing a comparative
an example, the following steps are suggested f P

analysis:

¢H)

Select the Major Elements of the Model Standard for Which

the Research Will Be Designed--There are four major ele-

ments within Police Standard 13.2, They are as follows:

Police agencies not having a sufficient number of
qualified applicants with appropriate colleg? back~-
grounds should implement a specialized recruitment

program, )

Police agencies should establish permanent liaisog
with placement officers and faculty.mem?ers of col-
leges or universities that provide.cu?rlculum 0?
police work and that are located within a 50-mile

radius.

Police agencies should implement a police student

worker program for students between 17 anq,25 who
show a sincere interest in law enfor?ement cgreers.
Such programs should meet the criteria contained in
sections 2a through 2¢ of the standard.

Police agencies should compete actively with other
governmental and private sector employers in reT
eruiting efforts at nearby colleges and universities.

138

" Standard 13.2

SOURCE:

College Recruiting

A, Every police agency thet does not have a sufficient

number of qualified applicants having appropriate
college backgrounds to fji| police officer vacancias
as they occur should Immediately implement a
speclalized recruitment program to satisfy this need,

. The police agency should establish permanent

laison with:
® Placement officers and career counselors In
colleges and universities within a 50-mile
radius of the police agency.
® Faculty members and heads of departments
that provide a curriculum specifically designed
1o prepare students for the police service,

C. The police agency should implement a police student

worker program that provides part-time employment

for college students between the ages of 17 and 25

who have shown a sincere interest in a law enforce~

ment career; Police student workers:

¢ Should be full-time students carrying a study
load of at Jeast 12 units per semester and should
work for the police agency no more than 20
hours per week:; during school vacations, full-
time employment may be appropriate, i

¢ Should meet the same physical, mental, and
character standards required of police officers;
appropriate and reasonable exceptions may be
made for helght and weight in relation to age,

Police, National Advisory Commission
on Criminal Justice Standards and Goals,
February 1973,

FIGURE C-1
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Should be assigned duties that prepare them

for thelr future responsibllities as regular police
officers; student workers, however, should not
have the authority of a regular police officer

or be authorized to carry firearms,

Should, after earning a baccalaureate degree,
continue i the cadet program until a vacaney
ocecurs on the regular police force,

Should continue in the cadet program for the
period of time required to earn the baccalaureste
degree, if by age 25 they are 1 academic year
away from earning the degree,

The police agency should compete actively wijth
other governmental and private sector employers
in recruitment efforts at nearby colleges and
universities, The opportunity for a police officer
to perform a valuable socjal service, and the
opportunity for a progressive career, should be
emphasized in college recruiting,

MODEL STANDARD FpR COMPARATIVE ANALYSIS
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1.

(2)

3)

Data required:

Possible sourcesS: e

Determine What Data Would Be Needed to Perform the

Analysis from Police and Other Agencies——Generally, the

standards analysis calls for two types of information,

one of which can be obtained in inventories or surYeys.
These data can be manipulated several ways to Obﬁalé the
total ratios and percentages needed, The éata required

for the third element above would be of ?h%s type. The
gsecond type of information calls for definition o? terms

and the development of criteria where none now exist, .
The first element above contains two te?ms t%at need defini
tion, namely, Ugufficient'' and "appropriate.

Figure C-2 shows the data needed for each;of three oi the
four major elements. The fourth element 1is dr?pped rom
our analysis because it is too vague to be defined or .

A comparative analysis of similar elements in -
This does not

assessed. :
other standards may not be cost-effective.
mean that element should be dropped from the standard,
but from the comparative analysis.

Determine the Possible Sources of the Required DatarT

ror each of the data requirements there may be a variety
of sources or methods of obtaining the data. In somé .
cases, the data may not exist in the form needeé, whlli in
others, multiple sources may be available. Belov are e§
amples of where data might ke obtained for the first major
element, Element A, shown in Figure C-2:

1"
Define ''sufficient number,
Opinion survey of policekagencies.

e« Reports or papers from the Peace
Officers Training Council.

e« Ad-hoc committee to suggest the appros
priate curriculum,

« Reports or position papers of the Natiocnal
Association of State Directors of Law
Enforcement Training, the Law Enforcement
Association of Professional $Standards,
Education and Ethical Practiee, and other
national associations. '

o -
. Iiterature review of articles, books,
magazines, etc.
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POLICE STANDARD 13.2;

COLLEGE RECRUITING

BASIC ELEMENTS OF STANDARD

DATA REQUIRED FOR ANALYSIS

A, Police agencles not having sufficient number
' of qualified applicants with appropriate college
backgrounds shouid implement a specialized
recruitment program,

1. Define “sufficient number.”

2, Define course work which is "appropriate”
callege background.

3, Determine which police agencles do not have
a ''sufficlent number of qualified applicents
with an appropriate college background.”

4. Determine which departments actively recruit
at nearby coliegas or universities,

5, Determine the number of students successfully
recruited during the past three vears.

B. Palice agencies should esteblish a permanent
liaison with appropriate colleges or universities
within a 50-mile radius,

6. Determine the number of calleges or unjversities
offering appropriate police-oriented curriculum,

7. Determine which agencies have a permanent
liaison with appropriate colleges or tiniversities
located within 50 miles.

C. Police agencies should implement a police~
student worker program {college cadet) for
students between 17 and 25 who show a s
sincere interest in law enforcement careers.

College Cadets should:

e Carry at least 12 units/semester.
® Work for agency 20 hours or less

per week,

Meet the same physical, mental, and
character standards required of police

officers.

Be assigned duties which prepare them
for future responsibiiities,

8. Listing of agencies using college cadet program.

9, Description of each program relative to:

®  Age limits,
o Number participating during last three years.

10. Determine following characteristics of existing
cadet programs: .

® Average schoo! and work loads of cadets. .

® Physical, mental, and character standards.

® Duties performed by cadets or for which
they are eligible.

e Number of cadets completing thelr bacca-
laureate degrees.

e Number of cadets actively working in law
enforcement after graduation.

FIGURE C-2 DATA REQUIREMENTS FOR COMPARATIVE ANALYSIS
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Data required: Define course work that is "appropriate" col-

lege background for police services.

Poesible sources: Sanme as above,

Data required: Determine which police agencies do not have a

"sufficient number of qualified applicants with
" an appropriate college background,'

Source: Survey of individual departments.

Data required: Determine which departments actively recruit at

nearby colleges or universities.

Possible sources: e Survey of individual departments.

(4)

(5)

e Survey of college placement officers of
nearby institutions and any others that
have a prestigious reputation. for in-
struction in public safety.

Determine the Method of Obtaining Data and the Scope of

Inquiry--Two constraints in comparative analysis are the
amount of time and resources available. In instances
where time and resources are critical, surveys will have
to be performed by sampling rather than by a total canvass,
Some general guidelines to determine the proper sample
sizes are:

o If the variance in the data likely to be ohtained will
be great, then the sample size should be larger than
if a wide dispersion is not anticipated.

e The survey instruments and the analysis of the results
should be pretested by using a small sample of depart-
ments,

« The more confidence desired in the data, the larger
and the more representative the sample should be.

Several textbooks have been written on the problems of
sampling, These books, as well as statisticians, may be
helpful in designing the research instruments and analyzing
the data.

Obtain the Data, Document the Source, and Perform the
Analysis~-Where the research for a gqmparative analysis
is concerned with obtaining selective data, a variety
of data collection methods and multiple sources may be
needed for each standard, 1In developing the existing
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Systems portion of theirp comprehensive plans, SPAs have
::izciizznsive Survey questionnaires to find out about
> resources, and experience of the various

segnments of the criminal justice system., The res h
needed for a comparative analysig is more o
Each question contained in a survey form o
should relate to One or more standards,
that each question be labeled with the st
element within the standard, to which itr
instance, a question on a surv
Standard 13.2 might appear as

P§S~13.2:0~

r interview

It is important
andard, and the
relates. For
ey form dealing with Police
follows:

8 Does your agency operate a police student
worker program or college cadet program
) 2
wherein college students work part time for

your agency while taking 12 units or more
Per semester?

PS-13.2, of Course, identifies the
compared, while "g"
C-2 and "g"

. ' police standard being
ldentifies basic element C in Figure
refers to question 8 in the same figure

S > i
Ome data may already be' available in printed form, obviating the

nee n . (O . y 0] )
d to obtain it from direct departmental Surveys or interviews
ar i "
gardless of where the data 18 obtained, the researcher should note the
sou iewi
rce for those who are reviewing the results or who may research the
same subject at a later date.

lated,

After the data has heen gathered and tabu-
it needs to be organized to show at g glance the degree to which

each s i i i

ach standard is being met, Figure C-3 provides a simplified format for
such 1 i

ch information, The model standard is displayed on the left hand side

in verbatim form, but separated into its four main elements On the

ri i
ght hand side, a scale shows to what degree the state meets ‘the standard

»

In iti ‘ is i ‘
addition, an analysis is provided, which capsulizes the research

findings and identifies the source of the data
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! POLICE STANDARD 13,2; COLLEGE RECRUITING L R S . 0
i PERCENT - s
BASIC ELEMENTS OF STANDARD MEETING ANALYSIS
i STANDARD
¥
{ BASIC ELEMENTS OF STANDARD 1, “Sufficient™ number of qualified appiicants was defiried "
by the Palice Officer Training Council task force as a
A. Every police agency that dogs not have o sulficlent ] ot 10 appil for each positi
numbet of qualified applicants having appropriate
. colloge batkgrounds to I police afficer vacancies 2, “Npproprlate callege background” was defined by the (=3
¥s they otcur shoutd immediately Implement a POTC task force and Js contained in thelr repart, X
v Pragram ta satfefy this nead, 3. A survey of all agencies showed that 80 do not have a
H " sutficient number ot applicants with approprise college . ;
: backgrounds, Q
‘ 8% 4, Thirty-elght percent of the 80 have & specialized
; recrultment program, o
5, Saventy percent of the departments lacking sutflclent
quailfied applicants have 50 sworn officers or fewer
6. The four largest departments fn the state Indicatud that
they have had sulficient numbers of qualitled applicants,
BOURCES: Survoy of depsriments, Peace Ofticer
Training Council,
i 8, The police agency should establish permuanent 7. Of the 80 agencles having Insufficient numbers of qualifled ?
i ligisnn with: ppli , 16 have established a permanént ralationship Q L
e Placement officers and cdreor counselors in with ong or more of the follawing colleges and univer~ 4 \\ i - ’\
colleges and univarsitias withln a 50-mite sitles: State University, City Community College, ‘:f \\ § Hd
radius of the police agency, Metropolitan College. These institutlons hive police service o . \{ o
o Faculty members and heads of departments service curricufums, % .i:.;] 7
that provide a curriculum speciiically dosigned £ ?\\L }
to prepare students for the pollce service, 20% 8, The permanent Haisan génerally consists of direct contact ' St
of placement officers by police recruiters when apenings -
are announced, Also, each semester a member of the o
department Jecturés Tn several courses on the challenges -
of police service,
SOURCES: Survey o! departmaents, interviaws with college
placemant parsoncel and departmant heads,
oo
C. Ths police agancy should implement a police student 9, Of the 8O agencies not hoving a sufficient number of
worker progrant that provides part-time employment quatitied aopticanis, 72 (or 90%} do not porsicipata in
for tollege students batween the apes of 17 and 25 3 police student warker program,
who fHave showst a sincere interest in o faw enforce-
ment career, Pallcd studant workars: 10, The efyht sgencles having a police student worker or .
» Should be full-time students carrying a study cadet program ore modeled after the Zantarvilie pollce £
load of at lgast 12 unlts per semester and should department program and substantlally mest the charace N ™
worik for the police agency no more than 20 teristics delined In the standasd,
hours per week; during school vacations, fufl-
time employment may be appropriate, 11, Two of the alght agencies complained that alter Interns
» Shiould meer the same phiysical, mental, and ar cadets have beea tralned in their program and have
charsgier stondards raquired of pofles afficers; completed their baccalaureate degree, they take jobs
appropriate dnd feasonable exceptions may be with blgger départments offering higher full-time pay,
made for helght and welght In relotion to age.
® Should be assigred duties that prepare them SOURCE:  Survay of departments,
for their future responsibltitios as regulor pallce 10%
officers; student workers, howaver, should not
‘have the puthority of a regular potice officer
of b puthorized 1o carry firenrms,
+ Shaould, after earnidg ¢ baccalaureate degres,
continye in the cadet program until a vucancy
aceurs on the regular police force,
e Showl! wintinue In the cadet program for the >
perlod of time required to eam the baccalpureate &
degiee, i by age 25 they are 1 acodemic yesr
away from eorning the depree.
r
o The police agency should compate actively with 12, No comparative analysis was performed on this alement
other governmental and private secior employers as it was considered to be too broay and general, i
n recruitment efforts at nearby colfeges and mare definition were pravided, it cauld ba cansidered "” =
unlversitles, The appartunity for a patice alficer for analysis in the future, : ; i
ta pécfarm o valuable sochul service, and the ' R N ®
opportunity for a progressive career, should be @
emnbhasized In collega recruiting,
o

FIGURE C-3 EXAMPLE OF ANALYSIS OF STATE STATUS WITH RESPECT TO POLICE STANDCARD 13.2
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. Appendix D
GUIDELINES FOR APPLYING FOR DISCRETIONARY FUNDS

o’

j&
V=
&

LEAA's discretionary fund guidelines for standards and goals projects
» s are presented in this appendix., They are taken from Chapter 6 of
e Guideline Manual M4509,lc,
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Appendix D

CHAPTER 6. PROGRAMS DESIGNED TC DEVELOP AND ADOPT CRIMINAL JUSTICE

STANDARDS AND GOALS

50. PURPOSE.

The purpose of the program is to increase the capability

of states and communities to establish systemwide standards and goals

applicable to their jurisdictions and to reduce crime by increasing the

participation of criminal justice practitioners and citizens in criminal

justice planning, The Standards and Goals Program encourages states to
analyze and assess existing criminal justice prac“ices and procedures in

order to develop realistic standards to meet their own needs. 1In the

broadly representative ‘process of developing standards and goals for
crime reduction, states may consider the work of the National Advisory
Commission on Criminal Justice Standards and Goals, the ABA standards, or

other comprehensive standards for criminal justice. The program will

impact on all aspects of the criminal justice process as well as on the

total system, )

51, RANGE OF GRANTS. It is anticipated that grants will range from
$50,000 to $500,000 in annual support.

52, PROGRAM SCOPE AND SPECIFICATIONS., Primary emphasis will be placed

on applications which support a statewide process for development, adop-
tion and integration'of standards and goals into the state comprehensive
plan, Applicants must demonstrate a commitment to review the Standards

of the National Advisory Commission and the American Bar Association or

the standards developed by other appfépriate groups. Programs eligikle

for funding under this category are iisted in priority order, Programs
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which cap be classified under categories (a), (b), and (c) will be con-~

sidered before programs within categories (d) and (e).

Strategy and Process Development

“

(1) Projects that assess existing conditions and practices relative

to standards and goals. (Comparative analysis.)

»(2) Projects that design a long-range strategy for development of

gtandards and goals,

Development and Adoption of Standards and Goals

(1) Support staff, travel, meetings and materials costs necessary
for the actual development of standards and goals before a

designated committee, commission, or other appointed group.

(2) Production of media presentations and/or informational docu~
ments and publications which seek citizen and criminal justice

input into the formulation of stapdards and goals.

(3) Public hearings or other public meetings aimed at obtaining
citizen and criminal justice system input into the standard-

setting process.

(4) Statewide conisrences or meetings for §eveloping consensus on )
or ratification of the standards and goals or for beginning the
| work of standards and goals development or for the introduction

of standards and goals to fhe criminal justice system and

community.

(5 Cost-benefit analyses of alternative standards and goals,

v

(6) Prioritization of standard and goals.

148

c, Assessment and Evaluation

(L Projects that evaluate fhe development of standards and

A s

goals in terms of: feasibility of adopted standards and
goals; involvement of citizens and criminal Jjustice personnel

in the process; apparent commitment of elected and appointéd

officials and adninistrators to the adopted standards and

} ' goals; and citizen awareness of the standards and goals,

(2) Cost-benefit analysis of implementing the standards,

d. Institutionalization of the Standards and Goals Process

g (1) Projects that seek to determine subject areas in which new

standards and goals are needed.

(2) Projects that undertake to modify or update adopted standards

i
1
; and goals on the basis of new findings.

i ' (3) Projects to conduct surveys to determine how many criminal
justice agencies are presentl; meeting particular standards

and to develop a plan to assist them in implementing those

&

standards.,

(4) Projects for the development of training programs for criminal

© justice personnel oﬁ standards and goals. The training shou;d
atteﬁpt to create a familiarity~with all existing standards

such as those developed by the National Advisory Commission and

: the American Bar Association and with the methods and programs

g to implement these standards,

e. Implementation c¢f the Standards and Goals

£

1) Projects to develop model programs, guidelines and legislation

PREIESVSITNE S S

(where appropriate) for the implementation of standards, .

it (% ver
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53,

(2) Demonstration projects that put into practice a group of

gtandards or all of the standards in a particular category.

Evaluation of Implemented Standards and Goals

-

(1) Projects to evaluate the effectiveness of inplemented standards.

ADDITIONAL CONSIDERATIONS, Proiference will be given to those

applications which take into consideration the folloWing:

a,

Adequate Representation in Developing Standards and Goals

(1) The necessity for the broadest representation en any body ox
bodies seiected to develop statewide standards and goals,

including:

(2). Law enforcement agencies.

(b) State and local courts.

(c) Prosecutorial and criminal defense agencies.

(d) Adult corrections agencies.

(e) Juvenile justice agencies.

(f) Related social service agencies.

(g) Elected officials,

(h) Citizens and citizen groups or neighborhood groups.
(1) Executive branch of government.

(j) Legislative branch of government.

(2)° The above organizations must also be representative of the

State's geographical population distribution in:

(a) Areas containing large urban centers.
v

(b) Suburban and rural areas.

(¢c) Areas of signif ant concentrations of particular
ethnic groups.’
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(2)

and adopting statewide standards and goals, including schedules,

proposéd budgets, and major activities., The people who are to

be gnvolved in the development process should be identified, as

well as the manner in which they will participate., The applicant

should also list all projects related to State standards and

goals and how they interrelate as part of the standards and goals

plan,

Adoption of Standards and Goals

(a)  For statewide standards and goals to be considered adopted,

they must meet the following criteria:

L

I

1w

The standards and goals are in published form and have

‘been approved by the State criminal justice council,

The standards and goals document has been widely
disseminated amoné criminal justice planning and

operational agencies and interested citizen groups.

. The standards and goals document has been presented

fo the Governor and State legislature for their comments.

(b) System Balancing

_]; :

jno

'The State must also specify what steps will be taken

to ensure that those standards affecting more than one
component of the system are reviewed'by representatives
from other affected components, so that the impact
‘expected in one part of the system because of modifica~
tions made in another component are known and have been

accommodated in comprehensive planning.

Preference will be given to states which demonstrate
how a state's standards and goals will be integrated

into their comprehensive planning process.
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