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FOREWORD 

Through the Executive Training Program, new criminal justice processes and 
methods created and tested under the sponsorship of the National Institute of Law 
Enforcement and Criminal Justice have been introduced to thousands of local offi­
cials. Many of these officials have subsequently used this new knowledge to 
enhance the efficiency and effectiveness of criminal justice activities in their 
localities. 

The Institute'~ Office of Development, Testing, and Dissemination is carrying 
forward another yeBr of the Executive Training Program to give local 4riminal 
justice dedsionmalters additional new techniques emerging from Institute­
sponsored research. We look forward to the program's continued success, not only 
in improving the effectiveness of the criminal justice system but also in help­
ing local governments to provide services in the face of shrinking budgets. 
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Harry Bratt, Acting Director 
National Institute of Law 

Enforcement and Criminal Justice 
Washington, n:c. 



PREFACE 

For almost a decade, the National Institute of Law Enforcement and Criminal 
Justice (NlLECJ) of th~ Law Enforcement Assistance Administration (LEAA) has 
sponsored research, evaluation, demonstrations and tests of program models aimed 
at improving the administ~ation and operations of the criminal justice system in 
America. Specific program models and workable ideas have emerged from this 
eff~rt and have pr.ovided new insi&hts and alternative practices for use in the 
operation of police services, court administration, 3nd corrections services. 

In 1976 t the Office of Development, Testing, and Dissemination (ODTD) of 
the National Institute consolidated many of the results of these research-based 
efforts and studies and incorp~tated them into a nationwide training program 
entitled the "National Criminal Justice Executive Training Program" (NCJETP). 
Since 1976, more than 10,000 criminal justice program administrators and local 
policymakers have participated in over 250 workshops and conferences that have 
dealt wi~h every aspect of the criminal justicp. system: police, courts, and cor­
rections .. 

The current topic of "Managing the Press.ures of Inflation in Criminal Jus­
tice" (MPI) is but one of many topical workshops sponsored by the National Insti­
tute. MPI has been designed in response to a mix of current problems and pres­
sures affecting the decisiownaking responsibilities of dty and county policymak­
ers and program executives wh9 are respo~sible for the administration of criminal 
justice in the United States. Included in this set or mix of pressures are 
issues such as fiscal stress in local governments, declining tax revenues, 
increased demands for services, State or local initiatives aimed at tax reduc­
tions or mandated ceilings on taxing authorities, demands for increased produc­
tivity with less resources, and, of course, the impact of inflationary pressures. 

Responding to these pressures requires that local governments and the pro­
gram managers of the crimin&l justice system -- police, courts, and corrections 
adopt what the research literature is beginning to call "cutback manageme!lt" 
strategies and tactics. FQC some, cutback management is but a species of good 
management styles and practices; for others, cutback management is a new form of 
public manageme:;.t that is evolving as a response to new pressures. 

This HPI workshop has been designed with the view in mind that the context 
of public management of the criminal justice system now has a clearer set of 
boundaries for the criminal justice man~ger or policymaker. More is expected to 
be done with less; and in some instances, the shape of public administration is 
to be seen in the dilemma created when more services but less resources are man­
dated by law. 

vii 
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. There are.positive benefits that may be present as a consequence of this 
dl1e~a. ~~~llC managers now hav~ not only an opportunity but a mandate to 
exper~ent wl~h the management of the planning deSign, delivery, and evaluation. 
o~ thelr S~IV1C!S.SO that creative responses can be provided to the ~onstituen­
Cles and C~_Ulll.t1~S they serve. Perhaps at no other time in Alleri.can histo is 
~o .~ch belng requlred of so few in the area of public administratio~ of Criarrnal 
Justlce. . 

It is our hope that this HPI workshop will provide a small contribution to 
your efforts and to the nev responsibilities and difficulties of your job. 

B. Jerome Kiron 
National Criminal Justice 

Execut:"'le Training Program 
5530 Wisconsin Avenue .. NW. 
Washington, D.C. 20015 
(301) 654-8338 
May 1979 
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Introduction 

NATIONAL ClUMINlU. JUSTICE 
.EXECUTIVE TRAINING PROGRAM 

The National Criminal Justice Executive Traininq Proqram is a nationwide 
traininq ~ffort that offers ~fficials of state and local jurisdiet!ons the 
opportunity to learn about improved criminal jus~ice practices and proqrams. 
The National Criminal Justice Executive Traininq Program is sponsored by the 
National Institute of Law Enforcement and criminal Justice (NILECJ), the research 
center of the Law Enforcement Assistance Administration (LEAA), U.S. Department 
of JllStice. 

The National Instit~te supports wid~·ran9inq research in the many lesal, 
socioloqical, psycholoqical, and technoloqical areas related to law enforcement 
and criminal justice. It also follows through with the essential s~eps of 
evaluating research and action projects and disseminating- information on succes:a­
ful efforts to encourage early and widespread adoption. 

As LEAA's research, evaluation, and trainincg arm, the Institute works to 
devise improved methods to control crime and strengthen the criminal jsutice 
system and to train law enforcement and criminal justice personnel as well as 
legislators, mayors, and rese&rchers to use these more promiSinq app~oaches. 

The National Criminal Justice Executive Training Proqram is a major vehicle 
for transfering research results to actual application in police departments, 
courts, correctional institutions, and related agencies ac.ros~ the county. In' 
this program, senior criminal justicoa aclministrators and other dec':;ifionmakinq 
offi~ials of courts, correctionst and police agencies in each state are selected 
to participate in workshops and o~er training activities held across the country 
to learn about new procedures. 

Goals --
The primary goal of the National Criminal Justice Executive Traininq Program 

is to enable c~iminal justice executives and policyshapers to bring about adop­
tion of improved courts, corrections, and police practices. These improved 
pr~ctices are derived from National Institute research findings, or desiqned 
and validated by the Institute'S Office of Development, Testing, and Dissemination 
through its Program Models publication series and Exemplary Projects program. 
~ey are the embodiment of the Institute's policy of sharing kn~wledge and proven 
practice to enable local agencies to be self-directing and self-reliant to the 
maximum extent possible. 

1 



'1'0 introduce the new practices thrC!ugh the nation, the Institute's Executive 
Training Program: 

• Informs influential policymakers in the larger agencie$ 
about new practices and their potential for improving 
the criminal justice system 

• Gives them the knowledge and skills needed to apply 
these methods in their jurisdictions. 

'l'echniques that hav~ been tested or that promise improved effecti''ler~&$s of 
efficiency 4re presented in Regional Training WOrkshops, Field Test Training, 
~cal Training, and Special National Workshops. 

The training topics are selected from among the ~st premising concepts 
developed under NILECJ auspices. These include models deriv.!d from: 

• Research R~sults--Improved criminal justice pwactices 
identified through research findings 

• Exemplar,y ~rojects--Projects that show documented 
success' in controlling s~ecific crimes or that have 
demonstrated measurable !m;lrovement in cr.iminal justice 
service 

• ,!'roqram Models--Synthe.ses (If the most advanced 
techniques, including operi!tional guidelines, that 
can 1"Ie followed in locales throughout the country. 

The National Criminal Justiae Executive Training Program assembles a team 
of n~tionally recognized expert~ for each training subject. Extensive support 
serv1ces are also provided including multi-media development, editing and 
publication of training materials, comprehensive evaluation, t~aining methodoloqy, 
and logistical support. 

Program Activities 

Several major activiti,es are being carried out to encour~ge local 
jurisdictions' use of improved c£Unin.al justice practices derived from research 
and evaluation. 

Regional Training Workshops 

Eight workshop series were presented across the country' between late 1976 
and early 1978, and four new topics are being presented in the third year of the 
program. Each three-day workshop is devoted to on~ topic and attended by 50 to 
60 top criminal justice policymakers of the larger agencies from throughou'c the 
multi-state regions of workshop presentations. In the 1976-77 cycle, participants 
learned how to manage succesafu11~ the change processes in: 

2 

• Managing Criminal Inve3tigations 

Applicatton of systemwide manaqement. eechniques 
to increase the success! \l solution and prosecution 
of major crimes with reduced resources. 

• Juror Usage and Manaq;ement 

Procedures that improve th\! ~ff;tciency of juror 
selection, usage, an~ motivation with significant 
COS1: savings. 

• Prison Grievance Mechanism. 

Principles essential to ac~~eving prompt and 
equitable resolution of problems and disputes, with 
benefits for both prison staff and inmates. 

e Rape and Its Victims 

Unders'eanding of and skill in the deli very of 
services to r.ape victim& through communitywide 
coor~ination of agencie~ and programs. 

In the 1977-18 cycle oI. the program, workshops were presented ~cross the 
nation on: 

• Managing Patrol Operations 

Improving management skUls i,r4 matching police 
resources and workload de~d~, and facilitating 
citizen pa~ticipation tc increase police patrol 
effectiveness in the f'at:e t.lf decreasing resources. 

• Developing Sentencinq Guidelines 

• 

Th~ development Qf articulated sentencinq policieg 
to guide $tructured judicial discretion toward 
reducinq sentencin~J disparity among similar offenders 
and types of cr~~ to increase equity in the admin­
istration of justice. 

Health C~e in Correctional Institutions . 

Improving health care of iODates in prisons and 
jails by assess/inq needs and problems, developing 
improved methods and procedures, and identifying 
required resources based on 189&1 and medical 
standards. 

3 



I 

• VictimrRitnoss Servic~$ 

Identification of victim/witness services requiring 
initiation, improvement, coordination, and/or 
fu.rther study; training in implementation skills and 
plans for improving the interaction and relationships 
between the criminal justice sy::stem and vict:i,ms and 
witnesses,. 

In C:icle III, beginnU!9 .in September 1978, worJr..shops are being presented on: 

• Manaqing the Pressures of Inflation in Criminal Justice 

Representatives of city and county administration, police 
agencies, court jurisdictions, ann correctional facilities 
from similar communities will learn about cutback management. 
Emphasis wil': be oli the application of cutback tactics to 
criminal justice ope~ations and the implications of suea 
ta~c:ics for the delivery of criminal justice services. 
Program models developed by NlLECJ for police, courts, and 
corrections will be presented as e~ements of a rational 
approach to cutback planning. 

• Maintaining Municipal Integrity 

This workshop series will focus on local government 
and training emphasi,'s will be on prevention. 
Indicators of corruption, whic"h of£,ic;.als can use to 
diagnose the extent of their problem, will be applied 
to real and case study governments, and prescriptions 
for prevention will stress accountability through 
special management methods that can be used by mayors 
or c::ounty executi.ves, cit¥ and county managers, and 
pol~ce chiefs. 

• Operating a Defender Office 

In the six years since the u.s. Supreme Court ruled in 
Argsrsinger V'. Ramli.!"" states an~ local. jUl;'isdictions 
have established a grc'Wing number of publicl.y finomced 
defender offj~es to ensure the provision of coun9~1 for 
persons unable to pay for it. To e~~ip m~nQ~ers of these 
offices with the needed skills, txaining will focus on 
Zow:. topics: case manaCJemel1t, budqt"lting, personnel 
administration, and external office relationships. 

• Improved Probation Strategies 

This topic focl;ses on improving management 
techniques in p~obation officas in a time of fiscal 
and pr~ram. crisis. Thus, overall management areas 
such as plannin~, resource alloc~tion, budgeting, 
and effectiv~ use of support servic,!s will be 
stressed. !mprQved program strategies, such as 
special intensive probation, community resource 
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management, and tect~~iques of pre-s~ntence 
investigation reporting, wil~ be USiJd in caS$ 
study examples of ways to Lmprove ~ogramrang. 

Particioants in all the workshops receive t.l'1di'vid.ual pr(')g-rrun pI-Anning gui~es, 
self-instruction~ materi~ls, handbooks, and ~la~~. ~artificates acknowledg~ng 
attendance are a\"8.rded at the' eon~lueion of tra~)ll.ng. 

Followinq tach Regional Training Workshop, up to six days af Local Training, 
formerly called Follow-On Trai.'1ing, c:u:e availah:te in each rsg-'ional to ass;ist 
local aqene.ies in the direct application of ski.Us learned. in the wO:c'kshops' 
training events. 

Multi-media packaq~s are developed and f~lisre~d to any requesting agency 
that is interested in implementation. Included are videotapes, training manuals, 
and other related resource documents. 

Field Tl.'ist Training. 

Field.tests examine the new procedures in a re?~-world setting and evaluate 
their effe~tivenesSl and tran:aferability to other jurisdi!;'cions throughout the 
country. 

to: 
Key representatives from the test s.ites receive Field Test Training; designed 

• 

• 
• 

• 

Prepnre,·test site staff to operate or implement their 
pr6je,--tiJ 

Identify agencywide needs ,~or Local Trai~in~ 

Determine the mese eff~~~ive format for tx~ining 
aSdist&lCe to the loc~l sites 

Assist the sites in conducting research utilization 
conferencea to familiarize theil' colleaques in nearby 
states with their experi.ences. 

During 1976, field test !tites were selected to impl~nt p1:ojects in ~anaging 
Criminal Investigations and Juror Usage and M~lagement. F1ve police agenc~es 
were involved in.' the Field Test progr'am in Managing Criminal Invest:i,gations: 

• Bi;>iainqham, Alabama 
• Montgomery County, Maryland 
• Rochester, New York 
• Santa Monica, California 
• St. Paul, Minnesota. 

Eighteen courts were involv~d in the Fi~lJ rest program in Juror Usage and 
Management: 

• Connecticut Stata Courts 
• Middlesex CO!~ty (New Brunswick), New Jersey 

5 
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• Delaware County (Media), Pennsylvania 
• Jefferson County (Louisville), KUntucky 
• Summit County ( Akron); Ohio 
• Q~llas County (Dallas), Texas 
• St. Louis County (Clayton), ~~ssouri 
• $alt Lake City, Utah 
• Mari copa County (Phoenix), Ari,~ona 
• Spokane County (Spokane), Washington 
• Suffolk County (Boston), Massachusetts 
• New York, New York 
• Dane County (Madison), Wisconsin 
• DuPage County (Wheaton), Wisconsin 
• East Baton Rouge Parish (BcFton Rouge) I Louisiana 
• Polk County (Des Moines,). Iowa 
• Pennington County (Radid City), South Dakota 
• Ada County (Boise), Idaho 

. In 1977, the,Executive T~aining Program provided assistance to three 
Nel.ghborhood J~tl.ce Center f1eld test sites in Atlanta, Kansas City, and Los 
Angeles •• A NeJ-9r,mo.rhood Justice Center is a community-based project that seeks 
: resolve confl1cts betw7en people who have a continuing relationship and whose 

sp::es are ~re approJ?nately 7'esol ved by mediation than by Ii ti gat ion • The 
Cent~_s ,recr~t and ~ral.n comrnunl.ty people to apply the techniques of mediation 
and.arbl.t7'at10~ to dl.sp~tes. The Executive Training Program assisted the three 
~roJect S1t:S 1n prepar1ng grant applications, condudting two training programs 
or the proJ7c~ staff~ at the ~eginning of the test period, providing 30 da~s . 

of lOC~l tr~l.nl.n? aSs1stance to each center during the start-up period; and 
s upportj,ng NJC Dl.rector' s conference. 

During Cycle III, four topics are the focus and Field Test Training' . 
~r:~~~ease Centers,' Managir,g Patrol Operations, Multijurisdictional sen~encing 

Ul. ~nes, and Improved Correctional Field Services. 

, 'rwo jurisdictions will be involved in Field Test Training in Pre-Release 
~enters; ,NeW Orleans and Philadelphia. These two field test sites will b 
7mplementl.ng procedUl:'es similaI:' to those developed by the Pre-Release cent:r 
~n ~ntgomery County, Maryland, which NILECJ has desigi1ated as an Exemplary 
r~Ject. The purpose of t:l)e testing is ·to determine if a structured community 

re~ease prog7am can measurably improve the post-release behavior and commwlitv 
adjustment of selected jail and prison inmates. ~ 

'~ Tw? Of~the cy'?le III Field Test topics--Managing Patrol Oper.ations and 
w,~el~p7ng .,entenGl.n? Guide~ines--involve training in the implementation of 
st:Iat:~gl.~~ and technl.ques ?l.sCussed, i~ Cycle II Regional Trainirlg Workshops. 
For Manag~pg Patrol Operatl.ons, tral.nl.ng will be conducted in ~lbuquerque 
Ch~rlo~te~ and Sacramento. Training sites for Multijurisdictional S 'nten~ing 
GUl.dell.nes will be disignated in 1979. 

Field Test Training in Improved Correctional Field Services also will be 
conducted at three test sites. These sites--Kane County rll~"'o·~-'. ~- ....... -~.­Co t Ne Y k r -- ..... ...;:>, .,urro~1\. 
~ y~ .W or; ~~d Jackso~vill~~ Florida--are involved in an effort to test the 

e:tf:ctdi7~efness of probation rl.sk screening procedures as they are used in Gombination 
Wl. ~. f erent levels of supervision. 
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Special National Workshops 

Special National WO.t'kshops are the third part of the National Crimi,nal 
Justice ExeC\ltive Training Proqram. They are single events held for selected 
criminal jus'tice policymakers and researchers on siqnificant topics choslen by 
'the National Institute. Recommendatit.:ms for problem-solving are provided by 
criminal justice experts and practitioners who have dealt with these problems 
or whose theoretical and analytical contributions can be helpful in the implemen­
tatiC'ln effort. 

The workshops fall into three qen$.rsl categories: 

1. Transferring res,earch to the community of practitioners--The functions 
here are to address differences ,in percept,;,on between research and operational 
parspectives, to assess the validity of re~earch findings in light of operational 
experience, to assess practitioners' needs for additional knowledge, and to 
communicate new information to the operational commun;ty. 

2. Communication among researchers--The functions here are to advance the 
state-:Qf-the-art in a given topic area, particularly one where "real world" 
changes are ~ffecting the criminal justice system, to share new findin~s, and to 
clarify directions for future research. 

3. Special target audiences--Here the effort is to reach groups such as 
elected officials, planners, or evaluators and to inlform them of current research 
and validated illformat;i',on on 'advanced practices. 

The Special National Workshops presented during the first year of the 
Ex2cutive T.raininq Proqram were: 

• Arqersinqer v. Hamlin--This presentation focused Oh the 
prcDlems associated with the provision of legal counsel 
to all indigent defendants facing incarceration, based 
on the 1972 Supreme Court mandate. 

8 Update '77--Mayors and county chairpersons from across 
the nation gathered in Washington, D.Co, to discuss 
the role of local elected executives in pl.anning and 
developing proqrams in law enforcement and criminal 
justice. Research findinqs by NILECJ and othe~ 
resou~ces were reviewed as potential solutions to 
major problems. 

• oatermin~te Sentencing--This workshop provided &1 

in-depth analysis of this sentencing trend and its 
effect on poli~e, prosecutors, judi~ial systems, 
and correctional systems at the national and state 
ldvels, includinq ~urrent leqislation and laws in 
California and Indial!a and current bills. 
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Durinq Cycle II, Special National Workshops focused on: 

• Forensic Science Services and the Administration of 
Justice--This workshop's goal was to inteqrate 
perspectives amonq and between police executives . ' prosecutors, Judqes, defenders, criminal justice 
educators, and forensic sciflntists to promote an 
inter~isciplinary exchanqe of views that could 
lead to fuller use of scientific resources in 
criminal justice. 

• PretriAl Release--This worksnop brouqht together 
judges ,who represented each of the 50 states as 
well as 10 j~.1dges from federal district courts 
who are involved in a demonstration project to 
examine the process, issues, and alternatives in 
the pretrial release of defendants. 

• Stochastic Modeling--Amonq the more prOmising 
techniques of crime analysis, stochastic modeling 
was discussed at this workshop by executives and 
crime analysts seeking insights into the kinds of 
analysis possible with this technique. 

• Update '78--Followinq the success of Update '77, 
this workshop provided an opportunity for additional 
mayors! county executives, and other local officials 
to examine their role in criminal justice decision­
making, gain new perspectives on what i.5 beinq done 
in other jurisd1ctions, explore c~ent criminal 
justice research, and raise issues and concerns 
from the local point of view. 

• Plea Barqaininq--This workshop was designed to 
clarify the issues surrounding plea bargaining 
and to provide a means for reporting on the re.sul ts 
of important research projects. A number of papers 
commissioned for the workshop received widespread 
dissemination thr~u9h subsequent publication in 
Law and Society Revi!~. 

• Mental Heal th Servi~es in ,]ails--This workshop 
focused on effective models for mental health 
service delivery to jail inmates, including 
analyzing the existing situation within a 
correctional institution, coping with the stress­
related problems of .incarceration, diaqno:3inq 
acute mental illness, treatment and diversion, 
and using available community mental health 
services for inmate populations. 
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Prospective Special National Workshops topics for Cycle III include a 
National Evaluation Workshop, Research Utilization for State Planning Agencies, 
Urban Crisis Planning, and Career Criminal. 

As part of the Sepcial National Workshops, the Na.tional Criminal Justice 
Exective Training Program staff also provides support to meetings of the NlLECJ 
Advisory Committee. 

Results 

An impact evaluation conducted three JOOnths after the l.ast workshop in 
Cycle I indic~tes the effects of the Executive Training Program: Officials 
from JOOre than half the agencies represented said they are implementing one or 
more of the specific aspects of the knowledge gained through research and 
information-sharing present2d at the workshops: 

• Three-fourths of the police officials reported making 
changes in some aspect of their management of crimin81 
investigations--the initial investigation, case 
screeIling, and t".he con tin \ling investigation. 

• Over half the representatives from court systems 
reported making changes in their juror usage and 
management processes--summons procedures, recort\­
keeping 1 and monitoring/evaluation. 

• Correctional officials reported implementing changes 
in their systems, although in slightly fewer numbers 
than either the police or court representatives. 
They focused on changes in thp.ir prison grievance 
mechanisms, encouraging such innovations as inmate/ 
staff participation, written responses- mld 
monitoring and evaluation. 

• Mere than three-fourths of the participilllts at the 
Rape and Its Victims Workshops reported an increase 
in cooperation among community agencies to improve 
services to rape victims. 

simil.ar concrete results are anticipated for Cycles II and III of the 
National Crindnal Justice Executive Training Program. Not only is the program 
apparently equipping criminal justice executives and other policymake%s with 
the knowledge and skills to improve the delivery of criminal justice services 
in their communities and create a safer environment, but it also is giving 
participants a personal benefit--the chance to enhance their own skills and 
career potential. 

About the Office of Development, Testing, and Dissemination 

The Office of Development, Testing, and Dissemination is responsible for 
distilling research, transforming the theoretical into the practical, and 
identifying programs ,.,i th measurable records of success that deserve widespre13.d 
application. As part of its programs, ODTD also provides financial and 
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professional assistance in ad t t' d , ~p a l.on an, tests of selected practices in se9reral 
communities, and offers tral.nl.n« ' ' g .or crl.ml.nal justice executives nationwide. The 
result is that criminal justice professl.'onals 
th 

are given rea~y access to some of 
e best field test programs and experimental potential. approaches that exhibit good 

oom has developed a structured, organized system to bridqe: (1) the 
operational gap between theory and prac":ice, and (2) the communi<:ation qap 
between researchers and criminal J'ustice 1 
O 

• personne scattered across the count'"". 
DTD s comprehensive proqram provides: .~ 

• 
• 

• 

• 

• 

?ractical guidelines for model criminal justice proqrams 

Traininq workshops for criminal justice executives in 
selected model programs and other promising research 

Field tests of important new approaches in different 
environments 

On-site ~raining visits for criminal justice executives 
to aqencl.es operating successful innovative proqrams 

International criminal justice clearinghouse and 
reference services for the entire criminal justice 
community. 
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PURPOSES OF THE MANAGING THE PRESSURES OF 
INFLATION IN CRIMINAL JUSTICE 

EXECUTIVE TRAINING PROGRAM 

The workshop has been designed to accomplish the following goals and objectives: 

Goals 

• To enable locallgovernment policymakers and criminal juS­
tice program administ~ators to plan, manage, and implement 
rational cutback management approaches in the field of 
criminal justice so that long-range improvement goals are 
v-aintained and minimum adverse impacts on criminal justice 
servi~es are obtained 

• 

Objectiv~s 

To encourage local government policymakers and c~iminal 
justice administrators to understand and to use LEAA/ 
NlLECJ program improvements and innovations as feasible 
alternatives in the development and i8plementation of 
rational local cutback management approaches. 

In order to accomplish these goals and in order to design a structured workshopt 
it is planned that by the end of the workshop participants will h~ve accomplished 
the following objectives: 

• To understand how various pressures have converged to 
influence and directly affect to a new degree the manage­
ment of public services 

• To understand the long-term impact of these pressures on 
revenue sources, expenditures, program policies, and pro­
gram operations particularly in the delivery of criminal 
justice services 

• To distinguish between reactive planning for cutback man­
agement and rational planning for cutback management of 
criminal justice services 

• To understand how various types of criminal jus~ice program 
models may be used as approacbes in the development and 
refinement of a rational approach to cutback management 

• To understand the consequences of planned reductions in 
the delivery of criminal justice services or operations 

• To develop with other members from the same jurisdiction a 
negotiated planned,approach to cutback management of crim­
inal justice expenditures in a way that maintains or 
facilitates program improvements and diminishes adverse 
reactions from community. 

11 
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HPI WORKSHOP THEMES AND PRODUCT 

Two interlocking themes are incorporated into the workshop design. One is that 
cutback management in the criminal justice system requires that local policymak­
ers and program administrators understand the effects that cuts in one part of 
the criminal justice system may have on other parts of the system and on parts of 
the communities served by that system. The second theme is that if cutback man­
agement is to be ratit)nal and effective all parts of the system--Iocal policymak­
ers, police, courts, corrections -- should begin to think of a local collegial 
approach to cutback management. 

Thus the workshop will incorporate, through small group work, various problems 
that will be handled by members from the same jurisdiction workifi8 as a team. By 
the end of the workshop~ participants from the same jurisdiction who represent 
the local policymakers and program administrators for the criminal justice system 
will have developed, and refined, an outline for a rational approach to cutback 
management in the criminal justice system for their jurisdiction. In this sense, 
therefore, the participants will be able to return home with a product that may 
be of assistance ~o their local needs and problems. 

HPI PARTICIPANT HANDBOOK 

This Participant Handbook is to be used as your guide and o'utline for all the 
workshop sessions. It has been designed as a working text, and space is provided 
for your own notes and comments. 

The Manual contains selected readings that are intended to supplement the work­
shop presentations. 

12 

HPJ WORKSHOP CURRICULUM OUTLINE 

Through a series of plenary sessions and small group exercises, the cu~riculum of 
the workshop is intended to provide a logical and sequential approach to the use 
of cutback strategies and tactics in the criminal justice system. 

In outline form, t~e curriculum will address the following topics: 

• PROBLEM OVERVIEW: CRIMINAL JUSTICE MANAGEMENT IN A PERIOD 
OF RESOURCE SCARCITY 

• CUTBACK MANAGEMENT: MEANING AND STP.ATEGIC ISSUES 

• PLANNING FOR CliBACK MANAGEMENT IN THE CRIMINAL JUSTICE 
SYSTEM 

• POLICE PROGRAM MODELS AND IDEAS FOR IMPROVING PRODUCTIVITY 

COURTS PROGRAM MODELS AND IDEAS FOR IlfPROVING PRODUCTIVITY • 
• CORRECTIONS PROGRAM MODELS AND IDEAS FOR IMPROVING PRODUC­

TIVITY 

• CHANGE STRATEGIES FOR APPLYING CUTBACKS 

• CONSTRUCTING A LOCAL CUTBACK PLAN. 

13 



HPI TRAINING TEAM 

F{' JEROME MIRON is a senior associate of the University Research Corporation, 
Washington, D.C., and has been a. member of the National Criminal Justice Execu­
tive Training Program project sponso:red by the National Institute of Law Enforce­
ment and Criminal Justice of the Law Enforcement Assistance Administration. He 
has been, for the past three years, Team Leader of the ItManaging Criminal Inves­
tigations" and "Managing Patrol Operations" regional training and field test pro­
grams of the NCJETP. He was formerly an administrative assistant to the Mayor of 
Jacksonville, Florida, and the director of a Washington based urban research cen­
ter. 

ROBERT WASSERMAN is an independent police and urban consultant. He was assistant 
to the police commissioner of operations for the Boston Police Department. He 
has worked ill Massachusetts designing law enforcement programs, coordinating r;iot 
control and prevention, and offering crisis intervention assistance. Broad 
experience as a consultant to many police departments throughout the country 
gives him a national perspective on the management of police operations. 

CHARLES LEVINE is acting director of the University of Maryland's Institute for 
Urban Studies. He previously taught at Indiana, Michigan State, Cornell, and 
Syracuse Universities., He has published two books -- "Racial Conflict and the 
American Mayor" (1974) and "Managing Human Resources" (1977) "'- and over 50 arti­
cles and professional papers in the. fields of public management and urban poli­
tics. From 1973 to 1976 he served as founding coeditor of Administradon and 
Society. He is presently engaged in studying cutback management in a number of 
city governments and Federal agencies as part of a project to develop a methodol­
ogy for managing organizational contraction and decline. In April he was the 
receipient of the William E. Mosher Prize of the American Society for Public 
Administration for his article "Organizational Decline and Cutback Management" 
juClged the best article by an academician published in the Public Administration 
R~view during 1978. 

EDWARD PESCE is an attorney and independent management consultant with diverse 
Federal, State, and local justice system experience. With the Department of Jus­
tice, he was a trial attorney in the Criminal Division and later joined the 
Office of the Deputy Attorney General in the Office of Planning and Evaluation. 
'l'hereafter? he was special !'lSsistant in the Office of Criminal Justice, Deputy 
Attorney General's office from 1969 to 1971. In that capacity, he was the author 
of the Department of Justice's court reorganization legislation reforming the 
court system of the District of Columbia, and he coordinated its implementation 
in that court system. As a manager with Westinghouse, Mr. Pegce founded the Jus­
tice Institute which provided consulting services including Nationwide Police 
Technical Assistance for LEAA, Courthouse Design and Security Services, Manage­
ment Information Systems for several court systems across the country (in Ohio, 
Michigan, Pennsylvania, and New Jersey), and research and demonstration projects 
in Crime Prevention for LEAA's National Institute of Law Enforcement and Criminal 
Justice. 
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MICHAEL KEATING is prese~tly the special prison master for a Federal district 
court in Rhode Island and monitors both the adult and juvenile correction systems 
in that state. He is ~n attorney who most recently directed the Hational Correc­
tions Technical Assistance Project for LEAA. He i8 a nationally known and widely. 
published authority on conflict resolution, especially in prisons, and directed 
initial training of the staffs of the Model Neighborhood Justice Centers for the 
National Institute of Law Enforcement and Criminal Justice. 

MARK CORRIGAN is an independent corrections consultant who haa recently completed 
management projects for the American Coxrectional Association, the State of 
Alaska, and the CODlDonwealth of Massachusetts. Mr. Corrigan held tl;.tt position of 
executive deputy commissioner for the.New York State Department of eorrectional 
Services where he served for four years. Prior to his involvement in State gov­
ernment, Corrigan worked as deputy city administrator fc·r the City of New York 
under Mayor John V. Lindsay. 

DANIEL BARBEE is an associate with the National Training and Development Service 
for State and Local Government (NTDS). He works in the field of public manage­
ment development and t.raining. Previously, he was associate di"rector for govern­
ment affairs training with the U.S. Office of Personn~l Management, and he has 
taught at the University of Maryland, Georgia State University, and the Univer­
s·ity of Tennessee. 

He has consulted and conducted training for the U.S. Office of Personnel Manage­
ment, the Southeastern Federal Regional Council, the Department of Housing and 
Urban Development, the State of Georgia, the State Qf Tennessee, and other agen­
cies and governmental juri~dictions. Currently, Dr. Bt~bee is developing materi­
als in cutback management for use in working with State executives and managers. 

PAUL NEJELSKI is presently the staff director of the new Action Commission To 
Reduce Court Costs and Delay, established by the American Bar Association. H~ 
was formerly the deputy assistant attorney general, Office for Improvemente in 
the Administration of Justice (since April 1977), with special responsibility for 
study of civil litigation and court reform along with other research a~eas in the 
Department of Justice. Before that position, Mr. Nejelski held s va~iety of 
challenging positions including deputy court administrator for the State of Con­
necticut JudicHI Department, director of the Institute of Judicial AdMinistratioD. 
(NYU Law School), assistant director of the Harvard Center for Criminal Justice 1 

and positions in the LEAA National Institute and Department of Justice Criminal 
Division. Mr. Nejelski is an attorney who also holds an M.P.A. from American 
University. 

DAVID STANLEY is an independent government consultant specializing in public man­
~geiiieiit problems. He w~s fQrm~rly a senior fellow at the Brookings Institution, 
Washington, D.C., where he conducted research and ~tudies in public administra­
tion and management. For 22 years, he was an executive with the Federal Govern­
ment, and his last assignment was as Director, Management Policy, HEW. He has 
been a consultant to the National Institute for Law Enforcement and Criminal Jus· 
tice (NILECJ) and has published a major work on the topic of parole. He resides 
in the Washington area. 
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ELISHA FREEDMAN is a career public administrator, serving over 25 years at the 
town, city, county, State, and Federal levels. He is a graduate. of the Maxwell 
School of Citizenship ~nd Public Affairs at Syracuse University, holding 2 mas­
ter's degree in public administration. 

He has served on the board of directors of the International City Management 
Association (lCMA) and has been president of the Connecticut Chapters of the 
American Society for Public Administration (ASPA) and ICMA. He is a lecturer, 
author, and adviser on subjects related to local government and finance and 
received the Louis Brownlow Award for contributions to the literature of public 
administration in 1967. 

Since January 2, 1979, he has served as the commissioner of administrative ser­
vices for the State of Connecticut. His prior assignments include appOintments 
as city manager of Rochester, New York, and Hartford, ~lnnecticut; chief adminis­
trative officer of Montgomery County, Maryland; a progr'am manager for the 
National Science Foundation; and controller of the TOWll of Manchester, Connecti­
cut. 
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Session 12 
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Session 14 

Session 15 

Session 16 

Session 17 

Sessi()n 18 

HPI REGIONAL TRAINING WORKSHOP 

DAY I 

Registrations 

Welcome, Introductions, Orientation, and Overview 

Criminal Justice Management in a Period of Resource 
Scarcity 

Occupational Groups 

Reports from Occupational Groups 

Cutback Management 

Summary/Eya1uation Day I 

Social Hour 

DAY II 

Planning for Cutb~r,::~ Ma;J.agement in the Criminal 
Justice System 

Beginning a Local Plan: Strategic Issues Strategic 
Issues 

Local Planning Groups 

Lunch 

Introduction to Concurrent Sessions 

Police, Courts, Corrections: Concurrent Sessions 

Police, CQurts, Corrections: Concurrent Sessions 

Summary/Evaluation: Day II 

Social Hour 

DAY III 

Po!i<.::e, Courts, COI'rections: Concurrent Sessions 

Change Strat~gies for Applying Cutback Tactics 

Constructing a Local Plan 

Summary and Evaluation: Day I - III 

ClOSing/Certificate Awards 
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Session 1 

Session 2 

Session 3 

Session 4 

Session. 5 

DAY .1 ~ WEDNESDAY 

Welcome, Introductions, Orientation, and Overview 

Criminal Justice Management in a Period of Resource 
Scarcity 

Occupational Groups 

Reports F~om Occupational Groups 

Cutback Management 

Summary/Evaluation Day I 

Social Hour 
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SESSION : 

DAY I 

WELCOME, INTRODUCTIONS, ORIENTATION, AND OVERVIEW 

Summary of ~_sion: 

The purposes of this session ar~ to welcome participants to the MPI Execu­
tive Training Program, introduce the LEAA/NILECJ staff, and review briefly tbe 
jurisaictions which are present at the worksh~p. 

A representative of the NlLECJ will outlin.e briefly the purpose and ration~ 
ale for the selection of this topic »~ Managing th~ Pressures of Inflation -- as 
part of the national training effo~ts of NlLECJ. The relationship of this topic 
to the overall goals and priorities of the National Institute will be high­
lighted. 

Members of the MPI Training Te.~m will be introduced and participants will 
be provided a brief orientdtion to t~~ uee ~£ th~ Participant Handbook, ~he vari­
ous t~~ining methods to be used in the workshop, the workshop schedule~ and the 
use. of evaluations to measure the effectivenese of the workshop. 

This session will provide a brief overview of th2 problem tQ be addressed in 
this workshop, and the assumptions, goals, and objectives of the workshop curric~ 
ulu@. 

The process used by.the HPI Training Team to develop the curriculum will be 
explained~ and a brief descripti~n of each of the major conceptual components of 
the workshop will be given. 

A session flow chart will be used to clescribe the several logical relation­
ships and linkages between the. various components of the curriculum design and . 
the scbe:dule of, the WQzo'kshop. 

Since participants will be working in several types of slmall gr.oups, 
instructions un the assigluoent of participants to these groups will be given. 
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THE PROBLEM TO BE ADDRESSED 

A Historical Context~ 1970-1980 

• Pressures To, Expand 

Dem~nds for service growth 

Economic gl'owth 

Reveu~€ growth 

Expenditures growth 

• Pressures To Retrench 

Recession/stagflation/inflation 

Revenue limitations 

Expenditures limitations 

The psychology and reality of limits to growth 

• Effects on Managers 

Management under conditions of uncertainty, complex­
ity, and conflict 

Growth ideology questioned 

Manager's actions ambiguous 

e Cutback Management as an Approach 

"Cutback management is an art and a skill y~t t~ be dev:l­
oped adequately by managers who now must ~a1nta1n organ~­
zational capacity by devising new manager1~1 arrangements 
within prevailing structures that were des1gned under 
assumptions of growth". 

Charles Levine, 1979 
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CUTBACK MANAGEMENT 

ISSUES FOR CRIMIV,d£ JUSTICE SYSTEM 

POLIC~~S AND ADMINISTRATORS 

• Cutback Management Applied to a ~omp1ex System 

• Cutback Management Applied to an Expanding System 

• Current Opportunities a~d Challenges 

Productivity improvements 

Innovations 

Collegiality 

• Future Impacts 

Equ-ity i.ssues 

Administration of justice and values 

Public confidence in government 
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Criminal Justice System Model 
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SOURCE: Adlilpted from the President's Commission on Law Enforcement and 

Administration of Justice, The Challenge of Crime in a Free Society (Washington, D. C.: 
Government Printing Office, 1967). pp. 262·263. 
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Integrated Analysis 
Criminal Just~ceSystem 
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Comparison FY 1967/68 to FY.1973n4 

Percent oflncr .... 

500-

401)-

300-

200-

100 -

0-

~I 
I 

tit 
;; ... 

WSE 

~ , ~ 
... ~~. 

~~:i0 ~~~ ~ /~ 
~~ II 1,1 -W S E 

, .. 
i"/A'" 

i{r~ 
W.·~ 
~«-

, ~-*< ~ ~7/" 

tit .:~.~.; 
~%.-l_ 
~/(. 

~;-W$,1~ 
WSE 

It: 15 t: 
~S IS 
j ~ 

W = Workload 
S = St.fflng 
E = Expendltur .. 

I 

tit 
& ... 
~~~ 
w'l,';' 
@.~f;:. 

~4 
~~ Wr.; tit 
~,.,~ . 
~~;,~ :: 
~/~ r~7 .~-:'p!/. 

~fr. ~;d 
?1.(: ~Zf. 
~ .. ~~ ;}~X 
~'i/. ,;..'/. 
7:{'·, ;;~" 
/~~Z. 1,'/# . 

,~@ tit -;;;.; 
~M'·. '" ~ ,~. 
~~~/ ... ?~.~ 
~~/.,,·'/.0tff7 
##.~¥~; 
W S E 

, 
... 
I I , ~I "z.~ "'~'."" ~L@~ ~@~.;;,Z/~. 

7.;*j'~:/A: 
::%~7J.2!:;. 
~,:~~¥/~~; 
~:t'ft,':1~ 
~;,. .. ,.;.W-:~' ~',,.' 

WSE 

it 
i~ 

* Source: Ventura County, CA 

24 

, 
... 

WSE 
g 

1 
Q. 

, 
I ~ I ,., ~ 

W~ ~ 
~~I ~ .. ,,~ 

, 
tl 

~z~ W)$~ 
WSE WSE 

~ i.e 1i .5 
>% CS~ 
.iI u' 

~ 
~ c 

S 

, 
• 

~ 
I 



I 

ASStrdPTIONS 

• Short term pressures vs. long-term pressures 

• New imperatives on manag~iilent of the criminal justice sys­
tem 

• 

• 
• 

o 

• 

Impact on decisionmaking roles of policymakers and program 
administ,::,£ttQrs 

Collegial rational approach preferable and realistic 

Models and ideas are available for use. 

GOALS 

To enable local gc-.:~rrunent policymakers and criminal jus­
tice program administrators to plan, manag~, and implement 
rational cutback management approaches in the field of 
criminal justice so that long-range improvement goals are 
maintained and minimum adverse impact on criminal justice 
services are obtained 

To encourage local government policymakers and criminal 
justice administrators to understand and to use LEAA/ 
NlLECJ program improvements and innovations as feasible 
alternatives in the development and implementation of 
rational local cutback management approaches. 
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OBJECTIVES 

In order to accomplish these goals and in order to de&ign a structured workshop, 
it is planned that by the end of the workshop participants will have accom~lished 
the following objectives: 

• To understan~. how various pressures have converged to 
influence and dir.ectly af'fe¢t t.(:I a new degree the manage­
ment of public services 

• To understand the 10ng-tel~ impact of these pressures on 
revenue sources, expenditures, program policies, and pro­
gram operations, particularly in the delivery of criminal 
justice services 

• To distinguish between reactive planning for cutback man­
agement and rational planning for cutback management of 
criminal justice services 

• To understand how various types of criminal justice pro­
gram model~ may be used as approaches in the development 
and refinement of a rational approach to cutback manage­
ment 

• To understand the consequences of. planned reductions in 
the delivery of criminal justice services or operations 

• To develop with other members from the same jurisdiction a 
negotiated planned approach to cutback management of crim­
inal justice expenditures in a way that maintains or 
facilitates program improvements and diminishes a~ve=~e 
reactions from ~ommunity. 

TRAINING PROCESS 

In order to accomplish these objectives, a training process has been designed 
wh.ich incorporates both plenary sessions and small group sessions. A diagram of 
this process is indicated on the next nagp-o 
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CURRICULUM OUTLINE 

CRIMINAL JUSTICE MANAGEMENT IN A PERIOD OF RESOURCE SCARCITY 

A review and analysis of some of the positive and negative pressures 
that impact on public administration decisionmaking regarding revenues 

d
" , 

expen ~tures, and delivery of servic'es. This overview will establish the 
historical and current contextual framework for the remainder of the work­
shop. 

• CUTBACK MANAGEMENT: MEANING AND STRATEGIC ISSUES 

• 

A review and analysis of the current state of the art of both research 
an~ practices about the emerging notion of cutback management. Cutback man­
agement is seen as a new set of management act:vities which, because of the 
pressures and imperatives imposed by new realities, raises some important 
strategic and tactical issues for public policymakers and criminal justice 
program managers. 

PLANNING FOR CUTBACK MANAGEMENT IN THE CRIMINAL JUSTICE SYSTEM 

Applying cutback management tactics to the administration and opera­
tions of the lccal criminal justice system,raises some critical questions 
that need to be addressed prior to any planned use of such tactics. QQ~S­
tions to be addressed in this session are: What tactics have been u~ed in 
cutback approaches to criminal justice? What have been their l-ianned or 
unanticipated consequences? What normative criteria can be used to lessen 
the occurrence of unanticipated consequences? What practical analytic 
approaches can be used as part of the beginning process for planning cut­
backs iu the criminal justice system? 
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• 

• 

• 

PROGRAM MODELS AND IDEAS FOR IMPROVING PRODUCTIVITY IN POLICE, COURTS, AND 
CORRECTIONS 

A review, analysis, and discussion of selected program models and ideas 
that either have been validated or can be used by policymakers and practi­
tioners as ingredients for cutback management planning in criminal justice. 
Each of the three separate bu.t interdependent parts of the criminal justice 
system will be examined, and specific approaches for each part -- police, 
courts, corrections -- will be presented for your discussion and use. 

ANTICIPATING AND MANAGING CHANGES AS A CONSEQUENCE OF PLANNED CUTBACK 
APPROACHES 

Some cutback tactics, when applied, will have the effect of altering, 
modifying, or even redefining individual and organizational rolea or behav­
ior in the criminal justice system. To be effective and ~quitable, a plan­
ned cutback approach should consider the consequences of the plen, antici­
pate such role cha,nges, and incorporate into the plan means of dealing with 
such changes. 

BEGINNING, DEVELOPING, AND REFINING A RATIONAL CUTBACK MANAGEMENT PLAN FOR A 
LOCAL JURISDICTION 

lnterspersed throughout the workshop will be various planned opportuni­
ties for participants from the same local jurisdiction to work as a local 
team in order to begin, develop, and refine a locally tailored cutback man­
agement plan of action. Three such planned opportunities are scheduled: (1) 
to begin to outline the dimensions of a plan; (2) to develop the plan based 
on information derived from sessions in the workshop; and (3) to construct a 
plan based on learning acquired towards the end of the workshop. These 
plans will be collected, retyped, and redistributed to each participant so 
that all participants will have a set of various plans and approaches devel­
oped by the workshop participants. These sets of plans will be sent to each 
of the participants approximately three weeks after the workshop. 
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SESSION 2 

DAY I 

CRIMINAL JUSTICE MANAGEMENT IN A 

PERIOD OF RESOURCE SCARCITY 

Summary of Session: 

This session will provide an overview of the problems of public management 
in the criminal justice system in times of fiscal austerity and resource scar­
city. Changes in society, government financing, and service demands on the crim­
inal justice system will be addressed. Focus will be on the impact of these 
broad pressures for change on the planning and management of the crimi.nal justice 
system in local jurisdictions. 

There are several objectives for this session presentation: to provide a 
contextual framework for the substantive sessions which are to follow in this 
workshop, and to begin to outline the boundaries of the problem to be addressed 
by the workshop. 

An appendix contains suitable information and ideas about the emerging con­
text of public management in a period of resource scarcity. 
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OVERVIEW ~~ INTRODUCTION 

• What situation are we in? 

Local governments 

Criminal justice agencies 

• How did we get in this situation? 

Local governments 

Criminal justice agencies 

~ Where do we go from here? 

31 



'THE CURRENT SITUATION 

• Shifts in Municipal Financing: 

Gross national product (GNP) 

Municipal employees 

Municipal debt 

Municipal expenditures 

Federal aid 

1960-1975 

Percent 

+ 200 

+ 49 

+ 300 

+ 350 

+1800 

Source: U~b~n Fiscal ~tress: A Comparative Analysis of 66 US 
C1t1es, The F1rst National Bank of Boston March 
1979. ' 

• Shifts in Criminal Justice Expenditures: 1971-1975 

Percent 

Police + 64 

Judicial + 58 

Legal services/prosecutors + 90 

Public defenders +118 

Corrections + 68 

Other criminal justice +308 

Source: Sourcebook of Criminal Justice Statistics: 1977 
NILECJ, February 1978. 
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VARIATIONS IN LOCAL GOVERNMENTS 

• Size 

Small 

Medium 

Large 

• Affluence 

Rich 

Poor 

Middlers 

• Location 

Industrial Northeast 

Midwest 

Sunbelt 

Frostbelt 

Farwest and Northwest 

• All have problems: all feel the squeeze; the intensity of 
problems and feelings are either current and re,al or near­
future and emerging. 
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HOW MUCH SQUEEZE? 

• Workload higher this year than last year? 

• Budget same or lower than last year? 

• Expectations of budget problems for next year? 

• Are there other city/county departments which are being 
cut or limited? Are they worse off than your departments? 

• Any personnel actually laid off within the pa,st 12 months? 

• Is there an overall limit on tax levels comparable to 
Proposition 13 type limitations? Any pending? Any being 
planned? 

'I 
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CAUSES OF THE SQUEEZE 

I: THE INCOME SIDE OF THE LOCAL GOVERNMENT LEDGER 

A. The Economic Base 

Declining? 
• Busifiesses: Static? 

Inching up? 

Declining? 
• Jobs: Static? 

• Productive 
Population:, 

• Limits on 
Expansion: 

Inching up? 

Declining? 
Static? 
Inching up? 

Controllable? 
Uncontrollable? 
Static? 

B. The Recession of 1974-1976 

• Recovery? 

• Static? 

• No recovery but decline? 
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C. 

D. 

Intergovernmental Aid: Are We Reaching Limits? 

• State -- How much? How much more to be expected? 

• Federal -- How much? How much more to be expected? 

70 percent for some city operating budgets 

52 percent median for 14 large cities 

The Carter Federal aid budget 

Alas! Poor ARFA! 

Public works 

The future of general revenue sharing 

CETA: pl.us and minus 

Local Aid: Raising Revenue Sources Taxes and Bonds 

• The local tax situation: a resolution of forces; therefore, 
hard to change 

II : THE EXPENSE SIDE OF THE LOCAL GOVERimENT LEDGER 

A. 

B. 

Expenditures -- 1960-1975 -- up 350 percent or an Average of 23 Percent 
pe~ Year in the Past 15 Years 

What Has Driven Up Expenditures Rate? 

• Demands for Services/Protection 

New services 

Expectations and habits 

Troubling changes and troublesome times 

Nature's acts and manmade problems 

Mandated programs 

• Parkinson's Law 

"Work expandB to fill the available time." 
"Work expands, no matter what, and so does staff. II 

• Inflation 
• New revenue sources: resistance or blockage at the State 

level Affects expenses more than revenues. 

• Taxpayer resistance: Proposition 13 and other popular ini­
tiatives, referendums or local/State legislative actions 

• Special bond issues: a grim future 

• Antigovernment mass psychology: rational or irrational? 
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Governments lose purchasing power because assessments 
and tax rates can't keep up with inflation rates. 

Personnel costs average between 60 percent and 90 per­
cent of government operating budgets; in many govern­
ments the annual rate of personnel costs is increasing 
4 tu 8 percent per year. 

Fringe benefits now exceed 40 percent of payroll in 
many governments. 

Inadequately funded pensions: a peculiar problem. 

Unions and collective bargaining tend to accelerate 
increases and challenge economies. 
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C. Proble~s Associated with Financial Management 

• Some Governments Financially Mismanaged 

• Political Situations Reward Tem~ori2ing with Expediency 

• Bookkeeping and Accounting Problems 

Lack of clarity 

Creative bookkeeping 

The 27th pay period 

Five quarters of income; four of expense 

What's capital? what's operating? 

• Better Financial Management Needed. 
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------------------------~~~J.i~. --------------------------------------------------------------

SOME EFFECTS OF THE SQUEEZE 

• The Public Atmosphere: 'Less oCbnsensus, Less Civility, 
Less Credibility 

Who 

Citizens 
Mayors 
Council members 
Administrators 
Unions 
Employees 

Feelings 

Jumpy 
Cranky 
Watchful 

Results 

Distracted 
Less productive 

• A Private Hope: Management Control is Pos-sible 

"Fiscal stress is not inevitable. Achieving a financial 
equilibrium between the demands f.or public services and 
financial resources appears to be within the grasp of man­
agement control of mos.t ci"ies," 

Urban Fiscal Stress: A Comparative Analysis of Sixty-Six 
US Cities, March 1979 

See "Manual", pages 4-25 
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THE SITUATION Cz CEJ~lNAL JUSTICE __ 'o~~;;.....;~;..;;;.;;;= 

1. An Emerging Generic Issue: How exempt from the squeeze is the crimina! jus-
tice system? . 

2. Some Clearer Speciti~ Issues 

• Police 

Pay m~ndated by State or referenda 

Pressures of police-fire parity 

Binding arbitration of pay by State law 

Sensitivity to crime news and rates 

• Courts 

Budgetary independence yet program interdependent 

Speedy trial requirements 

Still developin.g management sophistication 

• Corrections 

Court mandated changes in plant and operations 

S~ntencing law changes 

Starvation corner at the budget tuble 

• Criminal Justice Planning 

Dependency on Federal aid 

3. The Role of Federal Aid in Criminal ,':ustice Operations 

Annual authorization a~d appropriations shake-ups 

Though Feder.al aid is but five to eight percent of the 
total nationwide criminal justice budget, it is vital 
to the continuation of progress in the improvement of 
the system: 

Planning and analysis 
Records, systems, statistics 
Special staffs and force~ 
Technology and eql,\ipment 
Training 
Productivity improvements through research and 
evaluation 
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SUMMING UP 

• The multifaceted dimensions of the squeeze 

~~ Economic shifts 

Inflation 

Internal pressures 

Taxpayer resistance 

Reduced aid 

• Criminal justice agencies are none~empt. 

• Challenge,s for crimj,nal justice managers 

Commonsense realism 

Innovation and improved productivity 

A collegial team approach involving political policy­
makers, Gther criminal justice managers, and other 
noncriminal justice agencies 

• Resource limitations will continue which means that--

We need to keep the most productive employees, tech­
nology, and facilities in order to dotbe most impor­
tant work. 

We need to maintain balance for the future. 

We need to m&intain capacity to analyze and plan. 

• How to meet these needs within the context of ~e~lity will 
form the agenda items for the remainder of this workshop. 
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SESSION 3 

DAY I 

OCCUP,A'!'iONAL GROUP SESSION 

Summary of Session 

Responses to the pressures that currently affect the policymakers and pro­
gram administrators of criminal justice agencies in municipal and county juris­
dictions will differ, usually, because of variations in levels of responsibility 
and accountability. 

Generally, these varying levels of responsibility can be identified by posi­
tion or job title. 

In this session, participant~ will be grouped by the following position 
and/or job title or responsibilities: 

Group 1: 

Group 2: 

Group 3: 

Group 4: 

Group 5: 

Elected or appointed chief executive or chief administrative 
officers of city or count.y jurisdiction 

Elected or appointed members of legislative and/or budget 
approval body -- councilor commission -- or city or county 
jUrisdiction 

Law enforcement or police representatives 

Court representatives including state attorneys and prose­
cutors 

Corrections representatives including probatiolL and parole 
representatiYes. 

Those individuals whose responsibilities may involve them with either: (a) 
more than one of these groups, or (b) State initiatives, e.g., SPA, planners, etc., 
may choose anyone of the groups. 

Room and trainer/facilitator assignments for groups: 

Group Room Trainer/facilitator 

Group 1 Executive 
Group 2 Poli~y/legislation 
Group 3 Police 
Group 4 Courts 
Group 5 Corrections 
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GROUP TASK 

Instructions: Each group has the same t.ask to perform. The trainer/facilitator 
will assist the group. 

STEP I: As an individual, list what you think are the current or near-future 
pressures which the criminal justice ·system or anyone of its comronent 
parts -- police, courts, corrections -- is facing. FOi· example: A 
local city-wide coalition is sponsoring a tax reductirH'l \Zlc.vement in 
order to lower revenues and expenditures of all services, including 
police; or -- members of a local city employees union are calling for a 
flat 12 percent increase in wages or they will strike; or -- demands 
for better and m()re police services are being actively sought by a 
group of local citizens from one district of the jurisdiction. 

\ 

Go to next page 
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STEP 2: As a grouE, select at least four pressures from the lists in STEP 1 
~hich meet the following criteria: important and real pressures which 
seem to be: (1) immediate, (2) common to the group, and (3) will 
require a response. 

PRESSURES 

1. 

2. 

3. 

4. 

Go to next Eage 
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STEP 3: From the list of four pressures developed in STEP 2, list for each 
pressure one commonly-agreed-to type of response your grouE feels is 
feasible and practical in order to handle the pressure in a rational 
manner. 

RESPONSES 

1. 

2. 

3. 

4. 

Go to next pase 
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STEP 4: As a group, what do you think would be the consequences of e&ch of your 
responses as listed in STEP 31 

CONSEQUENCES 

1. 

2. 

3. 

4. 
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SESSION 4 

DAY I 

REPORTS FROM OCCUPATIONAL GROUP MEETINGS 

Summary of Session 

The trainer/facilitator for each group will provide to the plenary session a 
brief five-minute overview of the results of the ~roup task. At the conclusion 
of the pres-entations, questions and discussion will be facilitated by a lead 
trainer/faci~itator. 

The presentation will occur in the following order and you may wish to use 
the spaces marked below for note-taking or for listing questions you may wish to 
ask of the groups. 

1. Group 5: Corrections: 

PRESSURES RESPONSES CONSEQUENCES 

2. Group 4: Courts: 

PRESSURES RESPONSES CONSEQUENCES 
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3. Group 3: Police/Law Enforcement: 
5. Group 1: ~egislative/Budget: 

PRESSURES RESPONSES CONSEQUENCES 
PRESSURES RESPONSES CONSEQUENCES 

4. Group 2: Executive: 
NOTES 

PRESSURES RESPONSES CONSEQUENCES 
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NOTES 

sOt 

SESSION 5 

DAY I 

CUTBACK MANAGEMENT IN THE CRIMINAL JUSTICE SYSTEM: 

Summary of Session: 

Criminal justice organizations are neither immortal nor unshrinkable. 
Organizational decline and even organizational death -- whether by planned elim­
ination or by erosion -- is a form of change. However, all the problems of man­
aging organizational change are compounded by a scarcity of resources and by the 
current reality of a scarcity of "slact" resources, i.e., those resources which, 
in the past, we assumed would always be present in any organization. 

We know very little about the decline of public organizations and the man­
agement of cutbacks. Yet, as has been shown in the pr.evious session, policymak­
ers and administrators who are responsible for the management and stability of 
criminal justice agencies are today faced with pressures to lessen or cut bud~ 
gets, expenditures, services, and personnel. 

In this session we will examine the reality of the new phenomenon of cutback 
management, its variables, its problems, its paradoxes, and its impact on crimi­
nal justice operations. 

In outline form this session ~"ill address the following i.ssues: 

• Meaning of Cutback Management 

• Aspects of Management Under Financial Stress 

• Preserving Organizational Capacity 

• Questions about Previous Assumptions 

• Paradoxes and Problems of Cutback Management 

• Strategic Choices 

• Austerity, Innovation, and Change 

The Manual contains further developments on these issues as well as an 
extensive bibliography. 
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l. 

2. 

3. 

4. 

5. 

CUTBACK MANAGEMENT: MEANING AND STRATEGY 

FIVE QUESTIONS 

What aspects of management are we considering? 

What is cutback management? 

What is unique about managing cutbacks? 

What strategic choices must managers make? 

What first steps should a city take? 

A BAS I C 1'HEME 

"Cutback management means managing organizational change 
towards lower levels of resource consumption and organiza­
tional activity." 
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QUESTIONS ABOUT PREVIOUS ASSUMPTIONS 

• Growth and Decline 

• Credibility and Doubt 

• Consensus and Conflict 

• Civility and Insensitivity 

53 



PARADOXES AND PROBLEMS* 
STRATEGIC CHOICES IN CUTBACK PLANNING 

• The Paradox of Irreducible Wholes 
• Resist or Smooth 

• The Management Science Paradox 
• Deep Gouge or Small Decrements 

• The Free Exiter Problem • Share the Pain or Target the Cuts 

• The Tooth Fairy Syndrome • Efficiency or Equity 

• The Participation Paradox • Excellence or Mediocrity 

• The Forgotten Deal Paradox 

• The Productivity Paradox 

• The Mandates Without Money Dilemma 

• The Efficiency Paradox 

*See Manual, pages 38-57 
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AUSTERITY I INNOVATION, AND CHANGE· 

• Complacency, Convience, and Wishful Thinking: The Enemies 
of Responsible Management 

• Zero-Sum Politics 

• Develop an Experimenting Pulity 

• Prioritizing 

• Marketing 

~ Courageous Management Makes Good Politics 
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-- - -~~~ --------------

Developing Sbategies 
for Maintainmg F"lSCai SoIv.-cy 

Determinants of Areas for 
Fiscal COndition Strategic Action Goal 

Community Values Improve Planning, 
and Priority- .. Decisionmaking, 
Setting Capability and Leadership 

IJt 
Expenditure • Redlh..~ Demand 

...., Pressures and Cut Costs 

Organization 
Reorp;anize and 
Refonn Systems 

and Management .. forHlgher .. FIscal Solvency 
Systems Productivity 

Clients 

Available Generate Ne\¥ 
Resources .. Resources 



SESSIon 6 

DAY I 

REVIEW AND SUMMARY OF DAY I 

In this session, there will be a very brief review of the workshop thus far 
and announcements regarding the next day sessions. 

During the concluding part of this session, there will be a few minutes 
taken in order to evaluate the progress of the workshop thus far and in order to 
obtain your feedback for possible improvements in the design and delivery of the 
workshop in othe~ parts of the country. 

A no-host social gathering will take place at 6:00 p.m. in a room to be 
announced. 
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Managing the Pressures 
of Inflation 

Workshop Training Flow: 
An Incremental Group 

Problem-Solving Approach. 

r--- -, r----' 
Problem Overview: I I I 

Management in a Period I Apply the Plan to· Refining 
of Resource 14-----1 Attack the Local ..... 1 ..... ' -----4'1 a Local Rational :,...--._----t 

Scarcity I Problem I I Approreh I 

r-----., 
i Criminal Justice I 

Responses 
I to Pressures and 
I Consequences I 
I of Responses I 
L ____ ~ ..... 

L ____ I L ____ J 

Cutback 
Management in 

Criminal Justice: 
Issues and 
Paradoxes 

Planning 
for Cutback 
Management 

in the Criminal 
Justice System 

~ - ----
Beginning a Local I 

I Rational Approach I 
to Cutback 

I Management I 
L ___ ~ .. ~ . .J 

Criminal Justice 
Program Models 

and Ideas: 
Police, Courts, 

Corrections 

'--_--II Plenary Sessions 

Applying Cutback 
Management: 

Strategies 
for Change 

r - _L. -- -, 

I Developing a I 
Local Rational I 

I Approach I 
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Session 7 

Session 8 

Session 9 

Session 10 

DAY II: THURSDAY 

Planning for Cutback Management in the Criminal 
Justi.ce System 

Beginning a Local Plan: Strategic Issues 

Local Planning Groups 

Lunch 

Introduction to Concurrent Sessions 

Session 11 Police, Courts, Corrections: Concurrent Sessions 

Session 12 Police, Courts, Corrections: Concurrent Sessions 

Session 13 Summary/Evaluation: Day II 

Social Hour 

8:30 a.m. 

10:00 

10:15 

11:45 

1:05 p.m. 

1:20 

3:00 

4:45 

5:30 

Summary of Session 

SESSION 7 

DAY II 

PLANNING FOR CUTBACK MANAGEMENT IN THE 
CRIMINAL JUSTICE SYSTEM 

This sessi,on is a logical extension of prio,r sessions, especially the ses­
sion on Cutback Management -- Meaning, Problems, Paradoxes and Questions. In 
this session, we will examine--

• Some perceptions and characteristics of the criminal jus­
tice network, noting especially the interrelatedness and 
interdependency among criminal justice components 

• The implications for criminal justice managers of this 
complex and interdependent network, noting confounding 
conditions and some key factors affecting organizational 
capacity 

• Ways of minimizing conditions adverse to cutback manage­
ment through asking critical questions, in the right con­
text and with the needed focus 

o Emerging cutback tactics resulting from asking the follow­
ing critical questions: 

What things can you stop doing? 

What things can you get others to do? 

What things can you do more efficiently? 

Where can you use low/cost or no/cost labor? 

Where can you substitute capital for labor? 

• An assessment model for assessing cutback tactics regard­
ing their feasibility and anticipating the results, 
effects, and impacts of implementing the selected tactics 

• Application of the assessment model through an example, 
focusing on resource inputs, implementation processes, 
immediate results, subsequent effects, ultimate impacts, 
and disposing conditions. 
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The treatment of how to identify various cutback tactics and then to assess 
them for utility will serve as a foundation and introduction for the next ses­
sion. In the succeeding session, participants from the local jurisdictions will 
come together as a team to begin to identify viable tactics relevant to the p~ac­
tical needs and circumstances of their local jurisdication. 

The Manual contains various readings and bibliographies which provide more 
detail on this session topic. 
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SOME PERCEPTIONS AND 

CHARACTERISTICS OF THE 

CRIMINAL JUSTICE NETWORK 

Snapshots of the Criminal Justice Network: 

• Simple Model: Separate Components or System? 

• Sample Network: Vent.ura County WorkloaJ, Staffing, Expen­
ditures -- Orderly Growth? 

• Compl~x Model: the Reality of Interrelatedness 

• A System of Interdependence: Fact end Variety 
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Flow Diagram of the Criminal Justice System 

I 
Non-Recidivists Society 

Recidivists 
--------, 
: New Offenders J -- - ~--

Reported to 
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Integrated Analysis . 
Criminal Justic'8 System 

Workload, Staffing, and Expenditures 
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A general view of The Criminal Justice System 
nilS dl~rt Sl.'Cks \0 present 11 simple yet comprehensive view 
ot thl! movement 01 ca:;es through the crimi nat Justice system. 
PHlccdurt's in individual jurisdictions may vary' I;om the 
1}.Iltern shown here. 1 he d,ilenno weights of line indicate 
tilt' ,l'I.llivc volumes 01 cases disposed of Dt various points 
,II !ill' system. but this IS only suggestive since no nationwide 
d.ll .. (J! this ~rt e~ists. 
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The CJS-An Interdependent Network 

C'ourls 

Corrections 

i Community 

~... Prosecution ...... "". 
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IMPLICATIONS FOR CRIMINAL 

JUSTICE SYSTEM MANAGERS 

Resource management under conditionr- of--

• Uncertainty 

• Cr,;.iDplexH.y 

• Conflict 

Requires examination of the key factors affecting your organizational capac­
ity: 

• Political attitudes 

• Public/community attitudes 

• Organizational mission 

• Cause of resource decline 

• Personnel system 

• Centralization 

• Clientele 

• Past stability 

• Others. 
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MINIMIZING CONDITIONS ADVERSE 

TO CUTBACK MANAGEMENT AND 

ACHIEVING DESIRED RESULTS 

In order to--

• Reduce uncertainty, complexity, and conflict one needs to 

• Examine key factors in organizational capacity, and 

• Get desired cutback management results 

Justice System Managers must--

• Ask some critical questions 

• In the right context 

• With the needed focus. 
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SOME CRITICAL QUESTIONS 

• What things can you stop doing? 

• What things can you get others to do? 

• What things can you do more efficiently? 

• Where can you use low/cost or no/cost labor? 

• Where can you substitute capital for labor? 
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Questions 

What things can you stop doing? 

What things can you get others 
to do? 

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

The Right Context 

Criminal Justice Agencies 

Pol~ Prosecutorl 
Defender Courts CorrecUona 

Local Local I ___ I 
Government: Government'l ........ 

Execut:ve Legislature', C9mmunity 
Other 

r-------------------------~~-----~----~----~~----~----~~----4_'----~------~ 

What things can you do more 
efficiently? 

Where can you use low/cost 
or no/cost labor? 

Where can .you substitute 
capital for labor? 



THE NEEDED FOCUS 

1. Examine Organizational Mission: 

A. What are the organizational "musts" or mandates? 

B. What are present non-mandated organizational funct­
ions? 

C. ~at are the activities the organization does well? 

D. What are the activities the organization does 
poorly? 

E. What are traditional organizational functions 
that have not undergone close scrutiny in recent 
years? 

F, 

2. Examine Marginal Investments: 

A. what programs have high unit costs? 

B. What programs serve a small or isolated clientele? 

C. What programs provide services available from 
other organization, public or private? 

D. Wh~t programs have consistently fallen below 
their goals and expectations? 

E. What progr~ms, if cut back, would have long-term 
pressures and greater future costs? 

F. What i.mmediate reductions will lead to long-term 
pressures and greater future costs? 

G. 

x 

x 

x 

x 

x 

x 

x x 

x 

x 

x x 

x x 

x 

x 

x x 

x x x 



THE NEEDED FOCUS • 

1. Examine Organizational "issiop: 

A. ,,'hat are the organizational "musts" or mandates? 

B. What are present non-mandated organizational funct­
ions? 

c. What are the acti~ities the organization does well? 

D. What are the activities the organization does 
poorly? 

E. WhQ~ are traditional organizational functions 
that hav~ not un~~sone close scrutiny in re~ent 
years? 

F. 

2. Examine Marginal Investments: 

A. What pl':ograms have high unit costs? 

B. What programs serve a small or isolsted clientele? 

c. wt,at programs p~ovide services available from 
other organization, public or private? 

D. What programs have consistently fallen below 
their goals and expectations? 

E. What prog~ams, if c\at back, would have long-term 
pr9ssures and greate~ f,uture caSeS? 

F. What immediate reductions will lead to long-term 
pressures and greater future costs? 
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• • • THE NEEDED FOCUS • . • 

3. Install Rational-Choice r.lechanisms: 

A. What management tools have been developed to assist 
managers and policymakers in making rational choices 
among competing demands? 

B. Does some form of PPBS exist? 

C. What program evaluation techniques have been used? 

D. Can zero-based budgeting aid in decisions? 

E. Other •.•• 

4. Improve Personnel Management: 

A. Have employee imputs been solicited for reduction 
candidates? 

B. Po ince~tives exist to encourage employee partic­
ipation: 

C. Have managers openly discussed re30urce problems 
with employee unions? 

D. Have unions indicated willingness to work with 
managers in achieving economies? 

E. Have productivity programs wi'ch sufficient in­
centi vas been tried or exp),t')red? 

F. Once made, are personnel decision~ quickly carried 
out? 

G. Are some personnel over-qualified (underqualified) 
fo;c tasks? 

H. Other ••• 
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• • • THE NEEDED FOCUS • • • 

H. Are some t,asks overly complex (!lirnple) for 
personnel? 

1. What administrative duties can be transferrer to 
junior personnel? 

J. What services can be provided by part-time or 
consultant resources? 

K. Can volunteers be utilized for. services? 

L. What additional worklcad can be added to slack 
resollrces? 

5. Examine Equipment and Technology: 

A. Can vehicles (other equipment) be down~sized? 

B. What worklOad and processes can be automated? 

C. How can existing computer systems be used more 
t;:ificiently? 

D. Can word-processing technology replace existing 
processes/per~onnel? 

E. What corr.munications technology (e.g. teleconferenc­
ing) can be used to streamline processes or sav~ 
person-time and costs? 

F. 
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• • .THE NEEDED FOCUS • • • 

6. Improve External Relationships: 

A. Has the man;age.r conmunicated problems to X X 
clientele? 

B. Has the manager solicited assistance from X X 
clientele? 

C. Has the manager kept the political body X X 
informed? 

D. Has the manage!!. kept the public informed? X .K 

..... E. 0'1 

~------~ 



EMERGING CUTBACK TACTICS 

Chitical questions fra~ed in the right Context and with the needed Focus 
will result in isolating many cat~gories of cutback tactics, such as-- -----

• Things you can ~top·doins 

Personnel hiring (cuts/freezes/attrition) 

Service cuts 

Program cuts 

Shedding traditional responsibilities and patterns 
: . . , 

• Things you can ge~ others to do 

Transfer of services 

Contracting for services 

State/county/city takeover of services 

State/county/city takover ~f funding 

• Thinls you can do m~re efficiently 

ProQuctivity improvements in organizational units 

Alternative approaches to existing delivery of ser­
vices 

Productivity bargaining 

Consolidating services 

Leasing instead of purchasing 

Organizational changes 

Centralization 

Decentralization 

Facilities closing 

Schedule changes 

Organizational development 

Control of time 
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• ~3YS to use low/cost or no/cost labor 

Position reclassifications 

Task simplification 

Civilianization 

Paraprof~ssionals 

Volunteers 

• tVI1Ys to substitute capital for labor 

Capital investment in labor-saving technology~ 

Computers 

Work processors 

Telecommunication systems 

Facilities improvements 

78 

ASSESSING CUTBACK TACTICS 

Once cutback tactics have been isolated and candidatea selected, the tactics 
should be agsessed for--

• Confirming feasibiliVy and 

• Anticipating r~s·~lts:. effect~ t and impacts. 
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A MODEL FOR ASSESSING THE USE OF CUTBACKTACTICS 

-"" J Subsequent I "" 
Implementation Immediate -- Processes - Results -, Effe~:J -

• 
t _t f 

Disposing Conditions 
-

• ~ource Inputs -- The staff capabilities, procedures, 
funds needed, and other resources available for the deci'"' 
sionmaker to work with in order to accomplish or use the 
tactic. 

• Implementation Processes -- The activities l:lndert~lken 
using these resources in order to insert the tactic into 
orga~izatiorl\s . 

• Immediate aesults -- The direct and anticip"ted conse­
q:uences of the activities, i. e. ~ what happens as Sin imnle­
diate result of the implementation of thE\ tactic within 
the organization. 

• Subseql~ent Effects -- What happens next -- the accomplish­
ments caused by the acti'ITities and its results; thl!se 
effects may be direct ~nd anticipated or indirect and 
unanticipated. 

• Ultimate Impacts -- The las,ting improvements that the tac­
tic was intended to produce; these impacts may be direct 
and anticipated or indirect and unanticipated. 

• Disposing Conditions -- All those external events and 
influences that facilitate or inhibit the tactic's suc­
cess; these are those variable that are relevant to the 
tactic; they may be within the control of the decision­
maker or beyond the decisionmaker's control. 

81 

I 
Ultimate 

Impact 

t 



APPLICATION OF THE ASSESSMENT 

MODEL--AN EXAMPLE 

Assume that a lower court seeks to achieve efficiency th1:ough an improved case 
scheduling tactic: Planned and Monitored Criminal Case Scheduling 

The following considerations may emerge from applying the foregoing assessment 
model to that tactic: 

1. 

2. 

3. 

Resource Inputs 

• Personnel funds and training 

• Knowledge of master calendaring technique 

• Comp~ter or. manual systems 

• Court rules and procedures 

I~lementation Processe~ 

• Master calendaring system 

• Communication of new scheduling procedures 

• Pri~rity scheduling of cases by police, prosecutor, 
defender, jail 

• Notification of witnesses 

• Juror .scheduling 

• Court and judge scheduling 

Immediate Results 

• System involvement (police, prosecutor, defendar, etc.) 

• Hidden costs: more coordination, monitoring; better infor­
mation and processing needed 

• Cases scheduled rationally (prioritization) 

• Reduced continuances and delays 

• Notification improvements 

• Improved juror utilization 
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Subsequent Effects 

• Improved liaison functions between agencies 

• Reevaluation of data collection -- eliminate unneeded data 

• Improvements in attorney case preparation -- less reliance 
on delay tactics 

• Attorney strategies (e.g., plea bargain) change due to cer­
tainty of case scheduling 

• Time of police and civilian witnesses freed up for alterna­
tive uses 

Ultimate Impact 

• Increased compliance with speedy trial and due process 
requirements 

• Improved quality of litigation 

• Improved case handling, systemwide 

• Increased system respect/credibility by public, bar, and 
media 

• Favortible impact on economic development (CJS confidence) 

Disposing Conditions 

• Higher court decisions 

• Volume of crime, crime reporting 

• Cooperative relationships::a!ong agency managers 

• Labor agreement 

• Economic pressures on CJS. 
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CONCLUSION 

Planning in the criminal justice system has never been a simple process even 
in periods of growth. Planning for rational cutback ~aDage~ent.under severe eco­
nomic pressures will be a greater ch~llenge to local Jurisd1cat1ons and agencies. 
A prudent use of the techniques presented in this workshop should be a substan­
tial aid to local executives, legislators, and CJS managers. 

Summary of Session. 

SESSION 8. 

DAY II 

BEGINNING A LOCAL PLAN: IDENTIFICATION 

OF COMMON STRATEGIC ISSUES 

In this session, members from the same local jurisdications will work with 
each other and with representatives from nearby jurisdictions on a common task. 
The task is to apply to the three major parts of the criminal justice system in 
your locality -- police" courts~ and corrections -- the five strategic questions 
that were reviewed in the previous session. 

A matrix will be used to assist you in the process of applying these ques­
tions to the police, courts, and corrections operations. A trainer/facilitator 
will assist each group in the accomplishment of the task. 

It should be stressed that this exercise is the first critical step in a 
problem-solving approach to some of the qu~stions or issues that affect the pro­
ductivity management of the criminal just_~e system. What is to be accomplished 
by this task, given the limitations of tim~, is that your group, composed of mem­
bers of the same jurisdiction and other nearby jurisdictions, will be able to--

• Discuss with one another -- perhaps for the first time -­
possible approaches t.o reducing costs and improving pro­
ductivity in each of t.he major parts of th.e local criminal 
justice system 

• Begin to identify through such a structured discussion 
possible linkages between what your agency -- police, 
courts, or corrections -- would do which might impact on 
other parts of the local criminal justice system 

• Provide a framework, through the structured discussion, 
for further considerations about cost reductions and pro­
ductivity improvements in your agency and/or the local 
criminal justice system -- considerations which will be 
presented at great length in the next series of sessions. 
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INSTRUCTIONS 

Each member of the group is to list on the matrix one suggestion for each 
question for each of the parts of the cdminal justice system: police, 
courts, corrections. The purpose here is to have at least sOlJle ideas for 
discussion. 

2. Members of the same jurisdiction are to pool their ideas or suggestionu and 
come up with one master list of acceptable suggestions. The purpose here is 
to encourage cross-agency discussion. Press each other in order to come up 
with an acceptable master listing; look for possible linkages between one 
agency and another. Extra copies of the matrix are provided. 

3. Each jurisdiction will report its master list for the first three questions. 
The trainer will list these so that all jurisdictions c?n compare their sug­
gestions with others. 

4. The trainer and the entire group will critique the listing of suggestions by 
asking two questions: 

5 . 

• Is the suggestion feasible? 

• Does the suggestion provide some productivity improvement? 

The trainer will conclude this session at the appropriate time. We will 
reconvene, after lunch, at 1.15 p.m. in the main training room. 
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SHALL GROUP ASSIGhlmNTS 

ROOM TRAINER 

Group "1" 

Group "2" 

Group "311 

Group "4" 

Group "5" 
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Criminal Justice Agencies 

Questions 
Police Courts Correctior'is I 

--
What things can you stop doing? 

-
What things can you get others 
to do? 

--
What thin"gs can you do more 
efficiently? 

~ Where can you use low/cost 
or no/cost labor? I 
Where can you substitute 
capital for labor? 
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Criminal Justice Agencies 

Questions 
Police Courts COr~1I0n5 

-

What things can you stop dOing? 

What things can you get others 
to do? 

- -
What things can you do more 
efficiently? 

I Where can you use low/cost 
or no/cost labor? 
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~ummary of Session 

SESSION 9 

DAY II 

INTRODUCTION TO CONCURRENT SESSIONS: 

POLICE, COURTS, CORRECTIONS 

PROGRAM MODELS AND IDEAS 

FOR IMPROVING PRODUCTIVITY 

The next sessions -- Police Program Models and Ideas, Courts Program Models 
and Ideas, and Corrections Program Models and Ideas -- will be presented concur­
rently in three separate places. 

Local team assignments, room assignments, and schedules are as follows: 

LOCAL TEAMS "A" ROOM SCHEDULE 

• Police Programs: 1:30 p.m. 
• Courts Programs: 3:15 p.mo 
• Corrections Programs: 8:30 a.m. DAY III 

LOCAL TEAMS liB" ROOM SCHEDULE 

• Courts Programs: 1:30 p.m. 
• Corrections Programs: 3:15 p.m. 
• Police Programs: 8:30 a.m. DAY III 

LOCAL TEAMS "c" ROOM SCHEDULE 

• Corrections Programs: 1:30 p.m. 
• Police Programs: 3:15 p.m. 
• Courts Programs: 8:30 a,m. DAY III 

Information to be presented in each of these sessions is listed under the 
appropriate heading of each session on the following pages. 

At the conclusion of the two concurrent sessions for this day, we shall 
reconvene in this main training room at 4:50 p.m. for a brief summary and evalua­
tion of DAY II and announcements about DAY III. 
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SOME OBSERVATIONS ON THE PHRASE 

"IMPROVING PRODUCTIVITY" 

• Productivity means the return received for a given unit of 
input. To improve productivity means to get a greater 
return for a given investment. Specialists argue over the 
precise definition, but it is generally assumed to be a 
ratio of "output" (or what results from an activity) to 
" . til ( th . l.npu or e resources cODll'lll.tted to the activity". 

• Criminal justice services are not easily defined for pur­
poses of determining productivity ratios. 

• Improving productivity in criminal justice services is 
considered, for purposes of this workshop, to mean anyone 
of the following four notions: 

I~proving productivity means improving current prac­
t1ces to the best level known, to get better perfor­
mance without a proportionate increase in cost 

Improving productivity means allocating resources to 
activities that give the highest return for each addi­
tional dollar spent 

Given the uncertainties in criminal justice services 
definitions, productivity increases means increasing 
the probability that a given objective will be met 

Improving productivity means making the most of the 
talents and skills of personnel in the criminal jus­
tice system. 

Source: Opportunities for Improving Productivity in Police 
Services, (Washington, D.C.: National Commission on 
Productivity, 1973). 
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SESSION 10 

DAY II 

POLICE PROGRAM IDEAS AND MODELS 

Summary of Session 

This session will focus on the application of cutback management tactics and 
strategies to police management and operations. Where the previous sessions have 
provided an overview of the potential strategies that can be adopted by criminal 
justice agencies, this session will review a series of specific program models 
that have been tried and shown to offer substanti~l potential for meaningful 
improvements in effectiveness and/or cost reductions. 

Cutback management can be viewed as a logical expansion of police reform 
efforts occurring over the last few years. Research and experience have shown 
that many operational improvements that affect the achievement of police goals 
and objectives also can save resources. Research undertaken in a number of cit­
ies indicates that many myths which have grown up around policing have prevented 
reforms from being adopted. 

Program models, and the potential offered by these new strategies, can be 
best understood in the context of several important issues that have impacted 
criminal justice agency development. The tradition of problem solving through 
the addition of personnel, the everyday crisis atmosphere within which much crim­
inal justice work occurs, and general crime orientation of many police agencies 
increases the difficulty of the cutback managment process within the police 
field. Coupled with the great amount of discretion inherent in the police func­
tion, these factors make it important that the process of cutback management in 
the police field be well planned and carefully carried out. A review of these 
issues, and their implications, will be provided. 

Specific program models, most of which incorporate several specific cutback 
strategys or options, will be reviewed. For each model, its origin, objectiv~, 
and impact will be addressed. Several models will be discussed which, although 
not program models in the technical sense, have had success in some police agen­
cies in meeting the .goals {If cutback management, that is, they have improved pro­
ductivity with reduced or limited resources. 

Finally, a review of the interrelationships between individual program mod­
els will be provided, along with a discussion of the type of planning necessary 
for any cutback effort in a police agency to have success. 

An appendix to the session contains bibliographic materials and other sup­
port documentation which will be used in this session. 
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HISTORICAL TRENDS 

Dealing with inflationary pressures is made difficult because of a series of his­
torical developments over the pa3t 15 years that have directly impacted policing 
structures. These trends have included--

• Problems that have been solved by additions of new person­
nel. 

As increases in police service demands have occured police, organizations 
requested and received new resources, personnel, and material. Decisions 
focused on how to utilize the new resources; reductions in other services 
not been mandatory or required. 

• Increases in police personnel and material have increased 
capacity, not capab~lity. 

have 
have 
have 

The focus of attention has been on the amount of service delivered rather than ~n 
the qu~lity of that service. Rapidly growing service demands have mandated that 
attent10n has been focused upon amount of service rather than type of service. 
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• The low visibility of the police role has made it diffi­
cult to focus attention on what personnel were actually 
doing. 

The police organization has the greatest amount of discretion at the bottom; 
patrol officers, o'ften working alone with limited supervision, have the ability 
to do what they deem best, since their actions are of limited visibility. This 
makes productivity assessment difficult. 

• There has been a broad belief that police visibility 
directly affected or impacted police problems, especially 
crime. 

The rationale for additional police officers was often the belief that more 
police visibility would directly impact police problems, such as crime and traf­
fic accidents. 

• Improvements in technology and operations have often 
required additional State of Federal funding. 

The improvement of the police service has rarely been undertaken at the expense 
of existing operations; addi.tional resources have been found to support new tech­
nology, resulting in increased costs and ever increasing service responsibili-
ties. 
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IMPORTANT RESEARCH AND STUDY 

A number of research and study efforts were undertaken over the past 15 years 
that.made.significant cont:ibut~ons to the state of the art of policing, directly 
deal~ng w1th m~ny of the h1stor1cal issues. The more important of these research 
efforts were the following: 

• President's Commission on Law Enforcement and Administra­
tion cf Criminal Justice (1966) 

• President's Commission on Civil Disorders (1968) 

• National Commission on Producivity (1973) 

• President's Commission on Criminal Justice Standards and 
Goals (1973). 
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.MAJOR CONCERNS 

Two major areas of concern grew out of these research and study efforts: 

• Application of technology to the practice of policinG 

Resource allocatiQ3 

Computer-aiued dispd:ching 

• Concern with the quality of service and the protection of 
iEdividual rights 

Minority emplo}~ent/opportunities for women 

Neighborhood responsiveness. 
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Objective: 

• 

IMPORTANT RESEARCH 

To find out more about police operations and their impac\': 

Examples 

Criminal Investigations Process 

Rand 

Stanford Research International 

Th~ impact of criminal investigations on the solution to 
cr1mes 

o Kans.as City Preventive Patrol StudX 

Police Foundation 

The nature of the patrol function and the impact of random 
patrol on service and crime 

• Kansas CitX Response Time StudX 

Kansas City Police Department 

The impact of response time to calls for service as a 
variable 
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THE CONTEXT OF RESEARCH 

• Permits rational resour<;:e reall()cation 

• Serves as the basb for priority-setting 

• Does not indicate that police r.resence or action is worth­
less 

• Does indicate that effectiveness can be improved through 
new systems 

• Does give important guidance to dealing with inflationary 
pressures. 
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• 

• 

• 

• 

EMERGING THEMES 

Uncommitted free time is often an available commodity 
amoung the patrol force. 

Since a large portion of police patrol time is uncommitted 
t~ re~ponses to ca~1s for service, unplanned random p,lltrol 
tLme 1S not the best use of personnel. 

Police deal with problems, not i.ncidents. Many calls f~J:' 
service are not isolated c~currences. 

Syst~m~ th~t provide for patrol officer accountability ana 
l::2SI11t1ng responsibility can improve both productivity 
and level of ~itizen satisfaction, 

• Immediate response to all calls for service is not a man­
datory service reqUirement, Citizen satisfaction depends 
on numerous faetors, not just response time. 
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CUTBACK MANAGEMENT 

Management of the police service delivery function during a time of fiscal 
restraint reqUires accept~nce of the need for sele~ting amOng service demands in 
a manner that responds to important community needs while achieving police objec­
tives. 

e Selecting among se~~ice demands can be done through 
Eriority-set~!~, ~hich involves the--

Types of service (what) 

Levels of service (how much) 

Points of impact :~lere) 

Sequence of action (order). 

• Tradition is often a major user of police personnel. 

" Increasing the cost among the organization for waste; 
increasirtg th.e feeling among personnel that waste c3nnot 
be permitted. 

Small efforts can be as important as large efforts in 
setting the tone for fiscal restraint. 

Problem of low visibility "Get away with what I can" 
attitude. 
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IDEAS AND PROGR~ MODELS 

• Resource Allocation and Planning 

• Productivity of Operating Personnel 

• Personnel Management 

• Administrative Management 

• Interaction with CJS. 
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RESOURCE ALLOCATION AND PLANNING 

Organization of resources in a manner that will optimize their application to 
service delivery and problem solving and elimination of burdensome workloads 
through resource planning--

• Can increase flexibility of resources 

• Often requires seeking of service priorities 

• Matches goals with available resources. 

Program Model Areas 

1. 

2. 

Computerized Resource Allocation -- Is the most basic and important of cut­
back management approaches since it provides the mechanism for keeping tabs 
on resources, their use, and their productivity. Other program models 
directly relate to these activities; 

• PCAM 

• Hypercube 

• Police Allocation Model: Patrol Plan. 

Controlling Service Demand -- Provides a management strategy for dealing 
with the greatest use of police resources: responding to called for ser­
vices. Based upon priority setting, this strategy can greatly increase 
available (uncommitted) time of patrol forc.es by--

• Charging for services 

• Eliminating services 

• Transferring service responsibility to others 

• Telephone reporting 

• Workload management through--

Priority-setting leading to call prinritization 

Call screening systems. 

106 

3. 

I 

Service Consolidation Eliminates service duplication within agencies or 
among agencies where like activities are performed by a variety of person­
nel. Consideration of issues of control and supervision, and availability 
are required: 

• Decentralizatiou and assumption of specialized service by 
line units 

• Centralization of time-consuming activities performed by 
many personnel 

• Regionalization where individual agencies perform like 
functions. 
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~RODUCTIVITY OF OPERATIONAL PERSONNEL 

A fo:using on activit~es pe~formed by operational personnel, as opposed to the 
st:uttural systems or~entat~on of resource allocation, demonstrates the mix of 
cr~m~-related versus noncrime-related activities and interrelates tLAm in more 
mea~l,ngful operational strategies. Program models can increase time of personnel 
ava~lable for specialized activities, although--

• Some controversial decisions 

• Require supervision strengthening. 

Program Model Areas 

1. Management of Criminal Investigations -- Improving the system of criminal 
investigation both increases successful outcomes (arrests, clearance'" and 
convictions) and maximizes resource utili~~tion. There is a potential for 
significant resource savings through--

2. 

3. 

• Strengthening of the patrol role 

• Case screening 

• Management of the continuing investigation. 

~se o£.Unc~mmitted Patrol Time -. Directing patrol time not spent in criminal 
~nvest~gat~on effort or responding to calls for service toward problem solv­
ing,activities can directly affect future workload or crime occurrences. 
Mahng resource allocation decisions and implementing some models is 
required; for example--

• Directed patrol programs and 

• Priority'standards. 

Improving Supervision and Accountability -- Efforts aimed at eliminating 
w~ste and corruption of scarce resources can reduce the potential for public 
d~sclosures of waste and inefficiencies that would negatively impact other 
cutback management programs. Such efforts will--

• Maintain municipal integrity 

• Establish accountability 

• Establish investigative monitoring systems. 
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MANAGEMENT OR PERSONNEL 

The quality of personnel management in an agency can have a major effect on the 
agency's productivity. The implementation of program models can best be achieved 
when important personnel management issues are addressed. These changes can be 
made independent of other operational changes and--

• Can have personal impact on agency personnel and 

• Ha~e the greatest potential for union resistance or for 
misunderstanding. 

• Participative management is an important successful imple­
mentation in program models. 

Program Model Areas 

1. Civilization -- Recognizing the increasing cost of specially trained sworn 
police personnel, an analysis of skills and knowledges required for certain 
pOSitions has shown that nonsworn personnel can perform a number of func­
tions. Civilianization requires careful mat~hing of personnel to position 
and--

2. 

• Use of volunteers 

• Use of paraprofessionals/civilians 

• Service contracting. 

General Personnel Management -- Issues such as days personnel are working 
versus days personnel are not working are important since they directly 
affect the resource base which can be allocated. The quality of management 
is critical since personnel expenditures are the agency's greatest expense. 
Important issues are--

• Personnel scheduling 

• Sick-leave abuse 

• Labor"contract negotiations 

• Participative management. 
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3. Personnel Reductions/Assignments -- Several options are present when an 
agency is faced with the need to reduce personnel. Issues involved in 
selecting the most desireable option include effect or impact on career 
development, morale, future commitments, and reinforcement of understanding 
among personnel that resources are sc,arce. Among the options to considered 
are--

• Attrition versus layoff 

• Reductions/attL ~ion 

• Scheduling of personnel 

• Use of off-duty officers 

• Reduction in lapse periods. 
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ADMINISTRATIVE MANAGEMENT 

Substa~tial improvement in the management of nonpersonnel resources can be made 
that can directly impact available resources. Besides substantial savings which 
can be achieved, these program models can strengthen the understanding among 
agency personnel and community and--

• Tighten administration 3nd management functions 

• Eliminate waste and duplication 

• Directly focus on cost of operations 

• Minimize operational impact 

@ Directly focus on tradition and ~ast history of organiza­
tion. 

Program Model Areas 

1. Charging for PoHce Ser'~!ices -- Services that most directly impact on one 
segment of the community which has the ability to pay can be considered for 
fee setting as opposed to elimination. These services are--

• Response to alarms 

• Special police services. 

2. Developing Purchasing Standards -- With limited financing it becomes increas­
ingly important that equipment purchased be able to last for substantial 
periods or time. Ecomony of operation must also become an important purchase 
consider~tion. Other considerations are--

• ETC 

• LESL 

• Veh.ic1e down-size program. 
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3. Facilities Consolidation -- One cost of facilities can be greatly reduced by 
merging variuus operations in those instances in which travel time to them 
would not directly impact their usefulness. Areas to be con~idered are--

• Maintenance operations 

• Decentralized facilities. 
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INTERACTION Wll~ THE CRIMINAL JUSTICE SYSTEM 

~en the decision to invoke the criminal process is made, other parts of the 
criminal justice system are affected. It is important for the police to focus 
attention on their interaction with other parts of the criminal justice system. 
Several program models can directly impact the resources devoted to these areas. 
Imple~enting these models can help to--

1. Courts 

• Avoid unanticipated workload increases 

• Increase convictions in criminal cases 

• Improve integration of criminal justice operations among 
different agencies. 

• Police-prosecutor relations 

• Scheduling of court appearances of officers and witnesses 

• Concealed cameras project 

2. Probation at'.d Parole , 

• Anticipatory planning 

• Knowledge of client stat·)lS 
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SESSION 11 

DAY II 

COURTS PROGRM1 i'tODELS AND IDEAS 

PG~ IMPROVING PRODUCTIVITY 

Summary of Session 

This session on courts will focus on areas of judicial action -- or legisla­
tive or executive action impacting judicial resources and activities -. ~ffering 
good potential for productivity improvements. Courts.~enerall~ have not shown 
strong management leadership and innovation in promot~ng techn~ques that support 
rational cutback management. Indeed, productivity improvements often occur~ed as 
a reaction to procedural requirements (dictated by legislation or court dec1: 
sions) or accessible Federal grant dollars, the latter accepted frequen7ly w1th 
caution or modest ent.husi.asm at best. As local courts have felteconom~c pres­
sures, these pressures were, and still are, yielded to through a process of per­
sonnel attrition rather than planned resource management. 

In recent years, as managerial talents have developed in court ~y~tems, 
court planning and management capacity have produced a numbe~ of exc1t~ng d:mon­
strat~ons, experiments, and projects. Many of these were st1mulated by nat10nal 
research efforts that were looking to demonstrate better ways to operate the sys­
tem of justice. While these efforts were not conceived, or executed, as cutba~k 
strategies and tactics, they nevertheless show how to improve res~urce product1v­
ity, streamline processes, eliminate unnecessary redundancy and, 1n some cases, 
reduce associated CQsts. 

The areas covered in this session are not exhaustive, but the; are represen­
tative of some of the most promising techniques to aid courts in preparing.far 
cutback pressures ahead. The operating key assumption ~s that due to the 1nter­
dependence of justice functions and actors the courts w~ll demonstrate a ~re~ter 
openness to collaborative problem solving and (no less .Important) to cont;n~lng 
dialogue with other decisionmakers. The latter include n07 ~nly 7he tr~d~t10nal 
criminal justice system managers but also those who s~t cr~71cal 1mp~Ct1~g bound-
2ries on the system through their influence over pub11c po11cy, pub11c f1nances, 
and public opinion, that is, government executives and legislators. 
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Several program themes will be explored in this session: 

• Alternatives to Traditional Adversary Process 

~ Resource Utilization 

• Offender Disposition 

• Technology and Data Systems 

o Public Involvement. 

For each theme a variety of p~ogram models or ideas will be reviEwed, sensi­
tive to basic policy, management, and administrative considerations. These con­
siderations are important in highlighting--

• Difficulties in cutback management 

• Problems and conflicts that arise ~n cutback situations, 
especially the effect Df interdependence 

• Strategic and/or tactical choices available to judicial, 
prosecutc~, and defender managers. 

The selec~:~d programs and ideas have been isolated as potential models for 
cutback management techniques for court managers. The word "potential" is 
important, because very few programs in the courts area have been sufficiently 
tested to verify that absolute red~ctions in cost may be achieved. However, the 
most promising programs are reviewed to stimulate discussion and consideration of 
wide-ranging candidates for cutback management planning. 

Finally, a number of innovative and interesting techniques -- some specifi­
cally related to technological advances and others related to public involvement 
in judicial areas of responsibility -- will be reviewed. These techniques appear 
to have excellent utility for wider applications in the face of increasing cost­
saVing, expenditure-reducing pressures. 

For deeper investigation of the· areas touched on, the Manual contains sup­
plemental material and bibliographic: references. 
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INTRODUCTION 

• Judicial Branch -- Change Agent? 

• Can the Courts Pres,ume on the Constancy of Public Finan­
cial Support? 

• Will Judicial Independence Sink the Court~ in Inflation? 

• Judicial Activism -- A New Awareness 

• Some Dilemmas and Choices. 
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ASSUMPTIONS 

• JudicLary budgets are as likely, if not more likely, to be 
cut as pc··~e and corrections budgets. 

• Changes in police and corrections expenditures, activi­
ties, and services are likely to impact judicial (includ­
ing prosecutor and defender) expenditures, activities, or 
services. 

e If cutback changes are made unilaterally and without col­
laboration, there is a probability that the impact of the 
changes will be severely negative on the other components 
of the justice system and will impair the quality of jus­
tice received by the public. 

• If cutback changes are planned in a collaborative manner, 
the severity of the cutback and the diminution of needed 
services can be greatly minimized. 

• Cutback collaborative planning can b~ achieved in the jus­
tice system without compromising the constitutional or 
statutory prerogatives afforded to the separate branches 
of government. 

• The public will not continue t.o tolerate the historical 
individuality and isolationism in justice system planning 
and fiscal and resource management that exists between the 
courts and the rest of the justice system. 
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PROGRAM THEMES 

• Alternatives to Traditional Adversary Process 

• Resource Utilization 

• Offender Disposition 

• Technology and Data Systems 

• Public Involvement 
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ALTERNATIVES TO TRADITIONAL 

ADVERSARY PROCESS 

• Administrative Adjudication 

Traffic offenses 

Prisoner grievance systems 

• Arbitration and Mediation 

Alternative models for dispute settlement 

Juvenile arbitration 

Mediatio~ in small claims and domestic relations 

• Decriminalization 

Public intoxication 

Minor offenses 
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RESOURCE UTILIZATION 

• Techniques for Improving Productivity 

Trial court management 

Case prioritization 

Revision of fee and fine structure 

Paralegals 

Resource pooling 

• Jury Management 

Improved jury management -- elements 

One day/one trial 

One-step sUlllDoning 

• Impact of Legislation, Court Decision, and Rules 

Federal judiCial impact statements 

Justice resource estimates 
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OFFENDER DISPOSITION 

• Pretrial Release 

ROR 

Court bond 

• Presentence Reports 

Information sharing 

Short form 

• Guidelines for Sentencing 

Disparity 

Policy 

• Alternatives to Incarceration 

Restitution 

Community service 

Fines 
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TECHNOLOGY AND DATA SYSTEMS 

• Telecommunications 

Pretrial proceedings 

Lawyer-client communications 

Appellate Argument 

• Automated Transcripts 

Courts 

Attorneys 

• Videotaping 

Witness interviews 

Trials 

• Data Systems 

Management control 

Operations 

Internal planning and research 

External policymaking 
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PUBLIC INVOLVEMENT 

• Volunteer-Services 

Counseling 

Probation 

Information services 

• Monitorins 

Court watching 

Bar evaluation 

• Advisory Committees 

Federal circuit advisory councils 

Juvenile court committees 
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SESSION 12 

DAY II 

CORRECTIONS PROGRAM MODELS ANn IDEAS 

FOR IMPROVING PRODUCTIVITY 

Summary of Session: 

This session will include a discussion of the ~onstraints and problems that 
increase the complexity of a corrections approach to cutback management. 

Highlighting the problems of control, philosophical uncertainty, U.tigation 
and intervention of the courts, deteriorating condition of physical plants, and 
focusing in detail on the issue of population management and overcrowding, the 
trainers will present the cost implications of two responses to the population 
crises: expansion of the system and alternatives to imprisonment. 

The session will offer strategies aimed at refining and improving correc­
tions planning in a period of scarcity, outline some sibnificant ongoing 
research, and include descriptions of emerging corrections projects that may pro­
vide cutback models in the near future. 

Supplemental readings are contained in the Manual. 
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OUTLINE 

• Cutback Management: A Framework for Corrections 

Expenditures 

Constraints 

Choices 

• The Population Crun~h 

• Choice I: Not To Build 

• Choice II: To Build ... 

• Summary: Refining the Correctional Planning Process 
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THE COST OF CORRECTIONS 

• A pattern of continual growth •••. As the cost of the 
criminal justice system has increased by more than 200 
percent since 1965, the corrections share of the criminal 
just,ice dollar, which represents approximately 20 to 23 
percent of the total, is approaching $5 billion annually. 

• In 1976, the total expenditure for the criminal justice 
system was $19.7 billion, representing a 14 percent 
increase over 1975. 

• In 1976, 1,079,892 perSOD!; worked in crimina,l justice 
jobs. 

• Local governments (counties and municipalities) accounted 
for 61 percent of all direct expenditures in criminal jus­
tice in 1976. 

• In 1976, county expenditures for criminal justice reached 
$4.6 billion -~ a 19 percent increase from 1915. 

• Within the counties, the 1976 distribution was--

PoliCe 

Corrections -- 27 percent 

Courts -- 26 ~ercent 

Legal services/prosecution -- 9 percent 

Public defense -- 3 percent 

Other -- 3 percent 
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Corrections 
43.3% 

State Governlnent . 
Criminal Justice Expenditures 

1976' 

--..... 

$5.9 Billion 

Other 
10.20/0 

)29 

Public 
Defense 

1.30/0 

Courts 
11.1'%. 

Legal 
Services 

4.20/0 



Local Govemment 
Criminal Justice Expenditures 

$12 Billion 

Corrections Other 

Public 
Defense 

1.3°k 

13.9% 1.8% 

Legal 
Services ----I 

5.4% 

t--- Police 
64.00/0 

," 

County Govemment 
Criminal Justice Expenditures 

Corrections 
27.3°" 

Public 
Defense __ -'\ 

2.8% 

legal 
Services 

8.5°" 

$4.7 Billion 
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Municipal Govemment 
Crimin;:al Justice Expenditures 

$7.5 Billion 

Public 
Defense Corrections 

Legal 
Services 

3A% 
Courts 

OA% 5.8% 
Other 

__ ....... ::.::--- 0.9% 

5.9% ---., 

I'--_Police 
83.6% 
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CONSTRAINTS ON CORRECTIONS MANAGERS 

• Population -- Rapid growth in the States has caused back­
ing up in jails and de.tention centers 

• Court Intervention -- Since the late sixties, the courts 
have aggressively moved on issues impacting the operation 
of tota~ State and local systems (e.g., overcrowding) as 
well as specific conditions and policies (~.g., health, 
access). 

• Uncertainty About Mission 

Reform? 

Rehabilitate? 

Restrain? 

Reintegrate? 
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CONSTRAINTS 

Security/Control Problems 

Unrest/disturbances 

Labor disputes 

Shifting function of guards 

Inmate rights issues 

Political/Legisl~tive/Community Pressure 

Emergence of "crime reduction" as top . 1 sona priority 

C:iticism of performance of system (Martinson, 
S1lberman, vonHirsch, van den Haag, Fogel) 

"Get tough" legislation 

"Build more prisons, but not in my community" 
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THE POPULATION CRUNCH: A FOCUS FORCUTBACK MANAGEMENT 

In the past 20 years, State/Federal prison population has 
shifted abruptly t'olice. After gradual increases through­
out the century, population dropped by 14 percent in the 
sixties. During the seventies the trend reversed; now 
facilities stretch their capacities to accommodate a popu­
lation thJt has reached 303,103. 

While local jail population has remained constant in the 
seventies, the inability of many major State systems to 
house sentenced inmates has resulted in backing up and 
overcrowding detention facilities and jails in at least 13 
states.* 

*Rutherford, Andrew et al., Prison Population and Policy Choices (Washing­
ton, D.C.: N.I.L.E.C.J., 1977). 
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Jails Backed-Up with Stlte Inmates 

% 
Prison Sack-Up of Change 

Population In Jail. In Pop. 
state 111178 111n. Slnce'7. 

Alabama 4,058 1~,750 -4% 
Florida 20,411 292 +5% 
Geor~/a 11~77 239 -5% 
Louisiana 6~39 1,190 +9% 
Maryland 7,582 385 _~O/-_'v 
MJ.ssachusetts 2,682 110 -1% 
MississIppi 1,833 971 +11% 
NfW1Jersey 5,863 70 -5% 
t-Jew York 20,2~3 269 +4% 
South Caro)llna 6,730 724 +2% 
Tennessee 6,056 114 +1% 
Virginia 8,313 1,081 +10% 
Wyoming 456 14 +20% 
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IMPACTS 

• Seventeen states are currently under court order to 
relieve poor living conditions resulting from overcrowd­
ing. 

• Twenty-five states are currently involved in litigation in 
which overcrowding is an issue. 

• It is estimated that there are in existence plans to 
build, rebuild, or expand more than 900 prisons and jails 
at a projected initial outlay of $5 billion. 

• The United States imprisons offenders at a higher rate 
than all but two industrialized nations in the Wl 'ld: 230 
per 100,000 population. 

• More than 500,000 persons are locked in jailor prison on 
any given day. 

• The average Federal sentence increased from 16.5 months to 
45.5 months in 20 years. 

• In 1979, however, the U.S. Bureau of Prisons recorded the 
nation's largest drop in population, down 7 percent to 
29,676 from 31,813. The decrease results from new priori­
ties in Federal courts and earlier parole dates. 
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CHOICE I: NOT TO BUILD--COMPREHENSIVE STRATEGIES 

• Statewide Approach (Minnesota) 

The State's Community Corrections Act of 1974 represents a 
major effort to reshape the State-county relationships. 

The act consolidates direct services at the county or ' 
reg'ional level, strengthens community based programs, cand 
authorizes subsidies for the improvement and operation of 
local facilities. 

• Local Approach (Des Moines, Iowa) 

The community based corrections project in Des Moines, 
Iowa, integrated two pretrial release programs, new and 
expanded probation services, and a community based resi­
dential facility into a single service continuum. 

The project represented Polk County's alternative to a new 
jail: It eliminated, the cost of construction, provided 
increased services, and widened sentencing options without 
increasing cost or risk to the community.* 

*For evaluative information concerning Minnesota and Des Moines, see-­
Nelson, K. et al., Promising Strategies in Probation and Parole (Washington, 
D.C.: N.l.L.E.C.J., 1978). 

Boorkman, D. et al., ~ommunitz-Based Corrections in Des Moines (Washington, 
D.C.: N.I.L.E.C.J., 1976). 
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• Diversion 

T.A.S.C. (Tre~tment Alternatives to Street Crime) is a 
program designed to offer the criminal justice system 
alternative options for processing the drug abusing 
offender. Forty T.A.s.c, projects are currently opera­
tional. 

Primary T.A.S.C. functiono include screening of arrestees 
to identify drug abuse, diagnosis and referral, and moni­
toring treatment progress.* 

• Restitution 

Projects are operational in California, Haine, Georgia, 
Oregon, Massachusetts, -Colorado, and Minnesota. 

In the program, an official of the criminal justice system 
requires the offender to make payment of money or service 
to either the direct pr substitute crime victim.** 

*See Toborg, M.A., Treatment Alternatives to Street Crime Projects, National 
Evaluation Program Report (Washington, D.C.: N.I.L.E.C.J., 19(6). 

**See Galway, B. and Hudson~ J., Offender Restitution in Theory a~d Action 
(New York: Lexington Books, 1975). 
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• Pr~bation/Management Issues Impacting Cost* 

Locus in the system: 
Centralized/decentralized 
Judicial/executive 

Role and function of probation officers 

Caseload management 

Service delivery 

Paraprofessionals 

Volunteers 

*For further discussion of probation management trends see--
Banks, J., Phase I Evaluation of Intensive Special Probation Projects (Washi.ng­
ton, D.C.; N.I.L.E.C.J., 1977). 

Carlson, E. and Parks, E., Critical Issues in Adult Probation (Washington, D.C.: 
N.I.L.E.C.J., 1978). 
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• HALFWAY HOUSES* 

Utilization options: 

Post release 
Prerelease (presumptive parole) 
Assignment at sentencing 

Need for goal clarification 

Capacity/population (current underutilization) 

Cost comparison with institutions 

*For descriptive and evaluative material see--
.Nt\Uonal Evaluation Program ReJlort, (Washington, D.C.: 1977). 

Thalheimer, D,J., Cost Analysis of Correctional Standar.ds: Halfway Houses (Wash­
ington, D.C.: 1975). 
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CHOICE II: TO BUILD--STRATEGIES FOR EFFICIENCY 

• Nine hundred priSOtl a1.1d jail projects J:epresenting $5 bil­
Hon in ini.ti~~ eXllenditures are under construction or on 
the drawing board. 

• The cost of a cell in Minnesota or New York is projected 
at $50,000. Beforc~ retirement of the bonds that repay the 
loan with which the cell is bUilt, the price nearly tri­
ples. 

• Openting costs for a new cell range from $6.000 to 
$26,000 per year. 
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ITEM 

Construction 

Debt Service: 

Equiptaent 

Debt Service 

Operating and 
Maintenance 

Architectural Fees 

Planning, Site 
Acquisition, and 
Preparation 

A MODEL OF TH£ 

COST OF PRISON CONSTRUCTION 

rOR A IOO-BED FACILITY 

COST PER ITEM 

$50,000 per bed 

10 percent at 20 years 

$5,000 per unit 

10 percent at 20 years 

$10,000 per bed/year 

10 percent: $5,000 p,-,:r lJed 

20 percent of construction: 
$10,000 per bed 

TOTAL: 
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TOTAL 

$ 5.0 Million 

$10.0 Million 

$ 0.5 MilJion 

$ 1.0 Million 
(for 20 years) 

$20.0 Million 
(for 20 years) 

'$ 0.5 Million 

$ 1. 0 Million 

$38.0 Million 
(for 20-year cost) 

STRATEGIES FOR EFFICIENCY IN 

NEW/RESUILT FACILITIES 

• Staffing* 

Posting versus flexible deployment 

Unit management** 

Program/treatment officers 

Career ladder*** 

• Contracting For Services**** 

• Energy Management 

• HIS Applications 

*See Mon tilla, M. R., ;..Pr::.:1~' s:..:o::.:.n~~.:::.;..t.::.:~:=:;=;::===~.::==~~~~.:.;.::.....::.::..:.....;:.~::..::...::~ 
tional Administrators (Washington, 
sion on staffing/productivity issues. 

**The Federal Bureau of Prisons" Danbury facility utilizes unit aanage.ent. 

***The 1978 State of Pennsylvania/A.F.S.C.M.E. Contract provides an exaaple 
of a negotiated career ladder. 

****';:.1!e Kassebau, G., Contracting for Correctional Services in the Cow.mu~_ty 
(Washington, D.C.: N.I.L.E.C.J., 1978). 
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• 

STRATEGIES TO REDUCE COST IN THE 

CAPITAL DEVELOPMENT PROCESS 

I~volvement of managers 

Design/construct!on activity 

SecuritI technololI 

Wall towers? 

Perimeter control 

Mobile patrol 

Cameras 

Communications devices 

Rethink control 

Open interiors 

Tight perimeter 

Multiple use design options* 

*Recently designed jails and correctic;&al facilities that address some of 
the above issues include Eagle River, Alaska; Downstate, New York (perimeter 
security); Washtenaw County, Ann Arbor, Michigan; Ramsey County, St. ~aul, Minne­
sota; Maryland Rece~~ion, Diagnostic, and Classification Center, Balt1morej Lex­
ington Assessment and Reception Facility, Lexington, Oklahoma (Regional); Mendo­
cino County, Ukiah, California. 
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REFINING THE CORRECTIONS PLANNING PROCESS 

Response to the population crunch either by expansion or through development 
and implementation of workable alternatives will require that corrections man­
agers begin to refine their approach to planning and goal setting in a manner 
that reflects measurable outputs based on an understanding of the ability and 
limitations of the system. 

The follOWing adapt~tion of John J. McTighe's recent article from Public 
Administration Review, presented in the Manual, provides a possible framework for 
a process that too frequently is purely crisis oriented and reactive to external, 
public pressures which fail to recognize the limited capability of the system. 
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EXAMINE ORGANIZATION'S MISSION 

• Law 

• Policy 

• Practice 

• Public expectation 

• wnat are the "musts"? 

Security 

Programs 

Administration 

• What are the nonmandated functions? 

• What do we do well? . 

• What do we do poorly? 
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EXAMINE MARGINAL INVESTMENTS 

• What programs have high unit costs? 

Health 

Intake/classification 

Energy 

• What programs have limited clientele? 

• What programs consistently fall below expectations? 

Matching education to life skills 

Matching industrics to the market (product and job) 
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• What recent trends are relevant to our mission? 

Population 

Crime rates/trends/patterns 

Sentencing 

Diversion 

Technological improvements 

New design optiono 

• What functions have not been looked at in recent years? 

Security staffing (fixed posts) 

Data collection practices 

Areas and functions whex;e technology has advanced 
(e.g., perimeter, searchin~, package inspection, cam­
eras, communication equipment) 
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• What programs, if cut, would have adverse loon-term 
effects? 

Research 

Training 

MIS dev~lcpment 

• What illlllediate reductions 'will lead to long-term pressures 
and greater future costs? 

Key security posts (inmate contact) 

Maintenance 
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INSTALL RATIONAL CHOICE HECHANJ@.~~ 
'\",I~\" ~ 

• What tools have berA deve::'oped to assist decisio.akers? 

Analy~is of security by function 

R~tio ayth 

• MBO, PPBS, ZBB? 

• What program evaluation techniques exis~? 

Industries: production/training1 

Counseling: How do we mEa8ti~e it?* 

How do you monitor efficiency' of security posts? 

*See Hatcher, H.A., Correctional Casework and Counaeling (Englewood Cliffs, 
N.J.: Prentice Hall, Inc: 1978). 
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SWlllla!y o~~ 

SESSION 13 

DAY II 

SUMMARY AND EVALUATION OF DAY II 

In this sessi.on, there will be a very brief review of the workshop Thus far 
and announcements regarding the nex~ day's sessions. 

During the concluding part of this session, a few minutes will be taken in 
~rder to evaluate the progress of the wo~kshop thus far and in order to obtain 
your feedback f~r possible improvements in the design and delivery of the work­
shop to other parts of the country. 

A no-host social gathering will take place at 5:30 p.m. in a room to be 
announted. 
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Managing the Pressures 
of Inflation 

•. "kshop Training Flow: 
An Incremental Group 

Problem-Solving Approach. 

r--- -, r--- -, 
Problem Overview: I Apply the Plan to " I Ref~ning I 

Management in a Period _ Q 

of Resource ~---., Attack the local , ...... ------11 a local Rational , .... -------« 
Scarcity I Problem I I Approach t 

L ____ I L ____ J 

,~ 

r------, 
I Criminal Justice I 

Responses 
I to Pressu~s and 
I Consequences I 
I of Responses I 
L ___ ~_~ 

Cutback 
Management in 

Criminal Justice: 
Issues and 
Paradoxes 

( I Plenary Seatons 

Planning 
for Cutback 
Management 

in the Criminal 
, Justice System 

'- - ---I 
I Beginning a local 

Rational Approach I 
to Cutback 

I Management 1 
L ____ .J 

Criminal Justice 
Program Models 

and Ideas: 
Police, Courts, 

Corrections 

'Applying Cutback 
Management: 

Sb-ategies 
for Change 

r-- --, 
I Developing a I 

local Rational I 
I Approach I 
L _~ __ J 



DAY III: FRIDAY 

Sellion 14 Police, Courts, Corrections: Concurrent Sessions 

Sell ion 15 Ch8nge Strategies for Applying Cutba~k Tactics 

Sell ion 16 Constructing a Local Plan 

Sellion 17 S~ry and Evaluation: Day I - III 

Sellion 18 Closing/Ce.rtificate Awar'ds 
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8:30 a.M. 

10:20 

11:15 

12:20 p ••• 

12:30 
Summary of Sessioc: 

SESSION 14 

DAY III 

CONCURRENT SESSIONS: CONTINUED 

This session will be the final, third, concurrent sesslon on Program Models 
and Ideas on Improving Produetivity in Police, Courts, and Corrections. Please 
review tbe roo. assignment and 8~hedule for this session. 

At the conclusion of the session, ple.se reconvene in the ~ain training room 
at 10:15 a.m. for the beginning of Session 15. 
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Summary of Session 

SESSION IS 

DAY III 

STRATEGIES FOR CHANGE 

The process of using knowledg~ about cutback management and its tactics, 
coupled with knowledge and information about programs t~ i~rove productivity in 
the police, court~~ and corrections fields, is basically a process of planning to 
change the existing operations of the cri.inal justice system. 

In this session, a conceptual .odel of planned change will be introduc~d and 
u&ed as a framework for considering several factors t~at can and will influence 
choices concerning the application of c~tback manag~ment strategies and tactics 
to the operations of criminal justice agencies . 

. ' 
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TdINKING ABOUT PLANNED CHlING! 

• Planning for cutback management is similar t.;b t!ost types 
of planning fctr change. 

o Of the many C(inceptual models for thinking about planned 
change ~- especially for change in complex formal organi­
~ations .- the simplest model is--

A --------------------~B 

DESCRIPTION 

• flA" represents the present condition, the! current stat~s, 
the base in which the mix of pre$sures is present. 

• "B" represents a desirable future, a state different from 
the present in which the mix of pressures is resolved or 
effectively managed. 

• " __________ .,n represents those means, motivations, and 
~cbanisms that may be real or latent and that are poised 
for use. 

IMPETUS FOR CHANGE 

• Your choice to change the organization may be due to--

Dissatisfaction with the present, which can be 
described as a push away from "Alf 

Interest in achieving the futc~e, which can be 
described as a pull towards "B" 

Emphasis on the use of existing means -- ~hether real 
or latent -- which can be described as the use of tI_________ "in order to trilnsfo\\1ft "A" into "B" 

A combinatioli of diasatisfaction, interest, and empha­
sis. 
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El".J?HASIS OF HPI TRAINING 

.PROGR.~ 

c Assumption: There is dissatisfaction 'with "A." 

• Assumption: There is a desirabl~ "B.~' 

e Focus: There are mechanisms poised fClr use 11--------•. " 
• These mechanisms for strategic action by decisionmakers 

require--

Improved planning, rlecisio~~king, and leadership 

Reduction of demarlGS -and costs 

RI::organiz/Jtion and reform of systems for h:i~ber rro­
ductivitYI 

Coprodu~tion of ~ervice 

Generation of new resources. 
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CONSrDtRhTIONS AFFECTING THE 

USE OF THESE MECHANISMS 

• Effect of mechanisms on the world view, habits of thought, 
mind set, and values of the criminal justice professional 

• Effect of the mechanisms on the eXisting operational pro­
cedures of the criminal justice organization 

f Effect of the mechanisms on information processing as cUr­
rently used in the criminal justice organization 

• Effe1ct of the nechanisms on the structure of the criminal 
justice o~ganization. 

THE AGGREGATE EFFECT 

• The aggreg~te effect of these mechanisms when used will 
result in a different working situation for the individ­
uals who have to operate in the organization. 

• The net combination of different working situations, con­
ditions, expectations, and assumptions will combine to 
reshape the behavior of the person; such reshaped behavior 
will recombine to form a new and different working role or 
job. 
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CONSEQUENCES OF PLANNED ~GE 

.. The intended cb.ange by which "A" is transformed to "B" 
through the use of "---------~ " may occur, just as plan­
ned, with no unanticipated consequences. 

• The usual case, however, is that unan.ti~ipated c~nse­
quences do occur because of 5idc effects which were never 
considered. 

• Side effects, because of their unintended and unexpected 
character, sometimes overshadow the planned change. The 
cost of this type of unanticipated Ull!)lanned change may be 
very high. 

• Unanticipated side effects are caused by--

Errors in assessing the present condition: "A" 

Distortions or j,nL'orrect Visualization of the desir­
able future: "B" 

Incorrect selection or execution of the mechanisms fot 
transforming "A" into "B!!: "-----___ ........ 11 

• Asking the righ~ questions often can identify potential 
sources of error, distortion, and incorrect selection of 
mechanisms for change. 
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REDUCING SIDE EFFECTS: 

A CHECKLIST OF QUESTIONS 

How do you forecast, plan, and monitor for impending fiscal stress? Who should 
be responsible? What information should the agency collect and monitor? What 
official organizations aad interest groups should b~ involved? 

How do you deal with credibility and the tooth fairy syndrome? 

How do you convince clients, agency heads, and unions that fiscal scarcity is for 
real? 

How do you deal witn the paradox of irreducible wholes? 

Who should participate in cutback process? Who should lead the process? What 
c~sts and benefits should you weigh? How do you get people to take dispropor­
t10nately large cuts? 

What new revenues could you generate? In what areas could you institute u~er 
charges? What property could you sell or lease? 

How do you make and keep a long-range plan for reducing agencies and services? 

How do you prioritize services for cutting? ZBS? How do you avoid succumbing to 
irrational choices like l~ng-term hiring freezes absorbing attrition, across-
the-board cutting? ' 

How do you protect women and minority employees and deal with unions and merit 
protection boards? How do you get good ideas from other jurisdiction? How do 
you monitor experiments in other cities and counties? How do you convience 
employees, m.nagers, and clients to try experiments that m~y lower costs? 

How do you sell. yourselves and your services to citizens to gain their confi­
dence, cooperation, and tax dollars? 
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How do you prevent a bad cut in 8 loose system like the crt.inal juatice .yote. 
from reverbera.ting throughout the entire system? How do you prevent or plan for 
dumping by parts of the system? How do you retain your planning and analysis 
systems and perGonnel in the face of cutbacks? How do you u.e dat~ under condi­
tions of i.pending or current fiacal stress? What data should you uae or alk £01 

from your analytic staff? 

How can you make lure cuts were implemeated as agreed to? 

How can you monitor the impact of cuts on: (1) organizational capacity, (2) aer­
vices, (3) quality of client lives, (4) business invest:aents, and (5) local gov­
ernment autonomy end discretion? 

How can you properly take care of your laid-off or dellOted e.ployeea and clients 
whose services are being reduced? 

What inc~ntives can you provide for: (1) go~d people to stay in local govern­
ment? (2) saving and conserving by program managers? 

How do you continue to provide service. for costly-to-serve client.? 
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~ICIPATING THE 

CONS£QUENCES OF CHANGE 

• For policyruakers and criminal justice program managers-­

Is there a gap between "A" and "B?" 

Are the critical decisionmakers aware of the gap 
between "A" and "B?" 

Are the critical decisionmakers motivated to resolve 
the gap between "A" and "B?" 

Do the decisionmak~rs have the resources to resolve 
the gap between "A" and "B?" 

Do the decisionmakers understand the rationality 
behind the choice of a mechanism for transforming "A" 
to "B?" 

Are the d~cisionmakers aware of the aggregate effects 
of mechan1sms on role and job definitions of line 
supervisors and managers? 

• To get answers requires a collegial relationship oetween 
policymakers and managers. 
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" .. ,...------....-----~ .. --~---.----

• For criminal justice program mana~ers--

Organizational policies need to be decided, prepared, 
and disaeminated. 

Procedures need to be developed, disseminated, and 
validated for operations of the policy. 

Roles of all affec'i;ed operational personnel need to be 
fully developed, explained, introduced, and reinforced 
by training. 

Supervision and management requirements need to be 
anticipated and met. 

Structural c~,anges of the organization need to be 
accolllllodated. 

Activities need to be closely monitored and evaluated 
for utility and cost savings. 

Within the organization, all levels need the follow­
ing: 

Awareness of the gap between "A" and "B" 

Motivation to resolve the gap bl/!tween "A" and "BH 

Resources to r,'!50Ive the gap between "A" and "B" 

Clear und~rstanding !)f \:he mechanism ,,------... --." 
for transf,orming "A" to "B." 
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SESSION 16 

DAY III 

CONSTRUCTING A LOCAL PLAN 

FOR CUTBACK HANAG~~NT 

IN CRIMINAL JUSTICE 

Summary of Session 

In this session~ loc3~ teams working together will produce an outline of a 
local plan for approaches to cutback manage.ent in their local criminal justice 
system. 

The form on the following page can be us~d in the writing of your outline. 
We will need one written outline from each local team. 

Local teams will be able to use a variety of locations for their meeting. 

At the conclusion of the team's work, we shall collect a copy of the out­
line. we shall"transcribe each outline and send a set of outlineG to each par­
ticipant within three weeks. The purpose of this sharing of plans is to encour­
age the development of a network of information exchanges and idea exchanges 
between individuals of one jurisdication with another. Moreover, many of these 
ideas or programs which you intend to develop !-ar~ home may be candidates for 
furthel' study. support, and evaluation by the NIw.CJ. 

We shall reconvene in this room at 12:15 a.m. 
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011l'LINE OF PLAN 

JURISDICTION: DAtE: 

2. 

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

L h bl pr1'or1'ty 1'ssue you intend to address in your local cut-ist t e pro em or 
back plan. 

What will be the means -- joint meetings, coordinating council~, n~w criminal 
justice collegial planning groups, etc., -- you intend to use 10 order to 
develop a ration~l systemwide approach to these problems? 
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3. Identify lo.e Ipecific approache' you intend to follow in order to resolve 
the proble. areal lilted in #1. 

4. Liat those prolraa ideas or models you intend to try in th~ police, courts, 
and/or corr'ectioDI cO!lponents of your Ioed criminal justice system aa means 
for ~rovinl produotivity. 

, ~, 
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OUTLINE or PLAN 

Jl.ilUSDICTION: ______________________ DAm: 

1. List the problem or priority issue you intend to addre'l in your local cut­
back plan. 

2. What will be the means .,. jOint lleetinls, coordi~tiD. cOUDcill. new crUiinal 
justice collelial planniDI groupa, etc., -- you intend to ule in order to 
develop a ration.l systemwide approach to thele proble.l? 

COPY 
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-- ---------------------------------...... -----------------------------------=---------_..-_-------'-...,',<"' £; 

3. Identify SOlie specific approaches you intend to follow in order til) resolve 
the problem areas listed in #1. 

4. List those program ide~s or models you intend to try in the police, courts, 
and/or corrections components of your local criminal justice system as means 
for improving productivity. 

COpy 
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SESSION 17 

DAY III 

SUMMARY AND EVALUATION: DAY I - III 

Summary of Session 

A brief review of what we have tried to accomplish durj.ng the' workshop will 
be presented. Following this ove'rvi~w, there will be an evaluation of the entire 
workshop. 

At the conclusion of the evaluationr there will be a presentation of certi~ 
ficates to participants. 
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PURPOSES OF THE MANAGING THE PRESSURES OF 
INFLATION IN CRIMINAL JUSTICE 
EXECUTIve TRAINING PROGRAM 

The worksbop has been rlesi~ned to accomplish the following goals and objectives: 

Objective~ 

• To ~nable local government policymakers and criminal jus­
tice ~rogram administrators to plan, ma~age, and implement 
ratio~al cutback management app~oaches in the field bf 
criminal justice so that lo,ng-range improvement goals are 
maintained and minimWll adverse impact on criminal justice 
~er'Vices are obtained 

• To encourage local government policymakers and criminal. 
justice administrators to understand and to use LEAA/ 
NlLECJ program improvements and innovations as feasible 
alternatives in the development and implementation of 
rational local cutback management approaches, 

In order to .accQmplish these goals and io. order to design a structured workshop~ 
it is plarmed that by the end of the workshop participants will have accomplish~d 
tbe following objectives: 

• to uncl~~stand how vatious pressures have converged to 
influence and directly affect to a new degree the ~anage­
ment of public services 

• To understand the long-term impact nf these pr.~ssures on 
revenue sources, expenditures, program policies J and pro­
gram operations particularly in the delivery of criminal 
ju~tice services 

• To distinguish between reactive planning for- cutback man­
agement and rational planning for cutback management of 
criminal justice-services 

• To understand how va~ious types of criminal justice program 
models may be used as approaches in the development and 
refinement of a rational approach to cutback management 

• To understand the consequences of planned reductions in 
the delivery of criminal justice services or operations 

• To develop with other members from the same jurisdiction a 
negotiated planned approach to cutback management of crim­
inal j'ustice expendit,\U:i:::; ~n a way that maintains or 
facilitat~s p~Qgcam improvements and diminishes adve~s~ 
reactiQn~ from community. 
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