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MODULE ONE 

ROLES AND RESPONSIBILITIES OF 
~HE CRIMINAL JUSTICE ADMINISTRATOR 

Module Overview 

This Module introduces the course and the Management Pro~ess that 

serves as the schematic guide for the course. The Module also describes 

the three roles performed by,"a criminal justice administrator and the three 

major ".ponBib:i:lit:j,~s included in each of these roles. Special emphasis 

i. placed on the various types of "power" which can be utilized by a crim

inal justice administrator in performing the three roles. . 

Learning Objectives 

At the completion of this Module, the participant should be able to: 

1. Interpret the Management Process Chart. 

2. Identify and explain the three roles performed by a criminal jus
tice administrator. 

3. Id~ntify and define the three major man,agement responsibilities 

carried out by criminal justice administrat9rs in performing their roles. 

4. Define the various types of "power" which can be exercised by crim
inal. justice administrators. 

Description 

This module consists of two major components: 

1. A lecture 

2. A group exercise 
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MANAGEMENT PROCESS 

DETERMINE PRESENT SIT
UATION (INTERNAL/EX
TERNAL VARIABLES) 

EXAMINE AGENCY/ CD -t-----I~.CD .0 .. 0 CONSIDER ALTERNATIVE 
PROGRAM/LEADER- DETERMINE PROJECTIONS AND SYSTEM FUTURES 
SHIP PARAMETERS-~~ IDENTIFY A,NTICIPATIONS (ENVIRONMENTAL 

(~"" 
\. ,~ 

C 
; 

AND ASSUMPTIONS AND VARIABLE 
ANALYZE RESPONSE PLANS) 
PROBLEM 

r
®-----4.~@.~------...,Ir---<DESTABLISH MISSION 

MONITOR I 
AND I 
E\fALUATE ..tf----- -------~ 

~. PROGRESS I MO:Y IMPLEMENTATION I 
@ IIMPLEMENT ~~+ 
. PLANS '1\ '7' --------4 .. ~1 '2' f8\ I SEILECT ALTERNATIVE 

L!.~ \V '--_ ~ __ \V----I_ STIRATEGIC GOALS 
ESTABLISH NORMATIVE 
GO'US AND POLICIES ~ I & @J-~--·'I & @ I ... ~t-----I & ® 1 .... ~1---0 IDENTIFY ALTERNATIVE 

COURSES OF ACTION 
SELECT ALTERNATIVE ESTABLISH PLPINS FOR SELECT PREFERRED 

IMPLEMENTATIION AND ALTERNATIVES -STRATEGIES THAT BEST 
EVALUATION ADDRESS ALTERNATIVES 1-7 

This Module addresses the aspect(s) of the Management Process Chart that is (are) highlighted. 
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COURSE STRUCTURE AND METHODOLOGY 

Course Structure 

The following guide is des~gned to assist individuals conducting the 

Criminal Justice Management Course. This introduction provides an overview 

.of the Instructor's Guide. It describes the basic framework of both the 

course and the Guide, and explains how the Guide can be used most effectively 

by instructors in achieving course learning objectives. The subject addressed 

in the ,course, i.e., the management of criminal justice agencies and programs, 

is broad and quite complex. Consequently, the course cannot attempt to 

address in great detail any particular topic. Instead, the course strives to 

create a foundati.on upon which course participants can build an effective 

management system that will in turn enable th~l\'l to achieve the greatest suc

cess possible in their unique organizational and political environments. The 

Criminal Justice Management Course is divided into four "modules". A brief 

description of the content of the modules is presented below. 

Module One presents an introduction and overview of the course. It in

troduces the Management Process Chart that serves as a schematic guide for 

the remainder of the course. The theme of the course - the three roles and 

three major management responsibilities of the criminal justice administrator

is also introduced. Also in Module One, the various roles and responsibilities 

of the criminal justice administrator are explained in detail, thereby creating 

the conceptual framework for the remainder of the course. 

Modules Two, Three, and Four each address one of the three major manage

ment responsibilities of the criminal justice administrator. Module Two dis

cusses planning; Module Three, organizing; and Module Four, controlling. 

Each module covers both concept and application. Participants will be intro

duced to techniques in each of these management responsibility areas that 

they should find applicable in their working environments. 

Many of these techniques are based upon, or interface with, those al

ready taught in other Criminal Justice Training Center courses. As indicated 

at the outset, the field of management is indeed broad and complex. The ap

proach to management presented in this course represents just one of many, 
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and participants should be informed that this is indeed just one of many 

approaCht~8 . This management system does, however, reflect and incorporate 

the other techniques and methodologies taught in the Planning, Analysis, 

Evaluation, and Program Development Courses, that have management applica

bility. 

Instructional Methodology 

This course is intended for adult men and women who mmlage agencies, 

activities and programs in thl~ criminal justice system. It is unrealistic 

to bel:l.eve that any lecturer, no matter how excellent, cC!Jl hold the att~ntion 

of such individuals for long periods of time. Consequently, the course is 

designed to include learning activities other than conventional lectures. 

Specifically, the course breakdown is as: follows: 

• Lecture. Of necessity, lecture will be used in the course pre

sentation. The Instructor's Guide is designed to assist in lecture presenta

tion in the following ways: 

Please see the "model page" from the Instructor's Guide pre

sented on the next page. As you can see, the page is divided into two areas: 

one for "Lecture Notes", the other for, "Key Points and Comments". The Lec

ture Notes describe the basic information to be provided in the lecture. The 

"Ket Points and Comments" provide additional information and "tips" on most 

effect.:.ive presentation. 

In an effort to make the required lectures as "attention hold

ing" as possible, frequent use is made of visuals. All the visuals are pro

vided in the Instructor's Guide and selected ones in the Participants' Guides. 

As is pointed out 'often in the "Key Points and Comments" section, instructors 

are heartily encouraged to refer to these visuals during the presentation of 

the lecture. These references will both enhance understanding and contribute 

to keeping the attention of participants. Also referred to and included in 

the Instructor Guide are "exhibits", Thesle are graphic representations, charts, 

etc. that are considered to be useful for retention by the participants, and 

therefore they are all included in the Participant Guide as well. 

• Individual Desk Exercises. Several individual "desk exercises" 

occur in the course. The Instructor's Guide will contain the same instructions 
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LECTURE NOT2S 

2.' Coercive 

expectations of people 

one does not comply with the a 
leader. 

3. Legitim 

values that dictate 

legitimate 

events and that t 

man,ager or 

d on internalized 

anager has a 

activities and 

should be accepted. 

4. Referent power is based on the identifi
,cation of subordinates or potent~al f 

~ ollowers with the 
manager or leader and with what the manager or leader 
stands for or symbolizes. 

I-S 

Key Points and 
_G lh::: 

d. Recommendation 

that a project be 

funded 

Examples of Coercive 

'Powe'r: 

il. Firing or de

motion 

b. Recommendation 

that a project not 

be funded 

IExamples of Legiti

mate Power: 

Employees!' willing-. 

ness to implement 

a decision made ?y 
their superior with 

which they may not 

agree, but which 

they implement any

way because they 

sincerely believe 

it was the manager's 

"right" to make that 

decision • 

Example of Referent , 

Power: 

A chief of police 

exercises referent 

power when the 

chief's subordinates 

loyally implement 

the chief's policies 



and exercise materials that will be provided to participants. In addition, 

the Instructor's Guide will present detailed guidelines concerning how the 

exercise should be conducted, and "debriefing notes" detailing the salient 

points that should be covered in the exercise "wrap-up". 

• Group·Exercises. Several group exercises are also included in 

the course that will require participants to respond to concepts and techniques 

presented in prior lectures. The same basic Instructor Guide format is fol

lowed for the Group Exercises as was described for the Individual Desk Exer

cises. 

• Case Study. A major component of this course is a case study 

that attempts to provide participants with an opportunity to apply course 

concepts and techniques to a hypothetical criminal justice planning agency. 

The case study is deemed so vital to the overall course that, in the next 

section of this Introduction, a more complete description of the case and 

how it should be used in the course is given. 

• Administrative Instructions. Administrative instructions should 

have been provided to participants in a pre-course mailing. However, instruc

tors should take five minutes or so at the beginning of Module One to cover 

the essentials: classroom layout, workgroup organization, location of facili

ties at th~ meeting site, etc. An effort should be made to provide to partici

pants some typeof desk-top placard on which they should be directed to place 

their names. 

• Participants' Expectations. The end-of-course evaluation asks 

participants to comment on the extent to which their expectations about the 

course were met. Therefore, it is essential that the instructor take some 

time after discussing administrative matters to solicit from the participants 

their expectations. These can be summarized and consolidated on chart paper 

to be referred back to at the end of the course. 

CASE STUDY: THE NEW DIRECTOR 

Introduction 

The everyday world of the criminal justice administrator is quite a con-

trast to the average classroom setting in which the administrator is taught 

how to be more effective on the job. The tasks the administrator performs 
\ 
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are usually multi-faceted and quite complex. The situations that must be 

confronted are seldom as simple and clear-cut as one would desire. Often 

irrational, subjective factors have a tremendous impact on the actions of 

the criminal justice administrator, despite that administrator's most 

conscientious efforts to crea.te a rational, objective approach to performing 

job-related responsibilities~ This course attempts to teach criminal justice 

administrators how to cope more successfully with this complex environment. 

Inevitably,. most of the management techniques taught in such a course will 

appear,~ome~hat;'simplistic when initially addressed to the classroom setting. 

This case study is therefore intended to more closely approximate the diverse 

and frequently complicated milieu in which the criminal justice administrator 

operates. In this context, the potential utility of the concepts and tech

niques presented in the course will be demonstrated and/or reinforced. 

The setting for the case study is Gotham CitY. and Payneless Counuy, which 

are located in the State of Misery. Gotham city is the county seat of Payne

less County, and is in fact the only incorporated jurisdiction in the county. 

Gotham City has a population of 100,219. Payneless County, whose unincorporated 

area outside Gotham City serves, to a great extent, as a sprawling "bedroom 

community" for Gotham City, has a population of just over a quarter of a mil

lion. The focus of the case study is the criminal justice planning agency 

that operates in Gotham City and Payneless County. This planning agency is 

beset by many of the same problems that affect other criminal justice plan~" 

ning agencies: a rapid increase in crime, vicious local politics, and a certain 

degree of intra-organizational strife. The case study will follow this plan

ning agency from the demise of one director through the installation and first 

year of a new director. During this period, both directors will encounter 

the challenges and perils inherent in performing the three roles of the crim

inal justice administrator that are addressed in this course. The course 

participants will share the "trials and tribulations" of the two directors. 

In the core exercises of the case study they will directly apply the concepts 

and techniques taught in the course to analyzing and formulating ways for 

dealing with the various situations in which the directors find themsolves. 
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Organization of the Case Stu~ 

The case study is divi~ed into eight episodes. Each episode includes 

situation(s) that contain elements of the concepts and techniques that have 

been covered in the preceding classroom session. The titles of the eight 

episodes are as follows: 

1. Life as a Criminal Justice Administrator 

2. Enter the New Director 

3. Charting a New Course 

4. Selecting Alternative Strategic Goals 

5. Assessing Strategic Elements and Strategies 

6. Developing an Implementation Plan 

7. Latest Allowable Time and ~utback Management 

8. Coping with Stress as a Criminal Justice Administrator 

Each episode is desi~ed to be a self-contained unit. Accordingly, 

each episode has an individual set of materials that serves as the informa

tion base for that certain exercise in that episode. Each set of mate.rials 

will be passed out to the participants just prior to their address;,ng the 

corresponding episode. This approach has been adopted for a specific reason: 

The case study is developmental in nature. Providing all the data and other 

information at once diminishes the spontaneity that generally characterizes 

managerial situations. Additionally, the information presented in later 

episodes could inappropriately prejudice the responses of participants to 

developments in the particular episode with which they are dealing. 

The information provided for each episode is both objective and sub

jective. The objective data presented comes from the following primary 

sources: 

• Census data; 

• Cri~ data, that reflect crime statistics for Gptham City and 

Payneless County; 

• Resource statistics, that II:":Lve information about crimiinal j us

tice agencies, inclu~ng data on general personnel re~ources; 

• System f~ow charts, that indicate workload breakdowns in and 

among ~gencies; and 
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• Survey data from a public opinion and victimization study that 

reveal information on citizen attitudes and unreported. crime frequencies. 

In addition to types of objective data dQscribed'above, the information pro

vided for each episode will also contain Sub,jective elements, such as: 

• Intra-agencymem0randa 

• Letters between important lIactors ll 

o Newspaper articles 

• Editorials 

As will be emphasized in the course, a criminal justice administrator seldom 

has the IIluxuryll of making decisions strictly on the basis of objective data. 

Consequently, the subjective data is provided to more closely approximate the 

lIimpure
ll 

environment in which the criminal justice administrator plays out the 
three roles. 

Administering the Case Study 

The materials for each episode are placed in the appropriate chronolog

ical sequence with the other components of the Instructor's Guide. For ex

ample, materials for Episode One are located in Module One at the point at 

which the ~~ shOuld be used in the course. Each episode will include 

a specific set of instructions on how the instructor(s) should administer 

that particular exercise. Included in these instructions will be a delinea

tion of the objective(s) the exercise is supposed to achieve, what major 

questions are to be addressed by the participants during that exercise, sug

gested answers to those questions, and other IItipsll to the instructor(s) 

on how to conduct the exercise in a manner most beneficial to participants. 

• Introducing the Case Study 

Participants should be inforreed during the introduction to 

the course that a case study will be a significant part of the ~verall learn

ing experience. Suggestions concerning when and how this introduction should 

be made are given in the detailed portion of the Instructor's Guide that 
follows this section. 

• Establishing Work Groups 

The exercises for the episodes in the Case Study are designed 

to be performed either by IIwork groups II of from eight to ten participants 
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each or as "individual desk exercises". The composition of the work groups 

should be determined prior to the beginning of the course by appropriate 

staff members of the Criminal Justice Training Center or the agency sponsor

ing the course. Participants should be informed of their work group assign-

ment during the opening course session. Two key factors should be 

in establishing the work groups.· First, each work group sh~~~d\be 
\:::::::..-••• -" .... .1 

as possible in terms of agency representation and job expe~ience. 

addressed 

as diverse 

A work 

group that repeatedly consists predominantly of representatives of the same 

agency should be avoided if at all possible '. Second, an attempt shaiUd a.a.so 

be made to balance the groups according to "int~raction modes". For example, 

all the "outgoing" il~dividuals should not be placed in the same group. In

stead, groups should be established that offer 'the. greatest potential for 

vigorous and open discussion of the issues in question.;! 

• Work Group Setting 

Each work group should be provided wi'ch a private area in which 

to perform the specific tasks in each episode of 'I:he case study. Each private 

work area should have the following supplies: 

A flip chart 

A set of colored marking pens 

Pencils and scratch pads 

Any additional supplies that may be required for an individual· episode will 

be delineated in the instructions for the instructor that precede that epi

sode. 

• Work Group Task 

The m&terials for each episode of the Case Study will be dis

~ributed immediatel~ preceding that particular episode. This will limit 

"reading ahead" 'Which would hinder the ,developmental aspects of the exercises. 

The primary "role" of the work groups or the individuals (in the case 

of desk exercises) will be to serve as "advisors" to the directors of the 

planning agency that serves as the focal point in the case study. As stated 

earlier in the Introduction, the directors will confront situations through

out the case study that offer various challenges and perils. The "advisors" 

will proviae inputs at each key juncture concerning the cou~se(s) of action 
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the directors should take to deal most successfully 
with the situation(s) 

being confronted. 

, From time to time, questions will be raised in the episodes 

~ssues beyond the scope of specific advice to the d' t 
concerning 

These questions 

the episOde to 

, ~rec ors. 
w~ll be clearly differentiated in t'~e instruct' , , '~ons preced~ng 
wh~ch they apply. 

• Work Group De-Briefings 

At the conclusion of the ' 
exerc~ses in each episode the individuals 

or the work groups will reconvene 
as a large group to offer their "advice" 

to the directors or to comment on 

text of the episode. Each work 
specific issues that are raised in the con

group will appoint a spokesperson for each 
exercise, rotating this post so that 

, , , each member will have an opportunity to 
serve. Spec~f~c ~nstructions on how this,de-b 'f' f . 

'be r~e ~ng or each exerc~se should 
conducted appear in the instructions 

for the respective episodes. 
• Role of the Facilitator 

A facilitator should be ' 
ass~gned to each work group. The facil-

itator should be present throughout the discussion sessions that 
each . accompany 

group exerc~se. To the extent possible, the facilitator should assume 
the role of "interested observer" in these 

sessions, and should ~ play an 
active role in the group discussions. 

. However, facilitators should be avail-
able to clarify po~ t ' 

n s concern~ng the instructions for a given exercis or 

to help the group to properly focus its deliberations in th~ event thatedis_ 
cussions wander from the pertinent area(s) • 

I-11 
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LECTURE NOTES Key Points and 

I. THE EMERGING DISCIPLINE OF ~.~~~'~ JUSTICE ADMINIS- "~p r.~nr~mem~~:~.nd~'~I.ol'R~t:"'l:h""l,~l""s~l-e-c~tu-r-e" 
TRATION \_,.,.-1 

by reviewing admin-
During the past decade t~~as been a growing aware-

~ istrative matters 
ness of criminal justice administration as a distinct 

entity within the broad field of public sector manage

ment. The number of institutions of higher education 

offering degrees in criminal justice administration or 

some variation has increased dram~tically. During this 

same period, the Law Enforcement Assistance Administra

tion has created a series of courses designed to develop 

and enhance various capacities which contribute to the 

improved management of criminal justice agencies. These 

specific capacities are the functions of: 

• Planning 

• Analysis 

• Program Development 

• Evaluation 

The planning function was the first of the four to be 

defined and developed. 

The remaining functions, Analysis, Evaluation and 

Program Development, are all based on the Planning 

Course. Each function produces product(s) that con

tribute to successfully performing one or more steps in 

the process. For example, the product of the Analysis 

function is a Problem Statement that can be us'ed in: 

• Defining Problems 

• Setting Goals 

• Identifying Alternative Courses of Action 

The products of the various courses will take on a 

special significance as we discuss the ways in which a 

criminal justice admir.i~;trator can more effectively per

form these planning, organizing and controlling re

spon,ibilities. Essentially, these products are all 

I-12 

and course expecta

tions (see "Instruc

tional Methodology" 

on page I-4). 
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• PLANNING 

• ANALYSIS 

• PROGRAM DEVELOPMENT 

• EVALUATION 
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LECTURE NOTES 

tools or technical devices that can enhance the effective 

performance of the management function. Although crim

inal justice administrators do not necessarily need to 

know how to develop these products, it is important for 

administrators to understand how to use the outputs of 

these other courses -- e.g., the problem statement --

to more effectively perform their administrative jobs 

and responsibilities. 

A number of studies have shown that the higher up 

the managerial ladder an individual progresses, the more 

involvement that individual has with conceptual tasks. 

In general, people at all levels of management spend a 
""..... "'" 

great deal of time ~ or interpersonal types of 

tasks, e.g., employee interviews, conflict situations, 

grievances, etc. Because all managers spend a great 

deal of time in dealing ~rith interpersonal matters, 

this course will address a number of interpersonal 

topics: 

• Power 

• Strengths and weaknesses of different inter-

personal styles 

• Decision-making 

• Change agent ~~ 
• Conflict resolution 

• Motivation 

• Communication 

• Stress 
Furthermore, because middle to upper level managers 

spend a relatively small amount of time dealing with 

"technical types" of tasks, this course wil~ spend very 

little time teaching participants how to develop the 

... -._---- . . . -~.~ .. , • .,.~ ..... -y-•.. " , 

.. , 

Key Points and 
r.nmmE>nt-", 

Point out that the 

products of these 

functions are a 

great source of po- . 

tential support for 

the criminal justice 

administrator. 
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LECTURE NOTES 

tools the managers use to make administrative decisions. 

These tools have been taught in the other~ourses. ,.v 
Rather, the MaJlagement Course will stress ehe more 

2~actical/conceptualskills of how ,to take these uech

nical products and use them to 'more effectively perform 

the managerial function. 

II. OVERVIEW OF THE COURSE 

A. Course Theme 

The salient theme of this course is that crimina 

justice administrators variously act in three modes or 

roles in 

thei!;' own 

executing their functions. These roles are: 

• ExerciSing6~·~~i~)over ~ ~irecting 
agencies or organizations; ,It d 
• Managing programs or activities over which 

they have limited authority; and 

'Key Points and 

,> 

, , 

. ~. 

Dis pIal} Visual 1";3 

Please emphasize 

that the Course ' 

Theme is the basic 

assumption upon 

which the course is 

• Exerting leadership or in~luence in areas . built. It will 

over which they have no authority. 

As criminal justice administrators carry out their re-

sponsibilities, they frequently move, imperceptibly, 

from one role to another. This course will provide a 

foundation for criminal justice administrators to plan, 

organize and control programs and activities success

fully across this spectrum. It will emphasize, among 

other things, how to apply conventional techniques of 

management to operate within this unique environment. 
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serve as the uniiV- , 

ing element through

out the course, be

ginning with the 

next topic. 

Visual 1-3 is pre

pared as a large 

poster and should 

be displayed in a 

prominent place in 

the meeting room 
throughout the 

course. 
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COURSE THEME 

tHE THREE ROLES OF THE CRIMINAL JUSTICE 
ADMINISTR.ATOR ARE: 

«It EXERCISES, AUTHORITY OVER AND DIRECTS 
OWN ORGANIZATION - . 

~. • MANAGES PROGRAMS/ACTIVITIES OVER 
WHICH HAS LIMITED. AUTHORITY 

e EXERTS LEADERSHIP/INFLUENCE IN AREAS 
OVER WHICH HAS NO AUTHORITY 

AS CRIMINAL JUSTICE ADMINISTRATORS 
CARRY OUT THEIR RESPONSIBILITIES THEY 
FREOUENTL Y MOVE, IMPERCEPTIBLY, FROM ONE 
ROLE TO ANOTHER. 
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LECTURE NOTES 

B. Course Goal 

The goal of this course is to enhance the cap

ability of criminal justice administrators to plan, or

ganize and control activities and programs under their 

authority, and to promote the improved performance and 

administration of other criminal Justice acti~Titi~s and 

~ organizations. This goal will be. achieved by.teachi?g 

~ ~participants to apply knowledge t skills and tech

niques that are particularly appropriate to criminal 

justice administrators. 

• ~ ~.I 
C. Course ObjectiVb) V-I' 

The course goal e " be attained by achieving 

four overall course objectives. These objectives are to 

enhance the ability of participants to: 

• Apply sound organizational practices in the 

development of quality criminal justice services 

• Make decisions using sound 'principles of 

management 

• Plan, organize, and 'control change within 

the crim:LI)al jus.tice system 

• Apply selected management techniques which 

can result in improved criminal justice system perfor-

mance 

III. ACHIEVING COURSE GOALS AND OBJECTIVES: THE 
~NSTRUCTIONAL APPROACH 

A. Lecture 

A major component of course information is pre

sented as lecture. Participants should be urged to raise 

questions consistent with the individual preferences of 

instructors. For example, if the instructor prefers 

that questions be raised at designated IIbreaks ll in the 

lecture as opposed to sporadicall~l throughout the pre-
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COURSE GOAL 
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) 

TO ENHANCE THE CAPABILITY OF CRIMINAL JUSTICE 

ADMINISTRATORS TO PLAN, ORGANIZE AND CONTROL 

~ ACTIVITIES/PROGRAMS UNDER THEIR AUTHORITY, AND 

TO PROMOTE THE IMPROVED PERFORMANCE AND AD-

MINISTRATION OF OTHER CRIMINAL JUSTICE ACTIVITIES , 

AND ORGANIZATIONS. 
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COURSE OBJECTIVES 

TO ENHANCE THE ABILITY OF PARTICIPANTS TO: 

e APPLY SOUND ORGANIZATIONAL PRACTICES 
IN THE DEVELOPMENT OF QUALITY CRIMINAL 

H JUSTICE SERVICES 
~ 

o e MAKE DECISIONS USING SOUND PRINCIPLES 
OF MANAGEMENT 

e PLAN, ORGANIZE AND CONTROL CHANGE WITH
IN THE CRIMINAL JUSTICE SYSTEM 

e APPLY SELECTED MANAGEMENT TECHNIQUES 
WHICH CAN RESULT IN IMPROVED CRIMINAL 
JUSTICE SYSTEM PERFORMANCE 
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LECTURE NOTES 

sentation, this should be explained to the participants 
at this point. 

B. Individual and Group ExerciSes 

Exercises conducted on an individual and group 

basis will occur throughout the course. One of these 

exercises will be self-assessment oriented and will pro

vide participants greater insigh'l: "into potential 

strengths, weaknesses, and tendencies that they possess 

in key areas of the criminal jusltice administration 
function. 

C. The Case 'StUdy 

Participants should b(~ informed that a major 

Case Study will be presented in the form of "episodes" 

Key Points and 
(!, ,foe. 

throughout the course. The issues faised in the episodes work groups and be 

will highlight key point" raised in the lectures, and t91d that they will 

At this point 

participants should 

be assigned to the 

\ \ , ~~ those issues will be addressed in their work groups or as ~e a p'art of these 

individual desk exercises. groups throughout 

IV. '!'HE ~A.GEMENT PROCESS 

A conceptual framework or "Management Process Chart" 

has been developed to schematically represent the flow 

of the management process. This chart is taken directly 

from the General Planning Process Model. Reference was 

made earlier to the Planning Course and the fact that 

that course serves as an organizing point for the other 

courses. 'rhe major product of the Planning Course is the 

General Plcmning Process Model. 

The Management Process Chart is an outgrowth of the 

General Plrulning Process Model and was developed to 

I-2,1 

the remainder of the 

course. 
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FOR ... PRESENT .. PROJECTIONS ... ALTERNATIVE 
PLANNING 
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... 
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... 
SYSTEM 

ANTICIPATIONS FUTURES 

t • -
® 

MONITORING IDENTIFYING 
AND .. AND ANALYZING ... SETTING 
EVALUATING 

... ... GOALS 
PROGRESS 

PROBLEMS 

t CD + 
IMPLEMENTING PLANNING FOR SELECTING IDENTIFYING 

PLANS 
.... IMPLEMENTATION .... PREFERRED .. ALTERNATIVE 
~ 
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~ 

AL TERNATIVES 
~ 
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LECTURE NOTES I-:i,.-""="_---~--.. Key Points and 
(!omments 

schematically 're~resent the flow of the man.agement pro- ,should go through 

cess., The circles on the chart re~resent the major and briefly describe 

steps administX'ators take as they ~erform the management each point on the 

function. The triangles represent the major decision chart. This visual 

points in the process. This course will focus on these 

major decision points. By the end of the course, 

several decision packages will be availabl~ to aid the 

manager in decisionmaking. 

The decision pOin~~ can be used to relate the 

Management Process Chart back to the General Planning 

Process Model. 

Visual 1-7A depicts the General Plann~ng Process 

Model and the relationship of that model to the ManagEI

ment Process Chart. The triangles in .visual 1-7A ShOltl 

where the decision points from the Management Process 

Chart fit into the General Planni~g Process Model. For 

example, the "Establishment of Normative Goals" 

(Decision Point 1) occurs in the General Planning Pro

cess Model after the IIIdentification and Analysis ()f 

Problems" cmd before "Goal Setti,ng". Eacii. decision 

point on the Management Process Chart has a definite 

relationshil? back to the General Planning PrOCeSEJ Model. 

V. THE THREE ROLES OF THE CRIMINAL, JUSTICE ADMINISTRATO~ 

is' also prepared as, 

a wall chart, and 

should be prol'r"i,l.ent':' 

ly displayed and 

referred to as the 

course progresses. 

Display Visual 1-7A 

As an introduction to the explanation of the three Step 1 on the Manage

roles of criminal justice administrators, emphasize that ment Process Chart. 

the extent to which an individual ~inistrato~ plays -
each of the three roles is dependent upon the organiza-

tion and political environment in which that administra

tor works. Despite the varying emphasis that may be 

placed on different roles from jurisdictio~ to juris

diction, each criminal justice administrator functions 
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LECTURE NOTES 

in one of these three roles at any, given time depending 

upon the objective of the activity in which the adminis

trator is involved. 

Key Points and 
" l1:~ 

A. Director of an Qrganizational unit Director of an Or-

within the organization in which they are em

ployed, criminal justice administrators are responsible 

ganizational unit: 

Direct line author-

for managing an agency, division, or some other distinct ity. 

organizational sub-division. In performing this role 

criminal justice administrators exercise the' direct' 

line authority and control traditionally associated 

with,the management function. In other words, among 

other things they can assign. various responsibilities 

to their subordinates and hold them directly account

able to them for successfully performing those 

assigned responsibilities. 

B.Manager of Programs Manager of Programs: 

As de fined in the Glossary, a pr,ogram " ••• is a Limited managerial 

set of related efforts, under a common, general authorit, authority., 

which is designed to address a particular problem". The 

program may be one type of project in several locations 

or a group of related projects. One of the unique roles 

of criminal justice administrators is "managingll pro-

grams over which they have limited authority. For ex-

ample, a criminal justice administrator in a state Plan-., 
ning Agency may have the r-ssponsibility for managing a 

statewide crime prevention program. The program itself 

might consist o~ 20 distinct projects under the direct 

day-to-day supervision of twenty different police and 

sheriffs' departments across the state. In "managingll 

this program, the criminal justice administrator would 

not exercise the direot types of traditional managerial 
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LECTURE NOTES 

authority, i.e., hirin~ firing, and so on. The adminis

trator would, however, perform major managertal 

responsibilities in such areas as insuring that the 

initial planning prior to project fundi,ng was sound 

'and consistent with overall program goals. The adminis

trator'would also be involved in utilizing the results 

of the ongoing monitoring and evaluation of individual 

projects to provide assistance to project personnel 

in insuring that the project achieyed the objectives 

for which it was created. The criminal justice adminis 

trator would thus play a crucial role in the overall 

management of the project(s) included in the program for 

which that administrator is responsible. Throughout 

the adm~nistration of a project in the program area, 

the criminal justice administrator might also become 

involved in providing technical assistance -- either 

directly or through subordinate staff members -- to the 

implementing agency. The level of the administrator's 

involvement in this respect is determined for the most 

part by the need of the agency and the criminal justice 

administrator's credibility with that agency, factors 

that will be discussed in great detail throughout the 

course. 

C. Leader in the Criminal Justice System 

One of the key roles played by criminal justice 

administrators is in impacting agencies and activities 

within the criminal justice system over which they 

exercise no authority. In the case of other criminal 

justice agencies, this impact may occur as the result 

of technical assistance provided upon request from the 

agencies by the criminal justice administrator or the 

administrator's subordinates, or through the personal 

influence the criminal justice administrator might have 
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LECTURE NOTES 

on personnel of other agencies as a result of the 

credibility ,that administrator has established within 

the system. In the latter case, criminal justice 

administrators can from time to time have a positive im

pact on activities of impo~tance to the criminal justice 

system, e.g., by providing input in the formulation of 

new legislation concerning areas of interest to the 

criminal justice system. Due to the positions they 

hold, criminal justice administrators may also impact 

activities or relevance to the system by participating 

on various advisory boards, delivering public addresses 

on issues related to criminal justice, and so on. In 

performing these and other similar tasks,criminal 

justice administrators play a vital leadership role 

within the system and the community. 

VI. MANAGEMENTRESPONSIBILITIIES OF THE CRIMINAL 
JUSTICE ADMINISTRATOR 

A. Introduction 

In performing the three roles described above, 

the criminal justice administrator fulfills three basic 

responsibilities: planning, organizing and controlling. 

, 
1. _ Planning: The orderly, systematic, and 

f:lontinuous process of bringing anticipations of the 

future to bear on current decision-making. A product 

of planning is a document detailing the results that an 

agency, division, etc. is going to pursue. 

I-:28 
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2. ~rganizihg: Establishing' a framework in 

which the results developed during\theplann~ng can be 

achieved.)( 

3. Controlling: Insuring-that the results 

established during planning are achieved to the greatest 

extent possible. 

The focus of these three res~on?ibilities is the 

achievement of results, which is the man,ager's central 

concem. 

Key Points and 
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B. Relationship ·to the Three Roles of the Criminal Refer to Visual 1-8 
Justice Administrator 

In performing each of the three distinct roles 

previously described, criminal justice administrators are 

involved in planning, organizing and controlling. The 

three activities vary from role to role, however, and 

have a distinctly different focus in each. 

1. Director of an Organizational Unit 

In this role, the criminal justice adminis

trator performs the three basic responsibilities in the 

following context: 

a. Planning for optimum organization per-

formance; 

b. Organizing to create an organizational 

framework and environment best equipped to achieve agency 

obj ecti ves ; and 

c. Controlling to insure that agency ob

jectives are achieved. 

2 • Manager of Programs 

a. Planning for positive programmatic im-

pact; 

b. Organizing: to develop a capacity in ex

ternal agencies to suc~~ssfully implement criminal jus

tice programs; 

USH the information 

in 1, 2 and 3 and 

Visual 1-8 
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PLA'NNIN.G OPTIMUM ORGANI-
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POSITIVE PROGRAM- CONSTRUCTIVE . 
ZATIONAL PERFOR- MATIC IMPACT INFLUENCE 
MANCE 
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ZATIONAL FRAME- EXTERNAL AGENCIES GROUPS, 
WORK AND ENVIRON- TO SUCCESSFULLY CONSTITUENCIES, 
MENT BEST EOUIPPED IMPLEMENT PR EFFORTS, 
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CHANGE IN CJ 
SYSTEM 
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LECTURE NOTES 

~ Cont~ollin~ to insu~e that (1) p~og~am 
goals and",objectives a~e achievedr(2): technic~l assis

tance is properly provided( . and (3) evaluations are 

timely, relevant, and used. 

3. Leader in the Criminal Justice System 

a. Planning for constructive influence f 

e.g. f developing a specific plan concerning the develop

ment of community organized and run crime prevention 

teams. 

b. Organizing 

(1) Consti tuencies, e .• g., a task force 

to advocate increased state-level funding support for 

community crime prevention programs; 

(2) Public information efforts, e.g., 

promulgating information about the need for state funding 

of community crime prevention teams; 

(3) "Advocacy" activities, e.g., coor

dinating efforts to directly inform state legislators of 

the need for state funding of community crime prevention 

programs; and 

(4) Other relevant activities in this 

area that contribute to substantive change in the in 

the criminal justice system~ 
.\ 

c. Controlling to evaluate the impact of the 

~\'~minal justice agency or organizational unit on its 

environments and vice versa. 

4. Summation of Previous Points 

a. Point out how the various functions per

formed by the criminal justice administrator in each of 

the three roles can potentially. impact activities in the 

other two roles. For example, a decision made by a 

criminal justice administrator to perform an extensive 
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evaluation (controlling of a program over which that admini-

Key Points and 
strator exercised limited authority) could oooceivab,J::y' result' in Comments ( 

--'~==-::'::::"----------'1 ; 
'~,-<" lJ 

the administrator reassigning members from the admi.nistrator's participants of the 

own staff (organizing) to assist in implementing the evaluation passage that reads 

plan. as follows: 

move, imperceptibly, 
other two. For example, in serving as director of an organi-

from one role to another". 
zational unit or as a manager of programs, the criminal justice 

administrator may identify changes that need to be made in areas 

of law, policies and procedures, and so on, over which the 

admiinstrator has no authority. The identification of these 

needed changes becomes direct input into determining some of 

the activities that the administrator may undertake as a 

leader in the criminal justice system. For example, serving 

as a manager of a:.·.crime prevention program might alert the 

criminal justice administrator to the need for establishment 

of a victim compensation program. The administrator might then 

choose to undertake advocacy of establishment of a victim 

compensation program as a part of fulfilling the role of a 

leader in the criminal justice system. 

c. The interrelationship of the three roles will 

surface again and again as we discuss the various planning, 

organizing and controlling activities in which criminal justice 

administrators participate. 
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VII. 1?OWF.:R AND THE CRIMINAL JUSTICE. ADMINISTRATOR The instructor 

As criminal justice administrators perform the 

functions described.in·the Management'Process, they 

choose, dependi,ng upon availability, to use different 

types and sources of power. In order to better under

.stand how the administrator makes the'different decisions 

m;i.'ght point out that 

power can be defined 

as the "ability to 

do, act, or produce". 

Given this defini

tion it is easy to 

see the importance 

of power to the 

criminal justice 

administrator. Re

gardless of the ad

ministrator's role, 

he or she is re

quired to do, act, 

or produce. This 

discussion will 

center on the types 

of power available: 

---:--.. 
and performs the v~io~ tasks des9ribed by the' Mc~nage-

ment P~ocess Chart, it is important to understand the 

various types and sources of power a given' administrator 

may ox' may not have at this or her disposal at any' gi yen 
time. 

A. Types of Power 

The criminal justice administrator can 

utilize ~ distinct types of power in performing the 

roles and responsibilities described earlier. 

1. Reward power is based on the number of 

1. Reward 

2. Coercive 

3. Legitimate 

4. Referent 

5. Expert 
positive'rewards that people perceive a manager or leader Examples of Reward 
can muster. 
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Power 

a. Promotion 

b. Merit bonuses 

for outstanding per

formance 

c. Public recogni

tion for a job well

done 
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~ .. coercive powe~ is based on the pe~ceived 

expectations of people that punishment will follow if 

one does not comply with the aims of the' man,age~ or 

leader. 

3. Legitimate power is based on internalized 

values that dictate that a leader or man,ager has a 

l,egitimate right to influence people, activities and 

events and that this influence should be accepted. 

4. Referent power is based on the identifi

,cation of subordinates or potential followers with the 

manager or leader and with what the manager or leader 

stands for or symbolizes. 

1-34 
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d. Recommendation 

that a project be 

funded 

EKamples 'of ' Coer dive 

'Powe'r: 

a. Firipg or de,

mOtion 

b., Recommendation 

that a project not , 

be funded 

'Examples of Legiti

mate Power: 

Employees,' willing

ness to implement 

a decision made Py 

th,eir superior with' 

wl":ich 'they may not 

,agree, but which 

they implement any

way because they 

sincerely believe 

it was the man~ger's 

"right" to make that 

decision. 

Example of Referent 

Power: 

A chief of police 

exercises referent 

power when' the 

chief's subordinates 

loyally implement 

the chief's policies 
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LECTURE NOTES 

-to Expert pOWe~ results from a manager or 

leader hav~~'recognized expertise or knowledge in an 

area that the manager or leader wants to in.fluence. 

~ 

B. SOurces of Power* 

The five types of power described above can 
come from two basic sources: 

1. ,Asc5ibed power is possessed by a man,ager o:r: 

leader by virtue of the position~(s) that individual 

holds. For example, power of an SPA director to hire 
or fire a subordinate is II ascriped~' • 

* -From R.P. Frenoh and Bertram-Raven, liThe Bases of 
'Sooial Power,1I in Darwin Cortwright'and A.-F. Zander, 
eds., GJElOUP Dync.'!!!!£!,-2nd aditon, {Evanston, Ill.; 
Row, Peterson and Company, 1960, pp. 607-23) 
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because they identi

fy with and sUPPOrt 

the chief's philoso

phy concerning "the 

role of law enforce~ 

ment in twentieth 

century America:' 

Example of EXpert 

PaWer: 
, 

A respected criminal 

justice official 

whose advice and 

technical assistance 

is often sought by 

others is exercis

ing "expert power" 

when the official's 

input influences the 

actions of those who 

seek the official's 

help. 

Sources of Power: 

1. Ascribed 

2. Achieved 
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2. Agbiexed power is possessed by a manager 

or leader by virtue of the personal respect and def

erence th~individual receives f:t'om others based on 

any past pe~formahce, activities and accomplishments. 

Por example, "achieved" power is exercised by a program 

manager when that manager participates in developing a 

research and planning office in a police agency at the 

request of a police chief who respects the manager's 

advice. 

3. Types of Ascribed Power are as follows: 

a. Reward 

b. Coercive 

c. Legitimate 

4. Types of Achieved Power are as follows: 

a. Legitimate 

b. Referent 

c. Expert 

It is important to note that legitimate power may 

be both ascribed and achieved; thus, it may be gained, 

but also lost. The way in which the various types of 

pow1er are actually used will depend on the credibility 
, -

of the power holder, on his or her personality, and on 

the situation. 
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At this point the In

structor should rerer 

the participant to 
Visual ~1-9 and go 

through where each 

role or the Criminal 

Jus~ice Adminstrator 

ralls in terms or . 

both type and source 

or power and then 

availability and 

utility. The In

structor should then 

make the point that 

the case study epi

sode that follows 
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SOURCES OF POWER 
AND THE ROLES OF THE 

CRIMINAL JUSTICE ADMINISTRATOR 

-
POWER~LE DIRECTOR OF MANAGER OF LEADER IN 
SOURCE OPGANIZATIONAL UNIT PROGRAMS CJ SYSTEM 

' ... , 

P~TENTIALLY POTENTIALL Y 
ASCRIBED AVAILABLE AND AVAILABI.E NOT AVAILABLE BUT Lln~.JED 

USEFUL UTILITY 

POTENTIALL Y POTENTIALL Y POTENTIALLY 
ACHIEVED AVAILABLE AND AVAILABLE AND AVAILABLE 

AND 
USEFUL USEFUL USEFUL 
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CASE STUDY EPISODE ONE 

At the beginning of the Course it was pointed out 

that a Case Study would be presented in an "episodic" 

format throughout the ,courSe to ~einforce and highlight 

important poine~ made in the lectures and other exer-, 
cises. Episode One will occur at this point. Some 

episodes of the Case Study will be completed as 

"Individual Desk Exercises"; other episodes will be , 

completed in work groups. This first episode will be 

completed as a work group exetcise. Before proceeding 

with the administration of Episode One, please present 

the following introduction to the Case Study: 

A. Introduction 

The everyday world of criminal justice admin

istrators'is quite a contrast to the average classroom 

setting in which they are taught how to be more effec

ti ve in. their jobs. The tasks they perform are usually 

multi-faceted and quite complex. The situations they 

~ are seldom as sim~le and clear-cut as one would 

desire. Often.irrational, subjective factors have a 

tremendous impact on the actions of criminal justice 

administrators, despite their most conscientious efforts 

to create a rational, objective approach to performing 
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will gi ve the par

ticipants the op

portuni ty to examine 

the types and 

sources of power 

available to Parfitt 

as he plays the 

various rples of a 

criminal justice 

administrator. 
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their responsibilities. This course attempts to teach 

criminal justice administrators how to cope more success

fully with this complex environment. Inevitably, most 

of the management techniques taught in such a course 

will appear somewhat simplistic when initially addressed 

in the classroom setting. This case study is therefore 

intended to more closely approximate the diverse and 

frequently complicated milieu fm which criminal justice 

administrators operate. In this context, the potential 

utility of the concepts and techniques presented in 

the course will be demonstrated and/or reinforced. 

The setting for the case study is Gotham City and 

Payneless County, which are located in the State of 

Misery. Gotham City is the county seat of Payneless 

County, and is in fact the only incorporated jurisd~c-

tion in the county. Gotham City has a population of 

100,210. Payneless County, whose unincorporated area 

outs ide Gotham City servea, to a great elttent, as a 

sprawling "bedroom commUnity" for Gotham City, haB a 

population of just over a quarter of a million. The 

focus of the case study is the criminal justice planning 

agency that operates in Gotham city "and Payneless County. 

This planning agency is beset by many of the same problems 

that affect other criminal justice planning agencies: 

a rapid increase in crime, vicious local politics, and 

a certain degree of intra-organizational strife. The 

case study will follow this planning agency from the 

demise of one director through the installation and 

first year of a new dire(.;tor. During this period, 

both directors will encounter the challenges and perils 

inherent in performing the three roles of the criminal 

justice administrator that are addressed in this course. 
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Course participants will share the "trials and tribula

tions" of the two directors. In the core exercises of 

the case study participan~s will directly apply the con

cepts and techniques taught in the course to analyzing 

and formulating ways for dealing with the various sit

uations in which the directors find themselves. In 

Episode One, emphasis will be on.the application of 

information concerning the key concepts of "roles" 

and "power". 

B. Administration 

I., After presenting the Introduction, pass 

out the materials needed to do the exercises in Epi

sode One. 

2. Instruct participants to read the instruc

tions provided for Episode One. 

3. Call for and respond to questions concern

ing the instructions. 

4. Following responses to questions, the work 

groups should adjourn to their a~signed deliberation 

areas or "break-out" rooms and complete the exercise 

as instructed. 

Facilitator Note: 

The groups will be required to have a spokesperson 

each time they report back to the large group. It may 

speed up the process in the small group of thefacili

tator s,uggests a method, per.haps alphabetically, for 

choosif1g a spokesperson. That way the group can inuned

iately recognize and proceed with its leader each time 

it convenes. 
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CASE STUDY 

EPISODE ONE 

Life as a Criminal Justice Administrator 

. Objectives: 

At the completion of Episode One, participants should be able to: 

1. Identify, in' execution, the Three Roles of the Criminal Justice 

Administrator. 

2. Describe the Types and Sources of Power Available t~ the Criminal 

Justice Administrator in this episode. 

cs 1-1 



EPISODE ONE: 

INSTRUCTIONS 

please read the excerpts from the Gotham Gazette. Based on the information 

provided in these excerpts, answer the follCMi~g questions: 

1 •. HOW do the described actions of the Director reflect the three 

roles of the criminal justice administrator? 

2. What types and sources of pCMer did parfitt use or try to use 

as he attempted to play these roles? 

3. please use the format on the participant response sheet provided 

for you with your Episode One pack~ge. 

4. Each, group should summarize its responses on the chart paper 

provided in its IIbreak-out" room. 
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KEY DEFINITIONS 

Reward Power is based on the number of positive rewards that people perceive 

a manager or leader can muster. 

Coercive Power is based on the perceived expectations of people that punish

ment will follow if one does not comply with the aims of the manager or 

leader. 

Legitimate Power is based on internalized values that dictate that a leader 

or manager h\as a legitimate right to influence people, activities and events 

and that this influence should be accepted. 

Referent Power is based on the identification of subordinates or potential 

followers with the m~ager or leader and with what 'the manager or leader 

stands for or symbolizes. 

Expert Power results from a manager or leader having recognized expertise 

or knowledge in an area that the manager or leader wants to influence. 

Ascribed Power is possessed by a manager or leader by virtue of the position(s) 

that individual holds. 

Achieved Power is poss'essed by a manager or leader by virtue of the personal 

respect and deference that individual: receives from others based on any past 

performance, activities and accomplishments. 
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Harold Parfitt 

Edward E. Flood 

Virgil Voyles 

Juanita Johannsen 

Richard Williams 

Steven Starr 

Ed Chism 

Sally Harrison 

Tod Arnold 

Rod Brayton 

Dave Konawicz 

Jerry Travers 

Fred Nicolaison, 

Bill Stewart 

CASE STUDY CAST OF CHARACTERS 

cs 3.-5 

Old Director, Gotham City 

Crindnal Justice Planning 

AgencY 

Mayor, Gotham City 

New Director, Gotham City 

Criminal Justice Planning 

Agency 

District Attorney, Payneless 

,County 

Planning ~gency Staff Member 

Planning Agency Staff Member 

Planning ~gency Staff Member 

Planning Agency Staff Member 

Planning Ag~ncy Staff Member 

Planning Agency Staff Member 

Planning ~gency Staff Member 

Planning ~gency Staff Member 

County Manager, Payneless 

CountJr 

President, Gotham City Mer

chants' Association 
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October 31, 1978 

(Reprint) 

CJ PLANNING DIRECTOR PRAISED 

Gotham City - Bill Kessler, Director of 
the State of Misery Criminal Justice 
Planning Agency, praised Gotham City 
Criminal Justi·~O"e Planning Agency Direct
or Harold Parfitt today for " ••• outstand
ing acoomplishments in forging a compre
hensive program to assist parolees and 
probationers in achieving crime-free 
lives in the community". Kessler add-
ed that the Societal Adjustment Program 
was receiving national attention as a 
potential model for other. state and 
local jurisdictions. 

The Societal Adj ustmen it: Program (S • A. P • ) 
involves a series of illterrelated pro
ject. all designed to iassist probatioo
er~ and parolees make :successful adjust
ments in the free community. A unique 
feature of the S.A.P. is that it extends 
far beyond the traditional approach to 
this problem. S.A.P. is not restricted 
to the County Probatic>n and Parole De
partment. Instead, a broad ~ange 

;<1 ';\ 
\1, t· V ! (', ( \ (1 6 I) 

of agencies and individuals are involved 
in the effort, including local police, 
courts, civic clubs, churches and con
cerned citizens. The overall'thrust 
of tile program is to enlist a broad 
spectrum of the Gotham City community 
in the attempt to reduce the alarming 
recidivist rate in this area • 

Kessler praised Parfitt for" ••• 
demonstrating outstanding leadership 
in pulling together a diverse range 
of people and agencies in a unified 
effort to solve a serious community 
problem" • He concluded that Gotham 
City should indeed be proud of Parfitt's, 
and its own, accomplishments in this 
important area. 
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December'lO, 1978 

(Reprint) 

FLOOD OVERRULES PARFITT 

Gotham city - Mayor Ed Flood today re
instated Rod Brayton as Assistant Direc
tbr for Grants Management in the Gotham 
City C:r:irninal Justice Planning Agency. 
In doing so the Mayor ov.err.uled::. the decision 
of Planning Agency Director Harold Parfitt 
to dismiss Brayton. 

Parfitt dismissed Brayton orr November 15, 
@ 1978. According to Parfitt h.e had offered 
7 Brayton the opportunity~to resign but 
~ Brayton had refused. Parfitt had cited 

"irreconcilable differences", with Brayton 
as the reason for dismissal. The key issue 
in the dispute appeared to be Parfitt's 
interest in increasing the "progranunatic" 
assessment of the projects f~Ulded by the 
Planning Agency. Brayton allegedly. pointed
ly told Pa~fitt that in his opinion it 
would be impossible to ever really show 
one way or another whether the money the 
Planning Agency spends on projects makes 
any difference. He argued that strict fiscal 

monitoring would at least insure that 
the money was spent honestly. 

The controversy over the Brayton dis
missal is not likely to end with the 
Mayor's reinstatement of Brayton. 
Key members of the Planning Agency 
Advisory Board, including District 
Attorney Juanita Johannsen, have 
publicly supported Brayton's ouster. 
They allege that the Mayor's move 
to reinstate Brayton is motivated more 
by political than professional con
siderations. Brayton, a long time 
political operative, was finance mana
ger in Flood's successful Mayoral cam
paign. 
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March 9, 1979 

(Reprint) 

PARFITT DISMISSED 

Gotham City - Mayor Ed Flood dis
missed Harold Parfitt yesterday 
as Director of the Gotham City 
Criminal Justice Planning Agency. 
In a tersely worded statement, 
the Mayor stated that "Mr. Parfitt 
has repeatedly been disloyal to me 
and I am no longer able to work 
productively with him". 

The Mayor's move culminated almost 
a year of tension and skirmishes be
tween the two men. The "straw that 
broke the camel's back" in this in
stance apparently was the Director's 
public endorsement of the proposed 
public opinion survey and victimiza
tion study. His political oppcnents 
charged that the Mayor's opposition 
was merely a manifestation of his 
"political insecurity". They sug
gested that the shLvey and study 
might produce results that would 
be damaging to the Mayor's re-elec
tion bid in 1980. Parfitt had argued 
and an ove:r:whelming majority of the 
Planning Agency Advisory Board 

(i) n n 

agr~ed that the survey and study 
would provide critically needed 
information the Planning Agency 
and the local criminal justice 
agencies required to effectively 
plan to deal with the alarming 
increase in crime. 

Parfitt's dismissal was greeted 
with regret and in some cases 
indignation by prominent local 
criminal justice administrators. 
One key Gotham City criminal . 
justice adininistrator, who asked 
to remain anonymous, praised Par
fitt as a truly competent pro
fessional who had won the respect 
of the entire ~riminal justice 
conmunity. 

District Attorney Juanita Johannsen, 
who is rumored to be planning a run 
against the Mayor in 1980, also 
attacked the dismissal of Parfitt. 
"This is just another example of the 
Mayor interjeCting politics into the 
administraticn of justice. I don't 

;1' ~\ 
I ~ 11 
\'/ 

r" () ,!b ' ., () 

believe the people 
of Gotham City will 
forget this outrage 
when they go to the 
polls next year. 
Harold Parfitt has 
established himself 
as a leader in our 
criminal justice 
community. I·m sure 
I speak for most of 
the Advisory Board 
members when I praise 
the contributions he 
has made to helping us 
improve our criminal 
justice system. 1I 

Parfitt could not be 
reached for comment. 
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EPISODE ONE: DEBRIEFING 

Following the period allowed for this exercise, the instructor should 

ask the participants to volunteer their answers to the questions raised in 

Episode One. The instructor.may need to calIon a participant to begin to 

generate responses. It is very important not to allow a few vocal partici

pants to do all the responding. The instructors should be aware of who is 

answering the questions during the desk exercise de-briefing and try.to en-
courage all the participants to respond • 

A completed ccpy of the Episode One participant sheet is included in 
this Instructor Guide. 

To conclude the debriefing, the instructor may. refer participants back 
to Visual 1-9. 
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EPISODE ONE: PARTICIPANT RESPONSES 

Action of Director 

1. Parfitt instituting 
Societal Adjustment Pro
gram 

2. Parfitt dismissal 
of Brayton 

3. Parfitt endorse
'ment of public opinion 
and victimization sur
vey 

Role 

Manager of 
Programs 

Director 
of Uni:t 

Leader in 
System 

Type of Power 

Reward, Legitimate, 
Referent, Expert 

Legitimate 

Legitimate, Refer
ent, Expert 

Source of Power 

Ascribed and 
Achieved 

Ascribed 

Achieved 

In acting as a program manager and leader in the criminal justice sys

tem, Parfitt appears to have a great deal of achieved power at his disposal. 

His relative success in both these areas is indicative of the power and in

fluence he has earned'. 

Acting as the director of his own organizational unit, however, Parfitt 

seems to be sorely lacking the ability to exercise the ascribed power that 

normally goes with such a position. He simply does not have sufficient 

authority to hire and fire subordinates. 
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SOURCES OF. POWER 

) 

AND THE ROLES OF THE 
CRIMINAL JUSTICE AD.MINISTRATOR 

. POWER~LE 
SOURCE 

H 
I 

"'" W ASCRIBED 

ACHIEVED 

- .... -.-.. ,. _. " : - \. ., ~ ":::::. -.~:-:::- ':::':;~.::--::: -"':~:-', ~: -:, '.:::', ;;:~:-; ~ 

-;to' 

, ". 

DIRECTOR OF 
ORGANIZATIONAL UNIT 

POTENTIALLY . 
AVAILABLE AND 
USEFUL 

POTENTIALL Y 
AVAILABLE AND 
USEFUL 

.- ... ,H . 

'. 

. . 

MANAGER OF LEADER IN 
PROGRAMS CJ SYSTEM 

POTENTIALLY 
AVAILABLE NOT AVAILABLE BUT LIMITED 
UTILITY 

POTENTIALLY POTENTIALL Y 
AVAILABLE AND AVAILABLE 

AND 
USEFUL USEFUL 
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Finally, the instructor should note that this Episode served as an 

introduction to the Case study byimpart~ng a certain amount of information 

about the Gotham City Criminal Justice, Agency and the environment in which 

it functions. In essence, given this ,information, you would be able to per

form Step One on the Management Process Chart -- "Examine ,Agency/program/ 

Leadership Parameters". (The Instructor should refer to Point One on the 

Chart). For example, the'situation that evolv~d between Flood and Parfitt 

over the arayton dismissal underscores the parameters in which the Director 

of the Planning Agency functions. Furthe~ore, the fact that Parfitt took 

a leadership stand on the S.A.P. and Victimization Survey sets a precedent 

for the Director of the Planni,ng Agency's role in the criminal justice sys

tem. Certainly, all of the factors that would normally be included in Step 

One of the Management Process are not known about this particular agency. 

For instance, in conducting Step One, a man.ager would also be interested in 

the l.egal parameters -- local, state, and federal -- within which the agency 

operates. However, the Episode does provide the type of information one 

would take into consideration in' "Examining Agency/Program/Leadership Para-

meters". 

At the completion of this I debriefing',. the Instructor may wish to hand 

out the materials for Case Study Episode Two so that the participants can 

read them ahead of time. 
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LECTURE NOTES 

VIII. CONCLUSION 

The instructor should re-emphasize the fo~lowing 

po,ints: 

A. The Management Process Chart serves as the 

schematic guide for the course. It highlights the major 

steps and decision points in the Management Process. 

Furthermore, it is consistent with the General Planning 

Pt'ocess Model that serves as the framework for the other 

LEU Courses of Planning, Analysis, p'rogram Development, 

and Evaluation. 

B. This course will discuss the criminal justice 

administrator in terms of three specific roles that the 

administrator performs. 

1. Director of an Organizational Unit 

2. Manager of Programs 

3. Leader in the crimi'nal Justice System 

C.' Criminal justice administrators in each of 

these three' roles perform three management responsibili

ties: 

1. .Planning 

2. Organizi.ng 

3. Controlling 

These three responsibilities will be the major topics of 

the remaini.ng three modules. Within each of these 

modules, the course will address both "conceptual" mana

gerial tasks and "interpersonal" managerial tasks. 

D. .Finally, 5 types of power were introduced: 

1. Reward 

2. Coercive 

3. Legitimate 

4. Referent 

5. I Expert 

1-45 
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The Instructor 

should use the Man-· 

agement Process 

Chart as the con

clusion is delivered. 
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LECTURE NOTES Key Points and 

and 2 sources of power were introduced: 

1. Ascribed 

2. Achieved 

It was explained that at any point on the Manage- , 

ment Process Chart the administrator may use, dependi,ng 

upon availability" one of these 5 ,types of power. Under

standing these 5 types of power & their source~ provides 

the criminal justice administrator with a conceptual 

framework within which to perform the three managerial 
responsibilities. 
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MODULE ONE TEXT 

The theme of this course centers on the three roles played by the 

criminal justice administrator: Director of an Organizational Unit, Manager 

of Programs, and Leader in the Criminal Justice system. To oUX' knowledge, 

this theoretical construct for dealing with the topic of criminal justice 

management is unique. Consequently, citing books and articles that reflect 

this point of view is most difficult. The books and articles cited on the 

following J;>ages preseryt, for the most part, infoi:mation that supports one 
or more of the roles. 

Throughout this course, the manner in which criminal justice administra

tors function in their respective roles is discussed. The article that fol

lows provides an opportunity for participants to, gain greater insight into 

their personal approaches to acti;llg in the man,agerial environment. It 

builds a theoretical framework that is compatible with the "Change Agent 

Questionnaire" presented in Module Two. Participants who are interested in 

pursuing the Change Agent concept into broader management application will 

find this 'article and its included self-assessment exercise useful. 
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1. Title: 

Author: 

Source: 

Annotated Bibliography 

The Public Administrator as Policy AdvoGate 

Nancy G. Moore 

Public Administration Review, Sept~mber-October, 1978 pp. 463-
468. 

In each of the three roles played by the criminal justice administrator 

he or she is at times placed in the posi tiC?n of needi,ng to adv'ocate a change 

in existing policy. This article explores t~e tremendous institutional 

pressures that can limit the potential effectiveness ~f'a criminal justice 

administrator in functioning in the leadership role. It points out the very 

real "perils" that can be present in tryi,ng to impact the process of change. 

2. Title: Police Manager - Prof.essional Leadership Skills, 2nd Edition 

Author: R.G. Lynch 

Source: Holbrook Press, 1978, p. ,16 

This book includes an overview of the management process and the history 

and thii~~OPhiof man,agement, particularly police management. The focus of the 
'=- ,... .. 

work is the role of director of an o,rganizational unit. However, Lynch does 

allude to the need to play a leadership role. The organizational environment 

facing criminal justice man,agers is discussed in relation to management tech

niques. Maslow's Hierarchy of Needs, Herzberg's Mo'tivation~TheOry, 
Douglas McGregor's Thecry X and Theory Y, and the Likert Management Systems 

are reviewed to provide a framework against which criminal justice managers 

may analyze and Understand their own organi~ational behavior., Of special 

interest to criminal justice administrators should be the final section which 

deals with the organizational development process. ,Issues such as foundations 

for organizational development, management of team building, and the use of 

rational and psychological principles in bringing about organizational develop

ments are discussed. 
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3. Title: Changing Police Leadership - Reactive to Anticipatory, Top to 
Bottom 

Author: D.T. Shanahan 

Source: Tenth Annual Inte~agency Workshop-Proceedings, 1975, p. 117 

Of particular interest in this work is the discussion of the limits 

on the power of law enforcement administrators to create change. Also 

discussed are strategies for compensating for this lack of power. 

4. Title: Management is Mauagement is Management ••• (Or Is It?) 

Author: Eleanor Laudicina 

Source: Public Administration Review, March-April,'1978, pp. 193-196 

This article review~several major books that explore various public 

and private sector management approaches. The author' describes several is

sues concerning the applicability of business management principles to 

government agencies, and reaches some interesting conclusions in this area. 

This examination provides an interesting framework for viewing the limita

tions of power in the roles of the crimina~ justice administrator. 

5. Title: Changing Nature of Police Management - Theory in Transition 

Author: K.R. McCreedy 

Source: Sage Publications, Inc., 1978, p. <14 

This work describes the management milieu of law enforcement. It dis

cusses many of the concep~s used in this course as ,they directly relate to 

law enforcement, especially those aspects of external and internal variable 

analysis. Police departments have traditionally adopted a paramilitary style 

of organization and management, and police managers have emerged because of 

operational crise~ rather than beoause of their managerial competence. There 
• is a' theoretical dilemma involved in the position of police manage,r -- they 

can be seen as public servants subject to political processes or as pro-

fessional administrators. variations of approaches to practical management 

problems arising from this dilemma are discussed. These include scientific 

management, human behavior mana'.Jement and the management principles approach, 

which are concerned respectively with individual actions, group dynamics and 
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and processes. Systems theory provides a broader perspective than any of 

these approaches since it is concerned with structural relationships and 

interdependence rather than with the attributes of a syste.m's components. 

However, the manager's conception of the total system can be influenced by 

organizational aspects such as power,aGthoxit~)and responsibility, which 
'- -~ are also discussed. 

6. Title: Managing of Police Organizations, 2nd. edition 

Author: P.M. Whis~d and R.F. Ferguson 

Source: prentice~~'l978, p. 65 

The police role, i~cluding internal and external responsibilities; is 

examined. The police manager's role and responsibility is defined in terms 

of the basic conditions that create the need for a new kind of police mana-, 

ger, and demand responsibility for role performance. Managers act to achieve 

results,~ these are attained in compliance with a~'of values. Various 

management systems and value systems are discussed. Internal respbnsibilities 

considered in the text include: organizational theory approaches, leadership 

styles and assessment and selection of leaders, planni,ng and the establish'" 

ment of goals, communication devices, channels and sytems, and the use of 

power, authority and influence for controlling. DecisionmC'.-lting ,and budget

ing are also discussed. Internal discipline and job'enrichment are also 

examined under internal responsibiliti.es. The section of the text dealing 

vdth external responsibilities considers the politics of managing, police 

and community relations, and future implications for police management. 

Resource Bibliography 

French, R.P. and Bertram Raven. liThe Bases of Social Power", in Darwin 

Cartwrigh t and A. F. Zander (edS~), Group Dynamics, 2nd Edition. Evanston,a 

IL~ RoW, Peterson and Co., 1960 

Goldhamer, H. and E.A. Shils. "Types of Power and Status", American Journal 

of Sociology, 1939 

Kanter, R.M. and B.A. Stein 

Basic Books, Inc., 1979. 

~ , 

./ ......... \ 
(eds(~Life in Organizations. New ~ NY: 
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Laswell, H. D. and A. Kaplan, P d ower an Society: A Framework for Political 
Inqui!Z. ,New Haven:, Yale University Press, 1950. 

Lippit, R. and N. Polansky., F. Redl and S. Rosen. ' 'The Dynamics of Power." 
ijuman Relations, 5. (1952) 

Raven, B. R. and J.R.P. French, Jr., "Group Support, Legitimate Power and 

Social Influence." Journal of Personality, 26, 1958. 
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MO!)ULE TWO 

THE C~MINAL JUSTICE ADMINISTRATOR AND THE 

PLANNING PROCESS 

'Module Overview 

This Module describes the important decision points for a criminal 

justice administrator in normative, strat,egic and operational planning, 

and provides instruction in techniques to perform the three. 

Learning Objectives 

At the completion of this Module, the participants should be able to: 

1. Explain how the levels of plann~ng relate to the performance of 

the three roles of the criminal justice administrator. 

2. Describe the involvement of the criminal justice administrator 

in NOL1native, Strategic, and Operational Planning and how all three levels 

relate to the criminal justice administrator's roles. 

3. Use decision packages in makiny normative, strategic, and opera
tional goal decisions. 

4. Explain how various te~hniques can be used to address resource 

allocation issues both within the qriminal justice administrator's agency 

and in dealing with other agencies and organizations administering criminal 

justice programs and activities. 

5. Apply behavioral analysis techniques to identify appropriate methods 

for conceptualizing individual strengths and weaknesses. 

6. Explain the potential impact of the criminal justice administrator 

as a lichange agent" within the criminal justice system. 

7. Explain the potential impact of the criminal justice administrator 

in'various types of conflict situations. 
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Description 
; 

, 

This Module consists of: 

1. A lecture , 
2. Individual desk exercises 

3. Group workshops 
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MANAGEMENT PROCESS 

DETERMINE PRESENT SIT
UATION (INTERNAL/EX
TERNAL VARIABLES) 

,) 

," 

EXA~INE AGENCY/ CD---+--~-0 .@ .@CONSIDER/'LTERNATIVE 
PROGRAM/LEADER· DETERMINE PROJECTIONS AND SYSTEM FUTURES 
SHIP PARAMETERS IDENTIFY ANTICIPATIONS (ENVIRONMENTAL 

AND ASSUMPTIONS AND VARIABLE 
ANALYZE RESPONSE PLANS) 
PROBLEM ~, 

r 
® -----t---I~~<D "'~I------------'i"----CD ESTAIBLISH MISSION 

MONITOR I 
AND I EVALUATE +~ __________ .J 

~ PROGRESS I MO:V IMPLEMENTfTION 

@) IMPLEM Et T ~ , 
PLANS I" '1' (j) 1-------~.~I1- fi\l SELECT ALTERNATIVE 

. ~ _ . ~ ~ STRATEGIC GOALS 
ESTABLISH NORMATIVE 
GOALS AND POLICIES ~ 1& ® I"~J.---I--I & ® I .. ~t----I & ® 1·~1----0 IDENTIFY ALTERNATIVE 

. - . - . - COURSES OF ACTION 
ESTABLISH PLANS FOR SELECT PREFERRED SELECT ALTERNATIVE 
IMPLEMENTATION AND ALTERNATIVES STRATEGIES THAT BEST 
EVALUATION ADDRESS, ALTERN ATI.VES 1.7 

This Module addresses the aspect(s) of the Management Process Chart that is (are) highlighted. 
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LECTURE NOTES 

J: • DEFINI,T;I:.ONS AND OVERVIEW 

A. The Man~gement Process' 

L . "~he basic task of managirlg is generally thought 

of as having 3 interlocking and interrelated components 

namely: planning, organizing, and controlling. In the 

next three modules, we will discuss and describe these 

three components. Together, planning, organizing and 

controlling desc:cibe an orderly and systematic process 
~.-\.~';!,"'" 

of managing. I,n the other LEAA courses, many of the' 

techniques and prOducts used in one or several of these 

components have been taught., This course will not 

"re-teach" any of those techniques, but rather demon

stra~e an orderly process an administrator can follow 

to utilize the~e techniqu'es and products as a part of 
'.J"",':' ' 

an integrated framework. 

The management process is actually a series of 

interrelated and interconnected decision points. In 

,_order to plan, organize, and control in an efficient 

and effective manner, there are a series of decisions 

a manager must make in a certain sequence. The Mana'ge

ment Process Chart (Visual 1-7) that was introduced in 

Module One provides an overview of these decision points 

and the sequence in which they fall. 

This module and the next two modules will ex

plain exactly how a manager goes about making each of 

these decisions, what input they require and what out

puts result from these decisions. In'this context, 

this Module will describe how various "decision pack-

Key Points and 

The instructor may 

wish to use the out

line contained in 

the conclusion of 

this module as a 
ages" can be used by the criminal justice administrator means of introducing 

at key decision points in either making these decisions the module's content. 

o~ making recommendations to an advisory board. A The instructor 
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LECTURE NOTES 

"decis;i.,on l?~ckage" is a fo:t:m~t tnat .;i..:;;, de:;;:igned to 

st:!;,uctu;!;'e in:t;orma,Uonal i.nput in such a manne:r that 

those types of j~nformation r€!levant to the decision 

in question are addressed. The format for decision 

packages can vary from agency to agency. The 

important aspect of them is the content they cover. 

The first component of the management ~rocess is 

planning. Steps I-lIon the Management Process Chart 

are actually part of the planning component. As we 

proceed through Module Two, we will discuss each. of 

these steps and accol'lpanying decision points in 

greater detail. 

Key Points and 
r. .!': 

~hou1d reter parti

ctpants' back to the 

Management Process 

Chart, Visual 1-7, 

and have them fo11o~ 

as the instructor 

identifies each step 

in the chart as it 

corresponds to the 

major topics to be 

Presented. 

The instructor 

should call special 

attention to Steps 

7, 8, 10 and 11. 

These are the major 

points addressed in 

this Module. 

In Module One planning was defined as follows: Point out that the 

"-The orderl", .-~1~ ... ~~~f.~~~!l~~1?J11j WQ""~ Qf.. definition of p1an-

bringing anticipations of the future to bear on cur~~pt ning used in this . 
t'C't.~~ . . ' ~tttr;ft$f~~~-.c'I~. 

decisi~~::~'ak.tn;r''tr'€d~e·~:''t~'\TI~\'i~T·'''2:11. Some important course is narrower 
::::;:;"'''' •. \uo. otl.Jl&:.lJIr...Io .. "'¥'4.1 ~, ........... 

characteristics of pl~nning are presented below. in scope than the 

definition implied 
B. " Benefits of Planning 

in the "Genera1 Plan-

1. Planning is the process by which agencies, ning Process Model." 

organizations, and .. ·i,pdiUjitdup'fiis, in the criminal justice 

system can more successfully achieve what they want 

to achieve. 

The "GPPM" refers to 

the entire manageme~t 

process. Display 

Visual 2-1. 

Emphasize that plan

ning applies to in

dividuals as well as 

organizations. As 
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LECTURE NOTES 

2. 

Key POints and 
-.0, 11:Fl 

we will discuss 

la teI' in this 

module I in peI'fo:l:m

ing the thI'ee I'oles, 

the cI'iminal justic~ 

administI'atoI' at 

times has to become . 

actively involved 

in individual as 

well as OI'ganiza

tional Planning. 
Planning provides a framework for identify_ 

ing oppqrtunAties and allocating resources to capital
ize on those opportunities. 

3. Planning is not intended to eliminate risks. 

Risks almost always accompany efforts to create change, 

and as change agents criminal justice administrators 

must recognize that planning can greatly assist them 

in assuring that the right risks are taken at the rigE.:!:. 
:E!~. 

4. Planning assists crimin:::l justice adminis

trators to insure that they are most effectively using 

their limited resources in efforts to achieve their 
~ost important objectives. 

In this eI'a.of "cut

back management," it 

is cI'ucial that 

cI'iminal justice 

administI'atoI's diI'ect' 

theiI' I'esoUI'ces 

towaI'd achieving 

those obj~ctives that 

aI'e I'eally impoI'tant. 

1I-7 
Emphasize at this 

point that planning 
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LECTURE NOTES 

5. 'Planning is intended to minimize the number 

of crises wh:i.ch a criminal justice administrator must 

handle on an emergency basis. The focus is shifted 

from c~isis solving to crisisprevention.r' 

One of the most pervasive quotes found on 

thJ office walls of criminal justice administrators 

z.eads as follows: "It' s ~:difficult to remember your 
.:.... ....... 4I"a\. •• i'~'" • 

mission is to drain the swamps when you're up to your 

'posterior' in alligators!" Planning helps the adminis

trator to avoid many of the "alligators" that create the 

crises that consume so much of the administrator's 

valuable and limited time. 

c. Levels df Planning 

~~ifl9 iSi the rational determinaticn of 

(1) where you are, (2) where you want to go, and (3) 

how and when you are going to get there. In the overall 

context in which these determinations are made three 

distinct levels of planning occur. A general descrip

tion of these levels is presented below. 

1. Normative Planning 

No'rm~iva 'p'lanning answers the quest:iJons: 

"What should we do and why?" It serves as the point of 

de~arture for the other two levels of planning. It is 

primarily concerned with establishing a focus for or

gan,izational, programmatic or individual efforts, and 

elucidating policy guidelines. Toward these ends, 

Normative Planning requires: 

1I-8 
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Key Points and 
(!, IrQ 

is an important tool 

'in doing this. 

Point out that these 

definitions are ~ 

sistent with those 

established in the .......... 

Planning Course. 

Display Visual 2-2. 

Refer participants 

to Management Process 

Chart as the three 

levels of planning 

are discussed showing 

where each level ties 

into the chart. 
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LEVELS OF PLANNING 

MAJOR QUESTIONS TIME FRAME 

H NORMATIVE WHAT SHOULD WE DO LONG-TERM H 
I 

\0 

AND WHY? 
STRATEGIC WHAT CAN WE MAKE MID-TERM , \ HAPPEN AND HOW? 
OPERATIONAL WHAT WILL WE DO SHORT-TERM " , 

l AND WHEN? . . 

I " 
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LECTURE NOirES 

Analyzing the relative internal ~t~engths . ~~. 

and weaknesses of the organizational unit f program or 

individual in terms of achieving the stated purpose, and 

examining crime trends and other relevant fo'recasts of 

factors in the ;xterua. environment that affect the 

chances of the organizational unit f program or indi

vidual to achieve the stated purpose. 

b. Establishing a general statement or mis

sion of the purpose to be achieved by the organizational 

unit, program or individual in question. 

c. Normative Planning can be schematically 

depicted as follows: 

tions 

(l) Situation Analysis 

(2) 

(a) Assessing External Variables 

(b) Assessing Internal Variables 

(c) Developing Environmental Assump-

(d) Variable Cat~gorization 

(e) Variable Response p'lan 

Establish~ng a Focus 

(a) Phase One: Establishing Organ

i~ational and Personal Missions 

(b) Phase Two: Developing and 

Selecting Normative Goals 

Thus, once the mission or general statement of pur

pose is developed, the process of normative goal ?evelo~ 

ment takes.,place. Oftentimes normati:ve goals are al!-' 

ready dictated by legislation or otherwise. However, 

when an· organization does have the ppportunity to devel

op normative goals, they"are an outgrowth of the mission. 

2. Strategic Planning 

Strategic planning answers the question: 

"What can we make happen and how?" It is concerned 

II-10 
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with the identific~tion and evaluation Of specific, 
4. • ( • < ; M 4 •• ; ., , 

alternative~'to. ~c~~ev? ~~?, ~e~ef~~?~t?ome~ ~~e~tifie? 

in Normative Pltmn~~S1.,~~ .. th~ ~e.v;:;t?R~~rt '~~ :=tV~fo

priate programs and activities 'to accomplish those 

outcomes. Strategic Planning is, generally done on a 

cyc~ical basis (e.g., every year)f or it may be stimu

lated by some ad hoc development. such as new legisla

tion or an order from ,a superior to "cut back" agency 

operations. 

3. Operational Planning 

Operat.ional l;llamni~q, i~ aimed at a shorter 

time horizon, usually one year, and is designed to 

answer the question: "What will we do and when?" 

Operational Planning is devoted to the detailed spec

ification of the courses of action that will be pur

sued to impleme~t the alternatives selected in the 

Strategic , Planning Phase. 

4. Summary 
·Efficiently and effectively perform~ng 

Normative, Strategic and Operational Planning is 

and 

Normative Goals are 

generally more con

stant while strate-

crucial to the on-going success of any criminal justice gic and operational 

agency. Unfortunately, it is far easier to define these levels of planning 

three levels of planning than it is to actually execute are more flexible • . 
them. The processes by which each of these levels of The instructor 

planning are carried out usually are' ill-defined or are should also empha-

,complipated by multiple decision-makerq. This is often size the interrelat~ 

the case with advisory boards, which may in some juris- edness of the levels 

dictions limit their involvement to deci~ions at the of planning. 

Normative level, while in other jurisdictions this 

involvement may extend to the Strategic and Operational 

levels. 
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The followi,ng s,egment of this Module presente 

a logical process through which Normativef Strategic and 

Operational Planning can, be conducted. 

II. THE SITUATION ANALYSIS: STEP ONE IN NORMATIVE 
PLANNING 

A. Introduction 
.... 

(j....§. stated earlier, planni,ng is the rational 

determination of (1) where you' are, (2) 'where you want 

to go, and (3) how and when you are going to get there. 

The first step in Normative Planning,the s~~uatio~ .~ 

Analysis, addresses the first issue, L e. , 'where you 

are. As we just mentioned, the Situation Analysis is -

----~--

Key Points and 
r.nmmpnt-", 

---

" , 

a five-step process: (. 

1. Assessing Internal Variables 

2. Assessing External Variables 

3. Developi,ng Environme1').tal Assumptions 

4. Categorizing Variables 

5. Developing Variable Response Plans 

Schematically, the five steps in the Situation Analysis 

, appear as shOT{ln in Visual 2-3. 

In the following segment of this Module a de

tailed eXP1~ation of each phase of the Situation 

Analysis is provided, as well as instruction' in how 

Refer to Point 2 

on the Management 

Process Chart. 

The instructor should 

cover the Situation 

Analysis in suffi-

each should be conducted by a criminal justice adminis- cient detail to per-

trator. The explanation begins with a descriptiop of 

how internal variables are assessed, and then moves 

step-by-step through the stages shown in Visual 2-3. 

mit participants to 

complete the require-ij 
~ ment in Case Study , 

The discussion of the Situation Analysis culminates with Episode Two as well 

and explanation of how the criminal justice w:lministra- as understand the 

tor develops and utilizes Environmental Response Plans. overall process. 
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LECTURE NOTES Key Points and 
r.n~ml'>nf"Q 

This will depend, in 

B. Assessing Internal Variables part, on partici-

In performing all three roles, criminal justice pants' prior know

administrators must be acutely aware of the strengths and ledge of the subject 

weaknesses of the resources at their disposal to achieve 

desired results. Some of the most important areas in 

which criminal justice administrat~rs should assess 

strengths and weaknesses, are presented below. 

1. Talent Constraints 
Talent considerations are important to the 

criminal justice administrators in all three roles: 

a. As directors of organizational units, 

th.ey must be aware of the ,relative abilities of their sub

ordinates to insure that the plan developed for a particu

lar unit i~ either consistent with the skills of existing 

personnel or consistent with those possessed by existing 

personnel with additional training or bolstered by new 

personnel. 
b. As managers of programs, they must have a 

working knowledge of the relevant strengths anu weaknesses 

of personnel in the respective agencies that will admin

ister the elements in their program areas. For ex~ple, a 

program manager in the juvenile justice area should be a

ware of whether or not any existing personnel in the 

juvenilp. justice agencies within the purview of this pro

gram manager have a background in conununity-based treatment, 

facilities before beginning a major effort in that direc-

tion. 
c. For a leader in the criminal justice 

system, the talent constraint may take one of two forms: 
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LECTURE NOTES 

(1) ,If that individual is the leader 

in the context o£ an established 9roup or ~r9ru~ization, 

does that body ha~e su£ficient talent'in its membership 
, \ l 

to achieve the d,~red results? or 

(2)' If acting alone, does that 

individual have the' talent (including credibility) to 

achieve 'the desired results? 

2. Time Constraints 

In performing any of the three roles, the 

criminal justice administrator must be sure that a 

realistic appraisal is made of that non-renewable re

source known as time. Assessing time con$traints in the 

respect.i va :coles entai Is answeri,ng some of the follow

ing questions: 

a.. As director of an ,organizational unit: 

'(1) Assumi,ng .agency personnel contin":,, 

ue to'perform those activities currently bei!l9 per-

. formed, how much additional time is, going to be avail

able for new endeavors? 

(2) Is "new time" goi!lg to be created 

by deleting or cutting back on existing activities or 

by adding new personnel? 

b. As man.ager of a pr,ogram: . 

(1) Is sufficient time available Witil

in the .constraints of the, grant funding cycle to imple

ment projects that can reasonably' attempt to address a 

new program concept? 

(2) Can a project be expected to 

demonstrate a measurable impact during the first year 

of fundi,ng? 
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c. As leader in the criminal justice 

system: 

Does the group (or the individu~l) 

have sufficient time (assuming that these activities 

are often "above and beyond the cal~ of duty") to pur

sue desired results such as passage of a victim com-

.pensation bill, establishing a correctional volunteer 

program, etc.? 

3. Fiscal Constraints 

Numerous questions are posed by possible 

fiscal constraints on the roles performed by the 

criminal justice administrator. Among the most 

prominent are: 

a. As director of an organizational unit-: 

(1) How much more money will be re

quired next year to continue the existing level of 

services and activities? 

(2) Are cutbacks in existing expend

iture areas possible to free funds for new activities? 

b. As a manager of programs: 

(1) Are sufficient funds allocated 

to adequately test a program concept to see if it will 

really work? 

to test8han 

problem? 

(2) Are sufficient funds available 

one ~pproach to addressing the same 

c. As a leader in the criminal justice 

system: 

(1) Does the professional group 

have sufficient funds to underwrj·i.:e an extensive 

advocacy effort? 
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LECTURE NOTES 

~)DO' l, as an individual, have 

sufficient financial resources to withstandra period 

of unemployment if I am fired for activities growing 

out of my leadership role? 

C. AsseSsirtg'External'Variables 

In each of the roles performed by the criminal 

justice administrator there exist. forces in the "en

vironment" of that role which are beyond the direct 

control of the criminal, juatice administrator but which 

can exert a powerful influence over the success of any 

endeavors in that particular role. The criminal jus

tice administrator must therefore be extremely 

vigilant ~n identifying, checking ,and prepari.ng 

strategies for dealin~ with as many of these farces 

as possible. However, the process of identifying and 

attempting to deal with external variables can be a 

complex task. Each role has its own set of potential 

external variables, as will be shown in examples given 

below. Criminal justice administrators must carefully 

assess each of their role areas to determine the exact 

nature and potential impact of such variables. The 

following segment of this Module describes major types 

of external variables that generally impact criminal 

justice administrators. Please note the various ways 

the same variable can impact the different role aT, "IS. 

1. The Political Variable 

Politics, both Big"p" and Little lip", are 

significant factors in each role played by thE:: ;riminal 

justice administrator. Examples of politlcal as(JCss-

. ment questions that might arise in th~ ref ~~lectiiTe role 

areas are as.follows: 
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a. Director of an organizational unit: 

(1) Will the l,egislature enact new' law(s) 

restricti:ng or increasi,ng the mandates"of my.agency? 

(2) will the 'incomi,ng: governor seek to 

change the role of' mY'igency? 

b. Manager of pr,ograms: 

reductions 
(1) ,Will federal b~?get~Utbacks lead to 

in the funqs available iI{, my -~pr,ogram area? -(2) Will the, growi,ng public sentiment in 

favor of "law and order" make it more difficult to es-\ 

tablish half-way houses in residential areas? 

(3) Will the new chief of police be favor

ably inclined to continue the innovative projects? 

c. Leader in the criminal justice system: 

Will inv9lvement in quasi-political activities such as 

"informal briefings" of legislators on the implications 

of pending legislation for the criminal justice system 

place my job in jeopardy? 

2. The Economic Variable 

Every criminal justice administrator must at

tempt to assess th~ p~ impact the economy will 

have on the various ~ Examples, by respective 

roles, of the potential impact of the economy are cited 

below: 

a.. Impact on director of an <;>rganizational unit 

(1) Rising fuel 'costs lead to drastic cut-

, bal.':ks in agency -t:ravelfJ ' 

(2) Dwindling revenues result in a reduction 
in personnel 

b'. ,Impact on q man,ager of programs: 

,-('1) Reduct:ion ·in the level of LEAA fundi,ng 

results, in fewer project bei:ng funded 
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(2) Increased interest in probation as a 

cheaper alternative to incarceration results in state 

funding to continue the probation assistance projects be

gun with LEAA funds 

c. Impact on a leader in the criminal justice 

system: 

Economic constraints dim the possibility that 

the l~gislature will fun~ the desired victim compensation 

program. 

3 • Summary 

The analysis of internal and external variable's 

provides the criminal justice administrator with a rough 

outline of the forces he or she must confront in develop

ing a relevant plan for the orgrulizational unit in ques-

,tion. But,merely identifying these variables is inade

quate for planning purposes. In the section that follows, 

the step following variable identification is discussed. 

D. Developing Environmental Assumptions 

The primary focus of the Situation Analysis is Most administrators 

to determine "what is" or "where we are now". As we have just talk about the 

just discussed, the first two steps that help us to do environment; Environ-

this are to assess the Internal and External Variables. mental Assumptions 

These assessments help us to define the broad parameters are a tool for logio

'in which a criminal justice administrator must operate in ally desoribing both 

an organization, program, or as ,an individual. In other the internal and ex

words, these two assessment processes begin to define, ternal environments. 

for us the limits within which the ~drninistrator must 

function. These assessments are, however, 'at this stage 

really ,too broad to have a great deal of practical utility 

in theplannll1g process. The next step in the Situation 

Analysis, Developing Environmental Assumptions, helps us 

give these assessments more practical utility. 
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For each internal and external variable tha~ is 

identified as having a potentially strong impact 

either positive or negative -- on activit!es or 

events in one of the roles during the period for 

which 'Planning is being done." the. crimin~l justice 

administrator should develop an, "environmental 

assumption statement". An environmental assumption 

is a "guesstimate", or best guess, about the exact 

impact an important environmental variable will have 

either on an agency or program or intended activities 

in the criminal justice system leadership area. Not 

every internal or external variable will necessarily 

be '''fleshed out" into an Environmental Assumption 

statement, but only those variables that in the 

administrator's judgment will have a real impact on 

the agency, program, or individual, activities during 

the planning period. Conversely, some internal and 

external variables may be perceived as having such 

a broad potential that they may be developed into 

several Environmental Assumption statements. The 

'manner in which variables. are translated into 

Environmental Assumptions will depend on the admini .... 

stator's assessment of the particular situation. 
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The format for writing an E1wi;r:onmental AssumptiC';';l 
is as follows: 

('!,'~' It!'; 

They have a specific time frame 

They identify a measurable anticipated even 

Examples of Environmental Assumptions in each of 

the three role areas of a criminal justice administra
tor are as follows: 

1. Director. of an organizational unit: 
. .J ~ ... , ....... , 

a. By September 30, c..~~~g9l,rising fuel costs 

will reduce by one-third the number of person-days that 

can be spent in travel to conduct agency business. 

b. By September 30, 1980, dwindling state 

revenues will result in a 20% cut in agency appropria

~~.9~ that will cause a loss of 12 agency personnel for 
fiscal year 1980-1981. 

'-'-

2. Manager of programs: 

The instructor may 

wish to have the 

participants formu

late these ~xamp1es 

by asking them what 
a. By September, 1980, funds for correctional an Environmental 

programs will be reduced by 25%, resulting in at least Assumption would be 
ten fewer correctional projects for Fiscal Year 1980-81. for a Manager of 

b. By September 30, 1980, increased public 

~nterest in probation as a cheaper alternative to in car- (1) 25% reduction 

ceration will result in the state legislature appropri- in funds for correq-

ating funds to continue as permanent state employees 

150 assistant probation officers hired initially in 
LEM projects. 

Programs, faced with 

3. Leader in the criminal justice system: 

By September 30, 1980, economic constraints 

will result in the state legislature not appropriatin9 

monies for a victim compensation program. 
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Second, the administl;'a.t?r will use the En,mon

menta.l Assumptio;& as inputs. in develoPin~ 
and operational plans. Assumptions such as those 

presented above impact, the area of "what can be done" 

addressed in Steps 8-11, and the criminal justice 

a.dministl;'ator should use the projections given in 
. 

the assumptions during this phase. 

To evaluate the accuracy of the Environmental 

Assumptions, t.he administrrtor'will periodically 

monitor them. If the assumptions prove to be correct 

the plan should Prepare the administrator ~o cope as 
, 

well as possible. \ If they prove to be incorrect, 

then the administrator must use this data to re

vise th~ plan in keeping with the newly ,defined 

"situation"q 

Once this step in the Situation Analysis has been 

completed, the criminal justice administrator has 

baseline data that will be used in the planning pro-

, cess. The Environmental As'sumptions in essence 

define broad parameters for the agency, program, or 

individual activities because in some way each 

Assumption either limits or enhances the criminal 

justice administrator's performance of the three 

roles. The criminal justice administrator can use 

this baseline data in Steps 4-7 that follow. 

E. Variable Categorization 

The.next step in the Situation Analysis, ste~ 

four -- Variable Categorization r~ fs:a further 

refinement of the data that has been amassed, 

assessed, and developed into Environmental Assump

tions. To conduc.t this step, the administrator 
II-22 
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Key Points llUU 

looks at the assumptions developed for each of the 

three roles and, using the Variable Categorization 

Form, lists 'the assumptions over which ~he admini

st~ator does and does not have direct control
o 

These 

assumptions are placed in the appropriate place in 
the forIr.o 

assumptions ;in 

ei, the,; of the tW'o 

columns. ~ete~ to 

the next page ror 

the variable oate

gorization rO,l'milt. 
Let us take one . ab 

varl. le through the a'teps we 
have outlined so 

fits together. 
far so we can see how' the process 

1. Variable 

Low salaries for professional SPA personnel 
2. Environmental Assumption 

By July 1, 1980, low, salaries for profes-, 
sional SPA 

pex-sonnel will result in all time high 
turnover rate of 40% for profesSl.'onal 

SPA personnel 
3. Variable Categorization 

Not under direct control of criminal justice 
administrator 
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F. Variable Response' ,Plans 

The fifth and final step in the situation 

Analysis component of the normative ~evel of planning 

is the development of Variable Response Plans. Using 

the Variable categorization Form, the administrator 

has listed assumptions over wqich that individual 

does and does not hqve direct control. Those 

assumptions which the administrator has identified 

as having control over are put aside and will be 

used lqter in the strategic and opera't:ional levels 

of planning. In essence, they represent t;hings the 

qdministrator Cqn plan for so they will b0. included 

in the later formulation of the plan. ;For example, 

assume that a "talent" environmental assumption for 

the director of an oJ~ganiza tiona 1 unit (in this 

instance a correctional agency) reads as follows: 

"By December 31, 1980, twelve agency employees 

will satisfactorily complete a six-w,eek course in 

the effective management of community-based 

correctional facilities". 

This assumption has important implications for 
\ . 

the later formulat~on of the agency plan. The new 

skills possessed by the twelve can potenti~lly 

broaden the range of strategic options available to 

the director. The timing of course completion, viz., 

December 31, 1980, also could impact the timing of 

the opening of new community-based facilities, assum

ing the trainees were to be involved in those new 

facilities. The other assumptions, those i,denti

fied qS not bei:ng directly controlled by the admini .... 

strqtQr!f~re the ones thqt we deal with in this step 

of the'Situation Anqlysis. 
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G. Summary 

Using the Situation .~alysis ~hax;;tJ' point out 

the l:ogi.cal flow' of events in tht.s component of th.e 

NOl;'1l\ative Planning Level. 

1. Assess Exte,rnal Va;t;'i.a,hle~ 

2. A.ssess Internal Vad,ables' 

3. Develo]?· Envix;orunenta.l AS$umpt;t0ns 
4. Vari.able Categoriza,ti.on 

5. Vax-i.able Response Pla.n 

In the follQwi,ng Episode of th.e CI'l,S"e Study, the 

application of the fi;t;'st th;ree stel?s i.rt the 

Situation Analysis will be examined. 
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Let ~s take the example o~ the low salarie$ for 

professional SPA personnel thr~~gh this step to 

ill~strate how it works. 
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VARIABLE RESPONSE PLAN 

Variable: Low salaries for professional SPA personnel 

Strategy for utilizing/Neutralizing: Provide State Legislature with information 
that will demonstrate the impact that low salaries are having on the SPA 

ACTIVITY 

1. Request an audit by State Personnel 
of SPA positions 

2. Monitor progress of personnel audit 

3. Receive copy of State Personnel 
Audit Report 

4. Collect data on salaries for 
commensurate SPA positions 
in 50 states 

5. Compile data on other state salaries 
into a report 

6. Provide joint budget committee'with 
2 salary documents 

Go/No Go Date: 6/1/80 

Implementation Decision: Go 

Result: State Legislature agrees to review 
potential problem during budget consideration 

" 

PERSON RESPONSIBLE 

SPA Director 

Assistant Planning 
Direc,tor 

SPA Director 

Assistant Planning 
Director 

Planning Director 

SPA Director 

DATE DUE 

7/1/80 

Ongoing 
to 9/1/80 

9/10/80 

8/1/80 

9/1/80 

9/15/80 

) 

VERIFICATION 

Official 
Request 

Monitoring 
Report 

State Personnel 
Report 

Data from 
50 states 

State Salaries' 
Report 

Minutes of Joint 
Budget Commission 
Meeting 

, 

\ 
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Even though the administrator does not have 

direct control over certain assumptions, there are 

gener~lly strategies that that individual can imple~ 

ment to help neutralize potentially damaging assump~ 

tions and help capitalize on potentially beneficial 

assumptions. ~or example, as a director of an 
. 

organizational unit, an administrator might have 

identi,fied legislative cutbacks in money as an 

assumption over which the administrator has no 

direct control. Even though this is the case r the 

a~inistrator can develop a Variable Response Plan 

to neutralize or minimize the e:f;fects 6f this 

assumption by implementing a strategy of cutting any 

"fat" from existing prqgrams and by conducting 

"advocacy/information" activities with key members 

of the legislature. A copy of the Variable Response 

Plan ~orrnat is on the next page (Exhibit 2~1). 
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EXHIBIT 2-1 

VARIABLE RESPONSE PLAN 

Variable: 

Strategy for utilizing/Neutralizing; 

ACTIVITY PERSON RESPONSIBLE DATE DUE VERIFICATION 

1. 

2. 

3. 

~. 

5 . 

GO/NO Go Date: 

Implementation Decision: 

Result; 
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LECTURE NOTES 

CASE $TUDX EPISODE TWO 

A. .In't!ro!duct;!.on 

The first level of plannirt'g is the normative 

level. The ;t;irst stel? in the normative level of 

l?lanning is to conduct a Si.tuati.on 1\nalysis. . The 

. Situa.ti.qn Analysi.s., as was po.:i:;nted out earlier, is a 

five-ste!? !?rocess whereby the organization, group 

OJ;" indivi.dual cbnducti.ng planning determines where it 

i.s in !?oint of tim,e and' wha.t tl;'ends or developments 

i,n the inte;t;'nal qr externa.l envi.ronments mi.ght 

ma.tel;'iali,ze during the period in which the plan is 

being fqJ;"mul~ted. Furthermore, it determines how 

thes.e t;r:ends Ol;' develo!?merts. would im!?act, either 

P9sitiv~ly Ol;' negatively, its sUccess'ful completion. 

In othel;' words, the Situ~tion Ahalysis is conducted 

to hell? the organization define the parameters within 

which it has tq work. 

rn ol;'der to better ac,!uai.nt p;:trticipants with 

how a. Situation Analysis is actually conducted, they 

will nqw assess the situation described for the 

Gotham City Criminal Justice Planning Agency. This 

exercise is to be conducted in the designated work 

groul?s. 

The wOl;'k groups will be conducting the first 

three steps in the Situation Analysis: Assessing 

Externa.l and Internal Variables)and Developing 

Environmental Assumptions. Faci~itators should have 

their work groups refer to ~isual ,2-3 while doing 

this Exercise to reinforce the Situation Analysis 

steps being completed and their relation~hip to the 

stel?s that follow that are not addressed in this 

Exel;'cise. 
II-32 

~ 

~! I • 

Key Points and 
~ ,re! 

i . 

~I 
)' 

IL~ ,:J} 

) 

\ 
I 

! 
) 
t~ 
" 

-, 

LECTURE NOTES 

B. Administration 

1. After presenti.ng the Introduction, pass out 

the mate:rials needed to 'do tqe exercises in Episode Two. 

2. Instruct l?articipants to read the instructi~ 

provided for Episode Two. 

3. Call for and respond to questions concerning 

the instructions. 

4. Have the participants break out into their 

work groups. 

5. The facilitator should serve primarily as an 

observer in the group process for this Episode, clarify

ing technical questions when appropriate and keeping the 

process moving. 
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'CASE STUDY 

E~I'SODE TWO, 

Ente~ the New Director 

Objectives; 

At the completion of Episode 'l'\fQ, pa~t±'cipa~ts should be able to 

perform an assessment of Exter~al and Internal Variables and develop 
, , 

environmental assumptiorur, the first thre~ stepa in the Situation 

Analysis • 
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EPISODE TWO: 

INSTRUCTIONS 

The memoranda, letters and newspapel;' rep:t:'ints cont'ained in EJ?iaode 

One and on the following pages' of Epis'ode Two describe a certa-in organi ... 

zational atmosphere. Both external ap.d internal variables are im'pinging 

upon the situation that Dil;'ect'or Voy,les \'I'ill find himself in as he 

assumes his new position. Once you b.a.'ve read the documents contained 

in Episode Two, your gl;'OUP should identify' three of the major external 

and three of the major intel;'nal vari,ables that are impinging upon the 

~rganization as Virgil Voyles assumes hi,s new'role. In addition, your 

work group sHould develop foul;' Environmental Assumptions, two for external 

and two ;t;or internal val;'i,ables. Please write your responses on the 

chart paper provided in your breakout rooms. 

Dc:Uni tions 

External Variables are fQrces' in the external "environment" that are 

beyond the di,rect control of the c~iminal justice administrator but can 

exert a power;t;ul influence over the success of any endeavors i,n that 

particular role. Examples of external variables are political and 

economi.c .Eactors th'at al;'e subject to vary or ch~ge. 

Intel;'nal Variables are the strengths and weaknesses of the resour(""lS 

at the di,sposal of criminal jus,tice administratol:s to achieve desired re-·, 

sUlts. Examples of possible internal variables would be t~lent constraints, 

time constraints, and fiscal constraints. 

Environmental Assumptions are "guesstimates", both measurable and time

speci:f;i,c, that describe the anticipated impact of an internal or external 

val;'iable. 
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EPISODE TWO; PARTI.CIPA.NT WORKSHEET 

l\. Exte;J;'ni3.1 Yi=U'i~:J.es 

1. 

2. 

3. 

B. I.nte;J;'nal Va~i.ables 

1. 

2. 

3. 

C. Envi,l;'Qnmental ,l-\ssurnptions 

1. 

2. 

3. 

4. 
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Clotham Cit1} 

GOTHAM CITY 
100 CITY HALL 
GOTHAM CITY, M,rSERY 

Virgil Voyles 
8002 Balboa Street 
Dade, Florida 38765 

Dear Mr. Voyles: 

00007 

July 2, 1979 

EDWARD E. FLOOD, 
MAYOR 

It is with great pleasure that I officially inform you of your 
selection as the Director of the Gotham City Criminal Justice Planning 
Agency effective October 1, 1979. The selection committee has care-' 
fully screened over a hundred applicants for this post. We are con
vinced that you have the unique combination of criminal justice experi
ence and administrative skill required for this position. 

As you know, the coming year will be an exciting one for Gotham City. 
Gotham City and Payneless County are seeking to become a joint city
county planning unit. We believe that the status of a joint jurisdiction 
would offer exciting new opportunities for us, and we are going to rely 
on you to ensure that we fully capitalize on these opportunities. 

As we discussed at length i the coming year is also an election year. 
I will be a candidate for re-election as Mayor. I maintain a firm posi
tion that your new appointment as Director establishes 'you as a profes
sional criminal justice administrator in our community. I further 
believe that professional criminal justice administrators should not 
become involved in politics nor should they allow themselves to be duped and 
used by politicians seeking to capitalize on various forms of crime hys
teria ,among the electorate. Your predecessor fell prey to the political 
vultures when he used hms discretion to approve the public opinion survey 
and the victimization studies. I trust that in similar matters you will 

'exercise better judgment than he. 

I have enclosed the information you requested on crime and criminal 
justice agencies 'in Gotham City. The results of the public opinion survey 
and the victimization studies will not be available until late summer. 
As I indicated to you I seriously question the utility of the information 
coming from activities of this sort, but I will nonetheless forward the 
results to you as they become available. 
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Vj,;r;9i ,1 Vqxles. 
JulX- 2, 1979 
Pa,ge, 2 

~9a,in, I, c(;m9ra,tulate you on having been selected. 
look~.n9 t'O;I;Wa,rd to working with you, and I truly expect 
ya,lued membe;r; Of my stat't'. 

r:S 2-5 

Very truly yours, 

Ed\,lard E. Flood, 
Mayor 

I am sincerely 
you to become a 
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~otbam ~a}tttt 

Mayor Flood announced today 
the selection of Virgil Voyles' 
as new Director of the Gotham 
City Criminal Justice Planning 
Agency. Mr. Voyles'selection 
was made by a committe~ com
posed of both City and County 
officials. This approach 
was taken to facilitate Mr. 
Voyles'future working rela
tionships with County offi-

@ cials should Gotham City 
Nand Payn,eless County unite 
~to become an entitlement jur~ 

isdiction .... 

Mr. Voyles has excellent cre.,.. 
dentials, including long ser
vice as both an administrator 
in a major law enforcement 
agency and as director of a 
major metropolitan criminal 
justice planning agency. He 
has an outstanding reputa~ 
tion in the criminal justice 
communi ti. He was lavishly 
praised, even by the man he 
is replacing. Considering the 
"hornet's nest" he~s entering, 
Mr. Voyles will probably need 

('~ 
~' C ~I 

(EDITORIAL REPRINT) 

July 3, 1979 

THE NEW DlRECTO~ 

~ll the ~Hyv¥ he h~§ d~yelQved 
Qye~ the year~. The battle 
l~ne~ a~e ~l~ead¥ beip~ dr~~ 
over ~hQ will control tbe plan~ 
n~ng Agency if tht~ are~ be~ 
c~mea an entttlement jUri~~ 
d,t,ctton. It ts n~ secret that 
Ha:r:;'old Parfttt "bit the dust" 
bec~u~ he w'as caught tn the 
pol,ttical croas'fire between 
the Mayor and the District At.,.. 
tqrney. The fact that these 
two are going to face one another 
in the coming mayoral election 
is also n~ secret, and it appears 
that the District Attorney plans 
to make the Mayor~s handling of 
his criminal justice agencies a 
major campaign issue. The Mayor, 
as we have often pointed out, has 
been at times almost derelict in 
working to build a truly prof~s
sional criminal justice syst(:ln. 
The public backlash over the Par
fitt ou~ter did not seem to phase 
the Mayor. According to reliable 
sources, he strongly urged the se
lection committee to choose Rod 
Brayton as new Di.rector. Bray
tQn~s Professional qualifications 

(fn \., _ ;J 

() 1" ( \ 

" 

t;o~ the neW' D.r..rector ~ ~ ~ ob a,l? .... 
~e~;t;' tQ Pe only three year~ ex
l?e~:;i:,ence a:;l ~§~i.l?tant p:j..,;I~'ectQ;J;' 

t;or Grants ~anage~ent ~Qr the ~lqn .... 
ntng Agenc~('. Htq chie~ qual:,t:f;ica,.,.. 
t.r..on f however, a)?pears to be a long 
and close l?olItical relationship 
W'tth the Xiayor. Once ag'ain, the 
'Mayo;!;' seems to have :f;a:,tled to un
derstand that administration of 
ju~tice in metropolitan funerica 
ts not a job for political hacks. 

At this time we congratulate Mr. 
Voyles on h.i.s selection, and we 
reiterate our stand that the Plan
ning Agency should be made respon
sible to the County Manager if Go
tham City and Payneless County be
come a joint planning unit. This 
would enable Mr. Voyles and his 
staff to really function as pro
fessionals. The public forums that 
will be held in the coming months 
should provide an excellent 
context for discussing this crucial 
issue. 

'. ") ., 

(l () 

, 

\ 

,:~ 



" 

-'1\. 

:r I 

i 

If i 
h! 

i
~ : 

I 

"I 
.' I 

"

°. 1. . I 
· . 
I
> . ,. I , I 
. ; I , I 

1.

' ...... ' .. 1 .. 
1 

· I 
· i 

, 

~. 

t 

Payneless County 

PAYNELESS COON'I!Y 
DISTRICT A~ORNEY'S OFFICE 
114 COVR~HOUSE SQUARE 
GO~BAN CI~Y, MISERY 00007 

Virgil Voyles 
8002 Balboa Street 
Dade, Florida 38765 

pear Virgil: ' 

July 14, 1979 

...... ~ .. ~, .• *-;~;.:.""''''-'~"''.'-: ...... .:~ ,' .. ,-. 
'/', .. , ... " .. "" " LJuan~ ta Johannsel'!, 

~District Attorne!? .. ' 

I want to extend my heartiest congratulations to you on being se
lected to serve as Virector of the Gotham City Criminal Justice Planning 
Agency. As a member of the selection conwittee, I was very impressed 
with your responses to the questions we asked. As I indicated to you, 
many members of the Advisory Board believe that thP Director should be 
more than a bureaucratic functionary, which is exactly what the current 
Mayor favors. We believe your background qualifies you to assume a 
leadership role in the criminal justice system that your predecessors 
have not been ab~~ or willing to assume:. We further believe 'that the 
possibility that our county will become an entitlement jurisdiction will 
provide you with a greater oPP9rtunity to fully realize this leadership 
potential. 

As I'm sure you learned during the selection process, criminal justice 
administrators' in the Gotham City/'Payneless Cou'nty are strongly in favor 
of becoming a joint planning unit. On the other hand, most of us in
volved in the day-to-day administration of justice ~o not favor a con
tinuation of the present system in which the Mayor has direct administra
tive control over the Planning Agency. This system has resulted in the 
Agency becom:i,ng little more than a "conduit" for federal monies. The 
Planning Agency, has the potential to serve a much greater function in the 
overall criminal justice system, as witnessed by the victimizat~on studies 
and public 'opinion surveys. The Mayor predictably opposed these efforts 
because he feared the results might jeopardize his re-election campaign. 
As Chairman, he used every parliamentary maneuver imaginable to keep the 
issue off the Advisory Board Agenda. The decision ~y the Mayor to move 
ahead with the victimization studies and public opinion surveys was made 
only after heavy pressure from the Advisory Board and the press. Your 
predecessor had the guts to speak out in favor of both projects. His 
'support was a great contributor to the Mayor finally agreeing to put 
the issues ,on the agenda (at which time they passed overwhelmingly) • 

cs 2-7 

• 



Vi,J;gi-l Vo¥lea 
Jul;{' 14, 1979, 
J?age 2 

Unfortunately, his s.upport also probably cost him his job. The over .. 
whelming majority of Advis~ry Board members ar~ going to support making 
the Director of the Planning Agen~ responsible to the Payne less County 
Manager i:e joi,nt planning is approved. we believe such a situation will 
enable the Director to function as a true professional for the first time 
since the inception of the Planning Agency., 

The next year i,s going to be an exciti,ng one for the cr:l.minal justice 
agencies in Gotham City and PaynelesS!' County. r personally look forw~rd 
to shari,ng with, you the challenges which lie ahead. 
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Best wishes, 

JUanita Johannsen, 
District Attorney' 
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Ootham Cltv 

GOTHAM CITY 
CRIMINA'L JUSTICE PLANNING AGENCY 
313 COURf.HOUSE SQUARE 
GOTHAM CITY, MISERY 00007 

Virgil Voyles 
8002 Balboa street 
Dade, Florida 38765 

Dear Virg:, 

July 30, 1979 

HAROLD PARFITT 
DIRECTOR 

, It was good seeing you at the national convention. I want to reiterate 
what I said to you at that time: I'm pleased that a real "pro" like you 

. has been chosen to repl.aue me as Director. I wish you all the best 
(especiallY,in dealing ~'ith the Mayor). I want to be of whatever assistance 
I can be in helping you to be a success. I believe that the criminal jus
tice agencies in Gotham City are ready for the Planning Agency to move be
yond serving as a mere conduit for LEAA funds. The time is "ripe" for the 
Agency to mature into a vital force in the Gotham City criminal justice 
community. The Mayor will probably try'to block any bold new initiatives 
in this direction. I believe this problem will be short-lived for a couple 
of reasons. First, a majority of the Planning Agency Advisory Board are 
going to launch a major drive to have the Director made responsible to the 
County Manager rather than to the Mayor if entitlement for a unified Gotham 
City~ayneless County area is approved. One of the major constraints we 
have faced is an inadequate budget. \This has restricted the agency in 
many areas. I believe entitlement status and/or removal of the mayor as 
the dominant force would lead to greater resource allocations for the 
Planning Agency. Second, if this 'effort fails, a possibility exists that the 
District Attorney, Juanita,Johanneeen, is going to run against and defeat 
the Mayor next year. The.D.A. has been one of the, leaders on the Advisory 
Board in attempting to broaden the scope of the Planning Agency. She was 
the driving force in having us do the public,opinion survey and the 
victimization studies. If she runs and wins, which she probably can, 
you'~l find her 'a supportive individual with whom to work. 
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Mr. Virgil Voyles 
Page Two 
July 30, 1979 

As I promised, I'm enclosing an individual assessment of your new staff. 
If some of the comments appear bitter, it's no accident. I'd rather prejudice 
you against some of those vipers than have you learn the hard way as I did. 

Again, congratulationsl I'll keep in touch with you during the corning 
months. Let me know if there is anything I' can do to help. 

Sincerely, 

Harold Parfitt 
Director 
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ASSISTANT 'DIRECTOR FOR, PLANNING 

Richa,rd W.t.lli,am~, age 47, haa' been on the staf;f; for (3ix yea,rs. Prior 

to joining us. he had sel;'ved wi.th distinction in a vari,ety 0;1; jobs in the 

cl;'imi,nal justi,ce Ueld, including a ten year stint as Dil;'ectol;' of Planning 

;l;ol;' the State of Misel;'y Department of, Correcti,on. He has been a loyal, 

dedicated eITll?loyee. He h~s. conscientiouslY' ~ttended all the courses for 

crimin~l justice planners' o:J;'fered by the Criminal Justice Training Center, 

and has established some. very useful practices' as a result of concepts 

he learned in those cOurses. He believes that his: planning sta,ff could be 

of grea,tel;' service to the Gotham City Criminal Justice ~gencies if they 

J:'endered di,rect technical ,,\ss.istance a.s well as theil:' normal grant plan 

development activriti.es. He feels that mos:t of his staff has. the know

ledge. and cl;'edipili,ty to perfo;rrn s'uch a function. He also believes the 

agencies i.n the system w.:luld, for the most part, be receptive to such 

ass,ista,nce. He has been frus;tl;'ated by the Mayor 's narrow perception of 

our role. He has' been of;fered other jobs on a variety of occasions by 

crimi.nal justice agencies throughout the state df Misery and elsewhere. 

He has continually turned down these offers. However, I believe that, 

should the current situation continue, he may feel forced to go elsewhere • 
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.COURTS·PLANNER 

steven Starr, .age 34, was auch an tncompetent attorney th.at even 

indigents objected i~ a judge attempted to appoint'steven to de1;end them. 

He was a dismal failure as· an Assistant District. Attorney. In 1;act, he 

was dismissed by' the current Dis.-trict Attorney :eor poor performance. 

However, steven does have one saving quality·: his family has wielded 

considerable poli.tical PQWe:!l' in Payneless County ~or :eour decad~s. The 

MI.,yor deci.ded that starr would make an excellent courts planner. Un ... 

fortunately, this has not ,Proved to be th.e case. His past ex,Per:j.ences 

as an attorney and Assistant District Attorney have resulted in a marked 

inability to es'C.ablish any credibility whats.oever with court officials. 

Consequentl~, he has- been quite ineffec~:i:ve. To his credit, however, Starr 

i.s a first-rate researcher, and he qoes· have a keen analytical mind. His 

major weakness is an inability to think "on his feet". This is com

pounded by the fact that he is an 'Iinterpersonal incompetent". He simply 

doesn't :lnteract well with others. starr would be quite content to 

conduct research, write analytical position papers, and come in contact 

with 'people as seldom as possible. 
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LAW ENFORCEMENT PLANNER 

Ed Chism, age 39, was an excellent cop for twelve years before a 

service· related disability ended his careElr at age thirty-three. He lost 

an arm as a result of shotgun wounds in a shootout with bank robbers. 

Chism has put the same amount of effort into being a law ~nio~cement planner 

as he put into being a law enforcement officer. He has taken advantage of 

every specialized course offered in the law enforcement planning area. He 

went to night school and earned an MPA. He has conscientiously strived 

to excel at what he does, and his competence is admired by those with whom 

he works. He is a hard man to impress, and I often found myself going to 

him when I wanted someone to "shoot holes" in an argument or theory. 

Chism is entering his fourth year with the Planning Agency. I believe 

he has gained the skills needed to do an outstanding job. Just as impor

tant, he has established credibility with the law enforcement agencies 

with whom he works. From time to time during the past ten years he was 

asked by both the Chief of the Gotham City Police and the Sheriff to 

provide technical assistance i.n such areas as manpower allocation and crime 

analysis. Due to the Mayor's reluctance for Planning Agency personr~l to 

"meddle" in the internal affairs of criminal justice agencies, we of 

course handled t~ese efforts as discreetly as possible. The Chief and 

Sheriff w~re so happy to get. the good free help they gladly kept quiet 

about it. 

Ch:Lsm is frustrated by th~ limits placed on the position of planner. 

He has gained considerable expertise in the areas of monitoring and evalua

tion. Unfortunately, one of our greatest failures has been in these areas. 

Our grants management people make sure that money is spent legally, but 

they do little to see that it is spent wisely. 

I feel confident you will find Chism to be a competent, l?yal employee. 
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CORRECTIONS PLANNER 

Sally Harrison is gradually establishing herself as a first-rate 

planner. She came to us after three years as a planner with the State 

Correctional system. Sh~, has an MFA to go with a lot of practical know

ledge and good old fashioned "horse sense". There have been barriers 

for her to overcome because she's a woman, but with a combination of charm 

and hard work she has made excellent progress in this regard. She's 

succeeded admirably in her quest to really understand the correctional 

system. Ms. Harrison has also established enough credibility and respect 

so that she too is getting requ.ests to deliver technical assistance. Her 

willingness to render technical assistance has been gratifying. She's 

ev(m been working on some proj ects with the correctional agencies on her own 
I 

time. 

Ms. Harrison is at age ~~ one of the younger members of the staff. 

Her enthusiasm is a real asset ~o the whole organization. I am confident 

you'll enjoy working with her. 

JUVENILE JUSTICE PLANNER 

Tod Arnold" age 25, is the youngest member of the staff having joined 

us about eighteen months ago, but his warm, friendly personality makes him 

one of the best liked. Arnold is also well qualified academically for th~ 

post. He is finishing his doctorate in social Psychology with his disserta

tion being on the treatment of juvenile delinquents. He has worked for two 

years in a juvenile institution, s'o he does have some first hand know-

ledge of the way the system works. He still has plenty of room for 

growth, however. Arnold needs to improve his knowledge of specific 

planning techniques and to expand his understanding of the way our local 

juvenile justice agencies really work. He seems so committed to the job 

that he'll gain the needed knowledge and skills in due time. Given proper 

guidance and support from the more experienced staff members, I'm sure he' 11 

become a major asset to the Agency in the coming years. 

CS 2-14 

i I 

Q' 

", 

ASSISTANT DIRECTOR FO~ GRANTS MANAGEMENT 

Rod Brayton, age 4l! has been a thorn in my side for the past three 

years. He worked in the Mayor's election campaign, and I was "asked" to 

consider him for this position when the previous Associate Director died. 

Brayton is a CPA. He has absolutely no conception of the grants management 

function being anythin9 more than a glorified accounting process. Richard 

Williams suggested an approach whereby we could more effectively monitor 

the programmatic aspects of the various projects and possibly offex tech

nical assistance in more cases in which problems were identified. Brayton 

nipped the idea in the bud. I don't think he really understood the concept.. 

Even if he had, his low level of motivation in matters dealing with criminal 

justice would have probably doomed any attempt to implement Williams' plan. 

. One function Brayton has performed admirably is serving as the Mayor's 

"spy" in our organization. If he was motivated as highly to monitor projects 

as he is motivated to monitor my contacts with Advisory Board members the 

Mayor identified as "enemies", his division would have revolutionized the 

Gotham City criminal justice system! In all seriousness, Brayton can be a 

problem. The Mayor WaS supporting him to be my replacement, and he is an 

ambitious man. But, I believe now that he has not been selected, his ambi

ti.ons will be directed elsewhere. In fact, I believe, he would welcome any 

opportunity to get out of the criminal justice business. If the Mayor is 

re-elected, perhaps he'll do us all a favor and transfer, Bray ton to the 

Budget office where he can play with members in a plusher office without 

hurting the criminal justice system. 
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PROJECT AUDITOR 

Jerry Travers, age 32, is the real hope of the Grants Management 

Division. I hired him less than six months ago. He has six years ex

perience as a Program Evaluator wib~ a Regional LEAA office. He really 

understands the intricacies of project evaluation, and I believe he can 

help add a missing dimension to our efforts in management. From an 

organizational standpoint, Travers will ne.ed support to overcome the 

pressure Brayton will place on him to become an Auditor. 

Travers brings a wealth of diverse experience to the organization. 

He has worked in all facets of the criminal justice system and has a good 

working knowledge of it. My only regret is that I didn't have a higher 

level position to offer him. I'm sure you'll find him to be a valuable 

staff member. , 

PROJECT AUDITOR -
Dave Konawicz is cut out of the same mold as Rod Brayton. He came 

to us courtesy of the Mayor's, election campaign. He worked as a financial 

auditor in a meat packing firm prior to joining us. He's still an auditor 

in every sense of the word. He's good with figures, but has resisted our 

best efforts to teach him that grants management might have implications 

beyond mere financial auditing. Brayton's recalcitrance in this qrea has 

not helped the situation. 

Konawicz is a pleasant guy. He isn't really a "hack" like Brayton. 

I believe if they could be separated, Konawicz might possibly be 

"rehabilitated." 
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EPISODE TWO: DE-BRIEFING NOTES 

Followi,ng the period allotted for th~ formulation of responses, the 

inst.ructor should briefly review the' responses of the work groups. . The 

followi~g are examples of appropriate internal and external variables. 

Following these are examples of possible environmental assumptions that 

could address these variables. 

A~ Internal Variables: The following are :the major strengths and 

weaknesses in the resources available to Virgil Voyles as he assumes the 

position in question: 

l~ The political strength, and professional weakness, of Rod Brayton, 

Qistant Director for Grants'M'anagement (Small "p" and Big "pn ). 

~ 2. The potential contributions that could be gained from Richard 

Williams, Assistant Director for Planning (Talent). 

3. The weakened role of the Agency Director due to the Mayor's 

intervention in Ag~ncy operations (Big "P" and Little "p"). 

4. The limited bu~get tha~ restricts service delivery (Fiscal). 

B. EX£ernal Variables: The foll~W~9 are forces in the environment of 

the Plann~g G~Y, beyond VOYle(~~~!£~~~.\· control, but which exert a power~ 
ful influence over his success in'his new role: 

1. The pending election. 

2. The possibility of joint entitlement status for r~tham city and 

Payne less County (Voyles would become accountable to the Payneless County 

Manager) • 

3. The traditional status of the Criminal Justice Planning Agency 
• _" ... ,..., ........ t ......... 

as a mere conduit for LEAA monies rather than ~~rer of technical assis-

tance. 

C. 'Environmental Assumitions: The'various work groups may have widely 

divergent environmental assumptions, depending upon the internal and external 

'variables identified and the approach taken to those variables. In critiquing 

th.e assumptims developed, the following are the crucial criteria: 
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Possible environmental assumptions for the variables identified above are: 

!; Internal Variables 

1. By January 1, 1980, Rod Brayton will assume ~evised duties with-

in the context of Grants Management that will restric~ his attention to fiscal 

monitor~ng. (Point out the relationship of this assumption to, the environment

al assumptions that follow for the external variables and the remaining internal 

variables). 

2. 
~,(';~' 

By January 1, 1980, the Planni~g~nOY will be reorganized in 

order for the planni~g staff to administer technical assistance as a component 

of the grants management function. 

3. By November 1, 1980, the Director wi,ll be empowered to reorganize 

the Planning ~gency, making whatever personnel changes he deems appropriate. 

4. By July 1, 1981, i::he operational budget"'of the Planning Agency 
~~:,::;:., ... 

will increase by 20%. 

External Variables 
.. ".l.".:J'~t"."":"'. 

1. By November 14, 1979, Juanit~senwill be elected Mayor of 

Gotham City. 

, ~, By November 15, 1979, entitlement status will be granted to 
.' .,.\ 

Gothm(~~,~ /Payneless County .. 

3. By ,April 1, 1980, the Planning A~ency will receive'20Cl% more re

quests for technical assistance for'the prior three-month period than for the 

comparable period in 1979. 

The' instructor. should ,again emphasize, the interrelationship of internal 

and external'variab1es. Alth~ugh the election and entitlement status are be

yond Voyles' direct control, i::hey can have a dramatic impact on his, 

chances for success, as evinced by their relationship to the assumptions 

for the internal variables. For example" the assumptions that entitlement 
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status and a new mayor would be forthcoming 
created a framework in which 

the new Di~ector could make assumptions 

the internal variable stated earlier, 
concerning the manner in which 

e.g., Rod Brayton-s political 
strength. and professional weakness, ld' ' 

wou ~mpact the Planning Agency. 

The instructor should indicate that often one of the major Internal 

Variables with which a criminal justice adIninistrat:J~W must deal is talent 
constraints. An dIn' , t 

, a ~n~s rator can develop various tn;1.'ategies for dealing 
w~th those talent constraints, and the S~tuat~on 

... ... Analysis provides a 
structure for ~eveloping and implementing those strategies. Where talent 
is cOllcerned (for e I ' h 

xamp e, ~n t e case of Rod Brayton), that individual 
could have his or her responsibilities changed, could be fiI'ed, or 
Director could tt t t a emp 0 work with the current situation. Often, 

the 

are not possible. and, even if they are possible, 
they don't completely address the fact that different people have 

different types of personalities and must be dealt w~th accordingly in 

order for them and the organization to achieve max~mum 

major personnel moves 

... effectiveness. 
The following section of the. course will provide a framework for 
assessing the potential strengths d ak 

an we nesses of different personality 
types within an organization. 
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LECTURE NOTES. 

III. BEHAVORIALASSESSMENT 

A. Introduction 

As was pointed out in Module ,One, the highe:r: 
up the man,agerial ladder an ind! yidual goes, the more 
time that individual will spend dealing with "human" 

or "interpersonal" tasks. The preceding case study 

episode also p6inte~ out the importance of human or 

interpersonal considerations to. a manager, especially 

in his or her assessment of 'internal variables. It 

is of critical importance to the criminal justice 

administrator to understand the strengths and weak

nesses of his Or her staff. Strengths and weaknesses 

in this context do not refer to technical job kn~w
ledge or performance; that is addressed in our dis

cussion of performance appraisal. Strengths and 

weaknesses refer to behavioral characteristics. For 

example, as an.administrator, it is important to 

know if a staff member br ,Colleague enjoys working in 

groups or prefers more "individu'alized" tasks, or 

whether somebody is an "idea person" or a "detail 

person". This kind of'information can be used by 

the manager in two ways. First, he or she can Use it 

to understand why someone may be reacting in a cer-

tqin way. Second, it can be used as the basis for 

making a decision to assign a person a certain task 

or provide training to a person involved in a 
certain task. 

The behavioral a,ssessment segment of the 

course is introduced alt, this point for several 

reasons. First, this type of informatio.n is in

valuable at any time, and the sooner the,manager 

begins to make these types of assessments the better 
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LECTURE NOTES 

, the context of the or she will be. Second, 1n off he is 
~tuation Analysis" a great deal of attention . 

. assessments of staff when look1ng normally paid to 

at Internal Variables. This is one tool that can be 

oriented strengths and used to assess behaviorally 

w~aknesses of the staff. 

The following segment o~ instruction is 

based on an th t ch parti-1'nd1'vidual exercise a ea . 

f The object1ve cipant will complete.and sel -score. , 0 

of the exercise and its supporting lecture 1S t 

ti i ts to understand enhance the capacity· of par c pan , 

and thus achieve greater success in in~lUenc1ng --

others within organizations and the behavior of 

programs. 

B. Instructions for Admi~istering the 
Instrument 

1. t read the ins trucHave participan s 

the Interpersonal Checklist. tions on 

Solicit and respond to pertinent 2. 

questions. 

3. 

inst:rument. 

t to complete the Allow ten minu es 

4. Explain that they will score the in-

) 'ef introduction of the theory. strwnent after a )r1, , 

Participants should be told that nobody else w1ll 

see how they anSWE~r this questionnaire. Therefore, 

valid personal assessment, they to r:i~ceive the most 

shoulLd be as truthful as possible in checking the 

phrasles that mc)st accurately describe them as ~n-

, , ent Additl,onally, diviClu,alsl in their wor:k1ng enV1ronm • 

. t ' f they actually theil; scores w:Ul be mote accura e 1 , ., 

described in the ins~ruct~ons. check 40 phrases as. 
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LECTURE NOTES 

C. Theory Overview 

An intense investiqation into the behavior 

of individuals in organizations would, of course, in

volve a time commitment far beyond that available in 

this course. The approach being taken here is in no 

way intended to be deeply analytical, and partici

pants should be so informed by instructors. 

On the positive side, however, the approach 

does offer a relevant "shorthand" method for partici

pants to gain a greater understanding of what their 

behavioral tendencies probably are within an organi

zational setting, Le., what their major strengths 

and weaknesses might be, how they might best be 

motivated or communicated with, and so on. This 

approach also can assist participants in better 

understanding how to interact' effectively with other 

types of individuals in their organizations. with 

this general background presented, proceed to the 

more detailed explanation of the theory. 

D. The Organizational Personality 

Key Points and 
r., IT!': 

1. Overview - The theory that serves as The instruotor 

the basis for this discussion views personality as should graphically 

a two-di;mensional phe!lomenon. ' Each indlLvidual's display these two 

personaH ty dm be desc~ibed as a. function of where oontinua as they 

they fall in terms of two continua: are desoribed. 

a. Level of Acceptance 0:1:" Rejection 

of External Controls. 

I~dividuals who accept external controls feel 

more comfortable when someone else imposes a struc

ture and/or directions on them. These individuals 

prefer to have either other people or an org&nization 

define their parameters. Individuals who reject ex

ternal controls do not want to have other people 
n-40 
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LECTURE NOTES Key Points and 

telling them what to do or how to do it,. These individuals 

prefer to define their own parameters. In other Words, 

they like to. make. thei~':)own rqles and play by them. 
'~~ .. -...... 

Everybody 'falls at some point on this continuum in terms 

of their level of acceptance or rejection of externally 

imposed controls. 

b. Level of Affiliation Needs 

The other 'continuum or personality trait 

used to describe interpersonal behavio~ is the level of 

affiliation needs o:E an individual. In . other words, how 

much does someone want and/or need to be around, i.e., 

"affiliated" with, others. People with high affiliation 

needs have a,." g~~~1?)deal of desire to work around and al-
~., • ..Ii' 

ways be around others. People' with low affiliation needs, 

conversely; prefer work and recreational situations that 

are more individually oriented. 

The way in which these t'\TO sets of traits interact 

can be graphically depicted as follows: 

(Reiec.t Con1;:rol!;l" 

Quadrant I 

Rejects Controls/ 
Low Affiliation 
Needs 

Quadrant IV 

Accepts Controls/ 
Low Affiliation 
Needs 

....... 
Quadrant II ~ 

OJ 

Rejects Controls/ ~ 
High Affiliation ,:: 
Needs .~ 

'lil 
'r-! 
r-l 
'r-! 
4-l 

Quadrant III ~ 

Accepts Controls/ ~ 
High Af~iliation ~ 
Needs ~ 

(Accepts Controls) 

II- 41 
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go' through each 

of the 4 quadrants. 
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Every individual will have a predominant 

personality style that can'be described in terms of 

one of these four quadrants. Certainly there will be 

individual variations and nobody will have charac

teristics found in just one particular quadr~lt, but 

these quadrants serve as good general guidelines for 

defining an individual's most predominant personality 

traits. As~· word of caution, nothing in this dis

cusslion is meant to be clinical in nature. The 

instrument does not purport to diagnose individuals, 
'. 

but merely offers psychologica'l principles as the 

basis for gaining a better understanding of one's 

own interpersonal style, and how one impacts other 

peopl19. With this in mind, the four basic quadrants . 
will be briefly discussed below. 

Quadrant I - Rejects Controls/Low Affiliation Needs 
"The 1l.ggressive Dynamo" 

This quadrant can be characterized using the 
follo~dng descriptors: 

Aggressive 
Boastful 
Competitive 
Critical 
Decisive 
Firm 
Frank 

Impatient 
outspoken 
Self-confident. 
Selfish 
Self-reliant 
Shrewd 
Straightforward 

Quadrant II -~9ts Controls/High Affiliation Needs 
"The Respecte '" t~tes~ 

Thi's quadrant can be characterized using the 
following descriptors: 

Acts important 
Admired 

Big-hearted 
Bossy 
Considerate 
Forceful 

II-42 

Helpful 
Overprotective of 
others 

Reassuring 
Respected 
Responsible 
Too lenient 
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Quadrant III - Accepts Controls/High Affiliation 
Needs "Everybody's Friend" 

This quadrant can be described using the 
following descriptors: 

Accepting 
Appreciative 
Can be too easily 
influenced 

Cooperative 
Dependent 
Friendly 

Lets others make decisions 
Likes everybody 
Pleasant 
Respectful 
Stable 
Trusting 
Warm 

Quadrant IV - Accepts Controls/Low Affiliation Needs 
"The Skeptical Perfectio~ist" 

This olladrant can be described using the 
following descriptors: 

Able to criticize 
self 

Apologetic 
Determined 
Easily embarrassed 
Hard to impress 

Obedient 
Perfectionist 
Persistent 
Precise 
Shy 
Skeptical 
Stubborn 
Touchy 

The above represents the broad parameters 

established by this theory of individual behavior. 

In the next segment more detail is provided con

cerning behavioral "types". 

II.::..t3 
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E. Instructions for Scoring the Instrument The scoring instruc-

1. Have the participants read the ins truc- ~ions and scoring 

tions on the Interpersonal Checklist Scoresheet. 

2., Solici t and respond to pertinent 

questions. 

3. Allow 15 minutes to comp~ete the 

scoring. 

F. Style Descriptors 

sheets are included 

in the Instructor 

Guide. The Instruc

tor should be famil

tar with how the 

'scoring :f.s accomp-

lished and circulate Gi ven this broad overview, we can begin to 

talk about individual personality types. The four 

quadrants define general clusters of traits. We 

can understand styles of individuals better by 

among the partici

pants as they score 

their instr.uments to 
make sure they under breaking down these quadrants even futher into eight 

major personality types. Each person probably con

tains elements of all eight styles within their 

personal make-up, but their behavior reflects one of 

these eight far more than the othe~s. That one we 

will refer to as the dominant style. With that in 

mind the following synopses are offered as dee,crip

of each of the eight types. 

Type A 

The Rugged 
Indillidualist 

Type H 

The Hard-driving 
Skeptic 

~ I 

Type G 

Perfectionist 

Type c:: 

Type F 

Benevolent 
Counselor 

T~pe E 

Team Player 

The Company Person 

stand the instruc

tions. The instruc

tor should also point 

out that this instru

ment has been scien

tifically "validated" 

on a variety of popu

lations, including 

among public and 

pri~ate sector 

managers. The con

current validity with 

other personality in

struments is quite 

high for this type of 

instrument (c. 40). 

Additionally, factor 

analyzation finds 

that intercorrelation 

on contiguous types i 
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highest with inter

cor:relations 011 oppo 

site types as lowest. 

If participants are 

interested in ex

amining more closely 

the theoretical 

background of the 

instrument, a lengthy 

series of journal 

articles and studies 

are cited in the 

Participant Guiae. 
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1. 

2. 

" . 

TYPE A: THE RUGGED INDIVIDUALIST 

Strengths 

Demands much of self 

Doer 

Fair in dealings 

Firm 

Hard-driving 

Ha.l.·~i. worker '.'~ho likes results 

Self-disciplIned 

Straightforward and honest 

Tough 

Archtype: Vince Lombardi 

Weaknesses 

Concern for product at expense of 
person 

Impatient and irritable 

Not a team player 

Not tactful 

Often unfriendly and cold 

Often unkind and hard-hearted 

Outspoken 

Self-seeking and calculating 

Too much of an individualist 

TYPE B: THE CORPORATE KING OR QUEENPIN 

Strengths Weaknesses , 

Assertive Can be indifferent to others 
Self-sufficient 

Great force of character 

Independent 

Projects good, business-like 
image 

Self-confident 

Usually gets own way 

'Archtype: Lyndon B. Johnson 

II-46 

Difficulty sharing limelight 

Dislikes detn.il 

Easily bored 

Forgets about others 

May hop from job to job 

Self-centered and somewhat snobbish 

3. 

) 

4. 

c 
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TYPE C: THE STUDENT BODY PRESIDENT 

Strengths Weaknesses 
Admired 

Composed under pressure 

Enthusiastic 

Good at getting things done 
through others 

Makes a good impression 

Optimistio 

Readily assumes tasks 

Respected and remembered 

Sincerely interested in others 

Archtype: John F. Kennedy 

TYPE D: THE BENEVOLENT COUNSELOR 

Strengths 

Considerate and unselfish 

Good listerter 

Kind and helpful 

Makes others feel at ease 

Makes others feel good about 
themselves 

Respects the integrity of 
individuals 

Stands firm for own beliefs 

Unselfish 

Warm and friendly attitude 

Archtype: Marcus Welby 
Mary Tyler Moore 

II-47 

May build up peoples' hopes too 
high 

May present 
facts when 

things as accomplished 
they are not 

Overly optimistic 

Overly se.lf-confident 

Puts too much faith in others' 
abilities 

Terrible with details 

Too bossy 

Too controlling 

Weaknesses 

Doesn't demand the~est of people 

Functions poorly in high pressure 
situations 

May appear !losey 

May come across as spineless 

Not results-oriented 

Spends too much time nurturing others 

Too lenient 

Too protective of others 

, , 



5. TYPE E: THE TEAM PLAYER 

6. 

strengths 

Affectionate and understanding 
with others 

Cooperative and friendly 

Displays poise and social grace 

Eager to get along with others 

Eager to participate in most 
activities 

Enjoyable to be around 

Seeks approval of others 

Wants to be liked 
Archtype: Richie Cunningham on 

"Happy Days" 

TYPE F: THE COMPANY PERSON 

Strengths 

Admiring of others, usually 
without jealousy 

Appreciative and grateful 

Conservative 

Deliberate 

Plans ahead 

Seeks approval and affection 

Steady and easygoing 

Trusting and eager to please 

Archtype: Richie Cunningham's 
Father on 
"Happy Day~~~ 
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Weaknesses 

Can be blind to others' shortcomings 

Can be easily taken advantage of 

Functions poorly in a fast-paced, 
results-oriented environment 

Hard pressed to meet deadlines 

May be too much of a joiner 

May need too much outside reinforce
ment 

Spends too much time and energy on 
interpersonal relationships 

Talker, not a doer 

Weaknesses 

Gu.llible 

Has a difficult time, taking any 
initiative 

Has a hard time speaking up 

Lets others make decisions 

May harbor a grudge 

Too dependent 

Too sensitive 

Reluctant to alter longstanding 
policies and procedures 
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7. TYPE G: THE PERFECTIONIST 

8. 

Strengths. 

Accurate 

Conservative 

Dislikes conflict 

Modest 

Persistent and determined 

Precise 

Obedient 

Quick to admit own faults 

Archtype: Radar on "MASH" 

TYPE H: 'l'HE HARD-DRIVING SKEPTIC 

Strengths 

Accurate 

Examines details 

Excellent at difficult, technical 
tasks 

Hard worker 

Has a great deal of 'energy 

Has high standards 

High need to achieve 

Lets you know where you stand 

Persis.tent and determined 

Ar'chtype: Hawkeye on IlMASH" 

Weaknesses 

Can often obscure the big picture 

May be indecisive 

May lack self-confidence 

Shy 

Timid 

Too "nit-picking" 

Unwilling to interact with others 

Will not take risks 

Weaknesses 

Hard to impress 

Has a difficult time making a 
decision 

Lack/lf tact 

May project a' gloomy, bl,tter attitude 

Often resents attempts to impose 
external controls 

Reluctant to mingle with others 

Stubborn 

Uncomfortable managing others 
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G. Implications, for the Criminal'Justice 
~dministrator 

1. Interaction of 'l'ypes 

As is probably apparent by this point ill 

the discussion not all types get along well with 

each other. Indeed certain types interact ,better 

than others. In general, it has' been found that 
I 

"neighbors," t.ypes bordering on one another, tend to 

interact the best. In other words, a Type C W9uld , 
interact better with Type B's & D's than with other 

typ~a. Intuitively, this makes sense because CiS 

.:Ihare more of the same traits with B's & D's than 

they do with other types. Consequently, they will 

'feel, more comfortable with people who are like them. 
i 

Socially, you will probably find similar or neigh

boring types who socialize, together. Pr~fessio~ally, 

this may also be the case. The ~reat danger with 

this is that an organization may have a dispropor

tionate amount of certain types at the exclusion of 

others, simply because in the hiring process someone 

~y have felt more comfortable with other neighboring 

types. The individual doing that hiring may not be 

aware of what they are doing, and, thus, may un

consciously overload an organization with, fqr 

example, "detail people" at the exclusion of "big 

picture" people. 

Key POints and 
,.. 

If "neighbors" interact the best, opposite The Instructor may 

interact the worst. In other words, CiS get along want to draw the 

the worst with G's. A Type C with his or ber octants to depjct 

propenaity for the big picture has a difficult time these interactions. 

interacting with a G who wants to,exam:i.ne every 

detail. A Type E who wants to socialize and frater~ 

nize at a leis~ely,pace is just as uncomfortable 
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with a Type A who is all business and alw'ays in 
_ ... ~ ...... \"I .. """'-or .. 

~:~~~.t~. 
2. Importance of All Types 

The way the types interact has impor

tant implication~ for any working environment. Ea~h 

type has bQth strengths and weaknesses. ,Because we 

tend to be more comfortable with our neighboring 

types, we tend to surround ourselv~s with them. 

This creates problems because it gives us a pre

ponderance of not only certain st~~n~ths but qlsO 

certain weaknesses. At the Satr~'< >';:ime there may be 
, . 

nobody to counterbalance the weak~~$~~s. ~nerefore, 

especially in a working enviroiun~nt;, it is very 

important to have a 900d blend across types. 

A's & B's - Stir things up apd get them going 
CiS & D's - Get, others involved and working 
E's; & F's - Provide stability and organization 
G's Take care 'of detaiJe 

H'~ - Play the devil's advocate 

Each type has a crucial role and no type should 

'be overlooked in building a solid organization. 

3. Use of Types 

Once an administrator 'has 'a working 

know~edge of these types, this knowledge sh9uld not bE 

used,to·"pigeon,..hole" PElople. Certainly it's im

portant to know what people do best and with what 

they're most comfortable. However, it's also 

important to know weaknesses and areas you can help 

~omeone improve in. Just because CiS are not detail 

people doesn't mean they're hopeless in that regard. 

Rather ,the knowledge that details al:;'en' t their strong 

point can be a quiae in helping them to improve in 
II-51 
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that area. 

4. Su."lIIIIary 

Although it is virtually impossible to 

ever totally predict any aspect of human behavior, 

the "tendencies ll identified in th.:i.s segment can be a 

useful guide to crinunal just.i.ce administrators in 

better understanding how individuals respond to a 

variety of phenomena, for example how certain people 

feel about change. The behavioral'assessment theory 

serves as a conceptual framework for understanding 

how differen.t personality traits cluster together. 

It can be a useful guide to understanding and 

capitalizing on employees' str~ngths arid minimizing 

or eliminating their weaknesses. It is meant as just 

that, however -- a guide and a tool for the manager 

to use to better evaluate his or her situation and 

thereby point to better performance. 

H. Conclusion 

Thus far, our discussion of Normative Plan

ning has focused on how the criminal j,llstice admini

strators should address each of t~e five major 

steps in the situation Analysis: 

1. Assessing Internal Variables 

2. Assessing External Variables 

3. Developing Environmental Assumptions 

4. Categorizing Variables 

5. Developing Variable'R:esponse Plans 

Further, the role of behavioral assessment in 

assessing internal variables was explorea. 

Key Points and 
c, ,foR 

Reeer to Visual 2-3. 

The Situati.on Analysis concludes at Step Three' Refer to the Manage

in the management process. In the following segment ment Process Chart. 
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of this Module we will discuss the second step of 

NQrmative Planning, beginning at Step Four in the 

Management Process. 

IV. STEP TWO IN NORMATIVE PLANNING: 
ESTABLISHING FOCI FOR ORGANIZATION, PROGRAM 
~D LEADERSHIP EFFORTS 

A management authority once observed that if 

people did not know where they were going, then it 

did not particularly matter where they were. Simi

larly, the data gathered during the Situation 

Analysis becomes truly useful only when it is uti

lized by the criminal justice administrator to esta

~lish a .;focus, or direction for the effo;l:'ts to be 

undertaken in each role. Knowing where you are in 

Key Points and 
(1, - If·!': 

Point out that this 

represents steps 4 

and 5 on the Manage

ment Process Chart. 

It makes no sense to 

talk about missions 

that are beyond your 

individual cons

traints; e.g. a state 

Division of Youth 

terms of resources and environmental factors can pro- Services which has 

vide valuable input in determining the nature and just had status of-

scope of activities in each role area. Establishing fenders legislated 

foci for the three roles is a two-phased process cul- away from it should 

minating in a specific delineation of what is to be 

achieved in each role area. 

A. Phase One: Establishing Organizational 
and Personal Missions 

not talk about plan

ning for 't~e~ting 

status offenders. 

IIMission" is defined in the Glossary as "An Poir.": out that few 

enduring goal of'an organization which gives it a organizations or pro-

reason to exist". For example, the mission of a 

state planning agency might read as follows: "The' 

mission of the State Planning Agency is to provide 

financial and technical assistance to agenciEls, 

groups and individuals to contii'bute to improving 

grams actually attain 

their mission. When 

one does, as was the 

case with the March 

of Dimes and its 

the administration of criminal justice in this State.llmission of eradicat-

A mission is usually general and without time 

limi ta Hons • 
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ing polio, a new, 

more unattainable 

mission is generally 
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In performing the three roles, however, the 

acitivities of the criminal justice administrator 

often transcend those that fall specifically within 

the mission parameters of a part1cular agency. As a 

Key Points and 
. r.. It'~ 

establ.:J:shed. In the 

March of Dimes ex

ample, the new 

mission is to find 

cures for childhood 

diseases, the number' 

of which is theore

tically infinite. 

A personal mission 

can separate the pro

fessional from the 

technician and serve 

professional, the administraf;or' s actions may be as an umbrella over 

guided by interests and issues broader than anyone the administrator's 

agenc:t's scope. In the context of the discussion to missions in his or 

follow, "mission" takes on a broader meaning. her other two role~. 

Specifically, it is expanded to include not only 

the goal of art organization but also the goal of an 

individual position within the criminal 'justice 

system -- that of criminal justice administrator. 

Thus, each criminal justice administrator should 

develop a personal nVLssion. 

An example of how one iteration of a criminal 

justice administrator's mission might read is as 

follows: "My mission as an administrator in the 

criminal justice system is to exercise authority 

and influence in performing the roles of director of 

an organizational unit, manager of programs, and 

leader in the criminal justice system in order to 

have the greatest positive im~act possiQle in re-

f' 

At times, the per

sonal mission of the 

criminal justice 

admini~~rator may be

come incompatible 

with the mission of 

either the orgfl.IJiza

t~9nal unit in which 

ducing the rate and cost of crime." Actively pur- he or she, works or 

suing such a personal mission should contribute to the the .program in which 

tI-5'4 they are involved. 
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LECTURE NOTES 

success of the criminal justice administrators in 

assisting the agency by which they are employed and 

those organizations with which they work to achieve 

the agencies' missions. 

Key Points and 
r.nmments 

Such conflicts in 

missions can be 

frustrating and lead 

to reduced effectiveThe importance of a mission cannot be overs'tated. 

It provides the broad direction in which the organi- ness unless resolved. 

zation or individual is going •. It provides the Resolving such con-

framework in which more specific decisions about flict can involve 

what the organization or individual is going to do the individual crimi-

can be made. nal justice adminiDeveloping a mission statement requires 

the individual or organization doing it to analyze strator (1) changing 

his or her personal broader issues as well as those specific ones covered 

in the Situation Analysis. For example, in the case 

of an organization de'reloping a mission statement, 

the question of why the agency was created should be 

explored and, if still appropriate, should be re

flected in the mission statement. The criminal 

justice administrato~ should be aware of the im

portance of a clearly-defined miss~on, and should 

strive in each of the three roles to insure that the 

organizati,ons with which that administrator is in

volved establish, and use mission statements approp-' 

riat~ly. Examples of how an administrator can I,ro

mote this development and utiliziatior.. in the three 

role areas are described below. 

1. Director of an Organizational Unit 

mission, (2) success

fully influencing a 

change in the agency 

or program mission, 

(3) seeking alterna

tive employment, or 

(4) remaining a 

frustrated actor in 

the agency or program 

Point out that in 

many age.ncie9 and 

programs the missions 

are probably already 

defined . 

Th6 criminal justice 

The mission of most agencies in the crim' administrator should 

inal justice system is at least-generally defined in 

statutes, policy-board guidelines and so forth. As 

director of an organizational unit, the criminal 

justice administrator should use personal authority 

and influence to insure that the. mission is (1) 
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strive to see that the 

missions established 

for each of the roles 

reflect the key fac

tors identified in 
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clearly stated, (2) communicated to all employees, 

and (3) used as the foundation for deveJ:::>p:Ll~9 the 

organizational unit's plan. Every aspect of the plan 

should be designed to contribute directly or in~ 

directly to achieving the mission. 

2. Manager of Programs 

~s the manager of a p~ogram or programs, 

the criminal justice administrator should clearly 

state the mission of the program pr.ominently in the 

program'-guidelines. 

3. Leader in the Criminal Justice System 

As a leader in the criminal justice sys

tem, the criminal justice administrator should use any 

personal influence with relevant professional groups 

and criminal justice agencies seeking technical 

assistance to convince them of the need to develop 

and properly use a mission statement. 

4. Conclusion 

Establishing mission statements for crint 

inal justice administrators as individuals and for 

those pr.ograms with which they work is the first im

portant phase in establishing the foci required for 

maximum success in positive~y updating the criminal 

justice system. After establishing the mission, the 

second'phase, formulating goals, can be addressed., 

B. Phase Two: Developing and Selecting 
Normative Goals 

Key Points and 
.c,omme.ntF: 
the situation analy- ' 

Isis. 

A discussion of 

mission, normative 

A mission statement is essential to criminal goals, and ~o or. 

justice administrators in determining the general somet,imes c'auses con-

boundaries within which their agencies, programs, or fusion if the parti-

activities should be directed. Mission statements dipant group consists 

usually are not sufficiently specific, however, to of ind~viduals rep

substantively guide decisj,on makers in selecting' the resentins differing 

XI-Sf; 
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broad course (s) of action they should t,ake within 

those parameters established by the mission. For 

example, the ~ission of a youthful offender program 

might read as follows: "The mission of the Youth-

Key Points and 
" '''' 

agency or program 

levels. The con

fusion arises be-

cause what may serve 

ful Offender XYZ Program is to enhance the capability as a mission for a 

of those agencies and institutions serving adjudicated local planning uni t 

youthful offenders ages 16-21 years to achieve may be a normative 

greater success in assisting their clients to prepare goal for a regional 

to lead non-criminal lives." The mission states the or state planning 

boundary of program activities: The XYZ program is agency. The same 

to enhance the capability of existing agencies and m~y hold true in the 

institutions serving youthful offenders. XYZ is not case of a major divi

intended to establish projects and activities beyond sion within a large 

the framework of these agencies cUld institutions. state or local gov

Within that boundary numerous possibilities for pro- ernment agency. Em

gram initiatives exist. Should the program provide phasize that this is 

staff training to personnel in these agencies and not uncommon or wrong/. 

institutions? Should program funds be used to open a but merely reflects 

half-way house for youthful offenders lacking ade

quate housing? Should counseling services be ini

tiated, or should job p'lacement support be given 

the fact that mis-

sions, goals, etc. 

reflect the unique 

priority? And so on. Criminal justice administators environment of the 

need far more specific guidance than the mission agency or program in 

statement provides to make these types of decisions. question; and an im-

1. The next step in establishing foci for 

~i;;~~~programmatiq and leadership efforts is 
s'tablish normative goals to guide criminal jus

tice administrators in making such decisions. As 

defined in the Glossary, "normative goals are out

comes to be achieved, usually general and not time

limited." Normative goal£> indicate to the criminal 

justice adrninistrato~ which phenomena within the 

boundaries established by the mission should be 
II-S7 

portant aspect of 

this envi:'ronment is 

the governmental, 

organizational or 

programmatic level at 

which the criminal 

justice administrator 

is involved. 
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addressed. 

Establishing normative goals thus provides 

a more definite focus for the allocation of agency, 

program or individual resources. 

As is true in the case of many of the im

portant components of the manag~ment process, the 

development of normative goals can b~ accomplished 

through either a systematic process or through the 

often less than systematic process that occurs 

when significant forces in the agency or program 

environment intervene. The rational process uti~ 

lizes the major product of the analysis process, 

the Problem Statement, as the basis for formulating 

normative goals. The lat~r process can rely on a 

multitude of sources upon which'to base normative 

goa,ls, e.g., pressure from politicians, "knee-jerk" 

responses to crises, etc. Both these approaches to 

developing normative goals will be evid~nt in the 

next Episode of the Case Study. 

2. As indiqated ~fore and throughout the 

Key Points and 
" If"!;! 

Eniphasize that norma

tive go~ls" as was 

the case with mis-

sions, can be im

posed or mandated. 

Point out that the 

"systematic process" 

is shown on the Man

agement Process Chart 

as step 6, which the 

dotted line "by

passes." step 6 is 

the systematic 

approach. 

This covers material 

remainder of this module, goals which a7e system- taught in the Plan-

atically derived from an understanding of the problem nin~, Analysis and 
I 

and community interests will result in more effec- Program Development 
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l.ECTURE NOTES Key Points and 
" Lts 

ti ve and responsive, policies and programs.' Courses--but from 

3. In some cases the prim~y and secondary the management per-

data bases collected and maintained for a given spective~ In teach-

jurisdiction ma¥ provide a comprehensive and complete ing this material, 

explanation of a given problem. The major exercise emphasize the 

in the Planning Course provides an excellent example manager's role. Do 

of suc,h a data base and provides planners and not get too involved' 

analysts an opportunity to prepare problem statements in the techni~ues of 

using this comprehensive data base. In such cases 

the analyst reviews the 'entire data set and examines 

significant deviations and relationships to identify 

and explain a prob~em. 

4. Frequently, we find that our data base 

may not be comprehensive or'complete and that issues 

do not surface from our da,ta, but from "concerns" 

expressed by the community. Concerns may come from 

a varie;ty of sources. In the Juvenile Jus'tice 

XYZ Program, for example: 

• A civic-minded individual might voice a 

"concem"about the lack of job opportunities for 

juvenile offenders. 

• A juvenile probation officer might ex

press "concern" about the lack of adequate housing 

for juvenile probationers. 

• A juvenile judge migh~ express ,"concern" 

about the lack of counseling services for juveniles. 

• The director of the juvenile d~tention 

center might voice "concern" over that area. 

• The planning agency staff members 

specializing in the juvenile area could identify a 

variety of "concerns" in their area. 

'Criminal justice administrators shoul;d insure 

their sta'£fs respond to concerns in a logical, 

critical manner. 
II-59 
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This could be a good 

discussion point. 
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There are usually far more concerns than 

there are resources to address them. Criminal 

justice administrators shoul?, therefore, try to 

insure that only legitimate concerns are identified 

for fur thee consideration. 

No hard, steadfast rules exist for determin

ing which concerns are legitimate for further analy

sis. 'However, the following procedure can help 

criminal justice administrators to establish a 
reaso~able +ramework for making such decisions: 

a. Clearly state the concern. 

b. Specify the nature and source of the 

concern. 

c. Determine the scope of the concern. 

If, then, the' e~resse'~ c'oncern appears to warrant 

further considerat-ion, an analysis should be uJ:lder

taken to: 

• Specify the problem. 

• Collect data relevant to the critical 

questions or hypotheses~ 

• Interpret findings. 

• Draw conclusions. 

• Prepare a problem statement. 

This 1S a deductiv~ approach to analysi~ 

that enables the analyst to conceptually focus ~he 

analysis on questions or hypotheses derived from 

the "expressed concerns"'and rela:ted factors in'the 

environment and tile criminal justi~~,system~ 

This deductive approach to analysis is 

taught in the Analysis Course. 
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taught in the Analy

sis Course. ,Instruc

tors should review 

the Introduction and 

Module I of the 

ArJalysis Course to be 
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questions quickly. 
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5. The primary product of problem analysis 

is the Problem Statement, which can be used by crimi

nal justice administrators to determine which con

cerns are real problems that should be addressed. 

A suggested outline of a problem statement 

is presented in Exhibit 2-2. Briefly it: 

a. Explains the expressed concern(s). 

b. Presents the methodology of the 

analysis. 

c. Presents the findings for each ques

tion or hypothesis. 

d. Discusses the findings and relates 

the findings to the expressed concern(s). 

e. Focuses the attention of decision-

makers and draws conclusions.
o 

An example of a complete problem st~tement, 

extracted from the Analysis Course, is provi~ed for 

your reference in the Module Two Text in the Parti

cipant Guide. 

6. While the preparation of the problem 

statement is a technical task that should be per

formed by qualified staff, the criminal justice 

administrator should'assess the adequacy of the 

problem statenlents prepared by his or her staff 

applying the following criteria: 

a. Comprehensiveness -' Does the prob

lem statement address all 'relevant' fact6rs', e4g~, 

magnitude, seriousness,. rate of change, etc. shown 

in Exhibit 2-3, "Characteristics of a Well-Developed 

Problem Statement"? 

b. Completeness - Does the problem 

statement address the c~mporients shown in the linear 

diagram in E~ibit 2-4, "Presumed Causes-, Effects, 
11-61 
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Refer Participants 

to Exhibit 2-2. 

Refer participants 

to Exhibit 2-3. 
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and System Responses"? 

The componentl:J shown in the diagram are 

defined below: 
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EXHIBIT 2-2 

OUTLINE ()F A PROBLEM STATEMENT 

PROBLEM STATEMENT: VEHICLE THEFT IN CHAOS CITY, 1977 

T.ABLE OF CONTENTS 

1.0 Introduction' 

1.1 Statement of Concerns 
1.2 Nature and Source of Concerns 
1.3 Scope of Concerns 

2.0 Analysis Methodology 

2.1 Definition of Terms Used 
2.2 Measurement Reliability 'and Validity 
2.3 Data Collection Procedures 
2.4 Statistical Methods 

3.0 Findings 

3.1 Magnit,ude ,of Mlotor Vehicle Theft is Similar in .Comparable Cities 
3.2 Chaoljl'City System'Response is 'Different than National and State 

Level System Response 
3.3 Auto Theft in Chaos City is a Less Serious Crime 
3.4 Auto Theft Varies by Area and Location 
3.5 Auto Thefts ar~ Deterred by Re,ducing Opportunities to Steal 
3.6, Char~cteristics of Motor Vehicle Theft Vary by Type of Vehicle 
3.7 Most Suspects of'Auto Theft are Amateur Thieves 
3.8 Those Arrested for Auto Thefts are Generally Young 

4.0 Di,scUlssion 

4.1 j~indings Relative to Expressed Concerns 
4.2 Limitations 

5.0 Summary 

5.1 Highlights 
5.2 Conclusions 
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EXHIBIT 2-3 

CHARACTERISTICS OF A WELL-DEVELOPED PROBLEM STATEMENT 

A. NATURE OF PROBLEl-1.: 

B • MAGNITUDE: 

C • RATE OF CHANGE·: 

D. SERIOUSNESS: 

E. PERSONS AFFECTED: 

F. SPATIAL ASPECTS: 

G. TEMPORAL ASPECTS: 

H. SYSTEM. RESPONSE: 

ANSWERS THE QUESTION, "WHAT KIND OF PROBLEM?" 

SIZE, EXTENT, AND/OR IMPORTANCE OF PROBLEM. 

COMPARISON OF A PROBLEM IN AN EARLIER PERIOD 
OF TIME TO A LATER PERIOD. 

AMOUNT OF HARM A PROBLEM INF'LICTS ON A 
COMMUNITY OR PERSON. 

CONSIDERATIONS OF; THE VICTIMS, OFFENDER, 
CRIMINAL JUSTICE PERSONNEL, AND/OR PUBLIC. 

THE GEOGRAPHY OF THE PROBLEM~ 

CYCLICAL NATURE OR SEASONALITY OF 'i'HE PROBLEM •. 

ACTIVI·TIES, PROGRAM, AND POLICIES RELATED TO THE 
PROBLEM. 
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EXHIBIT 2-4 

PRESUMED ~\USES, EFFECTS AND SYSTEM RESPONSES 

Prestuned 

Causes 
r primary-; 

Effects 
- ___ -I 

SYS~~ RESPONSES 
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(1) Presumed Causes - Those conditions Exhibit 2-4 provides 

and events that are thought to come before and lead a linear model which 

to the expressed .concern and related events and should be uS€ld to 

effects. illustrate thl9se 

(2) Primary Effects - Those events and categorizations. 

conditions that directly·result from the presumed Causality is a com-

causes. plex and very tech-

(3) Secondary Effects - Those events nical subject which 

and conditions that directly result. from the primary must be handled with·. 

effects and indtrectly from the presumed causes. caution. However, 

(4) System Responses - Existing activi- practitioners often 

ties, programs and policies developed and implemented have to infer cause 

to deal with the aspects of the problem cited above. where others fear 

c. Technical Adequacy - Is the probl~m to tread. Note: 

statement technically valid and reliable? These criteria are a 

(1) Is there a well-stated conceptual series of gooq 

foundation for the Problem Statement? questions to ask 

(2). Have the critical hypotheses been' technical. staff. 

selected? 

(3) Are the variables and measures 

reliable and valid? 

(4) Are the statistical techniques used 

appropriately? 

(5) Are the data used effectively an~ 

interpreted correctly? 

7. Usually, there are several "proolems" Ii/ake sure} the parti-

competing for the attention and resources'of the cipj:ints understand 

criminal justice system in a given jurisdiction. that you have moved 

Therefore, it is necessary to establish prior.ities from consideration of 

among problems. Using criteria to rank a set of a single problem 

problem statements in terms of their priority for statement to consi-

intervention may help to structure these determin.a
tions. 
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a. Develo~1 possible criteria for ranking 
problem. statements. . , 

The cri1:eria should. focus on compar"': . 

able aspects of the problem and should be based .on in

formation' that will be J;lresented in the problem state

menta:. size, seriousnessi, trends, costs, l<;>cation, 

history,. etc. Exam~les of Criteria. , . 
(1) The problem should affect a rela

tively large,number of people. 

(2) The problem should result in a sig-
nificant exp t th ense 0 e criminal justice system. 

(3) The problem shoUld have existed 

a long period of time and slhould be growing il(1 
seriousness and frequency.. 

(4} T~e probl€,m should be areawi.de 

rather than specific to a pa.rticular area. 

b. Select and WElight Criteria 

makers, 

for 

",,'-"-""- :" 
.~.......---- outside 

. .,_.00 • 

This can be done by polling decision

examining past trends, and/or consulting 

experts. Some characteristics of Good 

:1 
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Criteria: 

(1) They are expli.cit to avoid con-
fusion. 

(2) They are applicable to several 
problem areas. 

available. 

policy level 

c. 

(3) Information on the Criteria is 

Rate and Rank the Set of Problem 
Statements against the Problem 
Statements. 

.Again it may be important to inVOlve 
decision-makers in th' 1.S proqess. The. 
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results of these determinations will have a substan
tial impac:t.. 

EI. While in many instances the establish-

Key Points and 
c, IfoR 

This should provide 
ment ()f nQrmative' goals may precede or be derived a good transition to 

independently of problem analysis, the normative goal~ the following dis

should be refined in te~~~ of an understanding of and cussion of Norma

the relative importance of the substantiated problems. tive f~oal Development 

9. Developing Normative Goals and the Norf:.ative 

After r~nking the. ProbleITt'\Statem~nts'l thf?;:; GQal Decision 

next step -- if not previously accomplished -- is to 

develop Normative Goal Statements based on those 

problems that are determined to be appropriate for 

potential resource allocation. 

Package. 

For example, assume that Problem Statements Re-emphasize at this 

developed for the Youthful Offender XYZ Program were point that goals are 

ranked as fol.iowoJ: usually general and 
1. Unemployment 

'2. Housing for youthful offenders 

3. Treatment services' for youthful 
offenders 

!. Training for Agency Officials serving 

youthful offenders· (Please note: Th:ts concern did 

not prove to be a significant problem.) 

Based on this' ranking, the correspo~din,g norma

tive goal statements might read as follows: 

1. Reduce the level of unemployment among 
youthful offenders 

2. Provide adequate housing for youthful, 
offenders 

3. Imp:t:ove treatment services fOl; youthful 
offenders 
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LECTURE NOTES 

Each of these' normative goal statements ex
presses outcomes to be achieved Which are general 
and not speCifically time-limited. 

10. Normative Go~l Decision Package 

Once Normati ve Goals have been ~stab ... 
lished and the.problem statement(s) assessed, the 

criminal justice administrator should require that 

program developers prepare NormativeGoal Decision 

Packages Such as the one shown 'in Exhibit 2-5. These 

Decisdon Packa,ges, based, on inputs from the Problem 

Statement(s), provide a useful format for deciding 
which Normative Goals to adopt. 
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Refer to Exhibit 2-5. 

Normative Goal 

Decision Package. 
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II. 

* 

EXHIBIT 2-5 i.: 

NORMATIvE GOAL DECISION PACKAGE 

Problem Area 

Recomrcli:mded Normative Goals (in priority order) '* 

A. Initial Concern (for each Normative Goal) 

B. ~a;y of A~alysis Findin2s (for each Normative Goal) 

rf the analYsis process indicates that the concern is not ~ real 
problem no Normative Goal should be stated.. A. and B. should be 
complet~d, however, for review by decision-maker(s). 
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LECTURE NOTES 

In the role of director of an organizational 

unit, the crimJ.nal justice administrator can use 

Normative Goal Decision Pac,kages to establish the 

normative goals over which he or she has discretion. 

As a manager of programs, however, the criminal jus

tice administrator may merely ser,,-.a as a resource to 

an advisory board which selects normative goals. In 

that case, the Decision Package remains a valuable 

format for presenting recommendations to the 

Advisory Board. 

As indicated earlier, normative goals are 

not necessarily the product of a rational, analytical 

process. The next Episode of the Case study, which 

follows at this ~oint, illustrates this reality. 

CASE STUDY EP,tSODE THREE: A WALK .. THROUGH 

Episode Three is designed to demonstrate two 

alternativ.e ways in which normative goals are de

veloped. Specifically, ·the Episode first shows how 

Problem Statements can be used as a b~sis for estab

lishing normative gO-als, then proceeds to illustrate 

how a "crisis" can cause n()rmative g'.:>als to be im-

Key Points and 
'"' ... 

posed on an agency or program. Thil) Episode is Allow lS minutes for 

designed as a "walk-thrfJugh". The follawing are the the participants to 

key points the instructor sl'iould itiake: familiarize them-

1. This Episode addresses Steps 5, 6 and 7 selves with the Epi-

in the Man,agement Process Mociel. sode materials. In-

2. Initially, Voyl.es is attempting to em- .struct them to focus 

ploy a rational approac:h to normative goal develop- on the "cover sheet" 

mente The "Normative Goal Decision Packages" are of the Normative Goal 

based on the attached Problem Statements', and are Dacision Package, i.e • 

ideally used as the basis for the decisions made at CS 3-8 and CS 3-9, 

11-71 ·rather than the 
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Step 7 on the Management Process Model. 

3. The letter from Juanita Johannsen is self

explanatory, and is indicative of the manner in which 

outside forces can "impose" normative goals on an 

agenoy or program. 

At the conclusion of the walk-through, the instructor 

sho,,' ,d pose the following question to the participants: 

"H( .. w should Voyles respond te> Johannsen's letter?" 

De-briefina notes on this question appear at the end 

of the F~pisode Three materials. 

11-72 
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~ey Points and 
~C~o~m~m~e~n~t;s ______________ if 

'Ie. n 

Problem statements 

themselves. 
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Objective: 

CASE STUDY 

EPISODE THREE 

Charting a New Course 

At the completion of Episode Three, the participants should be 

familiar with the alternative methods for establishing normative goals. 

Ins tructions: 

This Case Study will be conducted as a walk-thr~ugh. The 

instructor will supervise the walk-through. 

CS 3-1 
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Politics is rearing its ugly 
head again in the debate over 
"entitlement", the novel new 
approach to the funding re
cently adopted by the Law En
forcement Assistance Admini
stration. under the concept 
of entitlement, cities with 
population of at least 100,000 
and counties with population of 
at least 250,000 can receive 

~ "bloc" grants of LEAA funds. 
w In addition, the city or 
~ county qualifying for an en

titlement grant has the 
authority to decide how the 
monies are going to be spent. 
Such local automony has iong 
been a dream of most Gotham 
City and Payneless County 
criminal justice officials. 
These officials have often 
complained bitterly that the 
State of Misery Planning 
Agency has "shortchanged" our 
city and county in its allo
cation formulas in favor of 
smaller locales that simply 
donWt have the crime problems 
we have. Entitlement would 

(EDITORIAL REPRINT) 

August 12, 1979 

CITY OR COUNTY ENTITLEMENT? 

alleviate this inequity. 

The problem is this: the Mayor 
of Gotham City wants the City 
to apply for entitlement on its 
own, without including Payneless 
County. The folly 6f this ap
proach is obvious: Gotham 
City's crime problems don't stop 
at the city limits! Gotham 
City and Payneless County are 
plagued by common problems that 
require a unified approach to 
solve. Entitlement for Payne
less County and Gotham C;i.ty as 
a unit would facilitate the form
ulation and implementation of 
measures to combat our rising 
crime rates. 

The Mayor's motivation is un
fortunately obvious. He realizes 
that a unified city-county enti
tlement will result in his losing 
direct bureaucratic control of the 
Planning Agency. His sometimes ty-
.f~rc-~ exercise of this cont»al 
, has Eeen addressed in earlier edi

torials. The time has come for 
this tyranny to halt. The best in-

o 

tf~ 
\ ~, i) 

(l 

terests of the citizens of Go
tham City and Payneless County 
will be served by a unified en
titlement jurisdiction. The 
Mayor must step aside on this issue. 

Public hearings on this issue 
will be 'held next'Tuesday even-
ing at 8:00 PM at the Municipal 
Building. We urge concerned 
citizens to attend and support ·a 
unified city-county effort. We 
would also like to make a special 
appeal to Virgil Voyles, the new 
Director of the Planning Agency. 
In a short time he has impressed 
the criminal justice officials in 
the city and county with his know
ledge and expertise. He seems to 
be the kind of person who can fill 
the leadership void ti1at has plagued 
efforts to improve our criminal 
justice agencies. We call upon Mr. 
Voyles to speak out at the public 
he~ings on this crucial issue. 
His opinions on this matter should 
be heard. We are not so naive as 
to ignore the risk he might incur 
if he opposes the Mayor. But we 
also hope that his sense of duty 
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to the criminal justice system 
will override these concerns·. 

Speak out, Mr. Voyles. 
We need your lea.dershipl 

.~ ,-, 

(EDITORIAL REPRIN'l') 

August 12, 1979 

CITY OR COUNTY.ENTITLEMENT? 
(continued) 
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(EDITORIAL REPRINT) 

September 1, 1979 

CONGRATULATIONS MAYOR 

We have in the past often been 
critical of Mayor Flood's political 
"wheelinqs and dealings" .in .. matters 
concerning the Criminal Justice 
Planning Agency. Last Tuesday 
night, however, the Mayor acted 
like a true statesman in forsaking 
his efforts to establish Gotham 
City as a separate entitlement 
jurisdiction. Speaking at the end 
of the public hearing, the Mayor 
remarked that the arguments pre~ 
sented by those advocating a 
combined city/county entitlement 
entity had convinced him that 'this 
was a preferable approach. The 
advocates of the uni'fied appr()lach, 
wbos~ numbers included VirgLt 

I" () 

'. 

Voyles; the Director of the 
current Planni.ng Agency, presented 
a g,trong case. Their "witnesses" 
included several prominent 
national criminal justice experts. 

We hope that this marks a new 
beginning for successful coopera

. tive'planning and action programs 
for our area,. Mr. Voyles enlerged 
as a powerful ally of proqressive . 

. approaches to solve our crime pro~lem. 

We extend our s~pport to him in 
the hope that he will continue to 
be an agqressive proponent of an 
innovative, professional criminal 
justice system. 
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Payneless County 

P."4.YNELESS COUNTY 
CRIMINAL JUSTICE Pl,ANNING AGENCY 
'100 COUNTY BUIJJDING' 
GOTHAM CITY, MISERY 00007 

October 8, 1979 

Mr. Virgil Voyles, Director 
Payneless County Criminal Justice 

Planning Agency 
313 Courthouse Square 
Gotham City, Misery 00007 

Dear Virg: 

I regret that our meeting today was cut 
understanding tolerance of the interruption. 
endum is very touchy these days, and I have to 
inquiries concerning our stand on this issue. 

FRED NICOLAISON, 
COUNT,'.( MANAGER 

short. I appreciate your 
Preparing for a bond refer
be responsive to press 

I am extremely interested in your ideas concerning how the Gotham 
City/Payneless County Criminal Justice Planning Agency should operate. 
As I have stated to you at our earlier meetings, I am very pleased that 
entitlement for a unified city/county jurisdiction was approved. I'm 
also quite pleased that the "powers that be" chose to place the Planning 
Agency in the County Manager's Office. As I also indicated to you, the 
extent of my direct knowledge of the Planning Agency when it reported to 
the Mayor was that it served as a source of funds for certain criminal 
justice agency activities that were beyond normal budgetary limitations. 
Based on our brief discussions, I gather that you think the Agency stlould 
playa greater role than as a "funnel" for federal monies. To assist me 
in gaining a greater understanding of your position concerning the Planning 
Agency's role, could you please prepare for me a brief document stating 
what you believe the general goals of the Planning Agency should be • 

I appreciate your prompt response to this request. I'm really anxious 
to provide you as much support as possible in helping our City and County 
criminal justice agencies function more effectively. As I stated to you, 
I'm sure our working relationship will be far more collegial than the oQ,e 
you would 4ave had with the Mayor--e~pecially during this election year! 
Please let me know when I can be of assistance to you. 

Cordially, 

Fred Nicolaison 

CS 3-5 
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Ootham Cit" 

GOTHAM CITY 
CRIMINAL JUSTICE PLANNING AGENCY 
313 COURTIJOUSE SQUARE 
GOTHAM CITY, MISERY 00007 

TO: 

FROM: 

TOPIC: 

October 10, 1979 

Richard Williams 

Virgil Voyles 

Problem Statements 

VIRGIL VOYLES, 
DIREC'l'OR 

Pursuant to our last conversation, please have your planners in 

the areas of law enforcement, courts, corrections, and juvenile justice 

prepare for. me Normative Goal Decision Packages describing the key problem 

in each of their respective areas by November 15. As I indicated to you, 

this will be most helpful to me in gaining a greater understanding of 

the ways in which we as a Planning Agency can best contribute to the 

improvement of the administration of justice in this area. 

I appreciate your prompt response to this request. 

CS 3-6 
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Ootham Cit" 

GOTHAM CITY 
CRIMINA'L JUSTICE PLANNING AGENCY 
3],3 COUR'l'HOUSE SQUARE 
GO~HAH CITY, MISERY 00007 

November 7, 1979 

TO: Virgil Voyles, Director 

Richard Williams 
ASSOCIATE DIRECTOR OF 
PLANNING 

FROM: 

TOPIC: 

Richard Williams, Associate Director of Planning 

Problem Statements 

The following Normative Goal Decision Packages are being submitted 

in response to your October 10, 1979 request. While still not totally 

familiar with this format and approach, I believe the attached ones 

will be responsive to your stated needs. Please let me know if you 

have additional questions. 

CS 3-7 
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NORMATIVE GOAL DECISION PACKAGE 

I. PROBLEM AREA: Law Enforcement 

. II. RECOMMENDED NORMATIVE GOAL: 

To improve the ability of the law enforcement agencies in Gotham 

City and Payneless County to respond to the growing crime problems in 

those areas. 

A. Initial Concern 

The initial concern regarding the law enforcement' function was 

raised by the public outcry regarding crime in the downtown business 

district. This outcry came from t~e Downtown Business District Merchants' 

Associa.tion, the Gotham Gazette, and a number of local citizens' groups. 

Upon closer examination of the situation, as detailed in Step B below, . 

it became evident that the downtown business district was merely the 

"tip of the iceberg" in the law enforcement area. 

B. Summary of Analysis Findings 

The index crime rate in Gotham City and Payneless County has 

increased by 13.29% over the past year. Although the increase has been 

more dramatic within tra city limits, there has also been a small but 

significant increase in the county. The demograph~c characteristics 

of the victims and perpetrators are not inconsistent with the same 

characteristic's in other areas of the country. The victims are 

disproportion~tely members of the minority groups a~d the perpetrators 

are disproportionately undereducated black males, under 18 years of age. 

Two unusual characteristics of the crime pattern are the disproportionate 

number of crimes committed in the downtown business district and the 

disproportionate use of handguns in the perpetration of crimes. The city 

and county law enforcement agencies are clearing only 76% of the crimes with 

arrests, 9 percentage points below the nation.al average. The two agencies 

disperse their personnel by precinct and not by "crime areas," nor do 

they have specific divisions to deal with juveniles or crime prevention 

problems. Although the law enforcement problem is highlighted by crime 
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in the downtown business district, other factors like the preponderance 

of juveniles and handguns and the lack of a systematic organization o:e 

the two law enforcement agencies also come into ploy. This suggests 

that it is reaily an areawide problem, and that addressing only the 

downtown business district might create a "displacement" effect, moving 

crime from one area to another. 
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PROBLEM STATEMENT: lAW ENFORCEMENT 

DURING 1978, AN AJ~L TIME HIGH OF 12,655 INDEX 
CRIMES OCCURRED IN GOTHAM ,CITY AND PAYNELESS 
COUNTY. 9649 OF'THOSE CRIMES OR 76.25% OF THEM 
OCCURRED WITHIN GOTHAM CITY. ,A~ SHOWN FROM 
TABLE ONE FOR GOTHAM CITY, PAYNELESS COUNTY 
AND GOTHAM CITY AND PAYNELESS COUNTY COMBINED, 
THERE WERE RESPECTIVELY 31, 10, AND 41 HOMICIDES i 
190, 23 AND 113 RAPES; 1677, 212, AND 1889 ROB
BERIES; 3498, 1002 AND 4500 BURGLARIES; 2123, 
1508, AND 3631 LARCENIESi 1428, 198 AND 1626 
AUTO THEFTS,' AND 702, 53, .MID 755 AGGRAVATED 
ASSAUL~S WITHIN THE TOTAL METROPOLITAN AREA. 
THESE ,FIGURES REPRESENT OVER A ONE AND FIVE YEAR 
PERIOD RESPECTIVELY A 21% AND 49% INCREASE IN 
HOMICIDES; A 23% AND'52% INCREASE IN RAPESi A 
17% AND 40% INCREASE IN ROBBERIES; A 29% AND 
59% INCREASE IN BURGLARIES;, A 1% AND 20% IN
CREASE IN LAR(;ENIESi A 4% AND 20% INCRFASE IN 
AUTO THEFTS; AND A 2% DECREASE OVER THE ONE YEAR 
PERIOD BUT A 14% INCREASE OVER THE FIVE YEAR 
PERIOD IN AGGRAVATED ASSAULTS. THERE IS NO 
REASON TO SUSPECT THAT THE RECENT DRAMATIC 
INCREASES IN CRIME RATES ARE NOT THE RESULT 
OF REAL INCREASES AS OPPOSED TO CHANGES IN 
CITIZEN OR POLICE REPORTING BEHAVIOR, CHANGES 
IN THE WAY THE RATES ARE FIGURED, CHANGES IN 
LEGISLATION, ETC. 

Tln:,'3 IS A CONSIDERABLY HIGHER AMOUNT AND IN
CREASE OF INDEX CRIMES THAN FOR METROPOLITAN 
AREAS OF EQUIVALENT SIZE THROUGHOUT THE COUNTRY. 
AS SHOWN FROM TABLE TWO, FO!l EXAl>!PLE, IN AREAS 
EQUIVALENT IN SIZE, THE AVERAGE PERCENT INCREASE 
IN INDEX CRIMES WAS 6% FOR A ONE YF~ PERIOD AND 
2S .29% FOR A FIvE YEAR PERIOD. IN ABSOLUTE ' 
FIGURES, THE PAYNELESS COUNTY, GOTHAM CITY METRO
POLITAN AREA WAS PARTICUtARLY HIGHER IN THE MORE 
SERIOUS CRIMES OF MURDER (31 VS.27.2) AND RAPE 
(,lSO VB. ,143.6) THAN OTHER CITIES OF EQUIVALENT 
SIZE. ALTHOUGH PAYNELESS COUNTY, EXCLUSIVE OF 

, , 

GOTHAM CITY HAS REMAINED FAIRLY CLOSE TO THE 
NATIONAL AVERAGE FOR FREQUENCY OF INDEX CRIMES, 
THERE HAS BEGUN TO BE A SMAL":"", BUT SIGNIFICANT 
INCREASE IN THE COUNTY ALSO THIS CAN BE AT
TRIBUTED TO A GENERAL "SPILLOVER" OF CITY PROB .... 
LEMS INTO THE COUNTY. FROM POLICE DEMOGRAPHICS, 
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THE SAME TYPES OF INDIVIDUALS COMMITTING THE 
CRIMES IN THE CITY ARE ALSO COMMITTING THEM 
OUTSIDE THE CITY LIMITS IN THE COUNTY. 

THE DEMOGRAPHIC BREAKDOWN OF TYPES OF VIC
TIMS OF THE VARIOUS INDEX CRIMES IS FAIRLY' 
CONSISTENT WITH THE VICTIMIZATION PATTERNS 
ACROSS THE REST OF THE COUNTRY. IN GOTHAM 
CITY, 47.4% OF THE POPULATION IS WHITE; 
27.7% IS BLACKi 22.6% IS CHICANO; AND 2.3% 
FALL INTO OTHER ETHNIC CA'l1EGORIES. FOR 
CITY AND COUNTY COMBINED THE BREAKDOWN IS 
59.3% WHITEr '20.2% BLAGKi 17.2% CHICANOi 
AND 3.3% OTHER. THE VICTIMS OF HOMICIDE, 
RAPE, ROBBERY AND ASSAULT ARE ON THE AVERAGE 
65.5% BLACK AND CHICANO AND 34.5% WHITE FOR 
COUNTY AND CITY COMBINED. THE AGE AND SEX 
BREAKDOWNS OF THE VICTIMS ARE ALSO CONSISTENT 
WITH THE AREA'S POPULATION BREAKDOWN. 

ONE OF THE MORE UNUSUAL CHARACTERSTICS OF 
GOTHAM CITY AND l?f.YNELESS: COUNTY'S CRIME 
PROBLEM LIES IN TIm FACT THAT A DISPROPOR-
TIONATE NUMBER OF THE CRIMES ARE BEING COM-
MITTED IN THE DOWNTOWN BUSINESS DISTRICT. 
WHILE THIS AREA ACCOUNTS FOR ONLY 20% OF THE 
ACTUAL LAND IN THE CITY AND 5% OF THE LAND,' 
FOR THE ENTIRE METROPOLITAN AREA, IT ACCOUNTED 
FOR 48.39% AND 36.59% OF THE HOMICIDES WITHIN THE 
CITY AND ENTIRE AREA RESPECTIVELY, 41.05% AND 36.63% 
OF THE RAPES, 41.98% AND 37.37% OF THE ROBBERIES, 
43.02% AND 33.44% OF THE, BURGLARIES, 43.85% AND 
25.64% OF THE LARCENIES, 57% AND 50.06% OF THE AUTO 
THEFTS, AND 62.02% AND 57.75% OF THE AGGRAVATED ASSAULTS. 
THIS IS DETAILED IN TABLE THREE. THE OCCURRENCE 
OF THESE CRIMES IS FAIRLY EVENLY DISTRIBUTED 
THROUGHOUT THE DAYS OF THE WEEK AND MONTHS OF THE 
YEAR, WITH THE EXCEPTION ,OF', THE' FACT THAT 44% OF 
'THE HOMICIDES AND 20% OF THE RAPES ARE COMMITTED' 
ON SATURDAYS. 

ANOTHER CHARACTERISTIC OF THE CRIME PROFILE OF 
GOTHAM CITY AND PAYNELESS COUNTY IS THE DISPRO
PORTIONATE NUMBER OF HANDGUNS USED IN THE COM
MISSION OF THESE OFFENSES: 61.2% OF THE HOMI
CIDES, 49% OF THE RAPES, 68.59% OF THE ROBBERIES, 
29% OF THE AGGRAVA~~D ASSAULTS. NO DATA IS'RE
PORTED FOR THE TYPE OF WEAPONRY USED IN THE 
COMMISSION OF BURGLARIES, LARCENIES, AND AUTO 
THEFTS. 

ce 3-11 



THOSE APPREHENDED FOR COMMITTING THESE OFFENSES 
ARE GENERALLY BLACK. MALES IN THEIR LATE TEENS 
AND EARLY TWENTIES AS SHOWN IN TABLE IV. 
SPECIFICALLY AN AVERAGE OF 36.2% OF THE CRIMES 
WERE COMMITTED BY INDIVIDUALS 18 AND UNDER, 
WHILE AN AVERAGE OF 52.4% OF THOSE COMMITTING 
WERE BLACK AND 70.70% WERE MALE. ADDITIONALLY, 
75% OF THE INDIVIDUALS IN QUESTION WERE UN
EMPLOYED AT THE TIME THE CRIMES WERE COMMITTED, 
AND HAD LESS THAN 12 YEARS OF EDUCATION. 

WITH RESPECT TO PRIOR CRIMINAL HISTORY, 75% 
OF THOSE OVER 21 AND .65% OF THOSE UNDER 21 
WHO COMMITTED AN INDEX OFFENSE HAD A PRIOR 
CRIMINAL HISTORY. 42% OF THOSE OVER 21 WERE 
RECIDIVISTS AND 39% OF THOSE UNDER 21 WERE 
RECIDIVISTS. 

LAW ENFORCEMENT IN METROPOLITAN PAYNELESS 
COUNTY WAS. SUCCESSFUL I~ CLEARING 26% OF 
THE CRIMES WITH ARRESTS... THE NATIONAL 
AVERAGE IN ME~ROPOLITAN AREAS OF SIMILAR 
SIZE FOR CLEARING INDEX CRIMES BY ARREST 
IS 35%. LAW ENFORCEMENT IN THE AREA IS 
COMPRISED OF THE GOTHAM CtTY POLICE DEPART
MENT WITH 286 SWORN PERSONNEL AND THE PAYNE
LESS COUNTY SHERIFF '-s E>EPARTMENT WITH 502 
SWORN PERSONNEL. THE TWO DEPARTMENTS ALLO
CATE THEIR RESOURCES' FAIRLY EVENLY OVER 
THEIR GEOGRAPHIC AREAS • EACH DEPARTMENT 
HAS AN OPERATIONS, PATROL, INVESTIGATIVE, 
'rRAFFIC, ADMINISTRATIVE' AND TECHNICAL 
SERVICES DIVISION. THE PAYNELESS COUNTY 
SHERIFFlS DEPARTMENT ALSO HAS A COMMUNITY 
RELATIONS/CRIME PREVEN:r'ION UNIT. ADDITIONALLY, 
IT SERVICES THE PAYNELESS COUNTY COURTS. 

THE INDEX CRIME RATE SEEMS TO BE RISING 
IN GOTHAM CITY AND PAYNELESS COUNTY FASTER 
THAN THE REST OF THE COUNTRY FOR A NUMBER OF 
REASONS. LAW ENFORCEMENT IN GOTHAM CITY 
APPEA~S TO BE OVERWORKED AND NOT.POSITIONED 
ACCORDING TO WHERE THE MOST SEVERE PROBLEMS 
ARE. THE MANAG~MENT IN THE DEPARTMENT HAS 
BEEN FLOUNDERING ACCqRD!NG TO NEWSPAPER ACCOUNTS 
AND INTERVIEWS WITH INDIVIDUAL POLICE OFFICERS 
FOR SOMETIME NOW. THE DOWNTOWN DISTRICT SEEMS 
TO ACCOUNT FOR A DISPROPORTIONATE AMOUNT OF 
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THE CRIMES. THIS. IS PROBABLY AN OUTGROWTH 
OF PROBLEMS WITHIN THE POLICE DEPARTMENT, 
SPECIFICALLY PERSONNEL ALLOCATION AND A LACK 
OF ANY CONSISTENT EFFORTS TO HELP THE CITI
ZENS MOUNT ANY CRIME PREVENTION EFFORTS. THIS 
GENERAL "CRIME WAVE" HAS NOT ONLY SPREAD TO 
OTHER PARTS OF GOTHAM CITY PROPER, BUT ALSO 
INTO PAYNELESS COUNTY. AS BUSINESSES AND 
INDIVIDUALS FLEE THE DOWNTOWN BUSINESS DIS
TRICT FOR FEAR OF VICTIMIZATION, THE CRIMINALS 
ALSO LEAVE THE DISTRICT IN SEARCH OF MORE 
VICTIMS. 

FINALLY, A DISPROPORTIONATE NUMBER OF JUVENILES 
SEEM TO BE INVOLVED IN THE COMMISSION OF INDEX 
CRIMES. FURTHERMORE,' THESE JUVENILES TEND TO 
FIT THE PROFILE OF THE HARD-CORE UNEMPLOYED 
AND UNEMPLOYABLE BLACKS. THERE IS NO SPECIFIC 
DIVISION IN EITHER THE GOTrmM CITY OR PAYNE-
LESS COUNTY LAW ENFORCEMENT AGENCIES FOR DEAL
ING WITH JUVENILES. THE CITY AND COUNTY HAVE 
ALSO BEEN REMISS IN DEVELOPING COMMUNITY AL
TERNATIVES TO INCARCERATION AND JUVENILE 
DIVERSION PROGRAMS. THIS MAY ACCOUNT FOR THE 
LARGE NUMBER OF JUVENILES COMMITTING INDEX CRIMES. 
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TABLE ONE 

~NDEX C~I~ ~REQUENCIES 

NAT'L AVG. 
METROPOLITAN 

TOTAL FREQUENC~ NAT'L AVG. AREAS EQUIVALENT 
FREQUENCY GOTHAM CIT~ CJ;'rIE~ TO GOTHAl'l CITY 

FREQUENC¥ ~N PAYNELESS PAYNELESS EQU~VALENT TO & Pl\~LESS TYPE OF CRIME GOTHAM CIT~ COUNTy COUNTY GOTHAM CITY COUNTY 

HOMICIDE 31 10 41 27.2 40.8 

RAPE 190 23 213 l43.6 215.4 

n ROBBERY 1677 212 1889 1217.0 1825.5 
til 

w BURGLARY 3498 1002 4500 2897.6 4346.4 I .... 
~ 

LARCENY 2123 1508 3631 3624.0 5436~, 

AUTO THEFT 1428 198 1626 921.5 1382.25 

AGGRAVATED ASSAULT , 702 53 755 652.4 978.6 
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TYPE OF CRlME_ 

HOMICIDE 

RAPE 

ROBBERY 

BURGLARY 

LARCENY 

AUTO THEFT 

AGGRAVATED ASSAULT 

AVERAGE 

,~ '":r 

" 
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TABLE TWO 

PERCENT CHANGE IN INDEX CRIMES 

% CHANGE 1 YEAR % CHANGE 5 YEARS 
CITIES EQUIVALENT TO CITIES EQUIVAli~NT TO 

% CHANGE % CHANGE 1,J1\YNELESS CO./ PAYNELESS CO. / 
1 u:A~ 5 ',{EA~S GOTHAM C:]:TY GOTHAM CI~~Y 

METRO. AREA Mf!TRO. AREA METr\O. AREA METRO. AR1::A , , 

+21% +49% +12% +32% 

+23% +52% +14% +38% 

+17% +40% +07% +20% 

+29% +59% +17% +41% 

+01% +20% +02% +19% 

+04% +20% -06% +15% 

-02% +14% -04% +12% 
.-

+ 13.29% + 36.29% +06% + 25.29% 
\ 

" 
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TJ.\8LE THREE 

PROFILE OF CRIME RATE XN BUSINESS DISTRICT 

,,'4" BUSINESS BUS;rNESS 
DISTRICT'S DIST:RICT'S 

BUSINESS DISTRICT PER,CENTAGE O;F PERCENTAGE OF TYPE OF CRIME ;FREQUENCY C;rTY -WIDE CRI!-mS AREAWIDE CRIMES 

HOMICIDE 15 48.39% 36.59% 

RAPE 78 41.05% 36.62% 
(j 
t:/l ROBBERY 704 41.98% 37.27% w 
I 

I-' BURGLARY 150':; 43.02% 33.44% '" / LARCENY 931 43.85% 25.64% 

AUTO THEFT 814 57.00% 50.06% 
, AGGRAVATED ASSAULT 436 62.02% 57.75% 
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TABLE FOUR 

DEMOGRAPHICS OF PERSONS i\PPREHENDED FOR INDEX CRIMES 
IN GOTHAM CITY AND PAYNELESS COUNTY FOR 1978 

18~ 19~30 31+ TYPE OF CRIME & UNDER ~ YEARS -.--.--

HOMICIDE 32.0% 40.4% 27.6% 

RAPE 29.0% 53.8% 17.2% 

ROBBERY 41.0% 39.2% 19.8% 

BURGLARY 30.3% ·44.1% 25.6% 

LARCENY 35.0% 43.8% 21.2% 

AUTO THEFT' 56.0% 22.1% 21.9% 

AGGRAVATED ASSAULT 30.2% 48.8% 21.0% 

AVERAGE 36.2% 41. 7% 22.0% 

NOTE: 

THE DEMOGRAPHICS OF INDIVIDUALS SUSPECTED OF COMMITTING 
THE INDEX CRIMES ARE CONSISTENT WITH THOSE PRESENTED ABOVE. 

", 

~tALE BLACK 

61.5% 53.0% 

100.0% 59.0% 

70.0% 52.1% 

73.0% 49.9% 

58.0% 52.3% 

63.0% 46.2% 

69.2% 54.6% 

70.7% 52.4% 

, 

) 

WHITE CHICANO 

25.2!k 21.8% 

19.8% 21.2% 

28.2% 19.7% 

29.3% 21.1% 

20.0% 27.7% 

32.8% 21.0% 

26.8% 18.6% 

26.0% 21.6% 

, .-
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NORMATIVE GOAL DECISION PACKAGE 

I. PROBLEM A~; Adult Corrections 

II. RECOMMENDED NORMATIVE GOAL: 

To increase locally available treatment opportunities for probationers, 

inmates, and parolees in Gotham City /payneless CO' • .mty. 

A. Initial Concern 

There was a public hue and cry over the rape of a daughter of a 

prominent citizen by a probationer. The newspapers and local citizens' 

groups came o~t strongly in favor of doing something more for local 

prQbationers. On closer examination of the problem (See Step B), it 

was discovered that probationers, i~~ates, and parolees lack adequate 

cQmmunity-based rehabilitat,ive services. 

B. Summary of Analysis Findings 

The metropolitan area has correctional responsibility only for 

individuals awaiting trial and misdemeanants. TheState funds PrObation/ 

Parole Officers who have average case loads of 50. Some jurisdictions 

within the State of Misery augment the number of officers; the Gotham/ 

Payneless Area does not. While the jail facilities are' excellent, with 

all of the current monitoring devices no other correctional services 

e.g. halfway houses -- are available. 
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PROBLEM STATEMENT: ADULT CORRECTIONS 

WHILE THE ~AYNELESS COUNTY/GOT~ CITY METROPOLITAN 
AREA SPECI~ICALLY HAS CORRECTIONAL RESPONSIBILITIES 
ONLY FOR Ml;SDEMEANANTS AND THOSE AWAITING TRI'AL, 
THE METROPOLITAN AREA HAS CONSISTENTLY REFUSED TO 
TAKE ANY INITIAT'IVE IN PROVIDING REHABI~ITATlVE 
SERVICES ~OR THE INMATES UNDER THEIR JURISDICTION 
OR INMATES RETURNING FROM THE STATE SYSTEM TO 
THEIR JURISDICTION. SPECIFICALLY, THERE ARE 
ONLY CUSTODIAL SERVICES FOR INMATES IN THE METRO
POLITAN AREA; THERE ARE',NO REHABILITATIVE OR 
"TREATMENT ORIENTED" PROGRAMS. IN 1972-1974, 
THE MET~POLITAN AREA RECEIVED A GRANT FROM THE 
STATE TO COUDUCT A STUDY RELEASE PROGRAM FOR 
MISDEMEANANTS. THERE WAS NO TRACKING QF THOSE 
INVOLVED IN THE PROGRAM, BUT PARTICIPANTS AND 
LAW ENFORCEMENT OF~ICIALS.ALlKE FELT AS IF THE 
PROGRAM WAS ~ENEFICIAL. NEVERTHELESS, ONCE THE 
STATE MONEY ~ OUT AFTER TWO YE~ OF FUNDING, 
THE L9CAL GOVE~NTS ~ECLlNED TO PICK UP FUND
ING FOR THE PROGRAM. 

T~ PRE-TRIAL DETAINEES AND MISDEMEANANTS IN THE 
JAIL CONSTITUTE AN AVERAGE DAILY POPULATION OF 
55. THIS IS 69% OF THE JAIL'S CAPACI~Y. THE 
~IMUM TIME UNINTERRUPTED INCARCERATION IS 
ONE YEAR. THE MORE TRUS:;rED INMATES ARE RE
SPONSIBLE FOR KEEPING THE JAIL AND LAW EN
FORCEMENT ADMINISTRATION BUILDING CLEAN. THE 
OTHER I.NMATES REMAIN IN THEIR CELlIS PLAYING 
CARDS, LISTENING TO RADIOS, WATCHING TV, ETC. 

THE 1\CTUAL JAIL IS ONLY FIVE YEARS OLD AND CONTAINS 
ELABORATE ~ONITORING SYSTEMS. IT IS ALWAYS CLEAN 
AND WELL PATROLLED. . THERE ARE AT' ALL TlMES TEN' 

\ . 
DEPUTY SHERIFFS ON DUTY WHICH IS WELL IN EXGESS 

. :or THE NATIONAL AVERAGE. INMJ\TE/JAlLER RATIO. 

ALTHOUGH NOT WITHIN THE ORIGINAL JURISDICTION 
OF THE METROPOLITAN AREA, THERE ARE ON A MONTHLY 
AVERAGE 792 INDIVIDUALS ON PROBATION OR PAROLE 
LIVING WITHlN THE GEOGRAPHIC AREA OF PAYNELESS 

'COUNTY/GOTHAM CITY. A TOTAL O~ 16 PROBATION/ 
PAROLE OFFICERS WHO WORK FOR THE STATE DEPARTMENT 
OF CORRECTION ARE RESPONSIBLE FOR THESE 792 
PROBATIONERS AND PAROLEES. THIS MAKES EACH 
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OF;FICER'S CASELOAD AN AVERAGE OF 50 PROBATIONERS 
AND/OR PAROLEES. THIS CASELOAD IS WELL. AB·0VE THE 
MAXI~ OF38S THAT, IS RECOMMENDED BY THE NATIONAL 
INSTITUTE FOR CORRECTIONS. SEVERAL OTHER JURIS
DICTIONS WITHIN THE STATE OF MISERY HAVE PITCHED IN 
LOCAL MONIES TO SUPPORT MORE OFFICERS TO BRING 
THE CASELOADS DOWN TO AROUND 35. THE PAYNE1ESS 
COUNTY/GOTHAM CITY METROPOLITAN AREA HAS CHOSEN 
NOT TO 00 THIS. AS A RESULT, THE BEST THAT THE 
PROBATION/PAROLE OFFICERS IN THE AREA CAN DO IS 
TO PROVIDE MONITORING SERVICES. THEY HAVE RE
PEATEDLY TOLD THEIR SUPERIORS THAT THEY ARE UN
ABLE TO PROVIDE ANY COUNSELING OR REHABILITATIVE 
SERVICES. 

FINALLY, THERE ARE NO COMMUNITY-BASED TREATMENT 
FACILITIES WITHIN THE METROPOLITAN AREA. MANY 
JURISDICTIONS IN THE STATE OF MISERY HAVE FUNDED 
HALFWAY HOUSES AND OTHER TYPES OF. COMMUNITY BASED 
PROGRAMS. THIS HAS NOT BEEN DONE IN PAYNELESS 
COUNTY/GOTHAM CITY, 

ALONG WITH THE LACK OF REHABILITATIVE PROGRAMS IS 
A HIGH RECIDIVIST RATE. 75% OF THE INDIVIDUALS 
OVER 21 AND 65% OF THOSE UNDER 21 ARRESTED FOR AN 
INDEX OFFENSE IN PAYNELESS COUNTY/GOTHAM CITY 
HAD A PRIOR CRIMINAL HISTORY, WHILE 43% OF THOSE 
ARRESTED FOR AN INDEX CRIME AND '39% OF THOSE UNDER 
21 WERE RECIDIVISTS. THESE RATES ARE APPROXIMATELY 
10% ABOVE THE NATIONAL AVERAGES. ALTHOUGH NO 
STATISTICAL LINK CAN BE MADE BETWEEN THE RECIDIVIST 
RATES AND THE LACK OF REHABILITATIVE PROGRAMS, MANY 
CRIMINAL JUSTICE OFFICIALS HAVE STATED THEY BELIEVE 
THE LACK OF PROGRAMS IS CONTRIBUTING TO THE HIGH 
RECIDIVIST :RATES. 
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NORMATIVE GOAL DECISION PACKAGE 

I. PROBLEM AREA: Juvenile Justice 

II . RECOMMENDED NORMATIVE GOAL: 

To establish community-based diversionary and treatment programs 

for juveniles. 

A. Initial Concern 

The initial concern came from the law enforcement segment of the 

community. They expressed, through the local Fraternal Order of Police, 

a desire to crack down harder on the juveniles through arrest and 

incarceration. After a closer look at the problem (See Step B), it 

became apparent that the arrest rate for juveniles is actually on par 

with the national average; it is the response of the criminal justice 

system to these juveniles after they have been arrested that is deficient. 

B. Summary of Analysis Findin~s 

The number of index crimes committed by juveniles has risen 

13.3% in the past year. A disproportionate amount. of the crime is 

occurring in the downtown business district with the aid of a handgun 

and affecting the ~lderly. Additionally, a disproportionate number of 

the juvenile perpetrators are either black or chicano. Thirty-five 

percent of the, crimes suspected of being committed by juveniles are 

cleared by arrest; this is consistent with national averages. What is 

inconsistent is how juveniles are handled after arrest. Only 15% 

of the arrested juveniles have petitions filed against them by the 

District Attorney, while the other 85% receive "slaps on the wrist." 

No services .are currently available for this 85%. Of the cases where 

petitions are filed, 85% are convicted, and 45% of the convictees go 

to the state correctional facilities, where little "rehabilitative" 

programming is available. The other 55% are placed on probation. The 

probation program combines a small caseload (15) with intensive treat

ment services; the result is a very low re-arrest rate (25%) for former 
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juvenile probationers. In essence, little attempt is made across the 

board at providing treatment for juveniles, but where treatment is 

provided by juvenile probation officers, the results, are impressive. 
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PROBLEM STATEl>f£NT; JUVENILE JUSTI.CE 

DUR:,J;NG 1978, THE NUMBER OJr INDEX CRIMES COMMITTED 
BY ~UVEN:J:LES R,EACHED AN ALL .. ·TlME HIGH OF 4242 IN 
GOTHAM CITY AND 4622 IN GOTHAM CITY/pAYNELESS 
COUNTY METROPOLITAN AREA. THE PERCENTAGE OF' IN-, . 
DEX CRIMES COMMITTTED BY JUVENILES RANGED FROM A 
HIGH OF 59% OF THE AUTO THEFTS IN THE CITY TO A 
LOW Of ~O.2% OF THE AGGRAVATED ASSAULTS IN THE 
CITy ?\N0 COUNTY ~OMBINED. THIS IS SHOWN IN TABLE 
;FIVE. 

THIS NUMBER O~ CRIMES REPRESENTS A STARTLING IN
CRE1\SE OVER THOSE COMMITTED ONE YEAR AGO (,1977) 
AND F:;tVE y~RS AGO (1973) BY-THE SAME AGE GROUP. 
AS CAN BE SEEN ;FROM TABLE SIX, 'l;'HE NUMBER OF IN
DEX CRIMES COMMITTED BY ~UVENlLES ROSE AN AVER"
AGE OF 17.4% OVER THE PAST YEAR AND AN AVERAGE OF 
40% OVER THE ~AST FIVE YEARS.' Tius IS COMPARED 
TO A 13.3% AND A 36.3% RISE IN INDEX CRIMES 
OVER THE pAST ONE AND FIVE YEARS, RESPECTIVELY 

. IN GOTHAM CITY. 

THE TYP~S OF PEOPLE VICTIMIZED FOR THE LOCAL CRIMES 
ARE CONSISTENT WITH THE VICTIMIZATION PATTERNS 
ACROSS THE COUNTRY. THE VICTIMS OF HOMICIDES, 
RAPES, ROBBERIES, AND ASSAULTS ARE 65.5% BLACK 
AND CHICANO FOR THE METROPOLITAN AREA. THERE 
IS SOME INDICATION FROM A RECENT VICTIMIZATION 
STUDY THAT A DISPROPORTIONATE NUMBER OF VICTIMS 
IN THE DOWNTOWN, BUSINESS DISTRICT ARE 65 AND 
OVER. THIS AGE GROUP MAKES UP 10.24% OF THE 
PO~ULATION AS A WHOLE, BUT REPRESENTS 26.8% OF 
THE VICTIMS OF ,INDEX CRIMES IN THE BUSINESS 
DISTRICT. THERE ARE NO FIGURES ON WHETHER OR 
NOT JUVENILES ARE VICTIMIZING THE ELDERLY AT 
A GREATER RATE THAN THE CRIMINAL ELEMENT AS 
A WHOLE. WITHOUT DATA TO THE CONTRARY, THE 
ONLY ASSUMPTION TO BE MADE IS THAT THE JUVENILES 
ALONG WITH THE REMAINDER,OF THE CRIMINAL 
ELEMENT, ARE VICTIMIZING THE ELDERLY TO A 
GREATER EXTENT IN THE DOWNTOWN BUSINESS 
DISTRICT. IT, HAS BEEN SUGGESTED IN THE PRESS 
THAT THE ELDERLY ARE BEING VICTIMIZED AT A 
GREATER RATE THAN OTHERS IN THIS AREA BECAUSE 
THEy RELY MORE HEAVILY ON THE SHOPS IN THIS 
AREA DUE TO THE ACCESSIBILITY OF THESE SHOPS 
FROM PUBLIC TRANSPORMTION' AND THE RETIREMENT 
HOMES. 
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ANOTHER CHARACTERISTIC OF THE CRIME IN THE 
METROPOLITAN AREA IS THAT 61. 2% OF THE HOMI'-, 
CIDES, 49% or THE RAPES, 68.5'9% OF THE ROB ... 
BERIES, AND 29% OF TIlE AGGRAVATED ASSAULTS 
ARE COMMITTED WITH THE AID OF A HANDGUN. 
THIS IS TRUE WHETHER THE PERPETRATOR IS A 
JUVENILE OR AN ADULT. 

THE JUVENILES COMMITTING THE CRIMES, AS CAN 
BE SEEN FROM TABLE FIVE, ARE LIKELY TO BE 
BLACK OR CHICANO. THIS IS EVEN MORE LIKELY 
TO BE THE CASE IF ONLY GOTHAM CITY IS TAKEN 
INTO ACCOUNT AS OPPOSED TO THE ENTIRE METRO
POLITAN AREA. FURTHERMORE, 75% OF THE J~-' 
ILES ARE UNEMPLOYED AND HAVE LESS THAN A HXGH 
SCHOOL EDUCATION. 

WITH RESPECT TO PRIOR CRIMINAL HISTORY 65% OF 
THE INDIVIDUALS UNDER 21 WHO COMMITTED AN IN
DEX OFFENSE IN 1978 HAD A CRIMINAL RECORD, AND 
39% OF THEM WERE RECIDIVISTS. 

LAW ENFORCEMENT AGENCIES WERE SUCCESSFUL IN 
CLEARING 35% OF ALL THE INDEX CRIMES 
COMMITTED BY JUVENILES. THE NATIONAL AVERAGE 
FOR SAME-SIZED CITIES IS 35%. NEITHER THE 
GOTHAM CITY NOR THE PAYNELESS COUNTY LAW 
ENFORCEMENT AGENCIES HAVE DIVISIONS FOR, 
DEALING SPECIFICALLY WITH, JUVENILES. BOTH 
LAW ENFORCEMENT AGENCIES MAINTAIN THAT THEY 
HANDLE JUVENILE AND ADULT ARRESTS IN A 
SIMILAR MANNER. 

AFTER APPREHENSION, A JUVENILE IS PLACED 
IN ONE OF T~ TWO JUVENILE DETENTION 
FACILITIES MAINTAINED BY THE PAYNELESS COUNTY 
SHERIFr'S DEPARTMENT. EACH FACILITY HOUSES 25 
JUVENILES. DURING THE PAST FIVE YEARS THERE 
HAVE BEEN EIGHT RECORDED INSTANCES WHEN THE 
FACIL1:TIES WERE UNABLE,' TO ACCEPT JUVENILES FOR 
LACK OF SPACE. ON FOUR OCCASIONS THE SUSPECTS 
WERE SIMPLY RELEASED, ON THE OTHER FOUR OCCASIONS 
THEY WERE PLACED IN THE COUNTY'S ADULT FACILITIES 
BECAUSE OF THE SEVERITY OF THE CRIMES THEY COM
MITTED. THE DETENTION HOUSES ARE ONLY "HOLDING" 
FACILITIES. BY LAW, A JUVENILE CAN ONLY STAY 
THERE TEN DAYS BEFORE BEING BROUGHT UP BEFORE 
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JUVEN~LE COU~T. THIS LAW 1:S UPHELD :(N, ,S~IRIT 
AND IN rACT. 

ONCE A JUVENILE IS DETAINED, THE D.A. HAS THE 
OPTION OF FILING A PETITION AGAINST (PROSECUTING) 
THAT JUVENILE. IN THE GOTHAM CITY/pAYNELESS 
COUNTY METaOpOLITAN AREA ONLY 15% 011' THE , 
JUVENILE ARRESTS ARE FILED. THE REMAININ~ 85% 
RECEIVE A "SLAP ON THE WRIST", OF THE CASES 
rILED, 85% ARE FOUND GUILTY, OF THOSE FOUND 
QUILTY 45% ARE SENT TO THE STATE'S JUVENILE 
CORRECTIONAL' FACILITY AND 55% ARE PLACED ON 
PROBATION. 

THE JUVENILE PROBATION SYSTEM IS ADMINISTERED 
BY THE COURT IN THE METROPOLITAN AREA. THE 
AVERAGE CASELOAD IS ONLY 15 JUVENILES, WHICH 
IS WELL BELOW THE' NATIONAL AVERAGE or 50. THE 
GOVERNOR or THE STATE O~ MISERY HAS AWARDED THE 
GOTHAM CITY/PAYNELE$S COUNTY JUVENILE PROBA~ 
TION DEPAR~MENT WITH A COMMENDATION FOR OUT ... 
STANDING SERVICE AS A LOCAL CRIMINAL JUSTICE 
AGENCY FOR THE PAST THREE YEARS. THE JUVE
N1:LE PROBATION OFFICERS REPORT AT LEApT WEEKLY 
PERSONAL CONTACT WITH EACH MEMBER OF THEIR 
CASELOAD. INTERESTINGLY, THE RE-ARREST RATE 
FOR FORMER JUVENILE PROBATIONERS IS 25\ LOWER 
THAN FOR JUVENILES WHO HAVE HAD CONTACT WITH 
OTHER PARTS OF THE LOCAL CRIMINAL JUSTICE 
SYSTEM EXCEPT PROBATION (1. E. POLICE, COURTS). 

THE JUVENILES WHO ARE SENT TO THE STATE DEPART
MENT OF JUVENILE CORRECTIONS GO TO ONE OF 
SEVEN JUVENILE FACILITIES ACROSS THE STATE 
OF t-USERY. VERY LITTLE IN THE WAY OF "REHABILI
TATIVE" PROGRAMMING IS DONE IN THESE FACILITIES. 

AT ALMOST EVERY POINT IN THE CRIMINAL JUSTICE 
SYSTEM 'LITTLE Ir ANYTHING IS DONE TO DISSUADE 
JUVENILES FROM COMMITTING MORE CRJ.>iES. AT 
ARREST JUVENILES ARE TREATED LIKE ADULTS, WITH 
NO SPECIFIC JUVENILE DIVERSIONARY PROGRAMS OR 
COMMUNITY-BASED TREATMENT FACILITIES CATERING 
TO THE SPECIFIC NEEDS OF THE JUVENILES IN
VOLVED. AFTER ARREST ONLY 15% OF THE JUVENILES 

, ARE ACTUALLY TAKEN TO COURT. THIS MAY BE 
CREATING A SITUATION IN WHICH THE'JUl?EN.ILES 
ARE NOT AS AFRAID TO COMMIT A CRIME BECAUSE 
EVEN IF THEY ARE ARRESTED, THEY HAVE AN' 85i 

'" 
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-CHANCE OF BEING TURNED FREE. FINALLY, THE 
STATE DEPARTMENT OF JUVENILE COQECTIONS OFFERS 
LITTLE IF ANYTHING IN THE WAY OF' REHABILI.TATIVE 
P:R.OGRAMS AND THE ~TROPOLITAN AR.EA HAS NO COM
MUNITY-BASED ALTERNATIVES TO CORRECTIONS. THE 
ONLY "BRIGHT" SPOT IN THE LOCAL 3UVENiLE JUSTiCE 
SYSTEM APPEARS TO BE THE JUVENILE PROBATION 
PROCESS. 

AN ADDITIONAL SITUATION HAS BEEN CITED BY THE 
PRESS AS PROBABLY AGGRAVATING AN ALREADY BAD 
JUVENILE CRIME PROBLEM. TWO YEARS AGO, THE 

. PUBLIC SCHOOLS IN GOTHAM CITY TOOK OUT ALL OF 
THEIR ATHLETIC PROGRAMS IN AN EFFORT TO SAVE 
MONEY. AT THE SAME TIME, ALL OF' THE P~LIC' 
GYMNASIUMS WERE CONVER"rED TO OTHER USES. THIS 
HAS TAKEN AWAY ONE OF ',l'HE ONLY "OUTLETS" FOR 
MANY '''INNER:,,_CITY'' YOUTH. ' 
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TYPE OF CRIME 

HOMICIDE 

RAPE 

ROBBERY 

BURGLARY 

LARCENY 

AUTO THEFT 

AGGRAVATED ASSAULT 

NOTE: 

_;_-:,:,,~·.;z;:":=:l:-:;'_·_':~_"; 

~~ ." . ." Jl Jl ~'': l:J-' '" 
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TABLE FIVE 

PERCENTAGES OF JUVENILES SUSPECTED OF 
COMMITTING CRIMES 

% OF ARRESTEES % OF ARRESTEES , OF ARRESTEES 
18 YRS. & UNDER 18 YRS. 6i UNDER BLACK OR CHICANO 

CITYWIDE COUNTY & CITY CITYWIDE 

43.2% 32.0' 80.0% 

32.1\ 29.0% 85.0% 

45.0' 41.0% 80.0% 

38.1\ 30.3% 71.0% 

48.0% 35.0% 67.0' 

59.0% 56.0% 58.0% 

31.0% . 30.2% 78.0% 

THE ACTUAL PERCENTAGES OF JUVENILES ARRESTED FOR COMMITTING INDEX CRIMES 
ARE ALSO CONSISTENT WITH THESE PERCENTAGES. 

.. 
~. . 

~ 

) 

% OF ARRESTEES 
BLACK OR CHICANO 

COUNTY & CITY 

74.8% 

80.2% 

71.8% 

71.0% 

80.0% 

67.2% 
0 

73.2% 
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TYPE OF CRIME 

HOMICIDE 

RAPE 
n 
til 

w ROBBERY 
I 

I\J 
(J) BURGLARY 

LARCENY 

AUTO THEFT 

AGGRAVATED ASSAULT 
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TABLE SIX 

JUVENILES SUSPECTED OF COMMITTING 
INDEX CRIMES 

FREQUENCY IN % INCREASE OVER 
FREQUENCY IN PAYNELESS CO. 1977 FOR 
GOTHAM CITY & GOTHAM CITY METRO. AREA 

13 13 23% 

61 62 26% 

755 774 20% 

1333 1363 34% 

1010 1271 09% 

843 911 07% 

218 228 03% 

(-~' Jl , )J -..... 
0 0 (' {) 

.",-

" 
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% INCREASE OVER 
1973 FOR 

METRO. AREA 

51% 

55% 

43% 
0 

59% 

28% 

23% 

21% 
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NORMATIVE GOAL DECISION PACKAGE 

I. P~OBL~ AREA: The Cou:t'ts 

II. RECO~NDED NORMATIVE GOAL: 

TO increase the prosecutorial and public defender capacities in 
Gotham C~ty/Payneless County. 

A. Initial Concern 

The District Attorney has, in the past several years, been trying 
to get funding ~rom a variety of sources f9r additional attorneys 

~or her staff. Upon closer examination of the problem (See Step B), 

it was apparent that the public defender would need a concomitant 

increase in staf~ and that other alternatives to increased numbers of 
attorneys are available. 

B. Summary of Analysis Findings 

Only 53% cf the adults an.d 15.% of the juveniles arrested for the 

commi,ssion of index crimes were prosecuted by the District Attorney's 

office during the past year. Although conviction rates are high, these 

prosecution rates are low compared to national averages. Concomitantly, 

the D.A. has about one-half of the staff that other D.A.'s in like-

sized cities have, and the Public Defender's Office has about two-thirds 

of the staff in comparable offices. An ihcrease in the number of 

attorneys for the D.A. Would necessitate a concurrent increase in the 
number o~ attorneys for t~e Public Defender. 
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PROBLEM STATEMENT: THE COURTS 

IN THE PAYNELESS COUNTY, GOTHAM CITY 
METROPOLITAN AREA DURING 1978 AN ALL
TIME LOW OCCURRED IN THE NUMBER OF CASES 
INVOLVING INDEX CRIMES THAT WERE PROSE-, 
CUTED BY THE DISTRICT ATTORNEY. ONLY 
53% OF THE ADULT OFFENDERS ARRESTED FOR 
AN INDEX CRIME WERE PROSECUTED BY THE 
DISTRICT ATTORNEY AND ONLY 15% OF THE 
JUVENILE OFFENDERS ARRESTED FOR AN INDEX CRIME 
HAD PETITIONS FILED (WERE PROSECUTED) BY 
THE DISTRICT ATTORNEY. FIGURES 1-3 
ARE FLOW CHARTS THAT GRAPHICALLY DEPICT 
THIS PROBLEM. THE PERCENTAGE OF CASES 
PROSECUTED BY THE D!STRICT ATTORNEY HAS 
BEEN STEADILY DECREASING OVER THE PAST 
10 YEARS. IN 1967, 67% OF THE ADULTS 
AND 29% OF THE JUVENILES ARRESTED FOR 
INDEX CRIMES WERE PROSECUTED; IN 1972, 
60% OF THE ADULTS AND 22% OF THE JUVENILES 
ARRESTED WERE, PROSECUTED. ALO:&G WITH 
THE STEADY DECREASE IN PERCENTAGE OF 
ARRESTEES PROSECUTED HAS BEEN A CONCURRT',NT 
INCREASE IN THE NUMBER OF INDEX CRIMES 
COMMITTED. THE INCREASE HAS BEEN ON THE 
AVERAGE OF 13.29% OVER THE PAST YEAR AND 
36.29% OVER THE PAST 5 YEARS. (SEE TABLE 
TWO.) 

JUVENILES HAVE THE HIGHEST LIKELIHOOD OF NOT 
BEING PROSECUTED. UPON COM~.":SSrOi~ OF A CRIME, 
A JUVENILE HAS A 26% CHANCE OF BEING ARRESTED 
AND IF ARRESTED A 15% CHANCE'OF BEING PROSE
CUTED, OR AN OVERALL, 3.9% CHANCE OF BEING 
PROSECUTED ONCE AN INDEX OFFENSE' IS COMMITTED 
IN THE METROPOLITAN AREA. BECAUSE THE ODDS IN 
FAVOR OF PROSECUTION ARE SO SLIM, MANY JUVENILES 
MAY BE COMMI~TING MORE CRIMES THINKING THEY CAN 
"GET AWAY WITH THEM". 

ALTHOUGH THE CHANCE OF BEING PROSECUTED IS 
ALARMINGLY LOW FOR ARRESTED JUVENILES, 
I~ IS ALSO 'LOW (53%) FOR ARRESTED ADULTS. 
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THE NATIONAL AVERAGE FOR PROSECUTION OF 
ARRESTED ADULTS IN LIKE-SIZED METRO~ , 
POLITAN AREAS IS 65%, A ~ULL 12% BETTER THAN 
THE PAYNELESS COUNTY/GOTHaM CITY ~TROPOL~~ 
TAN AREA. 

IT HAS BEEN SUGGESTED BY LAW' ENFORCEMENT 
OFFICIALS, THE PRESS AND THE DISTRICT AT
TORNEY J S OFFICE THAT THE RELATIVELY LOW 
LIKELIHOOD OF PROSECUTION MAY BE HELPING 
TO CONTRIBUTE TO THE INCREASED CRIME RATE 
IN THE METROPOLITAN AREA IN GENERAL AND THE 
DOWN~~WN BUSINESS DISTRICT IN PARTICULAR. 
NO DATA ARE AVAILABLE TO SUPPORT OR REFUTE 
THIS CONTENTION. 

THE PAYNELESS COUNTY/GOT~ CITY METRO
POLITAN AREA FUNDS A DISTRICT A~~RNEY 
FOR THE ENTIRE AREA WITH A STAFF OF 18, 
8 OF WHOM ARE ATTORNEYS. THE ST.ATE OF 
MISERY FUNDS A PUBLIC DEFENDER'S OFFICE 
FOR THE AREA WITH A STAFF O~ 12, 5 OF 
WHOM ARE ATTORNEYS. THE COURTl? ARE SET 
UP SUCH THAT THE MUNICIPAL COURT IS 
SUPPORTED BY LOCAL TAXES, FINES, ETC. AND 
HAS ORIG:tNAL JURISDICTION FOR ALL MISDE
MEANOR AND TRAFFIC CASES WITHIN THE METRO
POLITAN AREA. WITH A ST~F OF FOUR JUDGES, 
THE MUNICIPAL COURT ALSO CONDUCTS FIRST 
ADVISEMENTS ON FELONY" CASES. THE DISTRICT 
COURT WITH 2~ JUDGES IS PART OF THE STATE 
SYSTEM AND HAS ORIGINAL JURISDICTION FOR 
ALL FELONY CASES IN' THE METROPOLITAN AREA. 
FINALLY, THE JUVENILE COURT WITH 3 JUDGES 
IS PART OF THE STATE SYSTEM AND HAS ORIGINAL 
JURISDICTION IN ALL CASES INVOLVING JUVENILES 
18 YEJ\RS AND YOUNGER. THE STAFF SIZE OF AI,L 
THESE COURT SYSTEMS IS CONSISTENT WITH THOSE 
O~ METROPOLITAN AREAS OF SIMI~'R SIZE. 

ONCE THE DECISION IS MADE TO PROSECUTE AN 
ADULT CASE (SEE FIGURE TWO), 86% OF THE CASES 
WERE BOUND OVER TO DISTRICT COURT WHERE IN 61% 

, OF THE INSTANCES IN WHICH A TRIAL IS HELD, OR 
21% OF THE OVERALL NUMBER OF FILINGS, A CON
VICTION IS RECEIVED. ON,eEl THE DECISION IS MADE 
TO PROSECUTE A JUvENILE (SEE FIGURE THREE), 93% 
(165 OUT OF 177 CASES) ARE CONVICTED (PETITION 
SUSTAINED). FOR BOTH ADULT AND JUVENILE CASES 

cS 3"31" 



THIS CONVICTION RATE IS CONSISTENT WITH OTHER 
METROPOLITAN AREAS OF SIMILAR SIZE. 

THE PAYNELESS COUNTY/GOTHAM CITY METROPOL
ITAN AREA IS NOT.CONSISTENT WITH OTHER 
LIKE-SIZED AREAS WHEN IT COMES TO THE 
STAFFING OF THE DIS'rRICT ATTORNEY 1 S AND 
PUBLIC DEFENDER 1 S OFFICES. THE AVERAGE 
SIZE OF A DISTRICT ATTORNEY'S OFFICE IS 
29 WITH 14 ATTORNEYS, WHILE THE AVERAGE 
PUBLIC DEFENDER'S OFf'ICE IS 17 WITH 8 
ATTORNEYS. THE PAYNELESS COUNTY/GOTHAM 
CITY DISTRICT ATTORNEY HAS ALMOST HALF 
THE ATTORNEYS OTHER D.A.'S HAVE, WHILE 
THE PUBLIC DEFENDER HAS ABOUT TWO-THIRDS 
THE ATTORNEYS OTHER PUBLIC DEFENDERS HAVE. 

WHAT HAS HAPPENED IS, THAT WHILE THE 
DISTRICT ATTORNEY IS ATTAINING ROUGHLY THE 
SAME CONVICTION RATE AS OTHER D.A.'S,·SHE IS 
UNDERSTAFFED AND THUS UNABLE TO PROSECUTE 
AS MANY CASES AS OTHER D.A.'S. CON
CURRENTLy, THE PUBLIC DEFENDER IS UNDER
STAFFED, SO THAT SHE WOULD BE UNABLE TO 
DEFEND ANY MORE CASES EVEN IF.THE D.A. COULD 
PROSECUTE MORE. 
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OFFENSES ' I 
REPORTED ~~ 
13,463 (100%) : I 

FOUNDED 
OFFENSES 
12,6:$5 )100%) 

( ) 

FIGURE ONE 

1978 GOTHAM CITY/pAYNELESS COUNTY 
METROPOLITAN AREA SYSTEM FLOW 

PROCESSING OF TOTAL INDEX CRIME 

C4EARED BY 
ARREST ... ~ 
3,264 (26%) 

ADULTS 
ARRESTED - r" 
2,082 (100%) 'If 

UNFOUNDED 
OFFENSES 
808 (6%) 

NOT CLEARED 
BY ARREST 
9,365 (74%) 

f-i 

JUVENILES 
ARRESTED 
1,182 (100%) 

-i 

4 

DA PROSECUTES 
CASE ~ 
1,103 (53%)* 

DA REFUSES 
To' PROSECUTE 
485 (22%)* 

VICTIM REFUSES 
TO PROSECUTE 
500 (24%)* 

REFERRED TO 
OTHER AGENCY 
21 (1%)* 

* PERCENTAGE OF ADULTS ARRESTED. ALL OTHER PERCENTAGES RELATE TO ,FOUNDED OFFENSES. 
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SEE COURT 
PROCESSING 
CHART (FIG. 2) 
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FIGURE TWO 

1978 PAYNELESS COUNTY/GOTHAM CITY 

METROPOLITAN AREA COURl' PROCESSING 

TOTAL INDEX CRIMES 

. ACQUITTED 

154 14%) 
TRIAL HELDt--_-I-~ 
386 (35%) ji GUILTY r--

'::ONVICTED f-- AS CIiARGED 

,. JAIL 
., ~4 (4%) 

rDA FILINGS I~ BOUND' OVER 
232 (21%) 188 (17%) FINE 

~ 11 (1%,) 
'~UNI COURT H TO DISTRICTI---..... 
11,103 (100%) COURT 

. 949. (86%) 

REDUCED TO 
MISD. 
55' 5%) 

GUILTY PLzAl' 
563 (51%) I 

DEFERRED 
PROSECUTION 

2% 

1 CASE DIS- CASE ~~ISMISSEIJ~ 
I MISSED IN .1~ I 
: HUNI COURT 
!99 (9%) INSANITY 

.',' .'1%' 

It.- PENDING, 
. 3% I , 

GUILTY-LESSE~ TOTAL 
.~ FELONY ~ CONVICTION ~ 

33 (3%.~) __ I .232 (21%). ~ PROBATION 

66 (6%) 
4 GUILTY-MISD. 

II (10%) 
---_ ..• 

+1 REFORMATORY' 

33 (3%) 

I-t PENITENTIARY 

'55 (5%) 

DEFERRED 
~ SENTENCE 

22 (2%) 

NOTE: ALL PERCENTAGES ARE BASED UPON TOTAL D.A. FILINGS. BECAUSE OF ROUNDING OFF 1 THE COMPONENT 
FIGURES OF "TOTAL CONVICTION" (LAST COLUMN) DO NOT ADD UP TO 232. 
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JUVENILES 
ARRESTED 
1182 (100%) 

. 
NOT FILED 
BY DA 
1005 (85%) 

I 
J . 1 

, , 
LECTURE AND 'VICTIM REFUSES 
RELEASE TO PROSECUTE 
414 (35%) 95 (8%) 

r I 

) 

FIGURE THREE 

1978 PAYNELESS COUNTY/OOl'HAM CITY 
JUVENILE PROCESSING 
TOTAL INDEX CRIMES 

REFERRED TO 
~ 

J,>ETITION FILED 
COURT BY DA - IN COURT . 
177 (15%) 177 (15%) 

J 

SU~TAINED 
~. PETITION 

165 (14%) 

CASE DISMISSED 
12 (1%) 

J 

DA REFUSES 
TO PROSECUTE 
496 (42%) 

" 

, 

, 

) 

f 

.... PRO~TION 
106 (9%) 

f+-

COMMITMENT I--t! 
59 (50%) 

\ 
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~otbam ~a;tttt 
(EDITORIAL REPRINT) 

November 15, 1979 

The results of the recent Vic
timization Study and Public Opin
ion Survey confirmed what many 
of us here in Gotham City have long 
feared: our crime situation is far 
worse than is reflected in our offi
cial crime statistics. The official 
crime statistics are bad enough. 
I won't bore you with a detailed 
rehash of how they point out tha:t 
serious crimes have almost doubled 
here in the last five years. We 

Qbelieve, however, that the results 
of the Victimization study and 

~Public Opinion Survey have graver 
~implications for our City and not 

simply beqause they show that con
siderably more crimes are being 
commi. tted than are reported. The 
real cris.i.s that emerges from these 
two studies is the imminent danger 
confronting our downtown business 
district. OVer sixty percent of 
those surveyed indicated that they 
do not feel safe shopping in the 
downtown area after dark. OVer forty 
percent reported that they felt un
easy about shopping there anytime! 
Twenty-two percent of those surveyed 
reported being victimized 'in some 

n 

way while shopping downtown. 
The majority of this victimization 
was in the form of purse snatch
ing, theft from autos, and so 
forth. Concerned citizens of 
Gotham City need not be reminded, 
however, that all the victims 
in the downtown business district 
have not escaped serious bodily 
harm. The brutal rape last Fri
day of the young secretary as 
she left work after dark is just 
tile latest example of the growing 
tcend toward violent crime in 
this area. 

What impacts are the above deve. 
lopments having on the down-
town business district? According 
to the Downtown Merc~ants 
Association, the impact has been 
devastating. During calendar year 
1979, sales dropped an alarming 
average of seventeen percent 
in this area. Eight businesses 
closed, and only two businesses 
have indicated any interest 
at all in taking their places. 
The most alar.ndng development 
to date occurred yesterday, how-

", 

ever, when Jacob Davidson, 
President of Davidson's Depart
ment Store, called a news 
conference to announce that 
if affirmative steps aren't 
taken in the next six months 
to alleviate the downtown 
crime problem, Davidson will 
close the downtown store. 
Dav~dson's has been one of the 
downtown "hubs" in Gotham 
Ci,ty for over four decades. 
Its closing would have a 
sericllls psychological as well 
as t'i.nancial impact on the 
dOlimt,own area. 

What can be done to save down
town Gotham City from becom
ing a fatality of the current 
crime wave? The Gotham City/ 
Payneless County Criminal Jus
tice Advisory Board has estab
lished the tackling of this 
problem as its top priority 
for this year. Virg Voyles 
and his staff are busy pre
paring a comprehensive plan 
for attacking this critical 
problem. We anxiously await 
the ~arch. 15 ~dvisory Board 
meeting when their plan will 
be unveiled. 
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Payneless County 

PAYNELESS COUNTY 
CRIMINAL JUSTICE PLANNING AGENCY 
313 COURTHOUSE SQUARE 
GOTHAM CITY, MISERY 00007 

November 20, 1979 

Dear V!x'gil: 

JUANXTA JOHANNSEN 
CHAIRMAN 

The November 20, 1979 Advisory Board meeting was so significant 
that I :e'elt it would be helpful to you an'd your staff if I formally 
stated the major conclusions reached by the Advisory Board at this 
meeting. 

The results of the public opl.n~on survey and the victimization 
study, coupled with the testimony of'~erchants from the downto~ 
business district concerning sharply declining sales, rapidly increasing 
shoplifting, and the threatened moves of seve~al major downtown merchants 
to ;: 'iliurban shopping centers unless the downtown crime problem is 
alleviated, have convinced the Advisory Board that the top priority 
for. Planning Agency activities Q,nd fun 1s for the corning; year should 
be developing and ~mplementing a progran to deal with this problem. 
We have, therefore, decided to allocate $1,500,000 to address this 
problem. Accordingly, I am officially requesting that you and your 
staff prepare a program proposal for dealing with this crisis for 
Board review at our March 15, 1980 meeting. I realize this is short 
notice, but we must show the people of Gotham City and Payneless County 
that we intend to assist in rescuing the downtown business district 
from the hoodlUm element. We understand that it is unrealistic to 
expect II, detailed program proposal by March 15. However, we do want 
a defin~ .. te indication of the major alternative approaches that can be 
undertaken to overcome this problem. 

The downtown business district has long served as the hub of 
this fine community. We're depending on you and your staff to help 
develop a plan that will restore it to its proper place. The members 
of the Board and I stand ready to assist you in any way possib~e. 

lU/rnrn 
cc: Fred Nicolaison, 

County Manager 

Sincerely, 

Juanita Johannsen 
Chaiunan 
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OO~ CIlY rtERCfWITS' ASSOCIATION 
lOll w\IN SllHT 

GOllW1 CIlY~' MISERY 00117 
November 21, 1979 

Mr. Virgil Voyles, Director 
Payneless County Criminal Justice 

Planning Agency 
313 Courthouse Square 
Gotham City, Misery 00007 

Dear Mr. Voyles: 

I am writing this letter on behalf of the Merchants I Ass.ociation 
to offer our full support to you in developing and implementing a program 
that will help alleviate the crime wave that has struck our downtown 
area. Quite frankly, most of us still can't believe this is really 
happening in Gotham City. Up until five years ago, our downtown area 
was a happy, thriving, and safe area. We were, and still are, woefully 
unprepared to deal with the sit;;3.tion that has developed. 

I am impressed by your responsiveness to our plight expressed 
at the November 20 Advisory Board meeting. District Attorney Johannsen 
said at that time that you had an extensive background in crime preven~ 
tion progr\lms. We are anxious to cooperate with you in any practical 
way to put that knowledge and experience into practice in Gotham City. 

Agai,n, please let us know if there is any way we can cooperate 
in this e:f;fort. 

BNS/ml 

Cordially, 

Bill Stewart, 
President 
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EPISODE THREE: DE-B1UEJrING NOTES 

Followi,ng the walk-through, the question was posed to parti,cipants: 

How should Voyles respond to Johannsen's letter? One of the most diffi

cult tasks confronting any criminal justice administrator is coping with 

ju'st this type of pressure. One suggested method for handling such 

situations is identifying a' IIc;entrht" position that will satisfy the 

political demands that h,ave b, be addressed without completely sacrificing 

a professional approach fo:c dealing with a real problem. Pictorially, 
, 

this i.s shown in Exhibit 2-6 on the next page and in the Participant 

Guide. At t.;i.mes, pressures from the external environment may cause a 

shift away from this common area of interest. However, this represents 

the most optimal position from which the criminal justice administrator 

can attempt a win-win approach. 

In Johannsen's letter to Voyles, she indicated that the Advisory 

Board expected to review' at its March 15 meeting a program proposal that 

at least included an indication of major alternative approaches " ••• that 

~ be undertaken II to deal with the problem of Cl:'i'ltie in the downtown 

business district. Point out to the participants' that determining what 

~ be done is done at the Strategic Planning level. 

Review briefly: 

• Normative Planning: What should be done? 

This question has been answered by the normative goal: To reduce 

crime in the downtown business district. 

• Strateg~c Planning will address what ~ be done to reduce 

cr~me in the downtown business distriot. 

In the next Episode of the Case Study we will examine how Director 

Voyles attempts to address the first phase of Strategic Planning, and 

also how he attempts to' respond professionally to the imposition of an 

important normative goal. . 
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EXHIBIT 2-6 

Ini.tia.l Area of Concentration in Developing Plans 

for Agency or Program 
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LECTURE NOTES 

v. STEP THREE: DEFINING STRATEQIC GOALS 

No:r:mative, goals provi.de dec,tsion ... makers wi.th 

specific guidance concerning what ought to be done 

Key Points and 
,.. ,t- '" . 

~otnt out at the out 

set that this seg-

to achieve an organizational or program mission. .As 'ment ot instruction 

such, they represent the desired outcomes' toward 

which criminal ,justice administrators should be 

striving. It is im~ortant to note that the desira-

addresses 

step 8, Ded'sion 

Point 2, on the 

bility of ~ given outcome in'no way reflects how dif- Management Process 

ficult it might be to achieve it. Many desirable Chart. 

outcomes are simply impossible to achieve given 

resources and/or knowledge and understanding of what 

can be'done to attai,n those outcomes. 'The focus of 

the next stage of the management planning process, 

strategic planning, is to determine the best approach 

to achieving the outcomes. The first step in deter-

minj,ng the best approaches' is to develop strategic 

goals. This segment of instruction describes a pro-

cess for this development. 

A. Identifying Problem Components 

The outcomes reflected in normative goals 

indicate the intent to implement so~ form of change. 

This intent is based on the assumption that the 

present status in the area in question is less than 

desirable. For example, in the case of the Youth

ful Offender XYZ Program described earlier, one of 

the no:r:mative goals developed could have been to re

duce the level of unemployment among this group. 

This no:r:mative goal reflects the assumption 

that the high level of unemployment among youth-

ful offenders is undes,trable and probably contributes 

to the high rate of crime committed by this group. 

The first step in developing strategic goals to 
II-75 



LECTURE NOTES 

achieve this normative goal is to identify to the 

extent possible the following important components of 

the Problem: 

• ThE! "contributing factors", or poten
tial causes of the Problem 

• The effects produced by the Problem 

The above are identified by carefully examining 

why high unemployment rates exist for this group and 

what.effects are occurring as a result of the Problem 

Several important components that ~ight emerge from 

the Problem Statement for the XYZ Program are: 

• The rec~nt closing of the auto plant 

has r~sulted in a.high unemployment rate among 

working individuals in the target 'area. 

• Most youthful offenders lack the 

technical training and education required to obtain 

the stable jobs that are available. 

• Most youthful offenders simply do not 

know how to identify emplo~~ent opportunities that 

do exist and successfully pursue them. 

Isolating important components such as those 

described for the youthful offenders' unemployment 

Provides essential input for a criminal justice 

administrator to be~in consideration of what can be 

done to c.lchieve desired outc.omes. 
I 

B. Speci!ying Alternative Strategic GoalOption~ 

qnce the problem components are identified, 

'alternative strategic goal options·can be specifi~d. 

Based on the three important components presen~ed 

above for the XYZ Program, alternative strategic 

goals might read as follows: 
-'It':76 
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LECTURE NOTES 

1. Re-open the auto plan~. 

2. Provi.de youthful offenders wi.th tech

nica.l tra.ining and/or education required to qualify 

th~m for stable jobs. 

3. Improve the capability of youthful 

offenders to identify and successfully pursue job 

opportunities. 

Obviously, if these three Strategic Goalr,; could 

be achieved, the, unemployment problem among Youthful 

Offenders could be positively impacted. However, it 

is also'fa.i~ly obvious that not all of .the Strategic 

Goals are feasible targets for the youthful Offender 

XYZ. Pr,ogram. In the· next segment of the Module, 

crite:d.a :eor selecting fr9m among these strategic 

Goal Options are presented. 

C.' SelectinQ' Alternative Strategic Goals 

The Strategic Goal Options above specify 
, . 

what might be done to achieve the desire~ outcome. 

However, before a final decision can be made concern

ing which alternative strategic goals shouldbe 9 
ed, decision makers must more thoroughly examine what 

would b~ inVolved in maKing a potential strategic 

goal an operati~nal reality. To determine this re

quires an a,ssessment of ~hat would be required to 

":eo:t.low through" with a specified strategic goal, 

For example, what woul~ be, involved in providing, 

youthful offenders with the' technical .training and , 
education required to qualify them for stable jobs? 

Determining what would be required to make a stra

tegic goal an operational reality could conceivably 

require a major expenditure of agency or programmatic 

resources. Consequently, criminal justice admini-
II-77· 
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'LECTURE NOTES 

trators should attempt at this step in the Management 

Process to limit those Strategic Goal Options tPat~~e 

more thoroughly explored. The following criteria can 

be useful to the criminal justice administrator in 

making these determinations. 

• Do the Alternat~ve strategic Goals 

address the specified' cause or effect identified 

in the Problem Statement i.n a comprehensive manner? 

• Are the courses of action specified in 

the Alternatiye strategic Goals consistent with the 

mission(s) of the agency(ies) that would be, involved 

in the implementation of efforts to achieve ~ose 

Alternative Goals? Many of the problems that are 

addressed by the criminal justice system have causes 

and/or effects that are beyond the scope of the 

system: e.g., the apprehension of a criminal often 

results in his or her family'losing its only source 

of i.ncome. This effec,t, of course, can become 

worse if incarceration ensues. An Alternative Stra

tegic Goal to "reducing the negative financial 

impact o~ those families whose chief source of in

come is interrupted ,due to arrest or incarceration" 

would obviously be beyond the mission of the criminal 

justice system. 

• Are the Alternative Strategic Goals 

responsive to those community concerns that may have 

led to the development of the Problem Statement rep~ 

resented by the Alternative strategic Goals? 

• Do the Alternative Strategic Goals re

flectany standards and/or gO"\1s that might be esta

blished for the problem area in question? 
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,A,fte;r: al?plying thes,e cri.teri,a the criminal E.xhi..bi.,t 2-7 

justice admini.strator, can then select those Alterna'l"l 

ti,ve Stl;'~tegi.c Goals that should be more thoroughly 

examined as c~ndidates for :res'ourc~ allocation. De-

pending on toe, l;'esearch resources' available to them, 

criminal justice administrators can pursue two al-

ternative COUl;'ses of ~ctionin amplifying the Alter- , 

native strategic Goals selected. These two courses 

of action are described later in this Module. 
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EXHIBIT 2-7 

ALTERNATIVE ST~TEGrt GOAL DECrSIO~ PACKAGE 

A. Normative Goal 

B. p;roblem sununary 

C. Problem Components 

D. Alternative strategic Goals 

Altern~tive strategic Goala Selected: 

Rationale for Decision: 
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LECTURE NOTES 

CASE STUDY EPISODE FOUR 

A. Introduction 

The purpose of this Episode i.s to haye partici

pants critique the adequacy of the Alternative Stra

tegic Goal Decision Package that is presented in the 

Episode. 

B. Administration 

1. Pass out Episode Four materials. 

2. Ask participants to read the instructions for 

the Episode. 

3. Ask for and respond to questions concerning 

the instructions. 

4.. Following responses to questions, particiPan1 

' should complete the exercise in teams of two 

(adjacent partners, as designated by the instructor) 

without lee>.ving the main meeting room. 

Key Points and 
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Obj ecti.ve: 

CASE STUDY 

EPISODE FOUR 

Selecting Alternative Strategic Goals 

At the complE!t;lon of Episode Four, participants should be able to 

c:t;'iti:que an Alternative Strategic Goal Decision Package. 
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EPISODE FOUR: 

INSTRUCTIONS 

Based on the ineormation provided in the following documents, 

critique the Alternative Strategic Goal Decision Package submitted to 

Virgil Voyles by Richard Williams. Use the following criterion: 

Are the Alternative Strat,egic Goals presented in the decision 

package consistent with Voyles' request and the following deeinition: 

An alternative strategic goal is a statement of a de
sired change in a major component of a problem that 

supports the Normative Goal. 

The task you have been asked to accomplish is only the first of a 

two-part process. It involves the identification of alternative stra

tegic goals. The second part of this process, which is not included in 

this episode of the Case study, involves the identification of one or 

more potential strategies for each strategic goal. This will not be 

di,scussed until after you complete this episode. Do not concern your ... 

self with it at this time. 

The format for the problem statements contained in this episode is 

an abbreviated synopsis of types of information that would be contained 

in a more expanded, properly formatted problem st~tement. 

You should develop your response in consultation with your table' 

partner as designated by the instructor. 
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Payne1ess County 

PAYN.liES CWN'W 
CRIIIINAL J1JS~IC. PLANNING AG.NCY 
313 COUR'nIOUS. SQUAR. 
GO'rHAII CI~Y I. IIIS.RY 00001 

TO; 

FROM: 

TOPIC: 

January 16, 1980 

Richard Williams 

Virgil Voyles 

Downtown Business Distd .. ct 

VIRGIL VOYLBS 
DIMC'J.'OR 

Ple~se have your staff prepa~e by January 31, 1980, an Alternative 

Strategic Goal Decis'ion Packa1e fOI\ the proposed Downtown Business District 

Program. As I indicated to you in our last conversation regarding this 

matter, I want the staff tO,be fully cognizant of the 'need for the Alterna

tive Strategic Goals they propose to reflect those factors that in 

reality are contributing to the perceiyed crtme problem in the Downtown 

Business District. So often we ,are accused, and sometimes correctly~ of 

treating "symptoms" rather than the "disease". We can help to insure we 

don't fall into this t.rap in dealing with thQ~.Oowntown Business District 

, if we're careful to li'mit our' Alternative S~rategic Goals to real "causes". 

After we've identified these as clearly aD possible, we can then take 

steps to address how to alleviate them. 
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Payneless . County 

PAYNEr;ESS COUNTY I?~CHAR.D WILLIAMS 
ASSOCIATE DIRECTOR OF 
J;'LANNING 

CRIMINAL JUSTICE PLANNING AGENCY 
313 COURTHOUSE SQUARE 
GOTHAM CITY., MISERY 00007 

bAst _ on 

TO; 

FROM: 

TOPIC: 

V~:r:<]il Voyles 

~i,chard Wi,lliarns 

January 31, 1980 

Alternative Strategic Goal Decision Package 

Attached is the Alternative Strategic Goal Decision Package you re

quested in your January 16 memo. As we have discussed, "zeroing' in" 

on the real cont:;:-j,buting factors, or causes, 6f the Dowtitown Business 

Distri,ct crime problem is not easy. The attached Decision Package 

represents our best e~fort at,this difficult task. 
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, ALTERNATIVE STRATEGIC GOAL DECISION pACKAGE 

A,. Normative' Goal:, To'reduce crime in the Downtown Business District of 

Gotham City 

B. Problem Summary: In the five-year period from 1973-78, the increase 

in index crimes in this area was 45.57%, an alarming rise and a full 

20% greate:r: that the citywide increase of 26.29%. The crime problem 

in this area C1.ppears to be having a. devastati,ng impact on both the busi

nesses i,n the downtown area and many of the people who are compelled to 

shop here. 

C. Problem Components 

Based o,n an assessment of th,e Problem statement for the Downtown 

Business District, the following appear to be the important components 

of this problem: 

1. Juveniles engaging in criminal behavior 

2. Vulnerability of potential "tar<Jets" of crime 

3. Inadequate crime deterrent and response capability by criminal 

justice agencies dealing with the downtown business district 

4. Ready availability of handguns to potential offenders 

D. Alternative Strategic G9als 

1. Reduce juvenile criminality in the Downtown Business District 

2. Improve juvenile justice apprehension and treatment capacities 

3. Upgrade crime deterrent and response capability of criminal 

justice agencies dealing with crime in the Downtown Business District 

4. Enact handgun ordinances to restrict the sale of handguns 

5. "Harden" potential crime t~rgets in the Downtown Business District 

CS 4-S 

; 

, 



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

PROBLEM STATEMENT: CRIME IN DOWNTOWN BUSINESS DISTRICT 

DURING 1978, THE DOWNTOWN BUSINESS DISTRICT 
ACCOUNTED FOR 46.46% OF THE INDEX CRIMES COM
MITTED IN GOTHAM CITY WHILE ONLY ACCOUNTING 
FOR 20% OF THE ACTUAL LAND IN THE CITY. (SEE 
TABLE ONE). 4483 INDEX CRIMES WERE REPORTED 
IN THE BUSINESS DISTRICT ALONE, INCLUDING 15 
HOMICIDES, 78 RAPES, AND 704 ROBBERIES. THIS 
REPRESENTS A SUBSTANTIAL INCREASE IN THE CRIME 
FREQUENCY IN THIS AREA OVER THE LAST FIVE 
YEARS. SINCE ,1973, INDEX CRIMES HAVE RISEN 
IN THE BUSINESS DISTRICT ON THE AVERAGE OF 
46.57%, INCLUDING A 62% INCREASE IN THE 
HOMICIDE RATE, .A' 55% INCREASE IN THE NUMBER 
OF REPORTED, ~ES, AND A 61% INCREASE IN'THE 
NUMBER OF BURGLARIES. THE CRIME FREQUENCY . 
HAS ALSO INCREASED REMAEKABLY IN THE CITY AS 
A WHOLE, OUTS,TRIPPING INCREASES, IN OTHER 
CITIES ACROSS THE COUNTRY OF EQUIVALENT 
SIZE. HOWEVER, THE AVERAGE INCREASE IN 

~ I 

INDEX CRIMES CITYWIDE SINCE 1978 IS 26.29% 
COMPARED TO THE BUSINESS DISTRICT'S INCREASE 

OF 46.57%. 

THESE 1978 CRIME STATISTICS ARE ONLY ONE 
INDICATION OF THE SERIOUSNESS OF THE PROB
LEM. THE OTHER INDICATION COMES FROM A 
1979 VICTIMIZATION STUDY AND PUBLIC OPINION 
POLL. OF THE CITIZ~NS SURVEYED, IN EXCESS 
OF 60% FEAR SHOPPING DOWNTOWN IN THE EVEN
INGS, WHILE 40% ARE FEARFUL OF GOING DOWN
TOWN IN BROAD' DAYLIGHT. SALES BY MERCHANTS 
HAVE DROPPED 17% IN 1979.AND 8 BUSINESSES 
HAVE CLOSED. FURTHERMORE, THE VICTIMIZATION 
STUDY SHOWS MANY MORE CRIMES HAVE OCCURRED 
THAN THOSE THAT ARE REPORTED TO THE POLICE. 
EXTRAPOLATING FROM THE SAMPLE SURVEYED, 
NEARLY EIGHT TIMES MORE RAPES (ABOUT THE 
NATIONAL AVER,AGE), TWO TIMES MORE ROBBERIES, 
BURGLARIES AND LARCENIES, AND THREE TIMES 
MORE AGGRAVATED ASSI;~JLTS OCCUR THAN ARE 
REPORTED TO THE POLICE. 

THERE ARE NO OFFICIAL POLICE STATISTICS THAT 
WOULD GIVE A PROFILE OF THE VICTIMS IN THE 

CS:14-6 

TYPE OF PROBLEM 

MAGNI'l'UDE 

RATE OF CHANGE 

SERIOUSNESS OF 
PROBLEM 

PERSONS AFFECTED 

\ 
I 

", .~ I, 

\ 

i 

\ 
I 

I 

! 
I 
t 

I 
1 
I 
I' 
!. 

. i 
I 

II 

I, 

~ 
,[ 
·1 
I 

r I 
I -

DOWNTOWN AREA AS OPPOSED TO T~ TYPE INDI
VIDUALS WHO ARE VICTIMIZED THROUGHOUT THE 
CITY. CITYWIDE, THE VICTIMIZATION PROFILE 
ACROSS INDEX CRIMES IS 65.5% BLACK AND 
CHICANO AND 34.5% WHITE" WI.TH A FAIRLY 
EVEN AGE AND SEX' DISTRIBUTION. THE VIC
TI~IZATION,STUDY, HOWEVER, INDICATES THAT 
TH,(,S MAY NOT BE THE CASE IN THE DOWNTOWN 
BUSINESS DISTRICT. 'A DISPROPORTIONATE 
NUMBER OF INDIVIDUALS 65 AND OVER (26'8% 
OF THOSE ~SPONDING WHILE THIS SEGMEN; 
MAKES UP ONLY 10.25% OF THE ACTUAL 
POPULATION) ARE BEING VICTIMIZED (LAR
CENIES, ROBBERIES AND AGGRAVATED ASSAULTS) 
IN THE DOWNTOWN BUSINESS DISTRICT. 

THE DOWNTOWN BUSINESS DIST~ICT IS OFTEN 
THE ONLY SHOPPING AREA THAT IS ACCESSIBLE 
TO THE ELDEIU,Y. MANY OF THE "RETIREMENT 
HOMES" ARE IN THE DOWNTOWN AREA. ADDITION-
ALLY, THERE IS A PREPONDERANCE OF PUBLIC 
TRANSPORATION TO AND FROM TNAT AREA THE 
SENIOR CITIZE~S, MANY OF WHOM MUST ~ALK 
AND RELY ON PUBLIC TRANSPORTATION, DEPEND 
HEAVILY ON THE DOWNTOWN' AREA FOR THEIR 
SHOPPING NEEDS. IN ADDITION, THESE IN
DIVIDUALS ALSO AP~ SEEN AS EASY VICTIMS 
WHO INTIMIDATE READILY AND ARE UNABLE TO 
OFFER MUCH RESISTANCE. THEY TEND TO GO 
ABOUT THEIR DAILY ACTIVITIES ALONE AND LIVE 
IN OR VISIT POORLY LIGHTED BUILDINGS. 

ANOTHER CHARACTERISTIC OF THE CRIMES 
COMMIT'l'ED IN GOTHAM CITY AS A WHOLE :i:s THE 
PREPONDERANCE OF HANDGUNS USED' IN' THE 
COMMISSION OF THESE CRIMES. 61.2% OF THE 
HOMICIDES, ,49% OF THE RAPES, 68.59% OF THE 
ROBBERIES, AND 29% OF THE AGGRAVATED ASSAULTS 
INVOLVED THE USE OF, HANDGUNS. NO DATA ARE 
AVAILABLE ON THE TYPE OF FORCE USED IN THE 
OTHER REPORTED INJ;>EX CRIMES. ADDITIONALLY 
NO DATA ARE AVAILABLE ON THE TYPE OF FORCE ' 
USED IN THE COMMISSION OF CRIMES IN THE DOWN
TOWN DISTRICT ALONE. . THERE IS NO REASON TO 
BELIEVE, HOWEVER, THAT THE DISPROPORTIONATE 
USE OF HANDGUNS IS:,NbT TRUE FOR THE COMMISSION 
OF CRIMES IN THE DOWNTOWN BUSINESS DISTRICT, 
TOO. 
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AliSO, THERE ARE NO OFFICIAL DATA DISTINGUISHING 
THOSE APPREHENDED lWR CRIMES IN THE DOWNTOWN 
BUSINESS DISTRICT FROM THOSE APPREHENDED FOR 
CRIMES COMMITTED ELSEWHERE. CITYWIDE, THE 
SUSPECTS ARE, ON THE AVERAGE, 18 OR UNDER, BLACK, 
MALl~, UNDEREDUCA'I'E:D (LESS THAN TWELVE YEARS) 
AND UNEMPLOYED. RESULTS FROM THE VICTIMIZA~ION 
SURVEY INDICATE THAT THE OFFICIAL STATISTICS 
FROM THE POLICE'ARE ABOUT THE SAME AS THE 
PERCEPTIONS OF THE CITIZENS SURVEYED. TABLE 
TWO CONTAINS THE OFFICIAL POLICE STATISTICS 
ON PERSONS APPREHENDED FOR INDEX CRIMES IN 
GOTHAM CITY. 

SEVERAL REASONS HAVE B~EN POINTED OUT BY THE 
PRESS AND OTHER CONCERNED CITIZENS AS TO WHY 
'I'HERE ARi~ SO MANY JUVENILES' INVOLVED IN CRIMINAL 
ACTIVITIES. THE POLICE HAVE REPEATEDLY COM~ 
PLAlNED THAT THEY ARE ARRESTING THE JUVENILES 
BUT THAT THE COURTS ARE NOT PROSECUTING THEM. 
OVERALL, 85% OF THE JUVENILES ARRESTED ARE NOT 
FILED (PROS,ECUTED) BY'THE D.A. THIS MAY BE 
CREATING A SITU~TION WHERE TEE JUVENILES ARE 
NOT AS AFRAID TO COMMIT A CRIME BECAUSE EVEN 
IF THEY ARE ARRESTED THEY HAVE A~ 85% CHANCE 
OF BEING TURNED FREE. 

AN ADDITIONAL POTENTIAL,REASON FOR THE ~10UNT 
OF JUVENILE CRIME MAY BE BECAUSE T~RE IS NO 
SPECIFIC DIVISION IN THE GOTHAM CITY POLICE 
DEPARTMENT FOR D~ALING WITH JUVENILES. 'THE 
CITY ALSO HAS BEEN REMISS IN DEVELOPING COM
MUNITY ALTERNATIVES TO,INCARCERATION AND 
JUVENILE DIVERSION PROGRAMS. TWO YEARS AGO 
THE PUBLIC SCHOOLS TOOK OUT ALL OF THEIR 
ATHLETIC PROGRAMS IN AN EFFORT TO SAVE MONEY 
AND AT THE'SAME TIME ALL OF THE PUBLIC GYM
NASIUMS WERE COMMITTED TO OTHER USES. AS THIS 
HAS BEEN HAPPENING, THE JUVENILE RECIDIVIST 
RATE HAS SOARED TO AN ALL TIME HIGH OF 39% 
AND THE NUMBER OF Juv,ENlLES BEING A~STED 
IS ALSO VERY' HIGH, AS SHOWN IN ~ABLE TWO. 

A FINAL EXPLANATION OF WHY THE DOWNTOWN BUSINESS 
DISTRICT HAS BEEN PLAGUED BY A DISPROPORTIONATE 
AMOUNT OF 'CRIME IS THE, WAY :t'HAT LOCAL LA~ , . 
ENFORCEMENT HAS DEALT WITH'TH!S AREA. TWO ISSUES 
ARE RELEVANT HERE. FIRST, THE GOTHAM CITY POLICE 
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DEPARTMENT HAS PERSISTED IN DISPERSING ITS PER
SONNEL EVENLY IN THE CITY. NO ALLOWANC~S FOR 
CRIME FREQUENCIES ARE MADE WHEN THE STAFFING 
PATTERNS ARE ESTABLISHED. THE DEPARTMENT HAS 
PERSISTED IN CLINGING TO THE OLD PRECINCT SYS
TEM WHERE EACH AREA GETS AN EQUAL AMOUNT OF 
PERSONNEL REGARDLESS OF THE CRIME SITUATION. 
AS A RESULT, LAW ENFORCEMENT IN GOTHAM CITY 
HAS CLEARED ONLY 26% OF THE REPORTED CRIMES 
WITH ARREST, WHILE THE NATIONAL AVERAGE FOR 
CLEARING INDEX CRIMES WITH ARREST IN CITIES 
THE SIZE OF GOTHAM CITY IS 35%. 

SECOND, ,THE GOTHAM CITY POLICE DEPARTMENT DOES 
NOT HAVE A DIVISION FOR DEALING WITH CRIME PRE
VENTION. CONSEQUENTLY, VERY LITTLE "TARGET 
HARDENING" HAS OCCURRED IN THE DOWNTOWN BUSINESS 
DISTRICT. PAYNELESS COUNTY INITIATED THEIR 
CRIME PREVENTION PROGRAM SIX YEARS AGO, SINCE 
THAT TIME, AMONG PARTICIPATING MERC~~'I'S 'l'HE 
CRIME RATE HAS DECREASED A DRru.1A'l'X;<:;: 7ta~. 
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TABLE ONE 

INDEX CRIMES IN GOTHAM CITY AND DOWNTOWN BUSINESS DISTRICT 

% CHANGE 
IN INDEX 

Ji'REQUENC~ % CHZU'IGE Ji'~QUENCY CRIMES IN 
TYPE OF CRIME IN INDEX CRI"lES INDEX CRIMES OF I.NDEX BUSINESS BUSINESS 

FREQUENCY IN C;ITIES EQUI"l" IN GO'1'~ CRIMES IN DISTRICT'S DISTRICT 
INDEX CRI"lES VALENT IN Sl,ZE CI.TY OVER BUSINESS % OF'CITY,.. OVERS 

IN GOTIIAH CITY TO GOTHAM CITY. 5 YEARS DISTRICT WIDE CRIME YEARS 

HOMICIDE 31 27.2% t 49% 15 48.39% 62% 
n 

5!;' (I) RAPE 190 143.6 + 52 78 41.05 1 
01:0-
:1' 

48 .... ,ROBBERY 1671 1217.0 + 40 704 41.98 0 

BURGLARY 3498 2897.6 + 59 150'5 43.0~ 61 

LARCENY 2123 3624.0 + 20 931 43.85 32 

, AUTO THEFT 1428 921.5 + 20 814 57.00 26 

AGGRAVATED 702 652.4 + 14 436 62.02 42 
ASSAULT 

AVERAGE 1378.4 1354.8% .. 36.3 640.4 48.20% 46.6% \ 

... • o ) 

It 
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DEMOGRAPHICS OF PERSONS APPREHENDED FOR INDEX CRIMES (%) 
., 

! 'c' 11>-

i 
't. .... TYPE OF 18 Y'RS. 19-30 31+ MALE BLACK WHITE CHICANO 

~ , 

1 CRIME & UNDER YEARS YEARS ! , . ...,; I 
I HOMICIDE 43.2% 34.3% 22.5% 61.2% 61% 20% 19% 
r 
1 
I 

j RAPE 32.1 37.8 30.1 100 65 15 20 I, 
ROBBERY' 45 38.3' 16.7 71 63 20 17 I 
BURGLARY' 58.1 43.2 18.7 70 58 29 13 ! ' 

! ! LARCENY' 48 30.1 21.9 59 43 53 24 
AUTO THEFT 59 28.3 12.7 63.5 38 42 20 ! I 

l : AGGRAVATED 
I ASSAULT 31 49 20 68.2 61 22 17 f' t \ ' 

; 
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EPISODE FOUR: DE-BRIEFING NOTES 

Following the 30 minutes allotted to complete this Episode, 

call upon several groups of two participants to present their responses. 

This may be done by having each group c:Litique all four Alternative 

Strategic Goals, or, alternatively, by having a different group critique 

one (or two) of the goals. Other groups may then be asked to comment 

on the responses presented. 

In summing up the Episode, the instructor should make the following 

key points: 

1. Alternative Strategic Goals #1, #3 and #5 are appropriate and 

consistent with the definition. 

2. Alternative Strategic Goal, #2 i~ inappropriate for at lpast two 

reasons. First, it is one logical means to achieve the endS'. specified in 

Alternative Strategic Goal #3, and is therefore a subset of it. Second, 

if it is intended to be the strategic Goal counterpart of' the stated 

problem component "juveniles engaging in criminal behavior", it also is 

inadequate. In actuality, it is just one approach to the actual Strategic 

Goal of reducing juvenile criminality in the Downtown Business District. 

Adopting this as a Strategic Goal ignores other alternatives for achieving 

the actual Strategic Goal such as improving diversion techniques. 

3. Alternative Strat~~ic Goal #4 is al~o inappropriate because it is 

just one means of addressing the actual Strategic Goal of reducing the 

availability of handguns to potential offenders. Other policies and 

procedures developed and implemented by the merchants themselves could 

potentially help to alleviate the presumed cause without the passage of 

an ordinance. 

The instructor should stress that the emphasis on restricting the 

Alternative Strategic Goals to real important components and not allowing 

the inclusion of statements reflecting approaches to alleviate the presumed 

causes or effect, is quite critical to the success of the entire planning 
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process. The next step in the process i,s, to ask ~'Hqw can we be$t achieve 

each Alternative Stratec;Jic Goal?" Improper selection of Alternative 

Strategic Goals can signif~cantly narrow the scope of the subsequent 

deliberations and seriously impede the ultimate effectiveness 'of the 

entire effort. For example, in this episode, consider the ramifications of 

selecting "Improve juvenile justice apprehensicfl and treatment capacities" 

rather than "Reduce juvenile criminality in the Downtown Business District." 

By focusing attention on how' to achieve the former, numerous potential 

options dealing with other forms of deterrence that may in fact be more 

effective and efficient means for dealing with'the problem component are 

exoluded" 
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LECTURE NOTES Key Points and 

VI. EXAMINING ALTERNATIVE STRATEGIC GOALS: . A 
COMPREHENSIVE APPROACH 

SE:'..l:e-cti~ strategic :goals is technically a form of 

strategic planning. However, to effectively execute 

this aspect of strategic planning requires the com

pletion of some segments of op,~rational planning. 

The'more that criminal,justice administrators know 

about what is required to implement a certain stra

tegic goal, the greater the basis for their making 

the 'correct selection from the alternatives avail~' 

able. Determining how a strategi'c goa~ can best be 

implemented involves operational planning. 

The determination of how a strateg~c goal can 

be implemented begins with a delineation of the pos

sible strategic elements that might be involved in 

such an effort. Strategic "element" could con

ceivably be a project, activity(ies), legislation, 

or any event or input that could be identified as 

possibly contributing to ~e successful achievement 

of the strategic goal in question. At times, two 

or more strategic elements may be identified that 

could be implemented as a unified "strategy"~ Stra

tegy is defined a~ a general course of action de

signed to achieve an outcpme implied or specified in 

a Strategic Goal(s). For example, in the process 

of ident~fying possible strategic elements for the 

Youthful Offender XYZ Progr,am Strategic Goal to 

"Provide youthful offenders with technical training 

and/or education required to qualify them.for jobs", 

the following possible strategic elemen~s might be 

. identified: 

• An "apprenticeship project" that will 
II-8S 
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Point out to parti

cipants that norma-

ti ve, strategio, 

and operational 

planning can be 

simplisti'oally dif

ferentiated as 

follows: Normative 

Planning = What 

ought to be done 

and why. strategic 

Planning = What can 

be done and how. 

Operational Planning], 

What will be done 

and ~. 

The Instruotor shoUld~ 

point out to the par-I 

ticipants that ele- ~ 
ments can represent 

activities other than 
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LECTURE NOTES Key Points and 
r.nmm.,n to ~ . 

provide on-the-job training for youthful offenders 
those di.rectly funded 

• A "co-op project'" that will provide on- by. an organizational 

the-job training reinforced by classroom training and unit or a program; 

education e.g. an element in 

• A full-time, one-year training course in a juvenile delin-

diesel mechanics to qualify youthful offenders for quency prevention 

highly-skilled jobs in,the expanding tru9king industry program might con-

• A full~time, one-year training qourse in ceivably be a volun-

computer programming teer peer counseling 

• A full-time, one-year training course in group. 

welding 

The first two strategic elements have a common 

bond in that they emphasize on-the-job training; the 

latter three likewise share the common trait of 

emphasizing full-time training experiences. These 

, five elements could therefore be grouped as elements 

in two strategies: 

• Provide on-the-job training experience 

for youthful offenders; and 

• Provide full-time training experience 

for youthful offenders. 

At ~imes, the alternative strategies for achiev

ing a Strategic Goal are not really apparent until 

the possible strategic elements are examined using 

the following criteria: 

• Do the strategic elements have a common 

purpose or focus? 

• Could the strategic elements in question 

conceivably be,interdependent? 

• If implemented as componen~s of a uni

fied strategy, would the 'strategic elements be likely 

to complement one another, or would the possibility 

exist that one element might; compete with or in some 
II":S6 
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LECTURE NOTES 

othe;r; way nega'ce the potential impact of the other? 

In some insta~ces strategic elements may indeed 

stand alone as strategies, But when "clusters" such 

as the ones described above can be formed, they 

indeed should be. Clearly identifying these inter-, 

relationships makes it possible to design an approach 

to implementing strategic ~lements that provides for 

the best possible utilization of existing resources. 

The identification of alternative strategies 

and/or strategic elements would generally be the 

responsibility of a program developer or planning 

staff when resources permit. The criminal justice 

administrator should monitor this identification 

process pnd offer input as deemed appropriate to 

insure its completeness. 

A. Selecting Interim Strategies 

In many cases, program developers may be 

able to identify a ,large number of alternative 

strategies to achieve a particular Alternative 

S'trategic Goal. A strategy is ultimately only as sound 

as the elements it includes, and the process of 

assessing elements (which will be discussed later) can 

be costly and time consuming. Consequently, the 

criminal justice administrator should strive to limit 

to the extent possible the number of alternative 

strategies that the program developer(s) investigates. 

The Interim Strategy Decision Package (Exhibit 2-S) 

can be very useful in this limiting process. 

This format provides a basis for describing 

the various strategies identified for each Alternative 

Strategic Goal. Specifically, Part II of this decisio~ 

II-S7 
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The :f.:dent:i.f:/..cat:j.Qn 

of st;r:at,egj:es can 

be e:i.'ther a "top 

down" or "bottom 

up'" p;r:ocess. 

foint out that this 

process occurs at 

Step 9 in the 

NanafJement l?rocess. 

~efer to Exhibit 

2-8. foint out that 

this Decisi'on l?ack..-. 

,a.ge addresses 

Decision l?oint 3 

at Step 10. 
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LECTURE NOTES 

pac~age provides the crimin~l justice admi~istrator 
with: 

1. A delineation of the various elements' 

that would be included i,n a strategy, (Part C); 

2. A description of how those elements 

mesh to make the strategy in question a viable one 
(Part D), and, 

3. An overall asse.smant of the efficacy 

of the ,strategy as a means of imparting the Alternative 

Strategic Goal (Part E). 
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, INTERIM STRATEGY DECISION PACKAGE 

Part I 

A. Normative Goal 

B. Problem Summary 

C. Problem Components 

D. Alternative Strategic Goals 

Part II 

(One per Strategy) 

A. Proposed Strategic Goal 

B. Strategy Statement 

C. Pptential Strategy Elements 

D. Strategy Rationale 

E. Strategy Assessment 

Further Assess Stra~egy Yes 

COlll1lents~ 

,11-89 

EXHIBIT 2-8 

No 



LECTURE NOTES 

utilizing the information provided in the Interim 

Strategy Decision Package, the criminal justice admini

strator can select those strategies that the program 

developer(s) should more fully develop for consider

ation for implementation. Selecting these "intarim" 

strategies should be done using the following criteria: 

• If a strategy is implemented, will it 

contribute to achieving the Strategio Goal? 

• Is the set of elements delineated in the 

Decision Package adequate to successful:\:y implement the 

strategy? 

• Are those elements shown in the Decision 

Pa:::kage the most appropriate elements to implement the 

stated strategy, or are others conceivably preferable? 

B. Selecting Preferred Strat~gies and 
strategic Goals 

Following selection of the ~nterim Stra

·tegies that will be examined for possible implemen-

tation, the criminal justice administrator can em

bark upon a two-step process that will culminate in 

the selection of (1) the strategies that are best 

candidates for implementation and (2) the Alternative 

Strategic Goal that should be implemented. This two

step process is described below. 

1. Selecting Preferred Strategies 

a. Developing Alternative Element 

"Decision Packages" 

To facilitate the decision-making pro

cess associated with evaluating alternative strate

gies or elements, the' administrator should require 

when possible that the program development staff 

submit a "Decision Package" for each proposed al

ternat.ive element. The components of this "Decision 

II,-90 
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Point out that this two

fold decision occurs at 

Decision Point 4, step 

11 in the Management 

Process. 

Point out that elements 

should reflect the pro

jections stated. 
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LECTURE NOTES 

Package" are: 

(1) Component One: Synopsis of 

Alternative Elemerit. Few criminal justice admini

strators possess the ~ount of time required to 

Key Points and 

in the Environmental 

Assumptions, e.g., 

assumptions about 

thoroughly review each and every alternative element. fuel cost increases 

Therefore, a synopsis of such, alternative elements 

becomes a key component of a Decision Package. 

Exhibit 2-9 presents one possible format 

for a synopsis of an aiternative element. 

Briefly identify the major topics covered 

on this form: 

should be incorpora

ted in budget pro

jections for an 

element includinq a 

facility. 

Refer to Exhibit 2-9. 

(a) Strategic Goal that the pro- Use this information 

posed strategy and elements address is identified. as you refer to 

(b) Proposed Strategy to achieve Exhibit 2-9. 

Strategic Goal. 

(c) Proposed Element that is in

cluded,in Strategy is identified. 

(d) Rationale for the proposed 

element is explained, including an assessment of how 

crucial particular element is to overall strategy. 

r1-9l 
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A. Strategic Goal' 

B. Proposed Strategy 

C. Proposed Element 

SYNOPSIS OF ALTERNATIVE ELEMENT 
(One synopsis per Element~j-

D. Rationale for Proposed Element 

E. Objective 

F. Cost 

G. Advantages 

H. Disadvantages 

EXHIBIT 2-9 

I. Description of Element in Terms of the Method of Rationales 
J. Network of Element 
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LECTURE NOTES Key Points and 

(e) A specific objective* iEl to 

be achieved by the element is stated. 

(f) Estimated cost, both for ini~ 

tial implementation and projected' continuation'. 

(g) Advantages are briefly stated 

(h) Disadvantages are r10ted. 

(i) and (j). The discussion of 

(i) and (j) is contained in "(2) The Method of 

Rationales" and "(3) The Element Network" below. 

(2) The Method of Rationales (MOR) 

The Method of Rationales (MOR)is 

a useful decision~making tool that enables an admini

strator to more clearly examine the components of a 

partiqular alternative element. Visual 2-4 de~ 

scribesthe four basic component areas of the Method 

of Rationales. These are: 

_Comment!=: 

Display Visual 2-4 

things 

(a) Inputs: people, places and Refer to Visual 2-4 

as this section is 

(b) Activities: the purposes for covered in the lec-

which inputs are provided ture. 

(c) Results: "products" of the 

activities, i.e., their objectives 

(d) Outcomes: The strategic 

goals accomplished by the combination of inputs, 

activities and results 

"Outcomes" as used 

here in somewhat dif

ferent from its use 

in the Evaluation 

* As defined in the'.;(Jlossary,an objective is "A spe- Course. 
cific condition to be attained by a specific program 
of activities, stated in time-limited and measurable 
terms." 
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The above components are assumed to be a .causal 

" chain" I ],. • e • I 

• Inputs axe presumed to create activities 

• Activities are assumed to cause results; 

and 

• Results are assumed to lead to the 

attainment of established goals or outcomes. 

By examining an MOR created for a proposed ele

ment the Program Manager can' compare alternative 

elements to the respective inputs and activities that 

are required to achieve results and outcomes. 

In conclusion, the MOR format provides the pro

gram ~anager with a quick overview of thealterna

tive element~ under consideration.. The manager 

should use this approach as an aid in making mor.e 

rapid and :!:"ational decisions. While it is true that 

the political nature of the criminal justice system 

does not always favor the purely rational and 

cost-effective approach to pursuiag objectives, the 

MOR can nonetheless be o~ great value in those 

instances where it does~ 

(3) The Element Network 

A thi'rd decision-making "tool a 

criminal justice administrator can use in assessing 

a potential element is a "network." The network 

describes the underlyin<:! Illogic" of a proposed 

element, i.e., it shows pictorially how the "inputs" 

and "activities" stated in the MOR will actually 

"come together" to produce the sper.::ifiec;l results. 

Key Points' and 

,There are probably 

three different type 

of networks which ma 

be used: implemen.· 

tation (much lik~ 

PERT), operational 

(client-flow, for 

example); and causal 

(as used in the Eval

uation Course). For 

managerial purposes, 

this is an implemen

tation network. 

For example, Visual 2-5 shows a simplified Display Visual 2-5. 

and inappropriate implementation network representa- Emphasize that this 
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tive of the establishment of a halfway house program. is a simplified net-

• Hiring and tl;'aining the ataff before a 

suitable dwelling is located is probably not sound 

judgment. 

• Purchasing office equipment, supplies; 

beds and so forth before a site is located is also 

probably unwi.se. 

'visual 2-6 shows the correct network for this' 

exa r "ple. 

In summary, a network representation of a pro

posed element can assist the program manager in 

determining whether or not the developers of that . 
strategy have logioally outlined an approach for 

implementation shou.ld it b~ selected. Knowing this 

can help the criminal justice administrator to avoid 

numerous pitfalls in building a successful pro~ram. 

b. Applying'Decisiop Criteria 

(l) In selecting alternative ele

ments, the administrator should'be guided by five 

specific criteria: 

(a) Effectiveness: Will the 

work. If desired, 

the instructor can 

hi ghlig1lt; this ex

ample by mentioning 

the story about the 

project manager who 

purchased all the 

equipment for such a 

halfway house in the' 

first month of the 

project an1 ended up 

paying over $3,000 to 

store it for the 

nine-month period be

fore a site for the 

project was secured. 

Point out to partici-
proposed element contr18ute to achieving the specifie(pants that criminal 

results? justice administra

(b) Cost: How expensive is the tors may place dif-

proposed element? Are, the projected results and 

outcomes,worth the cost? 
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ACTIVITIES 
',. START PROJECT-
2. SCREEN APPLICANTS FOR DIRECTOR'S POSITION 
3.' HIRE DIRECTOR ' 
4. RECRUlf, STAFF MEMBERS 

, 5. HIRE. STAFF MEMBERS 
6. INIl'IATE SEARCH FOR FACILITY 
7. LEASE FACILITY 
8. INITIATE STAFF TRAINING 
9. COMPLETE TRAINING 

10. REQUISITION 'SUPPLIES AND EQUIPMENT 
11. RECEIVE SUPPLIES AND EQUIPMENT 
12~ OPEN FACILITY 2-6 t: ' 
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ACTIVITIES 
1. START PROJECT 
2. SCREEN APPLICANTS FOR DIRECTOR'S POSITION 
3.c HIRE DIRECTOR 
4. INITIATE SEARCH FOR FACILITY 
5. LEASE FACILITY 
6. RECRUIT STAFF MEMBERS 
7. HIRE STAFF MEMBERS 
8. INITIATE STAFF TRAINING 
9. COMPLETE TRAINING 
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10. REQUISITION SUPPLIES AND EQUIPMENT 
11. RECEIVE SUPPLIES AND EQUIPMENT 
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r.omme.nts 

(0) Pract~cality: Can .the pro- For example, accepta 

posed element be implemented as indicated in the net- bility may be two or I 

work? three times more im~ 

(d) Acceptability: Is' the pro- pottarlt in a given 

posed element agreeable to relevant public and politi situation than 

cal powers? evaluability. 

(e) Evaluabili ty: Can tht: 

contributions of the element to results and possible 

outcomes be reasonably determined? 

Of the five criteria cited above, the cost is 

gaining increasing importance during this period of 

economic "belt-tightening." Given this situation, 

there are two potentially useful techniques that can 

be employed in assessing the relative costs of al

ternative elements. These are benefit-cost and pro

ductivity analyses. Each technique is examined below. 

(2) Cost Analysis Techniques 

(a) Benefit-Cost Analysis Rerer back to Visual 

Bene fi t-cost analYl:!is is de- ~)-4 to show the inputs, 

signed to assist in determining the monetary cost ~ctivities, and re-

relationship between the inputs and activities of an ~ults components re

element and the results of that element. A crucial ~erred to in this 

feature of benefit-cost analysis is that a dollar discussion of bene-

value has to be assigned to the resulting benefits. Fit-cost analysis. 

For example, let's assume that.'two projects, A and 

B, were each designed to produce the result of lower

ingthe population of a juvenile facility by 100. If 

it costs $10,000 per annum to house and care for each 

of the 100 residents, then the benefits that would 

accrue from each project would be 100 X $10,000, 9r 

$1,000,000. If the cost of Project A is '$200,000 

and Project B is $250,000 the resulting benefit-cost I 
II-99 
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LECTURE NOTES 

relationships could be expressed as follows: 

Project A: (Benefits) $l,OOO,09Q _ ~ 
(Cost) $ 200,OGJ - 1 

Project B: (Benefits) $1,000,000 4 
(Cost) $ 250,000 = 1 

The above indicates that from a benefit-cost 

standpoint, Project A is preferable to Project B 

because A yields $5 of benefits for every $1 of cost, 

while B yields only $4 for the same investment. 

(b) Productivity Analysis 

Key Points and 
_C If-<=> 

Develop a local 

example and place on, 

chalk board (or 

solicit one from 

participants). Have 

participants work it 

as a brief exercise., 

As indicated above, a cru-' As productivity 

cial feature of benefit-cost analysis is the ability to analysis is 

assign a 'dollar value to benefits. In the example presented, the 

cited above, this was relatively eas~' to do. In many 

of the elements considered in the criminal justice 

field, it is difficult, and at times virtually 

impossible, to specify the monetary value of a given 

result. For example, what is the monetary value of 

reducing murders or rapes by 20%? Obviously, 

assigning a dollar amount in such a case is impractical. 

In some cases where assigning a dollar value to results 

is not feasible, productivity analysis can be used. 

Productivity analysis involves the comparison of the 

dollar value of the inputs of an element to the 

activities that are generated as a reSl;llt of the inp.uts • 

For example, assume t~at the specified result in two 

alternative elementm is to provide counseling services 

to juvenile offenders. Assigning a dollar value to the 

benefits derived from counseling sessions is difficult 

if not imposs'ible, so benefit-cost analysis, is not 

useful. However, i.f we know that Project }{ costs 

II-:-IOl' 

, 
Instructor should 

solicit appropriate 

examples from 

participants. 
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$40,000 to provide counseling services -to 100 juvenile 

offenders and Project Y costs $30,000 to provide 

counseling services for 90 juvenile offenders, we can 

, apply productivity analysis to compare the two. 

Productivity for the two is determined as follows: 

Project X: 

Project Y: 

Counseling sess±ons conducted 
for: . 100 clients 
Cost of inputs: $40,000 

100 1 = -$40,000 400 

Counseling ses,sions conducted 
for: 90 clients 
Cost of inputs: $30,000 

-:-=,"::-,9;..;.0_ = 
$30,000 

1 
333.33 

= 

= 

Using this technique, Project Y is more "productive" 

than Project X because it provides counseling at 

$333.33 per client compared to $400 per client for X. 

It should be remembered that productivity analysis 

is process oriented. Productivity analysis in no way 

provides information about the relative quality of the 

counseling services provided in Projects X and Y. X may 

indeed be p,referable to Y because it is judged more 

practical, acceptable, evaluable, etc. Consequently I 

productivity analysis is not as definitive a decision

making aid as benefit-cost analysis. 
. "\ 

Benefit-cost and productivity~~~:ses can be 

useful to the decision-maker in selecting the most 

appropriate elements to include in adopting an overall 

approach to achieve a strategic goal. The decision-

maker should understand, however, that these techniques 
II-102 
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should be used, only after the Method of Rationales has 

been appliet'l to the elements. Neither benefit-cost nor 

productivity addresses causal or contributing relation:

ships. These techniques implicitly assume such 

relationships exist between element costs ruld results. 

Therefore, it is necessary that these issues be resolved 

before attempting to apply either 'of these techniques. 

While cost alone is probably an insufficient 

briterion for reconunending or not reconunending that ;;!. 

project or activity be funded, it is still useful to 

the program manager or developer(s) to at least consider 

the benefit-cost or productivity relationship of 

competing elements o By simply requiring the cost of the 

"inputs" be attached to the MOR .. form.at, thr _ ,,,J program 

manager can have access to this vital information in 

making decis:i..ons concerning which projects should be 

reconunended to the advis9ry board. 

While cost is almost always a crucial criterion, 

the progr~ man~ger should apply all five criteria to 

the information provided in the "decision package" to 

determine the most appropriate alternative elements that 

should. be considered as pragmatic alternatives to how 

a strategic goal can be achieved. 

(3) Examining Elements: A More 
Limited Resources Approach 

The approach described above requires a major 

investment of organizational resources. In many cases 

criminal justice administrators may not be able to invest 

this level of resources to analyze el~ments that may be 

dismissed as possibilities by a planni.ng boa~d or other 

decision-makers for reasons about which criminal justice 
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administrators may not be aware. Consequently, criminal 

justice administrators might choose to limit the depth 

of the analyses accordingly, seeking input concerning 

the acceptability of potential elements prior to 

initia~ing the type of analyses described above. 

c. Selecting Strategic Elements and Strategies 

The process of selecting strategic elements and 

strategies using relevant decision criteria will further 

limit the range of choices remaining for strategies 

that are feasible for implamentation. For example, 

an element or elements that are absolutely necessary 

to successfully implement a strategy may be el~nated 

using decision criteria. This strategy is therefore 

elh1linated from consideration. The Preferred Strategy 

Decision Package is a useful format for the program 

developer to present to the criminal justice 

administrator a synthesis of the examination of the 

elements of a propcsed strategy and how the results of 

that impact the viability of the strategy 

in question. 
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EXHIBIT 2-10 

PREFERRED STRATEGY DECISION PACKAGE 
; 

Part I 

A. Normative Goal 

B. Problem Summary 

C. Problem Components 

D. Alternative Strat~gic Goal, (;'s) 

Part II 

(One per Strategy) 

A. Proposed Strategic Goal 

B. Strategy Statement 

C. Strategy Elements 
D. Strategy Rationale 

E. Strategy Assess"'lent 

Attachments 

Attached Alternative Element Dec,ision ,Packages to Support Preferred 
Strategy 
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2. Selecting Pre~erred Alternatives 

Following the selection o·f a1tema

tive strategies utilizing the inputs from the Prefer

red Strategy Decision Packages, the criminal justice 

administrator is in a posit10n to assess which a1-

temative strategic goals will 

• be implemented assuming he or she is 

acting as director of an organizational unit, or 

• be recommended to an advisory board if 

the role being played is that of manager of programs. 

The criminal justice administrator, acting 

either alone or in consultation with member(s) of the 

progr~ development staff, must carefully examine 

the potentia.l of the strategies selected to impact 

the Alternative Strategic Goal(s) they address. The 

analytical process described in Step 10 and the ini

tial stage of Step 11 may have eliminated a suffi

cient number of strategies so that the prospects of 

properly addressing a particular Alternative Strate

gic Goal are severly limited. The decision to imp

lement a particular strategy must be considered in 

the cor text ?f the potential of the strategy to pro

duce a positive chan2e on its Alternative Strate2ic 

Goal. Often, attractive 'strategies mistakenly be

come "ends" in themselves when this criterion is 

applied. 

As director of an organizational unit, the 

criminal justice administrator should evaluate 

each Alternative Strategic Goal in term~ of the 

potential of the component strategies to attain that 

Goal. Those Alternative Strategic Goals that are 
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judged most attainable can then be considered in light 

of the overall financial constraints of the agency. 

Often these constraints force the criminal justice 

administrator to select a number of strategies and 

strategic goals lower than the number of alternatives 

deemed desirable at Step 11, Decision Point 4. If it is 

necessary to eliminate strategies within a selected 

Strategic Goali' t.:he criminal justice administrator should 

assess whether or not this elimination will seriously 

impact chances of attaining the Strategic Goal. As a 

manager of programs, the decision concerning which 

Alternative Strategic Goals will be addressed is 

usually made by an advisory board. The manager of 

programs ~hou1d endeavor to integrate the types of 

information described above concerning the relative 

strengths of the various Alternative Strategic Goals 

and present them to the advisory board. 

The Strategic Decision Package described in 

Exhibit 2-11 can be a helpful format for presenting 

such information and recommendations. 

a. The cover sheet addresses the fo1-

lowing points: 

• A. Normative Goal - This identifies the 

Normative Goal to be addressed. 

• B. Problem Summary - A brief synopsis of 

the nature and scope of the Problem addressed by the 

'. 
Key Points and 
r., If" 1'1 

Refer to Exhibit 

2-11. 

Because this is an 

expansion of Part I 

of each of the 

Decision Packages 

introduced thus far, 

this cover sheet can 

Normative Goal. be used in place of 

• C. Important Aspects - This identifies the all the preceding 

Problem's causes and effects for which corrective action 

needs to be cons ide red • , 
II-107 
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EXHIBtT 2-11 

STAATEGtC DECISION PACKAGE 

A. Normative Goal 

B. Proble~ Summary 

C. Problem Components 

D. Alternative Strategic Goals 

E. Overview of Strategies by Strategic Goal 

F. Strategic Elements by Strategy-

G. Strategic ~ationa.le e.s.} 

H. Stra~egic Assessments and Recommendations 

Attachment(sl 

Attached Part II o~ the Deciaion Package for each Preferred 

strategy 

II-lOB 
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• D. Alternative strat~gic Goals - States 

what is, goi,ng to be done vis-a:--vis the' Important Aspects 

to alleviate the Problem. 

• E. OVerview of Strqt~gies (by Strategic 

Goal) - A synopsis of the strat,egies to be' employed in 

achieving the Strategic Goal. 

• F. strat,egic Elements (by Strat,egy) - A 

listing of the various elem~nts that will be included in 

a Strat,egy. 

• 'G. Strat~gic Rationalets) - A brief de

scription of how the various strat~gies for each Alterna

tive Strategic Goal will contribute to achievi~g that 

Goal. 

• H. Strategic Assessments and Recommenda

tions - A comp~rision of the relative strengths and weak

nesses of each Alternative Strat,egic Goal and recom

mendations concerning which "should be selected. 

b. Attach to the cover sheet Part II 

of each Preferred Strategy described in E. on the Cover 

Sheet. 

Utilizing the above information, the Advisory Board 

can then, select those Strategic Goals that will be ad

dressed. 

The selection of Strategic Goals marks the comple

tion of Step 11, Decision Point 4, and also the comple

tion of Strategic Planning. The selection of Strategic, 

Goals, with their accompanying strategies and element's, 

answers the question, "What ,can we make happen and why?" 

introduced at the outset of this module. In the next 

episode of the Case Study, we will explore further some 

of the concepts we have just discussed' concerning the im

portance of strat~gies and stra~e;ic e!ement, in the 

development of strategic goals. 
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CASE STUDY EP;rSODE FIVE 

A. Introduction 

The ~urpose of this Episode is for participants to apply the decision 

criteria presented in the lecture in assessing the strategies and stra

tegic elements that could be included in the Downtown Business District 

Program. 

B. Administration 

1. Pass out Episode Five materials. 

2. Ask participants to read the instructions for the Episode. 

3. Ask for and respon~ to questions concerning the instructions. 

4. Following responses' to questions, it is suggested that you assign 

to each work group two -- preferably, one acceptable and one unacceptable 

of the following five Preferred strategy Decision Packages for consideration. 

The work groups should then adjourn to their assigned deliberation areas 

or "break-out" rooms and complete the exercise as instructed. 
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Objectivet 

CASE STUDY 

EPISODE FIVE 

Assessfp~, Strategic Elements and Strategies 

At the completion of Episode Five, Partici~ants should be able to 

apply Decision Criteria to the assessment of strategies and strategic 
elements • 

Instructions 

Please read the documents in the Preferred Strategy Decision Packages 

that have been assigned to your work group to consider. Using the infor
mation provided: . . 

Applying appropriate decision criteria for both strategies and 

element~, assess the efficacy of each of the strategies in light of the 

enunciated Normative Goal, the relative Problem Statement, and the Decision 

Packages presented, with a view toward selecting the most appropriate 

strategy(ies) that address the strategic goal. Do not spend an inordinate 

amount of time dealing with the MOR's and the networks. 

CS 5-1 
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Payn~1ess County 

PAYNBLESS CalN'l!Y 
CRIIIINAL JUS'l!ICE PLANNING AGBNCY 
313 COUR'nlOUSB SQUARE 
GO'l!HAN CI'l!Y, 1IISERY 00007 

February 15, 1980 

TO: Virgil Voyles 

FROM: Richard'Williams 

TOPIC: Preferred Strategies 

RICHARD WILLIAMS 
ASS0eIATE DIRECTOR 
OF PLANNING 

Enclosed are the Preferred Strategy Decision Pat:kages the staff 
has developed as possible components of the Downtown Business District 
Program. We are seeking your ~~v~ew' before preparing the draft of the 
overall program pr'oposal for t1?-e Advisory Board. I regret that you ,were 
out of the state during the week we developed j,nterim strategies. I would 
have liked to have had your input on these atrategies before we proceeded 
with examination of the elements. 

We are eager to hear your response to the enclosed. 
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Preferred Str~tegy Decision Package #1 

Part r 

A. Normative Goal: To reduce crime in the Downtown Business District of 

Gotham City. 

B. Problem Sununary: In the , 
in index crimes in this area w 

g~eater than the citywide 

period from 1973-78, the increase 
.-~ . 

/'an alarming rise and a full 20% 

The crime problem in this 

are~ appe~rs to be having a devast~ting impact on both the businesses in 

the downtown area and many of the people who are compelled to shop here. 

C. Pro~lem Co~ronents 

B~sed on an assessment of the Problem Statement for the Downtown 

Business District, the following appear to be the important components 

of this problem: 

1. Juveniles engaging in criminal behavior 

2. Vulnerability of potential "targets" of crime 

3. Inadequate crime deterrent and response capability by criminal 

justice ,agencies dealing with the downtown business district 

4. Ready availability of handguns to potential offenders 

D. Alternative strategic Goals 

1. ~educe juvenile criminality in the Downtown Business District 

2. Improve juvenile j~stice apprehension and treatment capacities 

3. Up<;1rade crime deterrent and response capability of criminal jus

tice agencies dealing with crime in the Downtown Business District 

4. En~ct handgun ordinances to restrict the sale of handguns , , 

5. "Harden" potential crime targe.ts in the Downtown Business District 

Part II 

A. P~oposed strategic Goal 
. ( it) ' .. 

Reduce juvenile criminality in the Downtown Business District 
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B. strategy statement 
i 11 Commit crimes in the Downtown Business 

Divert juveniles who. potent a Y 

district 

C. potential strategy Elements 

a. dusk-to-dawn curfew on juveniles in the Downtown Business 
1. Impose 

District 
2. Create a police Athletic Le~gue (PAL) to actively recruit and involve 

"inner city" youth in athletic programs. 
3. Reinstitute public school system's evening intramural pr~gram. 

D. Strategy Rationale 
Implementing the elements delineated above would greatly reduce the , 

J
'uveniles to commit crimes in the Downtown Business Distr1ct. 

opportunities of 
restr1' ct their mobility :in this area during the pe:i:'iod 

The curfew would 
when most criminality occurs. The athletic programs would provide alternative 

likelihood that the criminality would imply move to 
"outlets" to reduce the 

the suburban shopping areas. 

E. Strategy Assessment 

(TO be completed by workgroups) 
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Proposed Element 1.1 

A. STRATEGIC GOAL: ~educe ~uvenile criminality in the Downtown 
Bus'iness District. 

B. INTERIM STRATEGY~ Divert juveniles who potentially commit crimes 
in the Downtown Business Di~trict 

C. PROPOSED ELEMENT: Impose a dusk-to-dawn curfew on juveniles in 
the downtown business district. 

D. OBJECTIVE TO BE ACHIEVED: By June 30, 1981 reduce the average weekly 
number of juveniles loitering in the down
town business district from dusk to dawn by 
95% compared to a comparable period in 1980. 

E. COST: $15,000 

F. RATIONALE FOR ELEMENT: 

G. 1\DVANTAGES : 

H. DISADVANTAGES: 

Assumption Cost: $15,000 

Juveniles comprise a major portion of those 
committing crimes in the downtown business 
district. It is impractical to remove adults 
from this area by imposing a total curfew. 
This would eliminate the much needed restau
rant, theater, and shopping evening trade. The 
juveniles account for very little of this 
trade so eliminating them from the streets 
would remove potential criminals without re
moving potential customers. 

This strategy would, for very little capital 
outlay, eliminate a substantial population 
of potential criminals from the downtown 
business district without eliminating po
tential customers for the merchants of the 
area. 

This strategy might simply have the effect of 
displacing the juveniles to another area of 
town and creating another hot bed of criminal 
activity elsewhere. Curfews can also be very 
sensitive politically. 
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A. PROPOSED ELEMENT: if' I, 

B. INPUTS: 

C. MAJOR ACTIVITIES,: 
i , 

D. IMMEDIATE RESUW'S: 

E • OUTCOMES: 

MOR 
Implement a Dusk-to~Dawn Juvenile Curfew 

1. New' "curfew officer" 
2. Dusk .. to-dawn j uveni '].e curfew ordinance 

1. Draft proposed ordinance. 
2. Pass ordinance. 
3. Recruit, interview, and hire a new cur-
few officer. 
4. Train curfew officer. 
5. Impose dusk-to-dawn curfew'for juveniles. 
6. Enforce dusk-to~dawn curfew for juveniles. 

By June 30, 1981 ,reduce juvenUes 10~ted.n9 
in the downtown business di.strict, on a 
weekly average, by 95% cqmpared to a comparable 
period during 1980. 

Reduce juvenile criminality in the downtown 
business district. 
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Network 
PROJECT: Implement a "Dusk .. to-~wn" Juvenile CUrfew 

ACTIVITIES 

1. Start. 9. Train "CUrfew Officer." 

2. Draft proposed ordinance. 

3. Endorsement by Advisory Board. 

10. Publicize ordinance in junior. 
high and high schoolS 

4. Present to City Council. 

5. Council enacts. 

6. Announce "CUrfew Officer" 
vacancy 

7. Screen applicants. 

8. Select "CUrfew Officer". 

11. Enforce ordinance. 
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Proposed Element 1.2 

A. STRATEGIC GOAL: , , 

B. INTEIUM S'r'RATEGY: , ,., .' 

C. PROPOSED ELEMENT: 
-----T,~-----___ 

D. OBJECTIVE TO BE ACHIEVED: , 

E. COST: 

F. RATIONALE FOR E~MENT: 

G. ADVANTAGES: 
. i ' 

Requce juvenile criminality in the Downtown 
Business District. 

Divert juveniles who potentially commit crimes 
in the downtown business distri0t. 

Create a Police Athletic League . (PAL) composed 
of members of the Gotham City Police Depart
ment to actively recruit and involve "inner
city" youths in athletic programs. 

By June 30, 1981 reduce by 20% the average 
weekly number of juveniles loitering in the 
downtown business district compared to a 
comparable period during 1980. 

$2,500 
Assumption Cost: $1,000 

TWo of the most important athletic outlets 
(public school athletic program and public 
gymnasium) are no longer available to the 
inner~city youth. This lack of diversionary 
stimuli is believed to be contributing to the 
rise in crimes committed by juveniles espe
cially in the downtown area. An extensive PAL 
would not only provide an athletic outlet 
for some of these youths, but it would also 
acquaint them with police officers on a mo~e 
personal bas~. These acquaintances could 
form the base§)for more appropriate adult 
role modefSthan some of those currently 
available to the inner city youths within 
their present living environments. 

This strategy would enable the youths to help 
. themselves by becoming involved in some 
athletic ,activity. It would also further pro
vide them an opportunity to know and perhaps 
use as role models individual law enforcement 
officers. Finally, these relationships would 
also acquaint the officers with the inner
city youths, giving them greater insights 
into the particular problems faced by these 
youths and how to solve those problems. 
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Proposed Element 

DISADVANTAGES: Th.t,s I?:tt'ategy- would ;i..nvolve a great deal of 
commitment on th~-part of the off-duty law 
enforcement officers •. Although the expense 
to the city would be minimal (equipment and 
uniformS), the program's survival.woulp be 
~otally dependent on volunteer support which 
might be difficult to achieve'and maintain. 
Furthermore, any P9sitive effects associated 
with this program would be difficult to mea~ 
sure. 
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A. PROPOSED ELEMENT: 

B. INPUTS; 

C. MAJOR ACTIVITIES: 

D. IMMEDIATE RESULTS: 

E. 'OUTCOMES : , 

MOR 
CX'eate a Police l\thleti.c League (PAL~ 
1. Police Athletic League "coachea" 
2. Athletic supplies and equ~pment 
~. police trainin~ gym 

1. Recruit police officers for PAL. 
2. Recruit juveniles for PAL. 
3 • Form PAL teams. 
4. Purchase PAL uniforms and equipment. 
5. Develop and implement PAL playing schedule. 

By June 30, 1981, reduce by 20% the number of 
juveniles loitering in the downtown business 
district, on a weekly average, compared to 
a comparable period in 1980. 

Reduce juveniles criminality in the downtown 
business district. 
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PR,OJECT: CX'eate police l\thleti.c League 

ACTIVITIES 

1. Start. 9. Form teams. 

2. Publicize need for volunteers. 10. Develop playing schedule. 

3. Screen volunteers. 11. Begin play. 

4. Select PAL staff. 

5. Develop participant recruitment plan. 

6. Conduct recruitment. 

7. Enlist participants. 

8. Purchase uniforms and equipment. 

KEY: 0 
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Proposed Element 13 

A. STRATEGIC GOAL: 

B. INTERIM STRATEGY: 
1 

C. PROPOSED ELEMENT: 
.. i i tie c 

D. OBJECTIVE TO BE ACHIEVED: 
( , t (.. C 

F. AATIONALE FOR ELEMENT: 
1 ., i· .: 

G. ADVANTAGES: 

Reduce juvenile criminality in the Downtown 
Business District. 

Divert juveniles who potentially commit crimes 
in the downtown business district. 

Reinstitute the public school system's evening 
intramural athletic program. 

By June 30, 1981, reduce by 20% the average 
weekly number of high sc~ool and jUn:for high 
school students'"loitering" in the downtown 
business district compared to a comparable 
period during fiscal year 1980. 

None from LEAA funds. The Gotham City School 
Board estimates that the cost to reinstitute 
the evening intramural program would be 
about $125,000 per year. The Downtown Mer
chant's Association has agreed to donate 
$25,000 to help fund the program the first 
year. The Association has indicated that it 
will consider funding on an on-going basis 
if it can be demonstrated that the program 
is successful in alleviating downtown crime. 

It is believed that the abolition of the even
ing intramural athletic program three years 
ago has led to a marked increase in the 
number of jWlior high and high school students 
who just "roam" the downtown business district 
during the evening hours. It is further be
lieved that the boredom that accompanies 
their behavior leads initially to petty cri
minal activity, e.g. shoplifting. Unfortunate
ly, it can sometimes result in IOOre serious 
criminal behavio~, e.g. gang fights, joyrid
ing, and so on. It is hoped that -the evening 
intr~ural program would offer an alternat~ve 
that would alleviate this situation. 

No LEAA -f1JIld ·involvement. The community, i.e., 
the SchQol Board and Merchants' Association, 
could feel that they themselves were doing 
something to alleviate the downtown crime pro-

. blem. This strategy represents a IOOre "posi
tive" ~proach to dealing with young people 
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Proposed E·lement 

H. DISADVANTAGES: 

than increasing law enforcement stre:ngth 
in the downtown area. 

There is no way of knowing at the outset 
if the juveniles who are actually responsi
ble for the downtown problem will partici
pate in this pr,ogram. 
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A. PROPOSED ELEMENT: , .. " 

B. INPUTS: 

C. ~JOR ACTIVITIES: 
i' ,. i' 4 

D. IMMEDlATE RESULTS: 
( 4, , • 

E. OUTCOMES: , 

:r i 

MOR 
Re~institute Public School System Evening 
Intramural Athletic Program. 

1. Public school recreation facilities 
2. Personnel to conduct program, 
3. Athletic equipment and supplies 

1. Recruit staff. 
2. Recruit participants, 
3. Purchase needed equipment. 
4. Organize teams. 
5. Conduct games and other related activities. 

By June 30, 1981, reduce by 20% the average 
weekly number of high school and junior 
high school students "loitering" in the down
town business district compared to a compara
ble period during fiscal year 1980. 

Reduce juvenile criminality in the downtown 
business district. 
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Network 
PROJECT: Re .... institue Public school Eveni,ng Intramural Athletic Program 

ACTIVITIES 

1. Obtain School Board approval 
,to reinstitute program. 

2. Publicize position openings. 
~.# .• ,4'''''''''" 

~ \ 
3. ~.~~n. applicants. " 

4. Select applicants. 

5. Specify needed equipment. 

6. Purchase needed equ~pment • 

7. Recruit participants. 

8. Organize teams. 

9. Begin league practice and games. 

Key: c:> Activity 
----- Relationship 

__ )~~. Sequence of Acti vi ties 
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Preferred Strategy Decision Package #2 

Part I 

A. Normative Goal: To reduce crime in the Downtown Business District of 
Gotham City. 

B. Problem Summary: In the five-year period from 1973~78, the increase in 

index crimes in this area was 46.5%, an alarming rise and a full 20% 

greater than the citywide increas'e of 26.29%. The crime problem in this 

area appears to be having a devastating impact on both the businesses 

in the downtown area and many of the people who are compelled to shop , 
here. 

C. Problem Components 

Based on an assessment ot' the Problem statement for the Downtown 

Business Dis.trict, the :i;ollowing aJ;lpear to be the important components of 

this J?roblem.: 

1. Juveniles engaging in criminal behavior 

2. Vulnerability of potential "targets" of crime 

3. Inadequate crime deterrent and response capability by criminal 

justice agencies dealing with the downtown business district 

4. Ready availability of handguns to potential offenders 

D. Alternative strategic Goals 

1. Reduce juvenile criminality in the Downtown Business District 

2. Improve juvenile justice apprehension and treatment capacities 

3. Upgrade crime deterrent and response capability of criminal jus

tice agencies dealing with crime in the Downtown Business District 

4. Enact handgun ordinances to restrict tl;v~ sale of handguns 

5. "HardentJ potential crime targets in the Downtown Business District 
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Part II 

A. propOsed Str~tegic Goal , , 

Improve juvenile justice apprehension and treatment capacities 

B. Strategy Statement 

Improve. the capability of juvenile authorities to apprehend and treat 
juvenile offenders. 

C. Potential Strategy Elements 

1. Create a s~cialized juvenile task force within the Gotham City 

Police Deparbt\ent to function specifically in the Downtown Business District. 

2. Establish a commUhity~based treatment facility for juvenile pro
bationers and parolees. 

D. Strategy Rationale 

The implementation of the above stated elements would provide the 

dual capacities required to effectively deter criminality by this group. 

The "task force" will greatly enhance the capacity to apprehend these 

offenders;- and the treatment facility will fill the long-recognized void 
.in this area. 

E. Str~tegy'Assessment 

(To be completed by workgroups) 
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A. 

B. 

C. 

D. 

E. 

F. 

G. 
-

Proposed Element 2.1 

STRATEGIC GOAL: Improve juvenile justice apprehension ~d 
treatment 'capacities. 

INTERI~ STRA~GY,: Improve the capability of juvenile authorities 
to apprehend and treat juven~le offenders. 

~ROPOSED ELEMENT: Create a specialized juvenile task force with
in the Gotham City Police Department to func
tion specifically in the downtown business 
district. 

OBJECTIVE TO BE ACHIEVED: By December 31, 1980, have 12 juvenile law 
enforcement of~icers working in the downtown 
business district compared to no juvenile 
officers working on June 30, 1980. 

COST: 

M>V~TAGES: 

. -

$212,600 
Assumption Cost: $185,000 

Juveniles are responsible for a great deal of 
the crime committed in the downtown business 
district. Increasing the number of juvenile 
officers would lead to increased apprehension 
and ~reater deterrence. 

Juveniles constitute a unique crime problem 
within, the downtown business district. It 
is believed that much of their criminal acti
vity is drug and peer group (g&lg) - related 
in nature. The Gotham City Police Department 

',does not currently have the trained resources 
to deal with this type of criminal activity. 
This taSk force would provide such a resource. 
The Chief ~tr6ngly endorses this strategy~ 

H. DISADVANTAGES: The strategy is costly. It is unclear what 
specific impact such a task force would have 
on the downtown business district crime 
problem as opposed to a simple increase in 
regular "beat" officers. 
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A. 

B. 

C. 

D. 

E. 

PROPOSED ELEMENT: 

INPUTS: 

MAJOR !cTIVITIES: 
; . 1 \ 

~DIATE RESULTS: 

OUTCOMES: 

MC)R 

Create a Juvenile Task Force to Deal Speci
fically ~ith Downtown Business District. 

1. Twelve new juvenile law enforcement officers 
2. Supplies and equipment for the officers 
3. Training course i~ dealing with juveniles 

1.' I' Recruit and train officers 
t. -Purchase sUpplies and equipment 
3. Patrol downtown business district 
4. Conduct crime deterrent activities in 

junior ~d senior high schools, ,.g. s.-nina;,s 
5,. Perform c~ime prevention activities involving 

.juvenile gangs, e. 9., counseling, encouragement 
to participants in crime-free ~ctivities such 
as PAL, intramurals, etc. 

By December 31, 1980 have 12 juvenile law 
enforcement officers working in the down-
t~wn business district compared to no officers 
working on June 30, 1980. 

Improve juvenile justice apprehension and 
treatment capacities. 

,. 
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Network' 
PROJECT: Create a Speci,alized Juvenile Task ;Force within the Gotham City 
Police Department 

1. 

2. 

3. 

4. 

5. 

6. 

ACTIVITIES 

Appoint Director (fran 
existing P.D. personnel). 

Announce juvenile officer 
vacancies. 

Screen applicants. 

Select task force members. 

Purchase supplies and equip
ment. 

Begin training sessions. 

9. Prepare seminar format for junior 
high and high schoool seminars. 

10. Approve format. 

11. Schedule seminars. 

12. Conduct seminars. 

13. Perform crime preven~ion activities 
involving juvenile gangs. 

7. End training sessions. 

8. Begin downtown business district patrols. 

i / 

Keg: 0 Acti vitg 

---------- Relationship 
___ ~) Sequence of Activities 
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Proposed Element 2.2 

STR,A,TEGIC GOM,; 
, "4 • 

INTE~IM STRATEGY.: 
i i ' I 

PROPOSED ELE~~"':NT: 
ii, 

Imp~ove juvenile justice apprehension and 
treatment capacities. 

Improve thr: o:;apability of juvenile authori
ties to apprehend and treat juvenile offenders • 

Establish a community based treatment facili
ty for juvenile probationers and parolees. 

OBJECTIVE TO BE ACHIEVED: By June 30, 1981, provide intensive coun-
t • I \ \ 

RATIONALE FOR ELEMENT: 
i ( • I 

ADVANTAGES: 

DISADVANTAGEe: 

se1ing services and other support services 
01.1 an "out patient" basis for a minimum of 
250 juveniles, probationers and parolees 
convicted of offenses committed in the 
downtown business district. 

$310,000 
Assumption cost: $78,500 

A large number of juveniles are arrested 
eaoh year for crimes committed in the down
town district. Most are released (85%) with
out being tried. The reason for this high 
percentage appears to be the lack of a solid 
resource to assist the juvenile probation and 
parole agency in dealing with the potentially 
large number of offenders who would require 
services if tried and convicted. The present 
juvenile probation and parole officers in 
Gotham City and Payne1ess County do an ex
~~jOb. However, the magnitude of the 

.. ', 'rU.!~ crime problem in the downtown busi
ness district requires a special "out-patient" 
treatment center to provide intensive coun
seling and other support services to deal with 
this group of offenders. 

This effort would concentrate on those of
fenders identified as directly contributing 
to the downtown business district pro,b1em. 
Local and state i~offici~ls strongly 
endorse this appr~~ as being the best 
available for providing meaningful interven
tion in this offender popu1atior.. 

None programmatically. Some possible pro
blems may arise in assuming funding of the 
program unless success is clearly demon
strated. 
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A. PROPOSED ELEMENT; 
• , ••• , t • , •• i 

B. ;I;NJ;>UTS; . , ... 

C. MAJOR ACT~VITIES: 
. . i' i' 

D. I.MMEDIATE R,ESUrms: 
t i , , 

E. OUTCOMES; 
' , 

, 

. \ 

MOR 
Establish. a Community-Based Treatment 
Facility for Juvenile Probationers and 
Parolees 

1. Facility 
2. Supplies and equipment 
.3. Car 
4. Staff 
5. Staff training program 

1. Locate and rent facility. 
2. Hire director. 
3. Hire and train staff. 
4. Purchase car, supplies, and equipment. 
5. Provide job cO\;lnseling to juvenile pro
bationers and parolees. 
6. Assist clients in locating jobs. 
7. Perform group counseling sessions. 
8. Provide individual counseling. 
9. Help clients in locating suitable housing. 

By June 30, 1981 provide intensive counseling 
services and other support services on an 
"out-patient" and residential basis for a 
minimum of 250,juvenile probationers and 
parolees convicted of offenses in the down-
town business district. . 50-60 offenders could 
be housed (20 at a given time) during this time 
period. 

Improve juvenile justice apprehension and 
treatment capacities. 
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Netwo,rk 
PROJECT: Establish a Community-Based Treatment Facility for Juvenile 
Probationers and Parolees 

(0 

t, 

ACTIVITIES 

1. start. 10. Select staff. 

2 • ]l"dvertise Director vacancy. 11. Design sta:e£ traini),lg p:Lugram. 

3. Sc~een applicants. 12. Conduct ~raining prrogram. 

4. Select Director. 13. Open facility. 

5. Lease car. 14. Begin job counseling. 

6. Rent facility. 15. Begin group counseling. 

7. Purchase supplies and eql"'::,P
mente 

16. Begin individual counseling. 

8. Advertise staff vacancies. 

9. Screen applicants. 

17. Assist clients in locati~g 
suitable housing. 

KEY: 0 
~ 
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Prei;erred strateSTY' Decis.;lon Package #3 

~art I: 

A. Normative Goal: To reduce crime in the Downtown Business District of 

Gotham City. 

B. Problem Summa~"y: In the five-year period from 1973-78, the i,ncrease 

in index crimes in this area was 46.5%, an alarming ri,se and a full 20% 

greater than the citywide increase of 26.29%. The crime problem tn 

this area appears to be having a devastating impact on both the busines.ses 

in the downtown area and many of the people who are compelled to shop here. 

C. Proble~ Components 

Based on an assessment of the Pl;'oblem statement for the Downtown 

Business District, the following appear to be the important components of 

this problem: 

1. Juveniles engaging in criminal behavior 

2. Vulnerability of potential "targets" of crime 

3. Inadequate crime deterrent and response capability by criminal 

justice agencies dealing with, the downtown business district 

4. Read~ availability of handguns to potential offenders 

D. Alternative Strate2ic Goals 
'- . 

1. Reduce juvenile criminality in the Downtown Business District 

2. Improve juvenile justice apprehension and treatment capacities 

3. Upgrade crime deterrent and response capability of criminal jus

tice agencies dealing with crime in the Downtown Business District 

4. Enact handgun ordinances to restrict the sale of handguns 

5. "Harden" potential crime targets in the Downtown Business District 
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Part II 

A. Proposed Strate9ic Goal 

Upgrade crime deterrent and response capability of criminal justice 

agencies dealing with crime in the Downtown Business District. 

B. StrateSTY' statement 

Improve the capability of the Gotham City Police Department to deal with 

crime in the Downtown Business District. 

C. Potential strategy Elements 

1. Create a Crime Prevention Unit in Gotham City Police Department 

to assist downtown,merchants in target hardening. 

2. Establish and staff a "storefront" precinct office in the Downtown 
Business District. 

3. Create a specialized juvenile task force within the Gotham City 

Police Department to function specifically in the Downtown Business District. 

4. Increase Gotham City criminalysis capability by adding a computer 

software package that will assist in allOCatin~~~~~!~~CCOrding to time 
and frequency of criminal offenses. .- . 

. d 

jIo~" 5. Create a Police Athletic League (PAL) ~~~ of members of the 

Gotham City Police Department to actively recruit and involve "inner-city" 
:youths in athletic programs. 

D. Straten :kationale 

Implementation of the above elements will enhance the capacity of the 

Gotham ci ty Poli~e Department to both prevent and respond to crimes in the 

Downtown Business District. 

E. Strategy Assessment 

(To be completed by workgroups) 
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Proposed Element 3~1 

A. STRA',t'EGIC GOAl:.: 

B. INTERIM STRATEGY: 

C. PROPOSED ELEMENT: 

D. OBJECTIVE TO BE ACHIEVED: 

E. £Q2!: 

F. RATIONALE FOR ELEMENTS: 

G. ADVANTAGES: 

H. DISADVANTAGES: 

:r I 

Upgrade cr'ime deterrent and response capa
bility of criminal justice agencies dealing 
with crime in the Downtown Business District. 

Improve the capability of the Gotham City Police 
Department to deal with crime in the Downtown 
Business District. 

Create a Crime Prevention Unit in the Gotham 
City Police 'Department to assist downtown 
merchants in target-hard~:ning. 

By June 30, 1981, the value of theft-losses 
(corrected for inflation) for the merchants 
participating in the' CPU ];>roject will be 
reduced by 75% compared tf::> their losses for 
fiscal year 1980. 

$71,500 
Assumption Cost: $42,500 per annum 

The merchants in the downtown business district 
have engaged in few target-hardening activities 
to date. Their businesses are vulnerable, and 
the theft rate reflects this. A systematic 
crime prevention program could reduce this 
vulnerability. . 

This strategy would enable the merchants to 
help themselves to a degree. Based on relevant 
studies, target-hardening is a cost-effective 
method to curb the types of crime plagui~g the 
downtown 'business district. 

The Chief really isn't completely sold on the 
crime prevention concept. He expressed the 
opinion that a lot of the claims about crime 
prevention appear to be public relations 
gimmicks. He would be willing, however, to 
try such an approach if the Planning Agency 
funded it. 
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A. PROPOSED ELEMENT: 

B. INPUTS: 

c. MAJOR ACTIVITIES: 

D. IMMEDIATE RESULTS: 

E. OUTCOMES: 

MOR :. 

Establish, a Crime Prevention Unit (CPU) 
in the downtown business district. 

1. CPU director (from existing Gotham 
City personnel) 

2. Three law enforcement officers 
3. Crime prevention "train-the-trainers" 

course 
4. Car a~ment 
5. AUdie:vi~~l and'demonstration materials 

1. Recruit and train three crime prevention 
unit officers. 

2. Procure car and equipment. 
3. Purchase required audio-visual and other 

related supplies and equipment. 
4. Conduct public seminars for downtown mer-

chants. 
5. Provide direct target-hardening technical 

assistance to downtown merchants. 

During fiscal year 1981, the value of losses 
(corrected for inflation) for the merchants 
participating in the CPU project will be re
duced by 75% compared to their losses for 
fiscal year 1980. 

Upgrade crime deterrent and response capability 
of the Gotham City Police Department to deal 
with crime in the Do~town Business District. 
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Network 
PROJECT: Establish Crime Prevention Unit in Gotham City Police Department 

1. 

2. 

3. 

4. 

5. 

6. 

7. 

8. 

9. 

__ '5-~"'~ 

"~-- -----------~ 

ACTIVITIES 

Appoint director of CPU. 

Announce officer openings. 

Screen applicants. 

Interview selected applicants. 

'Select new officers. 

Select appropriate training course. 

Enroll officers in selected train-
ing course. 

Complete training course. 

Procure car and equipment. 

KEY: 

10. 

I!. 

12. 

13. 

14. 

Purchase audio-visual and other 
related supplies and equipment 

Schedule seminars 

Conduct seminars. 

Provide target-hardening techni
cal assistance to 12 downtown 
merchants. 

COmplete target hardening techni
cal assistance. 

o Activities 
------- Relationship 
___ ~) Sequence of Activities 
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Proposed Element 3.2 

A. STRATEGIC GOAL: 

B. INTERIW STRATEGY: 
.~ ........ 

C. PROPOSED ELEMENT: 

D. OBJECTIVE TO BE ACHIEVED: 

E. COST: 

F. RATIONALE FOR ELEMENT: 

G. ADVANTAGES: 

Upgrade crime deterrent and response capability 
of criminal justice agencies dealing with crime 
in the downtown business district. 

Improve the capbility of the 'Gotham City Police 
Department to deal with crime in the Downtown 
Business District. 

Establish and staff a "storefront precinct 
office" in the,d,owntown business district. 

~ 11 "o' .• , '. ., 

By April 30, 1980, .increase by 60% the number 
of Gotham City Police officers patrolling the 
downtown business district compared to the 
January 1, 1980 staffing pattern. 

$367,500 
Assumption Cost: $367,50~ per annum 

Establishing an on-going precinct in the 
downtown business district would deter crime 
and enhance responsiveness to crimes when they 
are committed. 

This strategy would increase the capability of 
the Gotham City Poli~d Department to deter and 
respond more quickly to crime in the downtown 
business district without creating a "drain" 
on existing departmental, resources. The Chief 
is a strong,proporrent of this approach. 

'''ris.:e;:.r;\~'::;·:'J:!~ 
The cost is high, both initially and in the 
long run. Downtown merchants are concerned 
that a precinct 6ffice wilt create the image 
of a "police state" in their area. According 

'to the President of the Downtown Merchants 
Association, most merchants would prefer a 
more "low key" approach. 
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A. PROPOSED ELEMENT: 

B. INPUTS: 

C. MAJOR ACTIVITIES: 

D. IMMEDIATE RESULTS: 

E. OUTCOMES: 

:r I 
/" ;; 

i/ 

MOR 
Establ,i,sh a ",stol;'efront." Precinct O£fice in 
Downtow.n Business District. 

1. 14 new law enforcement officers 
2. Precinct office 
3. One secretary 

1. Recruit, screen! and hire new law 
enforcement officers. 

2. Tr~!~,~law enforcement of£icers. 
3 <,l!~::!:..~~.!~.~ h precinct office. 
4. Recru~t, screen, and hire a stenographer. 
5. Rent a new p~'ecinct office. 
6. Operate new precinct office. 
7. Purchase supplies and equipment. 

By April 30, 1980, increase by 60% the 
number of Gotham City police officers patrol
ling the downtown business district compared 
to the January 1, 1980, staffing patterns. 

Upgrade crime deterrent and response capability 
of the Gotham City Police Department to deal 
with crime in the downtown business district. 
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Network 
PROJECT: EstabliLsh a "Storefront" Precinct Office in the Downtown 

Businel3s District 

~-~ 
, " 

5 6 G)----~ . .~ 

~' 

~------------------------------------------------------------------
AC'rIVITIES 

1. Start. 

2. Select precinct conunanding 
officer (from existing P.D. 
personnel) , 

3. Advertise officer vacancies. 

9. 

10~ 

11. 

12. 

Purchase supplies and equipment. 

Furnish·office. 

Announce stenographer vacancy., 

Screen applicants. 

4. Screen applicants. 13. Select stenographer. 

s. Select officers. 14. Open precinct office. 

6. Officers participate in train
ing course. 

7. Officers complete training 
course. 

8. Rent "storefront" office. 

Key:, 0 Activ.ities 

-------- 'Re.lationship 

--______ ~)Sequence of Activities 
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Proposed , Element 3.3 

A. STRA'l'EGIC GOAL: 

B. INTERIM STRATEGY: 

c. PROPOSED ELEMENT: 

Upgrade crime deterrent and response capability 
of criminal justice agencies dealing with crime 
in the aowntown l::!usiness district. 

, • • :,>,.1 , ... 

Improve the capability of the Gotham City 
Police Department to deal with crime in the 
Downtown Business District. 

Increase Gotham City Criminalysis capability 
.by adding a computer software package that 
will assist "in allocating personnt.~l according to 
time and frequency of criminal offenses. 

D. OBJECT.IVE TO BE ACHIEVED: By December 31, 1980, increase by 40% the number 
of Gotham City Police officers patrolling the 
downtown business district during "high crime'" 
periods compared to the June 30, 1980, 

E. COST: 

P. RATIONALE FOR ELEMENT: 

G. ADVANTAGES: 

H. DISADVANTAGES: 

~ I 

staffing pattern. 

$33,500 
Assumption cost: $15,600 ,per annum 

The Gotham City Police Department currently 
allocates personnel more on tradition th~n 
need. This project would give them the 
capability to more rationally assig'n their 
officers. 

This is a relatively low cost approach to 
better utilize existing human resources. It 
should increase the visibility and availability 
of police officers during those periods of 
highest crime activity. 

None identified. 
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A. PROPOSED ELEMENT: 

B. INPUTS: 

C. ~OR ACTIVITIES: 

D. IMMEDIATE PESULTS: 

E • OU'l.'CafES : 

MOR 
Add Resource Allocati?n So~tware Package to 
Gotham City Police Department Criminalysis 
Capability. 

1. Software package 
2. Computer programmer 
3. Training course 

'4. Revised data input forms 

1. Select and purchase' software package. 
2. Select and train computer programmer. 
3. Revise incident report forms. 
4. Create data base. 
5. Provide data analysis to division 

camnanders. 

By December 31, 1980, there will be a 40% 
increase in the number of Gotham City Police 
Officers patrolling the downtown business 
district during "high crimen periods compared 
to the June 30, 1980, staffing pattern • 

• ••• t ......... 

Upgrade ~~~ 'deterrent and response capabilf ty 
'of the Gotham City Police Dept. to deal with 
crime in the downtown busines~ district. 
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Network 
PROJECT: Add Resource Allocation Software Package to Gotham City 

Police Department Criminalysis Capability 

ACTIVITIES 

1. StaJ;'t projec't. 

2. E:ltamine resource allocation 
soft~iare packages. 

3. Select software package. 

4. Announce computer progranuner 
vacancy. 

5. Interview applicants. 

6. Select computer programmer. 

7. Enroll computer programmer in 
in training course to operate 
software package. 

8. Programmer completes training 
course. 
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9. 

10. 

11. 

12. 

13. 

Revise incident review fo~s 
for compatibility with soft
ware package. 

Approve revisions. 

Provide revised forms to 
divisions. 

Create data base. 

Provide data analysis to 
division commanders. 

Key: <:) Activity 

----- Relationship 

__ ~) Sequence of Activit,ies 
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Lt'roposed EBement 3.4 

B • INTERIloi STRATEGY': 

C. PROPOSED ELEf.lENT: 

Upgrade crime deterrent', arId response capability 
of criminal jus~;ge.agencies dealing with 
ct'ime in the't'!Owntown"bulSiness district. 

~"---"'''' . 

Improve the capability clf the Gothalu ~ity 
Police Department to deal with crim~ in the 
Downtown Business Distri,e:t. 

Create a specialized juvonile task force 
within the Gotham City Pc.llice Department to 
deal specifically with the downtown business 
district. 

D. OBJECTIVE TO BE ACHIEVED: By December 31, 1980, have 12 juvenile law 
enforcement officers working in the downto~n 
businesls district compared to no juvenile 
officers working on June 30, 1980. 

E. COST: -
F. RATIC·IALE FOR ELEMENT: 

G. ADVANTAGES; 

H. DISADVANTAGES: 

$212,600 
Assumption Cost: $185,000 

Juveniles are responsible for a great deal of 
the crime committed in the downtown business 
district. Inl,.'t:easing the number of juvenile 
officerls would lead to increased apprehension 
and greater deterrence. 

Juveniles constitute a unique crime p;roblem 
within the downtown businElss district. It is 
believed that much of their crimina.l activity 
is drug and peer group (gslng) - related in 
nature. The Goth'am City Police Department 
does not curr.ently have the trained resources 
to deal with this type of criminal activity. 
This task force would provide such a resource. 
The Chief strongly endorses this strategy. 

The strategy is costly. It is unclear what 
specific impact such a task force would have on 
the downtown business district crime problem as 
opposed to a simple increase in regular "beat" 
officers. 
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A. PROPOSED ELEMENT: 

B. INPUTS: , 

C. MAJOR ACTIVITIES; 

D. IMMEDIATE RESULTS: 

E. OUTCOMES; 

MOR 
Create a Juvenile Tas~ F,".)rce to Deal 
speci~ically with Downtown Business District 

1. Twelve new juvenile law enforcement officers 
2. Supplies and equipment for the'officers 
3~ Training course in dealing with juveniles 

"1. Recruit and train officers. 
2. Purchase supplies and equipment. 
3. Patrol downtown business district. 
4. Conduct crime deterrent activities 

in ~unior and senior~ schools, e.g. 
sem1nars. 

5. Perform crime prevention activities in
volving juvenile gangs, e.g. counseling, 
encouragement to participate in crime-free 
activities such as PAL, intramurals, etc. 

By December 31, 1980, have 12 juvenile law 
enforv.~nt officers working in the downtoW;n.~, 
business district compared to no o.:'ficers .Jork-....., 

t .. ~g ~~ on June 30, 1980. ,""-

upgrade crime deterrent and response capability 
of the Gotham City Police Dept. to deal with 
cr~ in the downtown business district. 
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Network 
PROJECT: Create'a Specialized Juvenile Task Force within the Gotham City 

PoliceDep~rtment 

ACTIVITIES 

1. Appoint Director (from existing 
P.D. pe~sonnel). 

2. Announce juvenile officer vacan-' 
cies. 

3. Screen applicants~ 

'4. Select task force members. 

5. Purchase supplies and equip-
ment. 

6. Begin, training sessions. 

7. End training sessions. 

8. Begin downtown business district 
patrols. 

9. Prepare seminar format for junior 
high and high school seminars. 

10. Approve format. 

11. Schedule seminars. 

12. Conduct se~nars. 

13. Perform crime prevention activi
ties involving juvenile gangs. 

Key: 0 Acti vi ty 

Relationship 

__ ....;>~ Sequence of Acti vi ties 
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Proposed E:le,ment 3~ 5 

A. STRATEGI.C GOAL: 

B. INTERIM STRATEGY: 

C. PROPOSED ELEMENT: 

Upg~ade c~ime dete~~ent and ~espO.nae cap~~ 
bil:.t,ty- 0~ cdTl\i,nal justi,ce ,clgencies. dealinC] 
with. cX'im,e :.tn the D0wntewn Business District. 

Impreve the capabi li ty ef the Getham City 
Pelice Department to deal with crime in the 
Dewntewn Business· District. 

cr~~t~.,Sl .. ..l?elice Athletic League (PAL) cempesed 
(')fln~~!,~jGd.E the . Getham C;l:.ty Pelice Department 
to' activelly recruit and invelve "inner ... city" . 
yeuths il1\ athletic pregr~s. 

D. OBJECTIVE TO BE ACHIEVED: By June 310, 1981, reduce by 20% the 

~. COST: 

'F. RATIONALE FOR ELEMENT: 

G. ADVANTAGES: 

"7 r-

average weekly number ef juveniles 
loiterin<,;r in the downtown business district 
cempared to' a cemparable periedduring 1980. 

$2,500 
Assumptic)n Cest: $1,000 

Two. ef the mest impertant athletic eutlets 
(public school athletic pregram and public 
gymnasium) are ,no' longer available to' the inner 
city yeuth. This· lack ef diversienary stimuli 
is believed 'to' be centributing to' the rise in 
crim~s committed by juveniles especially in the 
downtewn area. An extensive PAL weuld net enly 
previde an athletic outlet fer some ef these 
yeuths, lout it weuld also. acquaint them with 
police efficers en a mere persenal basis. These 
acquaintances could ferm the bases fer mere 
apprepriate adult rele medels than seme ef these 
currently available to' the inner city yeuths 
within their present living envirenments. 

This strategy weuld enable the yeuths to' help 
themselv'es by becoming invelved in seme athletic 
activity. ~t weuld also' furthe~ previde them an 
oppertunity to' knew and perhaps use as rele models 
indivi.dual law enfercement efficers. Finally, 
these relatienships weuld also. acquaint the 
efficers with the inner city yeuths, giving them 
greater insights into' the particular preblems' 
faced by these yeuths and how to selve these ' 
preblems. 
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Proposed Element 

H. DISADVANTAGES: 
• c This, stra,tec;JY' 'would ;i:,n'V'olve a c;rrei'l,t deal of 

ce~tment on the par~ of the eff-duty law 
enfcrcement efficers. Altheugh the expense 
te,the city weuld be ,minimal (equipment and 
un1ferms), the pregram's survival wculd be 
tctally dependent cn vclunteer support which 
might be difficult to' achieve and maintain .• 
Jr~rthermore" any pcsitive effects associated 
W1tp this pre gram wculd be difficult to' measure. 

CS 5-39 

. , 



A. PROPOSED ELEMENT: 

B. INPUTS: 

C. MAJOR ACTIVITIES: 

D. IMMEDIATE RESULTS: , 

D. OUTCOMES: 

, 
:1 
I 
1 
1 
',! 

·1 
<j 

, ~. i 

:I I 
.. 

MOR 
Cl;'eat(~ a Pol:;i:.ce Ath..letic League (P,A,L) 

1. Police Athletic League "coaches" 
2. At:hletic sUPl?lies and equipment 
3. P()lice tl;'aining gym 

1. ~ecruit police of:eicers ;e'or PAL. 
2. Recruit juveniles for PAL. 
3. Form PAL teams'. . 
4. E'urchase PAL uniforms and equipment. 
5. Develop and implement PAL playing 

schedule. 

By June, 1981, reduce by 20% the number of 
juveniles loitering in the downtown 
business district, on a weekly average, 
compared to a co~parable period in 1980. 

Upgrade crime deterrent and response 
capability of the Gotham City Police De
partment to deal with crime in the downtown 
business district. 
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Network' 
PROJECT: Create Police Athletic League 

ACTIVITIES 

1. Start. 

2. 

3. 

4. 

5. 

6. 

7. 

Publicize the need for volunteers. 
Screen volunteers. 

Select PA~ staff. 

Develop participant recruitment 
plan. 

Conduct recruitment. 

Enlist participants. 

8. Purchase uniforms and equipment. 
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9. Form teams. 

10. 

11. 

Key: 

Develop Playing schedule. 
Begin play. 

0 Activity 

------ Relationship 

~ Sequence of Activities .. 
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Preferred strategy Decision Package #4 

Part .1 

A. Normative Goal: To reduce crime in the Downtown Business District 

of Gotham City 

B. ~E~lem Summary~ In the five-year period from 1973-78, the increase in 

index crimes in this area was 46.5%, an al~;;;r;g rise and a full 20% greater "'-,,, .•... :. 
than the city-wide increase of 26.29%. The crime problem in this area 

appears to be having a devastating impact on both the businesses in the 

downtown area and many of the people who are compelled to shop there. 

C. Pl:oblem Components: Based on an assessment of the Problem statement 

for -r.he Downtown Business District, the following appear to be the 

important components of this problem: 

1. Juveniles engaging in criminal behavior 

2. Vulnerability of potential "targets" of crime 

3. Inadequate crime deterrent and respon.se capabiU't:Y' by criminal 

justice agencies dealing with the downtown business district 

4. Ready availability of handgtms to potential offenders 

D. Alternative strategic GoaJ.s 

1. Reduce juvenile criminality in the Downtown Business Dist%'ict 

2. Improve juvenile ju~tice ~PFrehension and treatment capacities 

3. Upgrade crime deterrent and response capability of criminal 

justice agencies dealing with crimla in the downtown business district 

4. Enact handgun oi(:f:f.n·~·;~es. to restrict the sale of handguns 
.,.,.~" " 

5. "Harden" potential crime targets in the downtown business district 

Part II 

A. Proposed Strategic Goal 

Enact handgun ordinances to restrict the sale of handguns 

B. Stra~egy Statemen.t 

Pass a local ordinance requiring a check of police records to 

CS 5-42 

.~-

l·U' 

CD 

tt rr ~~\ 
\' y~ 

'-...-

) 
. i 

·1 
~ 

1 .., 

! 

1t) 

J 

~ 
If 

~ 

l' 

) 
1 

determine if a potential purchaser of a handgun has a criminal record. 

Pass a local ordinance requiring a check of police records to 

determine if a potential purchaser of a handgun has a criminal record. 

D. Strategy Rationale 

During 1978, over 80% of the recidivists arrested for Committing 

crimes in Payneless County and Gotham City had in their possession handguns 

they had illegally purchased in the downtown business district. Use of 

handguns has also been prevalent in instances of reported crime in the 

metropolitan area, e.g. 61.2% of the homicides, 49% of the rapes, and 

68.59' of the robberies involved handguns. It cannot be determined what 

percentage of these offenses were co~itted using illegally purchased 

handguns. 

E. Strategy Assessment 

(To be completed by work groups) 
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'Proposed Ele,ment 4.1 

A. STRATEGIC GOAL: Enact han,dgun ord.:i,nances' to restri,ct the sale 
of: handguns. 

B. INTERIM ,STRATEG'l:' Pass a local ordinance requiring a check of 
police x:ecords to determine if a potential 
purchaser of a handgun has a criminal record. 

C. PROPOSED ELEMENT: Pass a local ordinance requiring a check of 
police records to determine if a potential 
purchaser of a handgun has a criminal record. 

D. OBJECTIVE TO BE ACHtEVED: By'June 30, 1981, reduce to zero the number of 
crimes committed by probationers, parolees, 

E. COST: 

F. RATIONALE FOR ELEMENT: 

G. ADVANTAGES: 

:r I 

and other ex-offenders in the downtown business 
district involving handguns illegally purchased 
after passage of the ordinance. 

Requires no direct LEAA funding. 
Assumption Cost: Cannot be immediately 
determined; can probably be absorbed by exist
ing Gotham city P.D. r~sources. 

During 1978, over 80% of the recidivists 
arrested for committing crimes in Pnyneless 
County and Gotham City had in their possession 
handguns they had illegally purchased in the 
downtown business district. Use of handguns 
has also been prevalent in instances of reported 
crime in the metropolitan area, e.g. 61.2% 
of the homicides, 49% of the rapes, and 68.59% 
of the robberies involved handguns. It cannot 
be determined what percen~age of these offenses 
were committed using illegally purchased 
handguns. 

The ordinance would greatly increase the 
difficulty for an ex-offender to illegally 
purchase a handgun. It would also provide a 
"cooling off"" period for an individual who 
might be buying a handgun to commit "an act of 
passic1n" such as the murder of one estranged 
spouse by the other spouse. The cost would also be 
relatively low. 
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Proposed Element 

H. DISADVANTAGES: 
Handgun legislation is ver:y politically 
contr~vel;'sial. The Mayor of Gotham City 
~as v~gorously opposed such legislation 
~n the past, as have several prominent 
members of the Advisory Board Th . . e 
D~strict Attorney favors the approach 
suggested here as a safeguard measure 
however, and has indicated she wOuld' 
support the ordinance. 
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A. PROPOSED ELEMENT: 

B. INPUTS: 

C. MAJOR ACTIVITIES: 

D. IMMEDIATE I~SULTS: 

E. OUTCOMES: 

't I 

MOR 
Pass a local Handgun O~dinance 

1. Local handgun ordinance 
2. NCIC responses provided by existing 
Gotham Cit~ P.D. personnel 
3. Procedures for merchants to use in 
selling hand9uns 

1. Draft proposed ordinance. 
2. Present ordinance to City Council. 
3. Pass ordinance. 
4. Develop a procedure for handgun. 
merchants to use in cooperation with the 
Gotham Ci,ty Police. 
5. Using NCIC records, respond to requests 
from local merchants concerning criminal 
record of individuals seeking to purchase 
handguns. 

By June 30, 1981, reduce to zero the number of 
crimes committed in the downtown business 
distriyt involving handguns purchased 
illegally (after passage of the ordinance) 
by probationers·, parolees, and other ex
offenders. 

Enact handgun ordinance to restrict the sale 
of handguns. 
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Network 
PROJECT: Pass a Local Han~gun Ordinance 

ACTIVITIES 

1. Draft proposed l.egislation. 

2. Endorsement of proposal by 
Advisory Board. 

3. Present proposal. to City 
Council. 

4. Council approves ordinance. 

5. Develop proposed procedures 
to implement ordinance. 

6. Adopt procedures. 

7. Begin training course for 
P.D. officials who will 
implement procedures. 

8. Complete training course. 

9. Provide merchants with·instruc
tions on implementing ordinance. 

10. Begin implementation. 

Key: 0 Acti vi ty 

RelationshIp 

__ -.-..~) Sequence of Activities 
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P~efe~red str~tegy P~ci~iQn Package #5 

Part I 

A. Normative Goal: To reduce crilne i.n the Downtown Bus.:j.ness Di.strict of 

Gotham City. 

B. Problem Summary: In the five~year period from 1973-78, the increase 

in index crimes in this area was 46.5%, an alarming r·ise ~nd a full 20% 

, 'd' f 26 29% The crime problem in this greater than the C1tY-W1 e 1ncrease 0 • • 

area appears to be having a devastating impact on both the businesses iri 

the downtown area and many of the peoJ?l~ who are compell~d to shop here. 

C. Problem Components 

Based on an assessment of the Problem Statement for the Downtown 

Business District, the following appear to be the important components of 

this problem: 

1. Juveniles engaging in criminal behavior 

2. Vulnerability of potential "targets" of crime 

3. Inadequate crime deterrent and response capability by criminal 

justice agencies dealing with the downtown business district 

4. Ready availability of handguns to potential offenders 

D. Alternative Strategic Goals 

1. Reduce juvenile criminality in the Downtown Business District 

2. Improve juvenile justice apprehension and treatment capacities 

3. Upgrade crime deterrent and response capability of criminal 

justice agencies dealing with crime in ·the Do.wntown Business District. 

4. Enact handgun ordinances to restrict the sale of handguns. 

5. "Harden" potential crime targets in the Downtown Business District 

Part II 

A. Proposed Strategic Goal 

"Harden" potential crime targets in the Downtown Business District. 

B. Strategy Statement 

Improve the capability of citizens in the Downtown Business District to 

conduct their own crime prevention activities .. 
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C. Potential strate9¥,El~m~nts 

1. Create a Crime P.x-eventiQn Unit ~n the. Gotha.m Cj,t~ ;J;'glice Dep~rt .... 

ment to assist Downtown merchants in t~rget~h~rden~n~. 

2. Cx-eate a sen.;i..ox- citizens' escort p~ogr~m in the Gotham City 

Downtown Business District staffed by trained volunteers to help deter the 

victimization of the elderly in this' area. 

D. strate~t.~le 

~~~~~f the above elements will greatly enhance the 

ability of Downtown mex-chants and the elderly to assist in deterrin9 crime 

in the Downtown Business District. 

E • STRATEGY' ASSESSMENT 

(To be completed by wor.kgX'oups) 

...... 
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Proposed Elem'ent ~1 

A. STRArrEGIC GOAL: 

B~ INTERIM STRATEGY': 

, C. PROPOSED ~~NT: 

D. .::O.=;B;;:;.JE=C;;:;.T::.:I:.V;.:E::....::TO:..;;:;...-=B=E~A;.:C;;:;.H;.;;P;YE_D : 

E. COST: 

~ • RATIONAL'E FOR ELEMENT: 

G. ADVANTAGES: 

H. DISADVANTAGES: 

!r I 

IIH",rden ll l?Qtent.j.,~l c;!;'iJne 'targets in the 
,pownt<;)wn Busj:,neS$: D;tstri,ct. 

Improve capability of cit±zen~. in the Downtown 
Business District to conduct their oWn crime 
prevention activit.j.es. 

Create a Crime Prevention unit in the Gotham 
City Police Department to as~ist downtownmer-, 

cbut.in targlat-hardening. 

By June 30, 1981; the value of theft lOl';~.es 
(corrected for inflatiC'l!"',) for the merchants 
participating in the cpu project will be 
reduced by 75% compared to their losses for 
fiscal year 1980. 

. ll'be merchants in the downtown business district 
have engaged in few target-hardening activities 
to date. Their businesses are vulnerable, and 
the theft rate reflects this. a systematic 
crime prevention program could reduce this 
vulnerability. 

This strategy would enable the merchants to 
help themselves to a degree. Based on relevant 
studies, target-hardening is a cost-effective 
method to curb the types of crime plaguing the 
downtown business district. 

The Chief really isn't completely sold on the 
crime prevention concept. He expressed the 
opinion that ~ lot of the claims about crime 
prevention appear to be public relations 
gimmicks. He would be willing, however, to 
try such an ~pproach if the Planning Agency 
funded it. 
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A. ~ROPOSED ELEMENT; 

B. IJ:-.JPUTS: --

C. ~AJOR ACTIVITIES: 

D. IMMEDIATE RESULT'S: 

E. OUTCOMES: 

~ 

MOR 
Es,ta,bli~, '" Cl;'i.n\e P;rev~ti(;)n Unit (CPU) in 
the downtown business- di,strict. 

1. CPU di.rector (t'X'om ex.i.sting Gotham City 
pe:t'sonnel) 
2. Three law enforcement officers 
3. Crime 'preventi,on l~tra;i.n ... the-.tra1nersll 
cours'e ' 
4. Car and equipment 
5. AUdio-visual and demonstration materials 

1. Recruit and train three crime prevention 
unit C)fficers. 
2. ' Procure car and equipment. 
3. Purchase required audio-visual and other 
related supplies and equipment. 
4. Conduct public seminars for downtown 
merchants. 
5. ,Provide direct 'target-hardening tech~ical 
aSSl-stance to downtown merchan,ts • 

During fiscal year 1981, the value of losses 
(qorrected for inflation) for the merchants 
participating in the CPU project will be re
duced by 75% compared to their losses for 
fiscal yea~ 1980. 

!lHard~nll potential crime targets in the Down. 
to~~ Business District. 
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r~etwOt'R 
PROJECT: Establish 9rime Prevention unit in Gotham City Policf~ Department 

(6)...->@' .......... r ........ 

1-

2. 

3. 

4. 

5. 

6. 

7. 

8. 

9. 

- ..... 

ACTIVITIES 

Appoint director of cpu. 

Announce officer openings. 

Screen applicants. 

10. Purchase audio-visual and 
other related supplies 
and equipment. 

Interview selected applicants. 
ll. 

12. 

Schedule seminars. 

Conduct seminars. 
Select new officer. 

Select appropriate training 
course. 

Enroll officers in selElcted 
training course. 

Complete training course. 

Procure car and equipment. 

13: Provide target-hardening 
technical assistance to 12 
downtown merchants. 

14. Complete target-hardening 
technical assistance. 

Key: 0 Activity 

----- Relationship 

____ ~) Sequence of Activities 
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Proposed Element 5,2 

A. STRATEGIC GOAL: 
I 

B. INTERIM STR1\TEGY:. 

C. PROPOSED ELEMENT: 

D. OBJECTIVE TO BE ACHIEVED: 

E. COST: 

F. RATIONALE FOR ELEMENT: 

G. ADVANTAGES: 

H. DISADVANTAGES: 

"Ha;r:den" potent:j:,p,l c;r:i:me targets in the 
downtown busines$' di~trict. 

Improve the capabi.li ty o,f 'ci tx.zeiJ.s in tHe 
Downtown Business' Di.strict to conduct their 
own 'cri.me prevention activities. 

Create a senior citizens escort program within 
the bus'iness district staffed by trained 
community volunteers to help deter the 
victimization of the elderly in that arp.a. 

During fiscal year 1981, reduce by 25% the 
number of senior citizens victimized in the 
downtown business dis.triot compared to the number 
victimized in 1980. 

$17,500 
Assumption cost: $15,000 per annum 

A disproportionate number of senior citizens 
have been victimized by criminals in the down
town business district. It is believed that this 
is happening because would-be criminals per
ceive the elderly to be more vulnerable and 
"easy prey" for an attack. By enlisting the 
aid of trained volunteers who meet certain 
qualifications to escort the elderly, any 
perception of their vulnerability would be 
duly erased. 

This strategy would provide visible protection 
for the elderly as they'go about their daily 
chores in the downtown area. It would also 
provide a certain amount of companionship 
for these senior citizens. Finally, at very 
little taxpayer expense, it would provide a 
vehicle for community involvement in the "war 
against crime" in the downtown district. 

This plan would be almost totally dependent on 
the goodwill of the individual local citizens 
and citizens' groups. It is often difficult to' 
recruit and keep volunteers for a program such 
as this. 
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A. PROPOSED ELEMENT: , 

B. INPUTS: 

C. MAJOR ACTIVITIES: 

D. IMMEDIATE RESULTS: 

E. OUTCOMES: 

.. ' 

, . 

MOR 
C;reAte j:i, Sen:i.or Cj:,ti,zena' Downtown Escort 
Service. 

1. New law- enfq;rcement "escort officer" 
2. Volunteer escorts 

1. Recruit, interview and hire new "escort 
officer." 
2. Train escort officer. 
3. Develop escort training program. 
4. Recruit volunteer escorts. 
5. Train volunteer escorts. 
6. Begin escort service. 

,During fiscal year 1981, reduce by 25% 
the number of senior citizens victimized in 
the downtown business district compared to the 
number victimized in 1980. 

"Harden" potential crime targets in the down
town business district. 
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PROJECT: Create a Senior Citizens' Downtown Escort Service. 

----------------_'-w ___ """""" _______________ ....: 

1. Start. 

2. Announce Director~acancy. 

3. Screen applic,ants. 

4. Select Director. 

5. Develop escort recruitment 
plan. 

6. Begin recruitment effort. 

7. Screen applicants. 

8. Select escorts. 
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9. Develop training program for 
escorts. 

10. Conduct training program. 

11. Puhliciz~ procedures for utiliz
ing escorts. 

12. Begin escort service. 

Key: 0 Activity 

------ Relationship 

---~) Sequence of Activities 
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EPISODE f~VE; DEh-B.F.I.EJ:'I,NG NOTE,S 

The primqr~ objective o:e' thi,s' segmerlt of; the Cae\e Study is to have 

the workgroups apply the various decision-making8ri,teria discussed for 

strategies and elements. The highly subjective nature of many of these 

criteria makes it extremely difficult to have a de-briefing as a whole 

group. Instead, it is recommended that the'de-briefing occur in each of 

the workgroups where it will be more feasible to form common assumptions 

about the application of the criteria, e.g., what weight will be given to 

effectiveness, practicality, etc. 

The deliberations should occur in two phases: 

1. !"irst, the elements should be considered. Conclusions concerning 

the effi,cacy of the differlent elements will vary depending on backgrounds, 

prejudices, etc. of the participants. However, the facilities should 

ensure that the following points are addressed. 

a. 1980 is an election year. Two of the elements -- handgun 

control and dusk-to-dawn curfew -- are extremely controversial. Is it 

pra'otical and acceptable to pursue both, or even one, of these alternatives? 

If the gun control measure is abandoned, what are the implications for the 

cClrresponding Strategy and Strategic Goal? 

b. Each group should address the varying criteria of 

acce;rtability 'concerning an ir.:.creased presence of law enforcement officers 

in the downtown business district. The Chief favors an expensive ~ew 

precinct in this area; the merchants don't want the new precinct. The 

work groups should address how their elements can be "packaged" to gain tl:1e 

greatest level of acceptance from both the Chief and the merchants. 

c. Several potential alternative elements -- e.g., the Police 

Athletic League, the local orqinances, and so on require limited or 

no direct funding from the Planning Agency. The role the Planning Agency 

would play in the i~plementation of such elements would therefore be markedly 

different from the normal relationships based on conventional funding. 

The work groups should at least address this issue in discussing the 

potential effectiveness of such programmatic options. 
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d. The convers~! of c. should al~o be add;resSied. Speci:f;ically" 

those elements requiriJ\g 10\'1 levels· of funding usually involve acti.viti.es 

that result in a c9ncerted e~fort by some element of the community, e.g., 

the volunteer police in PAL, the citi.zen volunteers in the escort s.ervice, 

the proponents of the gun control ordinance, etc. Such quasi-independent 

activities can potentially result in increased acceptability 01; such 

elements, and the work groups selecting such elements should incorporate 

this point in their rationale for selection. 

e. Several elements (e.g., PAL) would be difficult to evaluate. 

f. The cost effectiveness and acceptability of the "storefront 

precinct office l' should preclude its. selection as an element. 

g. The cost ef:f;ectiveness and projected ef:f;ectiveness of the 

Crime Prevention Unit should insure its selection as an element. 

h. The remaining program components can vary depending on the 

ability of the work groups to justify them us:j:,ng the decision criteria. 

2. Second, utilizing the elements. selected in Step 1, the participants 

should. assess the strategies using the criteria delineated in paragraph 

(Vi{ A., Module Two. The facilitator should remind the participants of 

~liams' cover memo to Voyles expressing regret that Voyles was not 

involved in the process of assessing Interim st;r:ategies. Obviously, 

several of the strategies hav'e weaknesses that should have ,been ad~res~ed 

prior to the development of discussion packages for the elem~nts. For 

example, the strategy dealing with the apprehension and treatment of 

juvep:Ues does not address the role of the courts in' the process, the 

handgun strategy should probably have been eliminated long before 

consideration.as an element, and the range of strategies for target 

hardening is much too narrOW -- e.g., options such as media campaigns are 

ignored. Point out how th~se omissions underline the need for careful 

examination of the Interim Strategy Decision Packages before development 

of elements begins. 

In the event that participants assert that one or more of the proposed 

strategi.es lack sufficient information on whi.ch to base a selection decision, 
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then the facilitatol;' should l;'eq,ui;r;e the J;>9.l;'ticiJ?ants· to: 

• J:denti.fy the tYl?e Qf info;r:mat;t,on thi'l.t :j..~ lackin9, and 

• state ho~ that information is pertinent to the decision making 

process. 

A key summation question is this·: G.;iven the diverse range of 

pro~!rammatic alternatives presented, can c,he manager of the Downtown 

Business District Program be effective if that manager is limited to the 

role we have previously described as that of the program manager? 

Obviously not, and the participants should be as~ed to point out potential 

examples of how other roles could be req,uired: leadel;' in the crimi.nal 

justice system in advocating passage of one or both ordinances, leader in 

working with the Downtown Merchants' Association, director of an 

ol;'ganizational unit in redirecting the resoul;'ces. of the criminal justice 

agency to address. the single problem of c:dme in the downtown business 

distri.ct, etc. 

After the participants have been re~assembled, the instructor should 

point out that the issues faced in assessing strategic elements and 

strategies are often complex. The decision to move ahead to implement 

strategies and elements is often the stage at which life becomes somewhat 

controversial for the cl:irninal justice administrator. Often, Normative 

and Strategic Goals appeal to a broad range of people and groups. However, 

the means to achieve the ends described in those Goals do not always meet 

with universal acceptance. For example, in the Case Study, a decision 

to move ahead on some of the elements, especially handgun and dusk-to-dawn 

ordinances, is almost sure to ?roduce conflicts in which Voyles would be 

embroiled. But change of almost any kind usually produces some level of 

conflict, and the criminal justice administrator must have a clear 

understanding of the potential impact(s) of change and conj:lict on his 

or her endeavors. The criminal j'ustice administrator. must also have a 

clear understanding of how to "manage" change and conflict so that these 

factors do not negate oppo~tunities for success in performing importrult 

functions in the three role areas. These topics -- change and conflict . 
will be addressed in the next segment of this module. 
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LECTURE NOTES 

VII. APPROACHES 'I() CREATING CHANGE 

\ 
'~ 

\ 
I 

The criminal justice administrator can adopt one 

of many C:".pproaC?hes in promoting chap.ge within the 

criminal justice ,syst~m. This part of Module Two 

examines five basic apprf:>aches identified by Jay 

Hall in his work, The Change Agent Questionnaire. 
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~ey Points and 
Comments 

,Point out to par

ticipants that they 

completed a copy of 

the Change Agent , 

Questionnaire tc.at 

was sent out in the 

pre-mailing. They 

JIIflY wish to refer to 

this during the 

following discussion. 

The instructor should 

emphasize that the 

st9Ies that are in

dicated for them 

personally mayor may 

not always be true. 

These styles' should 

be viewed as insights 

and guides, not as 

rigid and unchanging. 

The Chang~ Agent 

Questionnaire has 

been vali'dated on 

numerous populations 

of managers. 
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LECTURE NOTES 

A. Classification of Approaches to Creating Change 

1. Concern for Adherence 

The conceptual framework for classifying 

approaches to creating change is based on two axes 

(see Visual 2-7). The horizontal axis is called 

"Concern for Adherence" and indicates the degree to 

which the manager or leader is concerned with the 

,conformity of subordinates, followers, or others 

,~ho are the objects of the types of changes the 

manager is trying to promote. 

2. Concern for Commitment 

The vertical axis, "Concern for Commitment," 

indicates the degree to which the manager or 

leader is concerned with the commitment of 

subordinanes,followers, or others who are the 

objects of th~ types of change the manager is 

trying to promote. As indicated in Visual 2-7, 

" these two axes help to classify five distinct 
) "styles" that can be adopted by a change agent. 
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Key Points and 
Comments 

Use 1. and 2. to 

refer to the axes 

shown in Visual 2-7. 

The instructor 

should indicate to 

participants that 

this segment of the 

lecture will merely 

provide them with 

insights into their 

own approach to 

chanC3,e and b.f31,p them 

define various approaches 

a criminal justice admini

strator might adopt to 

address certain changes 

at any given time. 

This discussion in no 

way is meant to stereo

type people and their 

approach to change, but 

merely provide insights 

into options available 

for dealing with change. 





~ I 

:; 
i. 
If 
i, 
I' 

I 
! 

} 

, 
. , 

CHANGE AGENT STYLES 

(HIGH) . 

, ',',: 

. COr4CERN 
FOR 

COMMITMENT 

CLIENT-CENTERED * CREDIBILITY 

CHARISMATIC 

.' CUSTODIAL COMPLIANCE 

(LOW) CONCERN FOR ADHERENCE (HIGH) 
* "CLlENT'= SUBORDINATES, FOLLOWERS, OrnER OBJECTS OF INRUENCE 2.7 

c o 
.?, " 

," • t 

, 

.. \ 



. , 

", 

:t I 

f' I t . 
I· 
l-

f 
I 
r 
I 
! 
\ 
\ 

t 
I 
1\ .J 

\ 
t 
\\ 

I ! 
I r 
I i 
II 
, I 
! I 

1:1 

I 
I 

• 

t 

I 

) 

."r ... 

j 

\:~ 
) 

LECTURE NOTES 

B. Change Agent "Styles" 

1. Change through Compliance 

This style reflects the maximum concern of 

the administrator for adherence to the type(s) of 

change the administrator desires and the little or 
\ I 

no concern the administrator has f.or the coromi trnent 
I' 

of subordinates to the change. Change through 

compliance is, reliant upon a formal and well-defined 

power structure that provides the administrator 

rewards and pun~shrnents to gain the desired 
I 

adherence to change. A criminal justice administra-

tor using this style would rely heavily on well

defined instructions detailing personal desires, 

and would probably also closely check to insure 

that the instructions were followed. This style 

reflects the attitude that individuals generL.lly 

oppose change and have to be coerced to a de~ree , 

to implement change. 

Client-Centered Change . ...~,., ,'._""'"' 
" I) 

This' style is· basically opposite .~SDge ~~ 
:40...~~ •. 

2. 

tnrough.C9mpliance. In Client-centered Change the 

administrator attempts to cre~te an environment i~ 

which subordinates can identify and make the needed 

changes themselves. The administrator is less 

dogmatic about the parti,cular type of change desired 

and has sufficient trust and respect for subor.-' 

ainates to believe that their commitment to change 

will.yield the most desired change. 

3. Custodial Change 

Custodial Change, from an administrator's 

~int of view, is really a negative approach to 

change. In this' approach, the administrator remains 

baeically passive, not advocating any specific typ~s 
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LECTURE NOTES 

of chp,n<]e no;!;' encOl.!:c.p,9.;i..n9 subo;r;-d.:j:.nate~ to explo;r;-e 

avenues ot: ch-P,n<]e to imJ?;r;-ove e:t:;;t;ect$;venes~:~ f,;t:: 

subordinates push for a change, the p,dm~.ni$trato;r 

might reluctantly go along, but much pret:ers to 

cling to the status quo. 

4. Charismatic Change 

This type.of chan~e is.heavily dependent up

on the positive reputation the administrator has 

established with any particular group. The 

administrator works h<;l.rd at :i:mplementi.ng the 

h and at the same t{me seekS to "sell II desired c ange, ... 

subordinates on the approach being taken. :(;f they 

have confidence in the administrator, this sty·le 

works well. 

~5. Change Through Credibility 

This approach to change is based on the 

assumption that successful change. occurs when sub

ordinates accept the need for change and agree upon 

the approach adopted to achieve the "needed change. 

In this approach the administrator has two main 

tasks: 

(1) establish cJ::edibility for the need for change; 

and 

(2) insure that a plan is developed for effectively 

implementing the desix'ed change. 

The change is based on clear-cut objectives which 

subordinates help to establish, and in so doing both 

adherence and commitment to change are achieved. 
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LECTURE NOTES 

CO~LICT ~SOLUT~ON 

Ne~d ,;t;0r. 70n;t;;tj..p~ Re~Qlut.:j:.p.n TechnhSluea 

1. 1\1 though change. th,t;~u9h. c;t;'ed~b:.t.l.:j:.ty.· may 

be the optimal stance for an adm;ln;ls·trator to take 

under most ci.rcurnstances·, i.t is not always the 

approach adopted. The use o;f the other t:our 

approaches to change lwightens' the possibility that 

a conflict might. arise as an ~admi.ni.strator ;i:.ns,titute 

the desired change. Change is certainly not the 

only cause of con;flict, but it is an important one. 

Other types of con;flict that are often found in 

a criminal justice environment t:ollow~ 

a. Central Of;fice vs. Field 

In many criminal·.j ustice ~gencies, the 

central office often is percei.ved as too "ivo:t;'y 

tower" by the field people, whereas the field 

people are accused of "missing the big picture" by 

those ·in the central office. 

b. Staff vs. Line 

A varia'tionof the above conflict is thai 

between ~taff specialists (often hired under tEAA 

grants) and line managers. The role of the staff 

specialist is often to either install new methods 

or to ,evaluate the performance of line personnel. 

Both aspects of staff work have built-in potential 

for conflict with line managers. 

c. "Old Guard" vs. "Young Turks" 

The old guard often sees itself in a 

defensive battle to preserve its cherished values 

and historical track record. Young turks are often 

seen as "young men in a hurry", "people who are 

out to. make us old timers look bad", and "technical 

specialists, full of book. learning who have little 
11-119 
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LECTURE NOTES 

;r;eapect i;o;r: real wo:r::ld p~blems. I' 

d. union vs. Management 

~le fastest growing unions today are in the pub

lic sector and often employees have one set of goals 

as union members and another set of goals as members 

of an organizational unit. 

2. According to a recent survey. of American 

Management Association Executives conducted by Schmidt 

and ~omas, managers spend about 20% of their time 

dealing with some type of conflict. 

3. criminal justice administ:r::ators, regardless 

of which of the th:r::ee :r::oles they are playing, can 

be involved in any of the above types of conflict 

from one of two perspectives. 

a. Personally 

A criminal justice administrator is oi;ten 

personally embroiled in confHct. 

b. As a Director of an O:r::ganizational unit 

Several of an administrator's subordinates may 

pe embroiled in a conflict and it will be up to the 

administrator to do something' about that conflict. 

4. We wi1l be discussing how a criminal justice 

administrator copes with conflict both as an 

immediate actor and as a manager of individuals involved 

in the confllict. 

." Schmidt, W.H. "Conflict: A Powe:r::ful Process for 

ChCi;Ilge," 'Management Reyiew, 1974. 

,~ I 
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LECTURE NOTES 

B. Conflict Diagnosis 

RegarQless of whether or not em administrator is 

personally involved in a conflict situation or 

supervising employees that are in conflict, the 

administrator must first diagnose the conflict at 

hand. In other words, the administrator must 

determine as objectively as pos~ible: 

• the current stage of the conflict, 

• what is the nature of the conflict, and 

• what factors underlie the conflict. 

In other words, an individual must first understand 

the conflict before that conflict can be resolved. 

1. Four Key El~ments or Stages in a 
Conflict Episode 

In order to diagnose a. conflict, we must first 

know in what stage it is. Each conflict episode 

involves four key, sequential elements. 

a. Frustration' 

Frustration o~curs when'someone or something is 
blocking one from attaining any goal. The source 

and/or reason for the 'frustration may be well or ill 

defined at this stage in the conflict hierarchy. 

Nevertheless, ,the ~ctor(s) feel frustrated about not 

getting what they want. For example, as the 

director of a halfway house project, an administrator 

may be attempting to place a halfway house in a 

certain neighborhood. The project. is not getting ofi; 

the ground as quickly as the administrator would 

like and, consequently, t~e administrator is feeling' 

frustrated. The administrator has not as yet 

pinpointed the source or even the specific cause of 

his frustration. 
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b. Conceptualization 

When one passes' into this stage, one answers the 

question, "what's the problem, what's at stake"., At 

this point, an individual defines and clarifies the 

nature and scope of the problem 'that was' causing the 

earlier frustration~ In the caSe of the halfway house 

manage;r;, this stage m'ight involve the realization that 

the n~ighborhood associatio~ is blocking the director's 

ef~orts and that this association is a very strong 

political force in the city. This s~age may be reached 

instantaneous'ly or as"a result of a great deal of 

thought and deliberation. 

c. Behavior 

This stage is the'action stage a~d is a direct 
result of the conceptuali'Zation stage, although once 

behavior and reaction h~ve occurred they can influence 

conceptualization and also heighten (or lessen) 

feelings of frustration. Our halfway house director 

may embark on this' stage by attending and addressing 

a meeting of the neighborhood association. 

d. Outcome 

Ultimately·, IOOst conflicts are somehow resolved 

There are 3 basic ways to assess the outcome of ~y 

conflict: 

(1) Quality of the decision:- how creative, 

practical is it? Maybe a decision to place a halfway 

house right on the fringe of the neighborhood will 

still give the halfway house residents access to the 

sarne local facilities without upsetting the neighbor

hood association too much. 

(2) Condition of the ¢onflicting parties 

what psychological and/or physical impact did the 
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conflict hqve on those involved? Is our halfway 

house director so drained from the neighborhood 

conflict as to obviate her effectiveness as the 

director of the halfway house? 

(3) Quality of the relationship between the rival 

parti~s - what levels of respect, understanding, 

and/or cooperation have the in~lviduals involved 

maintained? will the halfway house director be able 

to call on members of the neighborhood to work as 
volunteers in the halfway house r or is there so much 
bitterness as a result of the conflict that 
clooperation ever again 'is unlikely? 

2. Basic Issues 

If the above four stages define the sequence of 

how a conflict evolves, what are the basic issues that 

are usually at stake when two groups a~e involved in 

a conflict situation? There is usually one of four 

basic issues at stake. The disagrf~ement is generally 

over facts, goals, methods, or'values. 

a. Facts ~ The Present Situation or Problem 

Key Points and 
r., I f"t:: 

The Instructor 

should ask 
A disagreement could develop beCaUSf:1 people have 

participants what 

the basic issues are 
different pieces of information, 1;:>elieve or di,sbelieve 

in the conf li cts 

different definitions' of a problem, are cognizant of 

different information, etc. 

b. Methods - The Best Way to Achieve our Goals 

Disagreements can arise over procedures, 

strategies, or tactics to achieve goals. 

c. Goals - How t'1e Would Like Things to Be 

D,isaqreements also arise over what we want 

to do, our long range objectives or desires. 
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d. Values - Quali,tiesl' and Long~Term Situations' 
We Suppo:r;rt 

Finally, disagr~ell"l,ents can be ow'r ethics, 

moral considerati.ons, ,whet!her the 'ends justify the 

means, etc. 

In general, disagreem1lmts over facts' are easiest 

to resolve, and disagreem~:mts over values are the 

most dieficult to resolve~ Nevertheless, it is very 

important that actors in a dispute understand or 

attempt to clarify what i,t, actually is that they 

disagree about. Often a disagreement can go on for 

a long and'damaging period of time, only for the t.wo 

parties involved to disc()ver that they feel basically 

the same way and just we:!ce not transmitting the 

information to .one another clearly enough. 

3. Underlying Factors 

The final step in c(:mflict diagnosi,s is' to 

determine the factors underlying the differences'. 

In other words, why are we having the conflict, is' 

.- the source ;i.nformaticma.l, perceptual, or due to the 

actor's role(s)? 

a. Informational Factors - Do the actors have 

access to the same inf!ormation .or do they have access 

to different information and thus have they drawn 

different conclusions? The ancient legend about 

6 blind men feeling different parts of an elephant's 

body and concluding that they were touching 6 

different animals is a case in point. 

b. Perceptual Factors - Do the actors perceive 

Key Points and 
r., ,t-~ 

The Instructor should 

ask participants 

what the basic issues , 

are in the conflicts 

between Parfitt 

and the Mayor 

(probably values, 

and since their 

. the common information differently? Each actor brings values differ, their 

to any situation a unique set of past experiences, goals and methods 

"filters" through which new information must pass. 
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Theae n;eilters" naturally affect and alter the waY' 

different people interpret different pieces of 

information. .The s'ame set of facts can yield 

enti;l;'ely diffe;J;'t:mt perceptual pictures'. 

c. Role Factors - The influence of an actor's 

x;ole in the organization on that actor's feelings 

regax;ding the conflict. Each actor has a specific 

role in an agency or organization and that role will 

in~luence how a problem or conflict is perceived. 

4. Merits of Conflict Diagnosis 

In any decision-making process it is important to 

define the pax;ameters in which you are working. Later 

in the c"mrse, when we discuss planning, we will begin 

that discussion by explaining the importance of under

standing our environmental constraints or. parameters 

before we begin the actual planning process. The same 

thing is true with conflict resolution. If we ' 

ullderstand at what stage of the conflict \lTe are, what 

the, conflict is about, and why the conflict arose, 

, we are bet~er able to deal with the true conflict and 

avoid pe,tty, personal "attacks" at each other that can 

only be destructive. This diagnostic process can 

help an individual clarify the conflict, clarify his 

or her own thoughts, and clarify and understand the 

position of the "opposing party." For example: 

a. If the parties realize they have two different 

sets of data, tpey can mutually educate one another 

regarding unknown information. 

b. If the ~arties realize their data is the same 

but their perceptions are different, they can explore 

why they perceive the same information differently. 
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c. I~ the parties realize their ;t:;'oles a;t:;'e 

clouding their agreement, they can try to place 

themselves in each otheJ:' s roles' and see the problems 

accordingly. 

In each case, there is much to be learned from the 

diagnostic process. 

C. Five Ways to Handle Conflict 

Sometimes after a conflict is diagnosed, there is 

still a vast disagreement. We are sure that the 

actors'have a conflict. At this point, according to 

Dr. Thomas, .the actors can act in one of five ways, 

by bringing some degree of assertiveness (trying to 

satis~y own interests) and cooperativeness (trying to 

accommod~te the other parties' interests) to the 

conflict situation. By displaying varying levels of 

,'eaCh of these traits, an individual can act in one of 

five ways in a conflidt situation. 

1. Assertive/Competing 

When individuals assume thi.Ei rnodethey go all 

out to win at the other person's. expense. Individuals 

who choose this mode must be very clear on what they 

want, why it is important, and how they plan to "win." 

In an organizational setting, the success of this mode 

usually d'epends on having a well-defined structure. 

Often an individual "wins" by pulling rank or reverting 

to some well-defined organizational policies and 

procedures. This may be the most adaptive mode to 

assume when the stakes in 'a particular conflict are 

very high and a quick decision has to be made. At 

times like this, simply playing to win and wi~ing 

quickly may be the only way to go. Managers who 
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EXHIB.IT 2.,...12 

WAYS. OF HANDLI,NG CONrLl.CT 

) 'I 
i ~, 

Accommodating Colla1)orating 

4 ' 

Comprc;>mi,a;i.ng 

Avoiding Assertive/Competing 

) ASSERTIVENESS 
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choose thi/? mode can s;i.mply assert authority· and 

decide the issue. When a lot is at stake and little 

time is available, e.g., in a military or law 

en~orcement situation, this may be 'the best 

alternative. 

2. Accommodating 

Iudi v;i,duals choosi~g this mod~ neglect their 

Qoncel;'ns in lieu of the wishes of the ,other party-(s). 

It is :basically opposite to the "competing" mode. 

The relationship is more important than the 

particular contest to individuals who choose the 

accommodating mode. This may be the most adaptive 

mode to assume when the relationship at stake is 

indeed more important than the particular con~lict 

in question. 

A manager in this position stresses the 

importance of the relationship between the actors, 

creates a climate conducive for the actors to discuss 

the problem, and leaves them alone. This stance 

may be adaptive when the relationship between the 

parties is very important and when the parties 

involved are highly self-motivated individuals who 

dislike external intervention and are capable of 

resolving the conflict alone. 

3. Avoidance 

Individuals who choose,this mode remain 

basically passive. They have decided not to 

"decide" or enter into a conflict; they simply 

ignore or do not allow the conflict to surface. 

This is not always necessarily a negative, position. 

If the partict,llar conflict CQuld prove too costly 

because the issue(s) are of little importance or the 
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timing is wrong, this may be the most adaptive 

approach to assume. Likewise, the manager choosing 

this stance simply ignores the problem. When the 

Potent~al fallout from a full blown problem may be 

mo!;'e detrimtmtal to the organization than not 

resolving the conflict~ this stance may be appropriate. 

There i. a real danger here, tho.ugh. Much has been 

written about "hidden agendae." People may diSCU8S 

one thing, but. really be concerned with somethi,ng 

else, and a seemingly.innocuous discussion can lead 

to a loud cUsagreement wh~n the actions have "hidden 

agendae" or hidden frustrations that they have not 

been able to air otherwise. If an administrator 

chooses to avoid a conflict he or she should allow 

the relevant subordinates to "blow off steam" in 

B,ome way. 

4. . Compromising 

Compromising means settling for less than th, 

desi~d ends. When a compromise situation is reached, 

it is often achieved because one of the actors 

invol ved has used his or her personal powers of 

persuasion to get the parties to agree to something 

in between what they had originally wanted. This 

may be a highly adaptive approach when limited funds 

.. re available to support a number of proj ects or when 

some type of "shari,ng" makes sense. 

A manager choosing this position stmply divides 

.up the pie as well as possible, giving each relevant 

party something, but nobody gets everything he/8he wanta. 

It happens that time and resources can make it 
, . 

impossibl~ to do anythi.ng other than divide up the pie. 
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5. Collabo;I;'ati.ng 

Using this mode is based on the assUmption that 

the conflict can be most successfully resolved by a 

mutual decis-ion .. making process involving. all the 

relevant parties. Each actor recognizes the goals 'of 

the. other and they work together to achieve a 

mutually ag;I;'eeable. solution. C~llaborating does not 

involve "dividing the' pie" as does compromising, but 

rather creatively enlarging or rearranging the pie 

so aa ~o maximi.ze everyone's desires. An example of. 

compromise pertaining to a competing set of juvenile 

and law enforcement programs might be to.simply fund 

one. of each rather ~an all programs to meet all of 

the goals desired by each. An example of collaborating 

might be discovering a way to reach all of the goals 

of both. sets o~ programs and still spend the same 

amount of mon~y. Perhaps the law enforcement people 

want more o;f;:I;icers and the juvenile group wants better 
-' 

pre-trial diversion. A collaborating session\ might 

·_come up with the solution to add juvenile officers to 

the police fo~ce who would handle pre-trial diversion 

among other things. This mode is obviously the most 

beneficial to all parties concerned, and when time and 

circumstances allow, it should be chosen. However, 

it is not always practical or possible to choose the 

collaborating role. A manager can facilitate this 

type of creative decision-making discus'sed earlier. 
There. are sevelal things a manager can. do to -foster-' 
the "collaborating!' conflict resolution mode: 

• The manager can welcome the existence of 

differences in an organization by stressing that 

discussions of differences give rise to a healthy 
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variety of solutions to a problem and more thoroughly 

test the proposed methods~ The manager can stress 

that everyone shares in the soluti,on through this 

type of discuss;i.on, and thus there is really a 

"win-win II situat~on ~'nstead of a "w-l' 1 II 't . - - _n- ose s~ uat~on. 

• The manager can listen with understanding 

instead of evaluation. Conflicts are often prolonged 

because the involved parties do not always listen to 

one another. Much has been said and written in the 

behavioral science literature about "Fictive listening." 

What this involves is listening nonevaluat:hrely to 

what the other person is saving, and then rephrasing 

and repeating back what the person just said before 

proceeding with what you have to say. Active 

listening accomplishes three things: 

helps the listener really absorb what is 
being said; 

helps the speaker clarify what he or she said 

after hearing the listener rephrase it; and 

- makes the listener feel good, because he or she 
was really heard. 

In the context of problem solving, the manager can 

use this technique both to help the parties clarify 

the issues and as a model to try to get the 

conflicting parties to "actually listen" to one 
another. 

• The manager can recognize and accept the 

feelings of the individuals involved. Often during 

a conflict, those involved feel various levels of 

fear, anger, anxiety, jealousy, etc. No good is served 

by ignoring or repressing those emotions, rather they 
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tend to su:r;face as "hidden agendae" sOIl\etime la.ter. 

A manager need~ t<;.> be aware of the feelings that are 

present, and be willing to discuss them .openly either 

in the cenflicb-,selving greup or in private wi,th the 

relevant individual. The nature and manner .of 

cenducting such a discussien will naturally depend 

en the circumstances and indiviCluals' invelved. 

• The manager can indi,cate the ~rgani,za"" 

tienal parameters surreunding this pa,rticular problem. 

other discussien will ge en about wh.e h.as the 

autherity te make a· decisien, what precedures' sheuld 

be taken fer implementing a certain idea, etc. A 

number .of issues that are already clearly geverned 

by cempany pelicy can be cleared up by the manager 

se that they do net cause unnecessary preblems. 

• The manager can sugges·t precedures and 

greund rules for selving the preblem. If the preblem 

is ever facts, the manager can su~gest ways te help 

'._ the disputants val.idate their facts. 

If the preblem is ever metheds, the manager can 

remind the disputants that their geals are the same 

and help them generate alternative metheds and 

criteria fer judging tpose methods. 

If the preblem is ever geals, the manager.can 

help the parties truly clarify their respective geals 

and mor~. ~clearly state them. Often this precess will 

eliminat the preblem. If it does net, the geals will 

be much ea ier te deal with .once the~ are clearly 

and succinct':l,y stated. 

If the pr~~lem is ever val~es, the ma~ager can 

help the individuals clarify and mere clearly state 

their values. As with goals, this .often eliminates 
II-132 
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the 1?reblemi i.;I;' i.t deeS' net, a w.ell defined value is 

much easier ta di,Scuss than an abstract feeling. 

Discussian~ .of value~ can· be tricky because values 

values are .often inextricably linked te a persen's 

self image. A man.ager must strive te t.ake the 

discussien away fram a persenal level to .one .of clearly 

defined issues. This is not easy, but sheuld be 

attempted as much as ·passible. 

• The manager can give primary attentien 

ta maintaining relatianships between disputing 

parties. 

Relatienships .often get last in the heat .of 

arguments aver issues. The manager sheuld be aware 

.of this and check ta see that it is minimized. 

• The manager can create apprapriate 

vehicles far cammunicatian among disputing parties. 

The langer a dispute bails witheut a reselutien 

pracess begun, the harder it is ta resalve. A 

manager shauld be aware .of this and help get the 

,disputants tagether in a canstructi ve atmosphere. 

• Finally, the manager can suggest 

,pracedures that facilitate preblem salving. 

The manager can .outline an .orderly set .of 

pracedures (examine alternative, .gather relevant data, 

set criteria, etc.) fer Solving the preblem and these 

separating the persan fram the prablem. 

6. Managerial Objectivity 

One final thing that is vitally impertant fer 

a manager ta maintai~ when a canflict arises between 

subardinates i~ .objectivity. The manager must be 

aware .of his .or her awn feelings regarding the issues 
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at stake and the disputants and attempt not tq 

allow these :eeelings' to cloud that manager's role 

as a facilitator. 

7. Conclusion 

Tha::e are three bas'ic issues a manager needs to 
consider in facilitating the resolution of a conflict 

between disputingsubQ;r;dinat.es: 

• Diagnosing the Problem 

• Choosing an Approach for Dealing with 

the l?roblem 

• Maintaining Managerial Objectivity 

Many of the techniques involved in this process 

are similar to those utilized in a conflict 

situation in which the manager is an immediate actor. 

D. Change and Conflict -- Summary 

As we have seen in: lihe Case Study, change and 

conflict can create havoc in the lives of criminal 

.- justice administrators. As the planning process 

moves more and more into the operational level, the 

chances/opportunities for both change and conflict 

increase. As we will see in the next Module, the 

transition from planning to implementation will 

produce even greater confl~cts among the characters 

in the Case Study -- especially those reluctant to 

respond to change. 
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IX. CONCLUSION 

~e instructor should re-emphasize the 

following points: 

A. ~! 1evels ,of planning were introduced 

in this Module: 

1. Normative 

2. strategic 

3. Operational 

Each of these levels addresses a 

specific question and has a time-frame. 

B. ~e three levels of pl,anninq discussed in 

t~is Module cover Steps 1-11 iq the Manaqement 

ProceeD Chart~ , 

1. Steps 2 and 3 are called a Situation 

Analysis. Conducting the Situation Analysis ~equires: 

a. Assessing Internal and External 

Variables (Step 2), 

b. De'\reloping Environmental Assumptions, 

Categorizing Variables, and developing Variable 

Response Plans (Step 3). 

2. The key management d~cis~on points occur 

at Steps 7, 8, 10 and 11. Specific d~cision 

packages were·presented for malting the decisions 

identified at these points. They were as follows: 

a. Decision Point 1, Step 7: 

The Normative Goal Decision Package. 

b. Decision Point 2, Step 8: 

The Alternative Strategic Goal Decision Package. 

c. Decision, Point 3, Step 10: 

The Interim Strategy Decision Package. 
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d. Decision Point 4, Step 11: 

The Alternative Element Decision Package, 

The Preferred Strategy Decision Package, and 

The Strategic Decision Package. 

c: • Change and Conflict 

As planning moves toward more operational 

considerations,' i.e., toward consideration of 

strategies and elements to be implemented, change 

and contlict become increasingly more possible. 

Accordingly, we discussed change and conflict and 

approaches criminal justice administrators can 

adopt to successfully deal with these phenomena. 

p. Su!nrnary 

Olearly defining at what point one management 

responsibility ends and another begins is not really 

po~sible. All three -- planning, organizing, and 

controlling -- overlap. The decision to stop the 

Module on Planning at Step 11 does not really mean 

that planning stops at this point. The next Module 

will address organizing, which entails to a degree 

the further development of operational "plans~1I 

Participants should be reminded of these overlaps and 

interrelationships as they are evinced in the course. 
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MODULE TWO TEXT 

The systematic approach to the planning segment of the management 

process is bas,ed exclusivelY' on the General Plannin.g Process Model 

presented in the Planning Course. This' model is conceptually :reflective 

of the PPBS, MBO and ZBB approaches to management, and many of the 

articles presented and cited deal with one or more of these three 

th could not deal with ell:tensi vely' approaches. An area that e course 
is budgeting and cost-effectiveness. Accordingly, several sources are 

cited in these areas. 

The first two articles presented in this module, "HoW to Avoi,d 

Glitches in Planning" and "20 Ways to Kill Management by Objectives" deal 

with a crucial issue in the context of the roles of a criminal justice 

administrator: It is far easier to discuss management techniques than 

These two artl.'cles deal with practical considerations it is to ap~ly them. 

in this regard. 

The last article, tlTh~ Purposes and Use of A Budget," addressl::/:l 

fundamental questions concerning the "what's" 'and "how's" of budgeti,ng. 
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2. 

Title: 
Authq;r;: 
SQUl;lce: 

I~lementation and Evaporation: The Record of MBO 
Rich",:rd Rose 
J?uhlicAc'in\inistration Review, Janu~ry-February, 1977, p. 64-72 

Thi,E1 article describes the limitations and "stumbling blocks" 
that we:re encountered .tn attempting to implement MBO in the federal 
bureaucracy. Criminal justice administrators will find interesting and 
potentially useful the segments of the article dealing with the problems 
qf i.ntroducing a new form of management in a governmental setting and 
the difficulties of meshing MBO and political realities. 

Ti,tle; 
Author: 
Sou:rce: 

Management by Objectives 
D.F. Favreau and J.E. Gillespie 
Modern Police Administration, 1978, p. 72 

Guidelines for the establishment of a management by objectives 
sy~tem in a law enforcement setting are presented. This work presents an 
in-dGpth analysis of the process of implementing an MBO system in a 
c:riminal justice environment. Definitions of the management by objectives 

. ap~roach are reviewed, and questions that organizations must answer before 
considering the implementation of such an a~~roach are identified. 
Agencies are urged to examine the nature of their mission, their reason 
for existing, the extent to which they are accomplishing their mission, 
and the roadblocks to effectiveness. The discussion then turns to ways 
in wh:lch management by objectives can help to solve some of the identified 
problems. Techniques of time-demand analysis, a problem-solving approach 
that stresses t~e reallocation of priorities, are explained and 
illustrated in applications to law enforcement problems. Guidelines for 
formulating and writing objectives are offered, as are suggestions for 
implementing a management by objectives program. Sample forms and charts 
are ~resented as aids to understanding the management by objectives 
process and i'ts emphasis on joint participation by superiors and 
subordinates. 

3. Title: Lakewood Colorado ,. Change Agent in Police Administration and 
Organization 

Author: P.R. Brooks 
Source: Tenth Annual Interagency Workshop - Proceedings, 1975, p. 116 

This work provides a case study of the problems inherent in 
aci.'llinistering change in a criminal just'ice environment. In 1969, when 
Lakewood voted to incorporate, there were no city services. The city 
leaders wanted a "new image" police department. The officers of the 
Lakewood Department of Public Safety, which became operational in early 
1970, wore blazer uniforms and were called agents. Lateral-entry officers 
from other police agencies were required to have two years of police 
experience and two years of college. Recruited agents wele required to 
have a baqcalaureate degree. Civilian employees were used on a three-to-
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one rati,o. Organizati.onall~t the del?C:l.~tn\ent '<{as based on the generalist 
concept of; tepm l?olic~ng. ~eer <;Jroup sUl?e;rvi,s.;i.r;m was another major 
or<;Janizat~onal concept. Within a year, the department had become an 
"organizational disaster." Although there were problems related to the 
attitudes o~ other law enforcement personnel in the area and of Lakewood 
citizens, the major problem was organization. Change had not been 
planned. There had been change for the sake of'change alpne. The 
generalist concept was not working. Measures were taken to resolve the 
problems. Peer group supervision was eliminated and team-policing 
strategies were modif;ied. The department, having made a "strategic 
retreat," stabilized. 

4. Title: Management Systems in Criminal Justice 
Author: A.R. Coffey 
Source: Davis Publishing Company, 1978, p. 124 

This work addresses many of the issues dealt with in the course, 
and presents valuable techniques and perspectives on how criminal 
justice admin~strators can best achieve their desired results. A systems 
model :eor applying management concepts to criminal justice programs is 
developed. Opening chapters establish criminal justice as a potentially 
manageable system, isolate the concept of management (i.e., management 
of justice as a specific task distinct from the practice of justice), and 
examine the value of the systems approach in the management of justice. 
A systems model is developed from a variety of management theories for 
specific application to the clarification of the managerial function, as 
opposed to managerial roles. Problems in the existing alignment of 
functions within justice organizations are examined. Application of the 
systems model to the management of police, probation and parole, prisons 
and jails, and prosecution and defense is described. The use of 
consultants to assist in implementing the model, the relationship between 
the model and political influences on justice organizations, and the 
importance of retaining emphasis on the outcome of mangerial development 
are discussed. 

5. Title: Analysis of the Planning FunQtion in the Administration of a 
Municipal Service-De':'ivery Agency-Case study, The Office of 
Programs and Policies in the New York City 'Police Department 

Author: L.E. Feinberg 
Source: University Hicrofilms, 1977, pp. 36-37 

The study identifies the formal centralized planning activities 
of the New York Police Department (NYPD) and analyzes the relationship 
between these activities and existing theory and knowledge about planning. 
The premises on which the study rests are that an organization is a 
complex open system with a primary goal of survival, that planning should 
facilitate an organization's goallchievement efforts, and that under
standing the planning process should lead to better control by management 
of an organization's activities and/or to modification of planning theory 
toward greater conformity with reality. The study addresses organizational 
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9. 

operational constraints likely to encumbe;r;- a criminal justi,ce 
organization's l?lannin<;J activi,t~~es, a,nd a revi,ew 0;1; the, growth and 
status of crimi,na,l justice as' a system. Tbe s.,tudy' emphasizes that 
planners and managers in police departments (and in other service
delivery a.gencie's) need to have a much more precise understanding of 
what a planning unit can and should do, whom it can serve, and the 
potential for abuse. A bibliography and supporting documentation 
are included. 

Title: Ef;ficiency and Effectiveness in Big-City Police Departments 
Author: Wesley G. Skogan 
Source: Public Administration Review" MaY-,June, 1976, pp. 278-286 

One of the greatest challenges confronting criminal justice 
administrators is 'achieving maximum efficiency and effectiveness within 
their organizational units and programs. This article examines the 
concepts of efficiency and effectiveness and how they apply to actual 
management of those police organizations in the U.S. that serve cities 
with populations of 50,000 or 'more. Of special interest to the criminal 
justice administrator ,will be the segments on (1) the question of 
"incompatibility" between efficiency and effectiveness, and (2) those 
operational factors found to correlate with each concept. 

Title: The Road fromZBB 
Author: Allen Schick 
Source: Public Administration Review, March-April, 1978" pp. 177-180 

This article provides a concise overview of the uses of zero base 
budgeting as a management tool. It also describes the limitations of ZBB 
when such a system is actually implemented in a governmental setting. 

Title: Cost-Outcome and Cost-Effectiveness Analysis - Emerging 
Evaluation Techniques 

Author: J.E. Sorensen and H.D. Grove 
Source: Evaluating Community Mental Health Services - PrinciEles and 

Practices, 1977, 

This work provides a realistic look at the pitfalls inherent in 
attempting to apply cost effectiveness analyses to public sector agencies. 
The problems of determining cost effectiveness in non-profit service 
organizations are identified, outcome measures are discussed, followed by 
the application of cost-outcome and effectiveness techniques to an, 
example. 

Title: The Zero-Base Approach to Government Budgeting 
Author: Peter A. Pyhrr 
Source: Public Administration Review, January-February 1977 

In this article, the author, who has been deeply involved in ~he 
ZBB approach to budgeting, presents the concept of ZBB and how it can 
apply in the public sector. In this context, the con.::ept of "decision 
packages" is introduced and discussed. 
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. ~esou~ce Bip.l~pg~~phX, 

A definitive bibliogl"aphy in the al;'ea 0:1; planning would be thickel;' 
than th,e Pa:r;'ticipant Guide i tsel:1;. However, several works are reconunended 
below that provi.de an in-depth analysis of the issues that are presented 
in this module: 

A. Managing Nonprofit Organizations, edited by Di,ane Borst and 
Patrick J. Montana, contains' 15 articles on the application of planning 
techniques in the public sector. It is published by AMACOM (1977), 
135 w.. 50th street, New York, New York 10020. 

B. Planning, programming,. B.udgeting: A. Systems Approach to Management, 
edited by ~remont Lyden and Ernest Miller, presents a comprehensive review 
0:1; 19 articles on various planning and budgeting issues in the context of 
the public sector, Man:r of the articles deal with the political 
rami:1;ications 0:1; attempts to implement a national planning/budgeting system 
such as the one presented in this course. This work is published by the 
Markham Publishing Company, Chicago, Illinois. 

C. Chapters 3-7 of Chansing State Budgeting, by S. Kenneth Howard, 
deal with fundamental issues underlying the implementation of national 
planning/budgeting systems. It is published by the Council of state 
Governments, Iron Works pike, Lexington, Kentucky 40511. 
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ORGANIZING AND IMPLEMENTING 

) CRIMINAL JUSTICE PROGRAMS 

AND ACTIVITIES 
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ORGANI'ZI:NG AND I:MPLEMENTING 
CRIMINAL JUSTICE PROG~S AND ACTIVITIES 

Module Overview 

This 6~~) examines the basic concepts required in properly organizing 

to implement criminal justice programs and activities. Special emphasis is 

placed on techniques and tools that can be used by criminal justice admini

strators in effectively organizing. These include MOR, Action Plans, PERT, 

CPA, and "Slack Time Analysis." 

Learning Objectives 

At the completion of this Module, the participant should be able to: 

1. :(dentify and explain vario.us concepts utilized in properly 

organizing criminal justice agencies and programs, including responsibility, 

aut.l}ority, dele<;Jation and accountability •. 

2. Apply various organizing and implementation techniques to the 

management of criminal justice agencies, activities and programs, including 

Action Plans, PERT, CPA; and "Slack Time Analysis." 

Description 

This module consists of the f'ollowi,ng components, 

1. Lecture 

2. Desk exercises 

3. Group exercises, 
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LECTURE NOTES Key Points and 

I. Trill ROLE OF ORG~IZrNG IN THEMAN~GEMENT OF 
CRIMJ.N~L JUSTICE ~GENCIES, PROGRAMS AND ACTIVITIES 

A. Relationship to Planning and Controlling 

As indicated in the Conclusion of Module Two, 

none oe the three management responsibilities of the 

criminal justice administrator e~ists in a vacuum, 

detached from the other two. Organizing has been 

defined as Ilest~lishing a framework in which the 

objectives developed during planning can be achieved." 

Attempting to organize without well~defined objectives 

i.s similar to packing clothes· for a trip without 

knowing whether the destination is the Sahara Desert or 

the North Pole! The criminal justice administrator 

should never lose sight of the fact that theseobjec

tives themselves are the products of an organized 

management process that has required an integrated 

effort by the cdminal just:lce administrator and 

members of his or her staff. Objectives are meaning-

"-less unless they have been developed utilizing a 

p:r.ocess such as the one de$~cribed in Module Two that 

insures their ability to cl::>ntribute to achieving 

.strategic and normative goa1.s and a mission. 

B. Organizing and li~esults 

Organizing has been defined as "e~tablishing 

a framework in which the results established during 

planning can be achieved." The key word in this 
111-3 

". 11-1'1 

Point out that there 

is a difference 

between organizing 

and organizational 

structure. !J.'his 

course does not 

address the latter 

topic due to the 

broad range available 

and the situational 

dependencies of each, 

as well as the issue 

of legislatively 

mandated structures. 
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defi.n:lt:lon i,s ";t:'esults." ~rga,niz;tng is. guided by the 

res'ul ts that ~re chosen. If a mi,ddle di,stance runne;r 

who trains by running only four miles' during a daily 

workout dectdes to run a marathon, the runner obvious'ly 

will have to ";t:'eorganize" a~"Y workout scheme to have 

any hope of achieving the new objective. Similarly, 

the ways in which an agency, division, etc., organizes 

its human and non ... human resources should be guided by 

the results established for it. Far too often, 

organizing becomes an end in itself in many· agencies, 

rather than a means to achieve results. The primary 

focus of organizing is on the objectives specified in 

the alternative elements selected for implementation. 

These objectives provide clearly d~fined end results 

that can' serve as the focus for organizing efforts. 

c. Relationship of Organizing to Various Roles 
o'f the Criminal Justice Administrator 

I 

As was mentioned above, the approach taken by 

a criminal justice administrator in fulfilling the 

organizing responsibility should be guided by the 

objectives that are supposed to be achieved. Based on 

our discussion of the three roles of the criminal 

justice administrator in Module One, it should be 

fairly obvious that the objectives pursued by a 

criminal justice administrator in each of the three 

roles are distinctly different, and the degree and 

kinds of power that can be exercised in each of the 

roles to perform the organizing responsibility are also 

varied. Consequently, the criminal justice admini

strator has to approach the task of organizing in a 

different way :fior each r~l~. To "set the stage" for 

the in-depth disc~ssion of organizing techniques that 
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LECTURE NOTES 

follows ;tn th,i.,s ~odule, a brief deac;ript;i:on is now,' 

provided i;or the context in which o;rganizing occurs' 

in each of three roles'. 

1. Di,rectc-r 0:1; an ~;rgan.t.zational Unit 

In thi.s role, the focus of the c;riminal 

justice administrator's organizing efforts is to 
, . , 

create an organizat.t,onal framework and environment best 

equipped to ach~eve'agency objectives. In doing this, 

the administrator can exercise traditional managerial 

authority over those resources within the organizational 

unit. Conse~uently, the me,thods employed by the 

administrator'in accomplishing the organizing and 

implementing tasks can be, in general, consistent with 

those us~d by managers in other public and private 

sector agencies. 

2. Manager of J!lrograms: 

As a manager of programs, the criminaLl 

justice administrator is primarily concerned with 

·'aeveloping a capacity in other ,agencies in the criminal 

justice system to successfully implement programs ~ 

projects. In managing programs,' the administrator does 

not exercise the day-to-day managerial authority 

enjoyed by the director of an organizational unit. 

Consequently, a manager of p~ograms must employ a 

di:l;:I;erent approach in attempting to in!:jur:e th~t thos.~ 

organizations that implement criminal justice programs 

and proj ects :I;,ollow sounq principles and techniques in 

organizing and deploying their resources to achieve 

p~ogram or project objectives. Successfully doing this 

requires the criminal justice admini.trator' to firat, , _. 
be knowledgeable about how organizing and implementing 

techniques should be applied to criminal justice 
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l?roC];t;'ams' ~nd p,rojects, and Seoord, ;t,dent;t;fy the most 

ef;fect:j:;ve mea,ns ·possible to "int'luence" the cd.minal 

justice agencies administering the programs and 

projects to pert'orm these techniques' properly. The 

level of "influence" that can be exacted to this end 

is again dependent on the degree of formal authority 

possessed by the.administrator as' a p~ogram manager 

and the amount of individual qredibility the admini

strator has established with the agencies implementing 

program components. 

3. Leader in the Criminal Justice System 

The organizing and implementation 

responsibilities of the criminal justice administrator 

acting in the role of leader in the criminal justice 

system are distinctly different from the roles of 

director of an organizational unit or manager o~ Pro

grams. The focus of the organizing activities in the 

leader role is to organize the professional groups, 

constituencies, public information efforts, "advocacy" 
I 

activities, and so on which are required to achieve 

the objective of contributing to substantive change in. 

the criminal justice system. Given the absence of 

'formal authority in this role, the criminal justice 

administrator usually functions more as a "coordinator:" 

or "technical a~sistance agent" than a manager. Often, 

the activities in this role require the administrator 

to act independently of other individuals, organizations 

and groups, and in these si';uations any organizing ef ... 

forts are directed at a kind of personal organization 

or organizing oneself. This can be one of the most 

difficult tasks undertaken by anyone. Nevertheless, 

many of the principles and techniques we will discuss 
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LECTURE NOTES Key Points and 

in th~$ ModUle ~~e quite aPl?licahle to the role o~ the 

leade,r tn the c:r:;i:.,mi.nd justice· system. Even more so 

than i.n the role c:>f the manager of programs, the 

c;t;'imtnp,l juatice a,dministrator acting as a leader in 

the criminal justice system must identify and use 

methods that do n,ot rely on ascribed authority. At 

th.e same time, the administrator_must insure that the 

same bp,sic pdnciples 'of organizing that are applied in 

the role of director of an organizational unit are 

al?plied in pursuing the objectives established for the 

role o;t; leade;r;: in the criminal. justice system. The 

crimi.nal justice administrator acting as a leader may 

be requested by a criminal justice agency to provide 

technical assistance in areas requiring knowledge of 

how to al?ply organizing techniques. But, as was the 

case with the role of manager of programs, this depends 

on the administrator's personal credibility as well as 
exper:tise. 

D. Summary 

Successfully performing the organidng 

responsibility in each of the three roles requires 

great flexibility -- and, at times, ingenuity __ on 

the pa.rt of the criminal justice administrator. Not 

only must the administrator know how to organize an 

organiZational unit, program, project or activity to 

insure that it functions properly, but that same 

individual must also use both ascribed and achieved 

power to promote sound organizing J?ractices in the 

three role areas. The remainder of this module 

addresses specific techniques and approaches that the 

criminal justice administrator can utilize in success

fully performing any organizing responsibilities. 
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The ~ollowi,n<;J ;eO;t;1ll~t will be used i,n d±,~'cus'~;i.ng the 

relevant tOEi.cs in this area: 

1. An explanation of the basic concepts 

involved in properly organizing and implementing 

organizational plans, programs and activities'; 

2. An explanation of how various organizing 

and implementation techniques can be applied in 

organizing and implementing criminal justice programs 

and activities; and 

3. Our discussion of organizing will 

address how,the "implementation plan" in Step 12, 

Decision Point 5, is developed. The next module, 

on Controlling, will discuss the second phase of this 

Step, i.e., the Evaluation Plan. 

II. BASIC CONCEPTS IN ORGANIZING CRIMINAL JUSTICE 
AGENCIES, PROGRAMS AND ACTIVITIES 

To properly "organize" an organizational unit, 

._program or intended area of impact, the criminal 

justice administrator needs to be knowledgeable of the 

basic issues that should be addressed in this context. 

The following segment of this Module identi.fies those 

key concepts and how they relate to the roles of a 

criminal justice administrator. 

A. Responsibility 

A resEonsibility is an obligation to per~orm 

a task that is pecessary to achieve an organizational, 
.. 

program, or individual objective. Almost every 

element has a series of tasks that must be performed 

to achieve a certain objective. Establishing each task 

as a responsibility of someone within the organization 
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CONCEPTS OF ORGANIZING 

• RESPONSIBILITY 

• AUTHORITY 
.' 

• DELEGATION 

• ACCOUNTABILITY 
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is an essential component of organizing. 

B. Authority 

Authority is the power of an individual to 

carry out responsibility (ies) • As \\ras discussed in 

Module One, the~e are various types and degrees of 

power available to a criminal j~stice administrator 

functioning in the th~ee roles. As the performance 

of the organizing responsibility is examined, the 

critical implication of this variance will be evident. 

C. Delegation 

Deiegation is the process by which a manager 

assigns responsibilities and authority to a 

subordinate or by which team members allocate 

responsibilities and authority within their groups. 

One 0:1; the most important aspects of organ~zing 

concerns the relationship of responsibility and 

authority in the process of delegation: the criminal 

justice administrator must insure to the great~st 

extent possible that sufficient authority is delegated 

to accomplish the responsibility in question. 

Achievement of objectives is severely imperiled if 

individuals are trying ,to perform responsibilities with 

insufficient authority. Obviously, given the varying 

degrees of authority avail~le to the criminal justice 

administrator acting as a manager of programs or 

leader in the criminal justice system, it is not 

surprising that: successfully performing responsibil ... 

ities in these areas is often extremely difficult. 

For example, a program man,ager wbuld probably not have 

the authority necessary to dismiss an incompetent 

project manag.'er in the administrator's program area 
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if that project were being implemented bY'another 
criminal justice agency. 

D. Accountabilit~ 

Accountability" like responsibility, involves 

obligation. Specifically, it is the obligation of the 

person to whom authoritl' has, bee!l, delegated to use that 

authority to perform the intended responsibilitl'. 

When a criminal justice administrator delegates 

authority to a Subordinate to perform an assigned 

responsibi,J,ity, that subordinate becomes accountable 

to the criminal :)ustice administrator to use that 

authority to p~rform the responsibility. 

E. Conclusion 

Each of the elements described above is crucial 

to effectively o:t'ganizing criminal justice agencies, 

programs and activities. The degree to which 

responsibility, authority, delegation and accounta

bility are incorporated into the organizing responsi

'bility will determine how well the resources available 

are utilized in attaining objectives. The next segment' 

in the Module presents an approach the criminal justice 

administrator can use in each of the three roles to 

help assu~e that these four factors are satisfactorily 

incorporated in implementati,on of programs and 
activities. 

III. APPLYING ORGANIZING TECHNIQUES TO MANAGING 
CRIMINAL JUSTICE AGENCIES, PROGRAMS AND ACTIVITIES 

A. The "Action Plan" 

The first" step in properly organizing is the 
creation of "action plans" for each of the strategies 
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selected for implementation. The action pl~ is the 

important beginning in the organizing process because 

it enables the criminal justice administrator to 

start at the outset to address the four critical issues 

desoribed in the previous section of this Module. 

The development and utilization of the action plan 

is descX'ibed below. 

This visual describes the relationship between 

the action plan and the Method of Rationales. The 

first step in developing the action plan is to list the 

activities specified in the Methoa of Ration~les in the 

colunm . entitled \I Responsibility. II After designating 

the required responsibilities based on the activities 

listed in the MOR, the next step is to designate who is 

co be accountable for pe;rforming each reponsibility. 

Impl~cit in the desi9n~tion of the I(Individual 

Accountablell is the delegation by the "Manager" of the 

action plan of sufficient authority to the "Individual 

Accountable" to ~rform that resp<;>risihility. (The 

three remaining' colunms -- "Projected start," 

"Projected completion," and "Verification" -- will be 

discussed later in the course.) The process of 

developi,ng the action plan therefore addresses all four 

of the key concepts in organizing: 

• It defines responsibility. 

• It de,leqatesauthority. 

• It creates accountability. 

Additionally, the Action Plan helps to spell 

out relationships among individuals working on the 

same element. It establishes a division of labor, and 
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specieies who has the authority to do what, when, and 

where v.l,s-a ... v±.s other members of the organizational 

unit or program. The action plan thus provides a 

valuable tool to the criminal justice administrator in 

beginning to organize to implement strategies and 

elements. one important point needs to be emphasized 

at this point: the MOR can produce many action plans, 

depending on how complex it is. For example, an MOR 

for the development of 12 community~based treatment 

facilities will probably require 12 action plans, one 

for each eacility. In any event, the basic process of 

designating·the required activities (responsibilities), 

designating the individual accountable, and so forth, 

remains the same. The action plan provides a useful 

format for the criminal justice administrator to 

organize resources, but it fails to provide a useful 

vehi,cle for examining the relationship of the various 

responsibilities in the implementation of a particula~ 
strategy. The next two segments of the Module present 

techniques that can help the criminal justice 

administrator gain a greater understanding of these 
kinds oe'factors. 

B. J?JSo<:usam 'Evalua ti\~m' al'lc<l' RevieW' Technique (PERT) 

One of the most important tasks criminal 

justice administrators have in organizing the activ~ties 
(responsibilities) required to implement a strategy 

is to establish the relationship between and.among them, 

both in terms of time and interdependence. For example, 

does Activity A have to occur before Activity B can 

begin? And if it does, how much time is required to 

complete Activi.ty A? Being able to grasp these 
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LECTURE NOTES 

relationships can enable criminal justice administra

tors to more effectively organize, synchronize and 

deploy thei.r:' resources to implement strategies. As 

was indicated above, the action plan does not readily 

provide these kinds of information, so criminal justice 

administrators must utilize othel' "tools" to obtain it. 

PERT (Program Evaluation Review Technique) was developed 

during the production of the Polaris submarine to asslist 

the developers of the Polaris in quickly and accurately 

determining these inter-relationships. PERT can also be 

used by criminal justice administrators to achieve this 
same purpose. 

1. The Three Basic Components of a PERT Chart 

A PERT chart describes several aspects con

cerning an element that can be essential to a criminal 

justice administrator in properly organizing and im
plementing that element: 

a. First, it describes the activ~ties 
that must be carried out in order for an element to be 

completed. An "activity" is defined as the work neces

sary to progress from one event (point in time) to another. 

Activities are the operations which consume time, money 

or manpower, and are characterized by a specific initiating 

(predecessor)event and a terminal (successor) event. There 

are pitfalls in the selection of activities just as in the 

selection of events, particularly if the planner tries to 

define an actiVity without reference to its predecessor 

and SUccessor events. It is generally best to start with 

a list of clearly defined "key" events and to introduce the 

proper activities between these events in order to avoid 

or at least reduce improper definition of the 
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LECTURE NOTES 

activities. Activities are represented in PERT charts, 

project networks and CPA arrow diagrams as solid lines 

joining events, with an arrowhead indicating the 

direction of flow, or time~dependency. Letters, e.g. 

(A), are sometimes used to describe the activity oper

ation. In PERT, two numbers (the activity start and 

complete event numbers) , e.g. 7-B, are usu~hy used 

to describe activitieS. 

b. Second, it describes the events that are 

the identifiable besinnin2 and endin2 120ints for an 

activity. An "event" is defined as a discrete point 

in time. Events do not consume time or resources, and 

are normally represented (graphically) by rectangles 

or circles with numbers inside, e.g. (E). When the 

beginning and ending event circles are connected by the 

activity arrow, an event activity - event "chain" is 

formed. For example, in an element involving the 

opening of a halfway house, a major activity would 

probably be purchasing furnishings for the halfway 

house. An event ~ activity - event chain for this 

activity could be shown as follows: 

0~(F;;;..:;) ____ )@ when 

Acti:vi.ty (F) = Purchase furnishings for halfway house 

Event 7 

Event 8 

= Start purchase of furnishings 

= Furnishings delivered completed 

The event-activity-event chain thus formed would 

indicate that purchasing furnishings for the halfway 

house would be2i~ when a lease for the dwelling to be 

used was signed and would end when all of the 

designated furnishings were delivered. 
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LECTURE NOT~S 

1-'he importance Ole a clear and 

un_iguous understanding of events. \and activities 

cannot be overstressed. Precise ~vent definition is 

important, because occurrence of events indicates what 

actual progress has been made on the program. Like

wise, rigorous attention to activity definition is 

crucial to successful use of program plan~inq for allo

cation of r.sources. Activities must be reportable items 

of ~rk for valid progress avaluation. 

c. Third, the PERT Chart describes the 

estimated time required to complete each activity. 

This time is shown on the '''activity arrow" as follows: 

(A) 
) 

te = x 

The process for determining the most accurate time 

estimate (te) involves the use of a formula derived 

from a Beta distribution which, in the opinion of many 

expert planners, provides optimum. accuracy in 

estimating. The process is as follows: 

• Establish est.imates for the three follow
ing activity times: 

1. Optimistic time (a). If the work 

required to eo~lete the aCtivity proceeds withou~ .any 

problems or interferences, what is the least amount of 

time it will take to complete the activity.? 

2. Most likely time (b). Under normal 

conditions, how long should it realistically take to 

coJll)lete the activity: (This is the time frame uS'(ja11l'! 

given .in the Activity Plan.) 
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3. Pess.iJlli.stic time (c). Given the w.orst 

conditions, ~gw. long should ~t take to complete an 

acti.vity? 

• CalQulate the time estiJnate for each. 

activity (te) us1n'g: the following formula: 

te = a + 4b + c 
6 

where 

te = Activity time estimate 

a" Optimistic time 

b = Most likely time 

c = Pessimistic time 

An example of how this formula works is as- tollotinn 

In the example cited above for the activity of 

purchasing furnishings, calculating the estimated time 

(te) might go as follows: 

a. 

b. 

c. 

optimistic time .. 

,Most likely time· .. 

4 weeks 

5.5 weeks 

Pessimistic time .. 10 weeks 

te.' #I + 4(5.5) + 10 
.. 6 

36 .. - .. 6 weeks 
6 

The abov~ process enables the criminal justice 

administrator to establish a realistic t1ll\e eatimate . 

for each activity to be shown in the PERT Chart. Once 

establ,;shad, these times can be added to the "Projected 

Start" and "Projected Completion" columns in the 

Action Plan. 

Fourth, a PERT Chart describes the 

relationship between the activities in an element, 
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LECTURE NOTES 

e.g. in what sequence ShOllld activities take place. 

Again I using the exaxnple of th(~ activity of 

purchasin~furnishin~s for the halfway house, we 

indicated that the begi"nning event was "start purchase 

of furnishings." It is highly likely that this event 

would be basel: on the end event "sign lease for 

dwelling" for the event-activity-event chain "secure 

site for half~;ay house," which had as its beginning 

event "funds appropriated for halfway house." This 

relationship would be shown on a PERT Chart as follows: 

Event 

Event 7 

Event 8 

= Funds appropriated for halfway house 

= Sign lease 0:0 dwelling and, -start furnish
ings purchase. 

= Fllrnishings delivered 

Activity E = Secure site for halfway house 

Activity F = Purchase furnishings for halfway house 

Note: Event 7 can logically represent (as a point 

in time) both the end of Activity E "secure site for 

halfway house" and the beginning of Activity F "purchase 

furnishings for halfway house." The end of Activity E 

would be represented by the event "sign lease on dwellings." 

The beginning of Activity F would be represented by the 

event "start furnishings purchase." 

By arranging the event .. activity - event 

chains for all the activities in an element in this 

fashion, the criminal justice administrator can easily 

identify the sequence and dependencies among the 

actl:Vit'a.es and can lIIOre clearly organize the activities 

to achieve the desired results. 
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2. Surqmary 

Once completed, a PERT Chart provides the 

crimi.nal justice administrator w:,ith a clear picture 

of when and in what sequence the activities required 

to implement an element will take place. 

All the activities jn a program are 

related to each other in various ways. These 

relationships are called dependencies. Activities 

can be related to one another because they employ 

common resources: 

a. Facilities and Equipment .. 

Activities which must employ common 

facilities or equipment and cannot do so concurrently 

are dependent upon one another; one must be c9mpleted. 

before the next can start. 

b. Funding-

Activities which cannot start until 

certain funding activities have been accomplished 

are dependent upon the completion of those activities. 

c. Peoplepower -

Activities which must use the same 

people resources are dependent, one upon the 

completion of the other. 

Most dependency relationships result 

simply :erom the fact that an activi.ty cannot begin 

until the 1?roduct of the preceding. activity 

is available. In some cases, it is necessary to 

resort to the use of a "dummy" or zero .... time act:ivity 

(usually shown as a broken line) to represent the 

logical dependencies in a PER"l' Chart. 
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LECTURE NOTES 

The PERT Chart also pX'ovi.des tQ.e basis 

:ear anothel;' technique - the Critical Path. Analys·i.s -

which can further assist. the criminal justice admini

strator in deciding when and how to best allocate 

available resources. Critical Path is discussed next. 
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PERT CHART EVENTS 

PROGRAM ELEMENT: BY JULY 1, 1980, OPEN A COMMUNITY-BASED TREATMENT FACILITY' 
FOR YOUTHFUL OFFENDERS IN GOTHAM CITY 

MANAGER: TOM JACKSON 

INDIVIDUAL PROJECTED PRQJECTED 
RESPONSIBILITY ACCOUNTABLE START COMPLETI.oN 

1. Select Director 1. Tom Jqckson . 

2. Secure building 2. Director 
to house facility 

3. Select sta,ff 3. Director 

-4. ,Select residents 4. Director 

5. Train staff 5. Director 

. 
6. Purchase supplies, 6. Director 

equipment, furnish-
ings, beds, etc. 

7. Open facility 7. Director 

. . 
. ' 

((1) 
(l 

" 

, 

\ 

EXHIBIT 3-1 

VERIFICATIQN 

1. Signed contract 

2. Signed lease 
~ 

3. Signed contracts 

4. List of :t:'esidents 

5. Memo verifying 
course completion 

6" Purchase orders , 
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PERT CHART FOR COMMUNITY-BASED TREATMENT FACILITY 

ICBY EVBNTS 

1. Funding approved 
2. Director hired 

(Staff) 
3. Treatment staff hirt~ 
4. Begin training of treatment 

staff 
5. Training o~ treatment staff 

completed 
6. Custodial staf~ hired 

(Halfway House} 

20. Development of facility 
criteria for halfway 
house .completed 

21. Halfway house lease signed 
22. Assessment completed of 

needed furnishings and 
equipment . for halfway 
house 

23. Furnishings and equipment 
received and installed 

30. Criteria established for 
selecting residents 

31. Residents selected 
32. Residents moved into facility 
33. Residents begin cOlllllunity job 

placement and cOlllllunity 
adjustment training 

40. Begin acquisition of clothing 
for residents 

CI \ \ 

. , 

Co 

ACTIVITIES 

A, Se~ch ~or ~d hire director 
B~ $ea;r:ch ~o;r: ~d h~re t~eA~nt sta~( 
C. Tr~in tre~~nt at~ff 
D. Se~ch. for and hire cu~todi~l sta~f 
E.R.esearch ~d decide onc;r;iteria for 

selectin9 (aci.li ty 
F. SeaJ;'ch for appr~J.'i.ate ~acility jUld 

ne<1ot;tate lease 
G. ~dentifyneeded ~u;r:nishing8 and equip

.JQent 
H. frice, order and recei.ve furnishings 

and equipment 
I. Prepare for and arrange furnishings 

and equipment 
J. R.esearch and ~ecide' on c1;i teria for 

selecting residents 
K. Design information on selection criteria 

to be included in training 
L. Treatment staff use selection criteria 

to select residents 
M. Arrange transfers and transport new 

residents to facility 
'-T. Set up work logistics and schedule 

adjustment training 
o. 'Bring in new residents as old leave 
P. Arrange for initial clothing 

acquisition 

~~) 
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EXHIBIT 3-2 

TIME 
ESTIMATE (te) 

5 
5 
1 
2 
1 

5 

1 

8 

5 

2 

1 

2 

~ 
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QngQing 
ongoing ~ 

residents c~ange 
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CASE STUDY'EP!SODE'StX 

~. Introduetion 

The objective o~ this desk exercis.e is f')r the participant. 

to gain direct experience in preparing a skeleton PERT Chart. 

~--~, 

)~.J) 

Objective: 

CASE STUDY 
EPISODE sn: 

Developing an.llnplen'lentation Plan 

At the completion of Episode Si.x, participants should be able 

to prepare a proper PER,T Chart to assist in implementing a criminal 
justice program. 

I Instructions 

) 

C''''' .. 
, . 

B. Administration 

1. After p;resentinq the IntJ;'oduction, pass O\lt the mateX'ia18 

needed to do the exercises in EpisOde Six. 

2. Instruct paJ;ti.cipants to read the instruc:ltions provide~ 

for Episode six. 

3. and respond to questi.ons concerning the instruction •• Call for , 

:U:I.,.25, 

. " 
, ••• : f', 

I 

I 
I'f 

I ~ 
I 

J ~ 

t 

f 

I 

Please read the following documents, then prepare a PERT network 

(omitting te) that indicates what Rod Bray'ton is intending to do in 

developing and carrying out an impact assessment of the Downtown 

Business District Program. (These documents will also give you an 

opportunity to see more of the internal conflicts faced by Director 
Voyles. ) 

Your answers should be in the form of "fill in the blanks." 

.1. Page one should li.st the events that will be shCi\ffl on 
the PERT Chart. 

2. Page two should indicate the ~ctivities to be shown. 

3. Page three should show the actual PERT Chart, omitting, 
of course, the time estimates. 
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EP::rS.ODE SlX 

Answe'zI 'Sheet 

PERT Chart Events 
for Impact Assessment of 

Downtown Bus.t,ness District 

CS 6-2 

2. 

3. 

4. u 

s. 

6. q) ( ) 
~''''''''~ 

7. 

8. 
o 

9. 

10. 
() 

11. 

12. 

13. 

! 
, 1 

, I 
I 
I 

,. 

, » 

I 
, I 

~) 

:) 

A. 

B. 

C. 

D. 

E. 

F. 

G. 

H. 

1. 

J. 

K. 

L. 

M. 

N. 

o. 

------------------------~----~------~-~.=--=~'.=-='.'~~~~~~------------------.'. 

EPlSODE ~::r,X 

Answer Sheet (contillued) 

PE~T Cha~t Act:!.:v~ties 
~Qr I.rnpact ~ss.es$rnent of 

Dpwntown B.usiIleSs Di;std:,ct 
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Payneless COUnty 

PAYNBU,SS CCXJN'n 
CRIIaNAL JUS'1!ICB PLANNING AGBNCY 
313 COUR'l'HOUSIl SQUARB 
GO'1!HAII CI~Y, MSBRY 0000., 

TO; ~:I.,ch~.rd Williams and Rod Brayton 

FROM: 

March 20, 1980' 

TOPIC: Action Plans tor Implementing the 
Downtown Business District Program 

VIRGIL VOYUS 
D,:r"'~CroR 

As we discussed in our meeting yesterday, the Downtown Business 

Di,strict Pr,ogram is going to requh'e us t) engage in more ri!xtensive 

evaluation and technical assistance effort~ than this agency has been 

involved, in in the past. As I 'stated, the magnitude of the effort is 

probably going to re~uire us t.o carefully examine how we cUrl"ently organize 

and utilize our ,agency resources. Accordingly, I am requesting .that each 

of you submit to me a series of action plans describing how you think we 

should allccate resources to perform those technical assistance and 

evaluation tasks included in the program that you inte1."Pret as being in 

your functional area. After I have received and reviewed your input, 

the three· of us will meet and iron out any major differences. Please 
submit your action plans to me by April 1. 
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Payneless COUnty 

PArR.asS CCVR'rY 
CRIIfIRAL JUSTICBPLANRING AGENCY 
313 COUR'1.'IlOUSB SQUARB 
GOTHA. CITY, ~SBRY 00007 

TO: 

FROM: 

Vi,rgil Voyles 

Rod Brayton 

Rod Br~yton 
Asslstant Director 
tor Grants Management 

,March 25, 1980 

TOPIC: Acti~n Plans for Downtown Business District Program 

This is in response to your request for Action Plan~ describing how 

I think this agency should perform technical'assistance and evaluation tasks 

associated wi\'h the Downtown Business District Program. As I have repeatedly 

indicated to you, my staff is h~rd pressed to insure the finMlcial integrity 

of the projects we fund. My staff and I strongly believe it would be a 

serious mistake to divert resources from concrete financial auditing to 

attempt to "quantify" the "unquantifiahle." Furthermore, with the 'exception 

of offeri,ng technical assistance in the area of budgeting, my staff has 

neither the background ncr the time to indulge in such activities. If :you 

feel, however, that such activitie~ are indeed a necessity, I would suggest 

ut:i.lizi,ng Mr. Wi~liams' staff.' 

CS 6-6 

. 
" 

, i 
\ '\ 

{ , 

I 

I ,I 

t, 

) 

, i 

Payneless COunty 

PAYNEI;ESS COUN'rY 
CRIMINAL JUSTICE PLANNING AGENCY 
313 COURTHOUSE SO'1ARE 
GOTHAM CITY, MISERY 00007 

TO: Virgil Voyles 

FROM: RichardWilliams 

April 1, 1980 

Richard Williams 
Assistant Director 
for Planning 

TOPIC: Acti.on Plans for Downtown Bus:i.ness District Program 

Attached are the 'action Flans; you requested for the technical 

ass~stance and evaluation components of the Downtown Business District 

Program. As I indicated to you earli.er, we are not currently organized 

to effectively conduct programmatic evaluation along the lines you requested. 

Implicit, therefore, in the attached i:lction plans are variations in the 

cu;rent organizational chain-of ... command. This especially applies to Jerry 

Travers. In, my opinion, Mr. Travers is the only agency staff member who 

clearly understands how such evalu.ations should be conducted. He is, 

therefore, an integral part of my action plans. I furthermore believe that 

the importance of this project is too great to have Mr. Travers' involvement 

with me and my staff hampered by petty harassment by Rod Brayton. Mr. 

Brayton obviously opposed Mr. Travers' assistance to us during the develop

ment of the Downtown Business District proposal. HI' e consequent y d~d 
everything he,could to make life miserable for Mr. Travers, including 

requiring him to work overtime and weekends to "compensate" for the time 

?e spent assisting us. I am therefore requesting that Mr. Travers b~ 
transferred to my division for the duration ,of this program. I believe 

this is the most practical step to take to achieve the objectives we have 

established concerning ev~luation and technical assistance. 
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, , 

• 

:t I 

ACTION PLAN 

STRATEGY: STRATEGY FOR IDENTIFYING AND DELIVERING TECHNICAL 
ASSISTANCE IN THE DOWNTOWN BUSINESS DISTRICT PROGRAM 

MANAGER: RICHARD WILLIAMS 

JNDIVIDUAL PROJECTED 
RESPONSIBILITY A.CCOUNTA,BLE $TAAT 

1- Design monitoring plan 1. Jerry Travers 1. 6/1/80 
to identify key TA needs 
in component projects 

2. Conduct monitoring 2. Jerry Travers 2. 7/1/80 
activities and appropriate 

Planning Staff 
member 

3. Identify TA needs 3. Jerry Travers 3. 7/1/80 
and appropriate 
Planning Staff 
member 

4. Identify TA source 4. Appropriate 4. 7/1/80 
Planning Staff 
member 

5. Deliver TA 5. Appropriate 5. 7/1/80 
Planning staff 
member 

6. Monitor TA effectiveness 6. Jerry Travers 6. 7/1/80 

c ( i ( ) 

, 

PROJECTED 
COMPLETIQN VEIUF;I:CATIQN 

1- 7/1/80 1- Copy of Plan 

2. 6/30/81 2. Monitoring 
Reports 

3. 6/30/81 3. Reports 
on-going 

4. 6/30/81 4. Reports 
on-going , 

5. 6/30/81 5. Reports 
on-going 

6. 6/30/81 6. Monitoring 
ongoing Reports 
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Payneless County 

PlI.YNELESS COUNTY 
CRIMINAL JUSTICE PLANNING AGENCY 
31 j COURTHOUSE SQUARE 
GOTHAM CITY, MISERY 00007 

TO: Virgil Voyles 

FROM: Rod Brayton 

Ap:dl 3, 1980 

Rod Brayton 
Ass.i,6$r~,ant Director 
for C;,:,i'iHts Management 

TOPIC: Action Plans for Downtown Business District Program 

As you requested, I have reviewed the action plans for the Downtcwn 

Business District Program submitted by Mr. Williams. My initial reaction is 

shock and outright anger! Wh~t these action plans reflect is a brazen effort 

on his part to usurp my authority. He clearly is attempting to assume 

control of my subordinates, and I resent that. I indicated to you that I 

.felt we were setting a bad precedent when you allowed Mr. Williams to use 

Jerry Travers in the preparation of the Downtown Business District proposal. 

Bureaucrats are just like communists I Give them the idea that they can 

expand with little resistance and they most assuredly will. Using Mr. Travers 

obviously whetted Mr. Williams' appetite for bureaucratic expansion. I 

believe in cooperation to get a job done, so I reluctantly went along with 

Mr. Travers helping in the preparation of the Downtown Business District 

proposal. E~ough is enough I If my division is to play its proper role in 

seeing that the monies we're investing in this downtown program area are 

properly spent, I must have the authority to direct the activities of my 

subordinates. I trust that you see this too, and will support me in this 

matter. 
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Payneless County 

PAYNE~ESS COUNTY 
CRIMINAL JUSTICE PLANNING AGENCY 
313 COURTHOUSE SQUARE 
GOTHAM CITY, MISERY 00007 

TO: Rood Brayton 

FROM: Virgil Voyles 

Apr.il 15, 19130 

VIRGIL VOYLES 
DIRECTOR 

TOPIC; Impact Evaluation of Downtown Business District Program 

I tru,st that our ser,~es of conferences have alleviated your concerns 

about a move to oust you frclm the Planning Agency. I once again assure you 

that this is not the case. Ny, decision to assign Mr. Travers to Mr. Williams' 

division for the duration of this program is guided solely by 'my belief that 

this is the most logical appI'oach to achieving the 'objectives we have' 

established. 

As I'm sure you're now aware, I intend for you to be actively involved 

in the monitoring and evaluation efforts in this program. We're going to make 

a major attempt to conduct an impact assessment of our progx'am. As I indicated 

to you, I want you to be responsible for this effort. Accordingly, I want you 

to prepare for me a description of how you would conduct this assessment. I 

am not totally insensitive to the fact that this sort o'f effort is a marked 

departure from your usual job assignments. Please seek all the advice and 

background information you need to put together a sound proposal. If you 

nee~ travel funds to consult with consultants in preparing this plan, please 

let me know. I'll do everything budgetarily feasible to assist you. 

I'm confident that you realize that your assignment,to monitor the 

programs of the Community-based Treatment Facility is quite critical to this 

program. That is why I'm assigning it as the only project you're monitoring. 

You will be responsible for working closely with the project manager to keep 
CS 6-10 
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Rod Brayton Hemo 
Page TWQ 
April IS, 1980 

each other informed of what is happening at each .step in the'process. 

This effort is already under attack in the community, and we must monitor 

it closely to help insure its ~uccess. I'm counting on you to stay on 

top of it, 

I appreciate the enthusiasm you expressed about this assignment. 

I'm confident that you can perform this vital task well. 
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Payne\ess County 

PAYNEtESS COUNTY 
CRIMINAL JUSTICE PLANNING AGENCY 
313 COURTHOUSE SQUARE 
GOTHAM CITY, MISERY 00007 

TO: Virgil Voyles 

May 19, 1980 

Rod Brayton 
Assistant Director 
for Grants' Management 

FROM: Rod Brayton 

TOPIC: Assessing the Downtown Business District Program 

Attached is the action plan for the impact assessment of the 

DoWntown Business District Program. It represents the synthesiS of 

input from varied sources, including the evaluation staff of the state 

Planning Agency, the president of the Downtown Merchants' Association, 

.all of the criminal justice agencies involved, and our staff. Based on 

this various input, I have concluded that the best way to assess the 

overall impact of the program'is to conduct a scaled-
dCMn 

version of the 

victimizat'ion and public opinion surveys that would "zero in" on the 

downtown business district. I am satisfied that this is.the mo~ logical 

approach to take in this matter. 

please let me know if you need additional information. 
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~CTION~LAN: ASSESSING THE IMPACT OF THE DOWNTOWN BUSINESS DISTRlCT ~ROGRAM 

MANAGER: ROD BRAYTON 

lNDI.VIDUAL l?~OJECTED ~ROJECTED 

RESPONSIBIl.ITY ~S:t'ONSlBLE ST~T COfWLET~ON VE~lFlCATION 

1. Review research methodology 1. Rod Brayton 1. 10/1/80 1. 10/28/80 1. Report 
anld questions from 1979 
Vil::timization and Public 
Opinion Surveys 

2. Research other sources, of 
possible research questions 2. Dave Konawicz 2. 10/10/80 2. 10/31/80 2. Report . 

3. Integrate baseline data 3. Rod Brayton 3. 11/1/80 3. 11/14/80 3. Report 

4. Design surveys 4. Dave Konawicz 4. 11/17/80 4. 12/15/80 4. Draft copy of 
survey 

5. Hire telephone interviewers 5. Dave Konawicz 5. 11/15/80 5. 1/31/81 5. Copies of contracts 

6. Develop training course 6. Rod Brayton 6. 2/1/81 6. 2/18/81 6. Training manual 

7. Train telephone interviewers 7. Rod Brayton 7. 3/30/81 7. 4/3/81 7. Report 

8. Collect data 8. Dave Konawicz 8. 4/6/81 8. 5/4/81 8. Data 

9. Analyze data 9. Rod Brayton 9. 5/1/81 9. 6/22/81 9. Report 

10. Prepare inte:r.im report 10. Rod Brayton 10. 6/29/81 10. 7/6/81 10. Report 

I 

I' , 
11. Revise report 11. Virgil Voyles 11. 7/6/81 11. 7/13/81 11. Report 

12. Present report to 12. Virgil Voyles 12. 7/15/81 12. 7/15/81 12. 1<"inutes of meeting 
Advisory Board 
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Payneless County 

PAYNE~ES~ C:OUN'rY 
CRIMINAL JUS'J!ICE PLANNING AGENCY 
313 COURTHOUSE SQUARE 
GOTHAM CITY, MISERY 00007 

TO: Rod Brayton 

FROM: Virgil Voyl~s 

~~r' 22, 1980 

VIRGIL VOYLES 
DIRECTOR 

TOPIC: Action Plan for Assessment of Dewn1:own Business District Program 

This is in response to your May 19" 1980 memo concerning the 

assessment of the ,above program. In genercll I am impressed with your 

approach. I can't, however, r~ally understand the complete sequencing of 

the activities you have spelled out. I am particularly concerned about the 

temporaries who will conduct the survey. ~~o's going to recruit and employ 

them? When will this fit into your overall, plan? I think perhaps it would 

be helpful to, both of us if you prepared' a PERT chart for this ac:tion plan. 

I know you aren't totally familiar with this format, so if you need 

as~:dstance, in preparing it ,please let me know. I think you're ,on the 

right track, and I'm impressed with your o'lTerall approach. Let's just 

take it to the next step in development. 

CS 6-14. 
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EPISODE SIX: DEBRIEFING NOTES 

On the fOllowi,ng page are the correct answers for this Episode. 

Pass them out to participants at the completion of the thirty-minute 

period allotted for exercise completi~n. 

Participants should be informed that other PERT Chart configurations 

are possible depending on individual approach, e.g., some participants 

might have used different numbers or letters to designate events and 

activities. The important points in the exercise are for their PERT 

Charts to reflect the following relationships and time sequences ~ 

1. The research activities can be cuncurrent, thereby shortening 

the overall time of the project. 

2. The research designs should be completed prior to training 

o.f the telephone ':lnterviewers so the forms can be used in the 

traini,ng process. 

Ask participants for oth~r possible "paths" that Brayton's PERT could 
show. Have participants comment on them. 
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IMPACT ASSESSMENT Oli' DQWNTOWN 'BUSINESS DI.STR,I.CT );>8OGRAM 

EVENTS 
1. Be~in impact assessment 

2. R,eview of victimization $tudy completed 

3. R,eview of other studies complated 

4. Begin inte~ration of victimization 
~d other studies 

5. Baseline data established 

6. Surveys designed 

7. Telephone interviewers hired 

8. Begin training of telephone interviewers 

9. Training completed 

10. Data collected 

11. Data ana'lysis completer~ 

12. Report prepared 

13. Presentation to advisory board 

KEY 

. 0 Event, 
--------7, Activity 
---------~ Dependency 

" 

Solution 

ACTIVITIES 
A. Reviewing victiJlli,za,tion study 

B. Reviewing other studie~ 

C. Integrating victind:.zation and .other studies 

D. Desi~nin~ survey 

E. Hi,ring interviewers 

F. Developing training of interviewers 

G. Training 

H. Collecting data 

I. Analyzing data 

J. Writing report 

K. Making presentation 
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LECTURE NOTES 

C. Critical Path Analysis (CPA} 

1. The critical Path 

As indicated above, one of the chief concerns 

of the criminal justice administrator in allocating 

resources is determining the most appropriate time to 

a1locat6 them. In examining a PERT Chart, the criminal 

justice administrator should ask the question: In 

which of the sequences shown would a delay most serious

ly impact the implementation of the strategy? Knowing 

this can further assist in scheduling or rescheduling 

the remaining sequences. 

Assume that Exhibit 3-3 describes the process 

of establishing the halfway house to which we have been 

alluding. As is readily evident, three main "paths" 

are shown: 

1 - 2 - 3 - 9 - 10 = 17 weeks 

1 - 2 - 4 - 5 - 8 - 9 - 10 = 32 weeks 

1 - 2 - 6 - 7 - 9 - 10 = 27 weeks 

We refer to the longest path as the ~ical 

path. Knowing the critical path can help the criminal 

justice administrator in several ways: 

• It helps the criminal justice administra

tor establish the longest sequence of activities in the 

element. 

• It establishes the shortest time in which 

the element can be completed. 

• It identifies key control points. Delays 

along the critical path mean delays in the final comple

tion date of the element unless decisive "reorganization" 

occurs. 

III-29 
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LECTURE NOTES 

Establishing the critical path allows the 

criminal justice administrator to determine where 

delays cannot be tolerated. The critical path also can 

provide key information concerning those activities 

that can be delayed if resources' are needed. This 

issue is addressed in the next segment of the module. 

2. The Critical Path and nSlack Time" 

As stated above, once implementation of the 

element begins there is no leeway along the critical 

path. On the other paths, however, there may be some 

leeway. For example, in Exhibit 3-3, pat~ 2 - 3 - 9 

takes eight weeks to complete and 2 - 4 - 5 - 8 - 9 

takes 23 weeks. This means there is some leeway, or 

"slack time" as to when event 3 must begin. The 

total slack time is fifteen weeks. 

~. Knowing where slack time exists can be 

vitally important to the criminal justice administrator. 

It identifies where "slippage" can Occur or resources 

can be diverted if problems arise along the critical 

path or if there is a need to divert resources to 

shorten the critical path. 

b. Slack time is determined by subtracting 

the Earliest Possib,le Time (TE) an activity can begin 

from the Latest Allowable Time (~) that activtty can 

begin in order to meet the time requirements of the 

critical path. An example is provided below of how 

both TE and ~ are computed. 

(1) As stated above, TE is the soonest 

an activity can begin. It is calculated by adding the 

times for all the activities in the PERT Chart that 

precede it. In the example cited above, the earliest 

111-30 
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EXHIBIT 3-3 
CRITICAL PATH ANALYSIS FOR COMMUNITI ..... ~~~~D TREATMENT FACILITY 

A 
B 
C 
0 
E 
F 
G 
H 
I 
J 

B 

te=3 

A D E 

te = 3 te=6 l<'.e=ll 

G 

te=5 te=lO 

ACTIVITIES 

Screen and interview candidates for Director position 
Screen and interview applicants for staff positions 
Train statf . . 
Examine requirements for halfway housefac1l1ty 
Search ~or facility to serve as halfway ho~se 
Requisition furnishings, supplies, and equ1pmen~ 
Revi,ew possible alternative criteria for potent1al residents 
Screen potential residents . 
Requisition clothing, etc. for r 7s7dents 
Conduct community adjustment tra1n1ng 

LIST OF KEY EVENTS 

KEY 
1. Funding approved 6. 

G) 2. Director hired 
7. 

Event 
3. Staff hired 

) Activity 4. Criteria for halfway house 8. 
9. facility established 

10. --------~ Dependency 5. Lease' for halfway house 
signed 

J 

te=6 

te=3 

TIME ESTl;MA',l',t;l::i. (te) 

3 
3 
5 
6 

11 
6 
5 

10 
3 
6 

Criteria for residents 
established 
Residents selected 
Custodians hired 
Halfway house opened 
Residents begin community 
jobs or training program 

, 
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LECTURE NOTES 

possible time ~ :eor event G> is six weeks because 

it takes three weeks each for activities (A) and (B). 

(,2) Calculating Latest Allowable Time 

is slightly more complicated than determining TE 

.~ for an event is computed by working back along the 

noncritical path on which the event is included fr~~ 

the point at which that noncritical path meets an event 

on this critical path. In the case of event 3, this 

calculation would go as follows: 

(a) The noncritical path of which 

3 is an even.t meets the critical path at point 9. 

The time required for path 1 - 2 - 4 - 5 - 8 - 9 

is 26 weeks. 

(b) Working back along the non

critical path from point 9, we find that event 3 

must begin at least five weeks prior to event 9, 

since this is the length of time required for 

activity (C). 

(c) Therefore, the 'lL for event 

3 is 21 weeks from the beginning of the element, since 

this is the latest possible date 3 can occur without 

disturbing the critical path.· 

( 3) Once T E and T L are computed, 

slack time is determined by subtracting Tm 

In the case of event 3, this would be as follows: 

TE = 6 weeks 

TL = 21 weeks 

Slack = 21 - 6 = 15 weeks 

c. Knowing the length of slack for a 

particular activity or the total amount of slack for an 

entire element can be very useful to a criminal justice 

111-32 
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LECTURE NOTES 

admi.nistrator in determining how much leeway· he or 

she has in i1t\J?lementing that element. 

3. Calculating Slack Time: An Indiv'idual 
Exercis~ 

a. Objective 

The objective of this desk exercise 

is to have participants apply the concepts covered in 

discussions of PERT, Critical Path Analysis, and 

slack time. 

b. Administration 

1. Ask participants to rea,d the 

instructions for this exercise on page III-32. 

of the Participant Guide (the instructions are shown 

on the next page of the Instructor Guide). 

2. Ask for and respond to 

questions concerning the instruc·i:ions. 

3. Following responses to questions 

concerning instructions, remind participants that they 

have twtmty minutes to complete this exercise. 

III-33 
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Calculating Slack Time~ ~ lndi;vj.,dual ExeJ:'cise , ; 

Instructions 

Refer tQ Exhibit 3-3, "Cri,tical Path, Analysis for COJlll1\untty~based 

Treatment Facility.'." Using the informati,on provided in this PERT Chart, 

calculate the slack times for the events shown in the table below. Note 

that the blanks have already bee~ completed for Event 3 as per class 

discussion. 

Event 

1. 

2. 

3. 

4. 

5. 

6. 

7. 

8. 

9. 

10. 

r , 

You have twenty minutes to complete this elcercise. 

Latest 
Allowable 
Timp Q:'L) 

21 

Earliest 
Possible 
Time t'T~) 

6 

111-'34 

Slack 
Time (.'l}:, ... ~) 

15 

00 .-

------~~--

.. 1-: 

1

1

, 
...,.: ....... 

'f, i, ~,--r .c 

I 
: I 

i 
I , 
') 
I 

~ I ~, ) 

',1 
II 

----..:.....,;......;........:------.:.----------~---~----'---- '-'--

Desk Exercise, De.,.Briefi n9' 

(Allow :eif'teen minutes :f;'or the de.,.br;:i.efing) 

The con;'t~ct answers for the exercise are shown below: 

Latest Earliest 
Allowab~e Posflible Slack Event Time (!ILl Time erE )' Time (TL-T

E 
l 

* 1. 0 0 0 
* 2. 3 3 0 

3. 21 6 15 
* 4. 9 9 0 
* 5. 20 20 0 

6. 13 8 5 

7. 23 18 5 
* 8. 20 20 0 
* 9. 26 26 0 

10.* 32 32 0 

Ask for "volunteers" to provide their answers for the above. I:e 

participants seem to be having difficulty computing slack times, select 

one of the events and "walk through" the process once more. Point out 

that those events with asterisks have 0 slack time because they are on 
the critical path. 



LECTURE NOTES 

4. TIj as a Budget,ary' Tool 

The ability tQ calculate "Latest ~llC'Wable 

Time" can be extremely valuable to a criminal justice 

administrator in preparing and analyzing budgets. 

a. Budget preparation. TL can be used by 

the criminal justice administra~~r in addressing the 

crucial issues relating to how much should be budgeted 

for resources ""'- such as personnel, utilities, etc. -

that represent weekly, monthly, or other regular period 

payments. For example, knowing that staff 

psychologists can be hired as late as two-thirds of the 

way through a project can represent a significant 

savings of resources, thereby making such, a project 

more acqeptable for funding. 

b. Budget analysis. TL can also help 

the criminal justice administrator to analyze the 

budgets submitted by agencies or agency subdivisions 

seeking funding to ascertain whether or not excessive 

"fat" has been included. For example, in the case of 

the project cited above, if the psychologists had been 

budgeted for half of the project, the criminal justice 

,administrator could question whether such an 

allocation was necessary. 

c. Both of the above applications of TL 

underscore the need to require CPA's to be develope~ 

for all the major elements being considered for 

implementation. Having CPA's can provide the criminal 

justice administrator with a valuable tool to use in 

both I')rganizing and budgetary "control." In the next 

Episocle of the Case study, the use of TL as a budget 

analysis tool will be employed. 
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LECTURE NOTES 

CASE STUDY EPISODE SEVEN 

A. Introduction 

The purpose of this Episode is for participants 

to apply Latest Allowable Time (TL) as a budget analy

sis tool. 

B. Administrat~ 

1. Pass out Episode Seven materials. 

2 • Ask participants to read the instructions 

for the Episode. 

3. Ask for and respond to questions concerning 

the instructions. 

4. Following responses to questions, the work 

groups should adjourn and complete the exer-

cise as instructed. 

s. Upon cOh",lusion" pass out the solution sheet 

which follows the Episode material. 

III-37 
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CAS:! STUDY 

EPISODE SEVEN 

, 
Latest Allowable Time and cutback Management 

Objective: 

At the completion of this Episode, participants. should be 

able to apply Latest Allowable Time (TL) in analyzing a budget. 
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EPISODE SEVEN: 

INSTRUCTIONS 

Please read the following documents. Using the information 

provided in them, calculate the amount of funds that can be 

"saved" in the Community-based Treatment Facility for use 

elsew.here in the Program. (Please Note: For ease in cal

culations, assume that one year = 50 weeks.) 

Please write your answers on the poster paper provided, 

indicating s~vings ~n a line-item basis. 
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Payneless County 
PAYNEI;ESS COUNTY '" , 
CRIMINAL JUS'rICE PLANNING AGENCY 
313 COURTHOUSE ,.9QUARE 
GO'rBAM CI'rY, MISERY 00007 

TO: Rod Brayton 

FROM: Virgil Voyles 

June 7, 1980 

VIRGIL VOYLES 
DIRBC'l'OR 

TOPIC: Shifting funds in the Downtown Business Di.strict Program 

As you are well aware, the spiraling cost of fuel and petroleum 

products is creating havoc with our budget projections for this Prqgram. 

If I recall correctly, there was some "fat" in some elements. Could you 

please take a close look at the Community-based Treatment Facility project 

you are monitoring to determine if we can identify funds that can be used 

to make up cost deficits elsewnere in the program caused by inf~ationary 

pressures such aS,the ones mentioned above? I have attached a modified 

,line-item budget for this project. I note that many items are budgeted for 

the whole year, when obviously expenditures shouldn't be made, for the 
entire period. 

Please address the matter as quickly as possible, and by all means 

have the project director informed if you transfer any monies. 

cs 7-3 
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COJl\l'llunity.obased'Trea.tment Fa.cility 

CATEGORY 

I.. fersonnel 

A. Director ($25,000/yr) 

B. Counselors (12 @ $16,000/yr) 

C. Custodians (2 @ $lO,OOO/yr) 

D. Fri.nge-benefits @ 10~ 

Subtotal 

II. Facilities 

A. Rent on facility (12 months @ $l,OOO/mo) 

B. Furnishings 

C. utilities (12 months @ $400/mo) 

Subtotal 

III. Supplies, Equipment, Clothing, etc. 

A. Supplies 

B. Equipment 

C. Clothing for residents 

Subtotal 

. TOTAL COST 

CS'7-4 

-"-

AMOUNT 

$ 25,000 

192,000 

20,000 

23,700 

$260,700 

o 

\ 
! 

EPISODE SEVEN; DE ..... BRIEFING NOTES; 
j • • ( 

The correct solution for this exercise is shown on the next 

page. Have a spokesperson for each group present that group's solution 

to the problem, provfding members of the other groups an opportunity to 

question the spokesperson regarding how a certain line item was determined. 

If errors are not identified, the facilitator should critique using the 

solution shown on page CS 7-5. 
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Latest Allowable Time and Cutback ~anagement 

The correct answers, by' line-item, are as tollows: 

Amount to be Saved 
catego:r:y 

I. Personnel 

II,. 

A. 

B. 

C. 

Director (3. weeks can be saved) 

3/50 = 6% X $25,000 = 
Counselor (21 weeks can be saved) 

21/50 = 42% X $192,000 = 
custodians (26 weeks can be saved) 

26/50 = 52% X $20,POO = 
D. Fringe Benefits @ 10%: 

A + B ... C = $92,540 X 10% = 
Subtotal 

Facilities 

A. 

c. 

Rent on Facility (20 weeks can be saved) 

20/50 = 40% X $12,000 = 

utilities (20 weeks can be saved) 

20/50 = 40% X $4,800 = 
Subtotal 

TOTAL POSSIBLE SAVINGS 

CS 7-5 

$ 1,500 

80,640 

10,400 

9,254 

$101,794 

4,800 

1,920 

$ 6,720 

$108,514 
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LECTURE NOTES 

Applicat:,t.,on Qf Org~izing'Techn:l;SlueS' to the 
Three Roles o~ the Criminal Justice 
Adminlstrator 

1. Director of the Organi.zational uni.t 

As directors of organizational units, 

criminal justice administrators can and should require 

that action plans" PERT and CPA charts (if needed) be 

developed for all the major strategic elements to be 

implemented by their units. These tools will greatly 

assist the administrators and their subordinates in 

achieving the most organized utilization of their 

resources. As a group, they' represent the "implemen

tation plan" shown in Step 12, Decision Point 5. The 

criminal justice administrators should therefore take 

steps to insure their completeness, either through 

delegation or by doi~g the task themselves. 

2. Manager of Progr&ns 

In attempting to create in agencies 

.~dm'inistering projects in their program area the' 

capacity to successfully implement those projects, 

criminal justice administrators should attempt to 

insure that the agencies in questj.on go through a 

process similar to the action plan - PERT - CPA cycle 

described·above. Program managers might want to 

require grant applications to'include these steps as 

part of the im~lementation plan as a means of exerting 

influence in this crucial area prior to project 

implementation. 

3 • Leader in. the Cr:i.minal Justice' System 

As a leader in the criminal justice 

system, the above techniques can be useful to a 

criminal justice administrator in advising those 

Key POints"and 
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LECTURE NOTES 

agenci,es which request the admini,strato;t;" s technical 

assistance in thi,s area. The' process can also serve 

as an organizational tool. f0rthe administrator's 

own leadership activities. For example, in imp Ie.,.., 

menting a strategy to advocate more state funds for 

crime prevention programs, the criminal justice 

administrator might determine th~t the "critical 

path" is the six-month sequence beginning with the 

introduction of the appropriations bill and ending with 

the vote on the bill. Accordingly, all of the 

administrator's activities should be organized to take 

place during that time frame. If consideration of the 

bill is delayed to a special legislative session, then 

the administrator should "reorganize" accordingly. 

E. Conclusion 

The use of the organizing techniques 

described above can be of tremendous assistance to the 

criminal justice administrator in each of the three 

roles in insuring the timely and 'rational allocation 

of resources. They are valuable in establishing the 

needed framework to achieve the objectives established 

during planning. In addition, the process described 

above helps create a framework to facilitate the 

successfu~ completion of controlling, the third 

management responsibility, which will be discussed in 

the next Module. 

This Module has addressed organizing 

techniques, and has avoided a discussion of organi

zational structure. Discussion of organiz~ltional 

structure issues such as the merits of flat vs. 

hierarchical have been omitted for the simple reason 
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LECTURE NOTES 

that few J?ublic agencies have the luxu:ry of experi ..... 

menting w.i th structures other than hie:t'archica1. 

Participants should be reminded h ~ , ow.evl~r , that to the 
greatest extent possible, their organizational 

structure, hierarchical or th . o erw~se, should be dictate 
by the objectives they are to pursue. 

IV. CONCLUSION 

The following are the major point.s that should bE': 

reiterated by the instructor(s) durincr the summation 
for this Module: 

A. 

B. 
0x:ganizing is not the same as organization. 

Four basic concepts must be' addressed in 
successfully organizing: 

1. Responsibility 

2. Authority 

3. Delegation 

4. Accountability 

C. The "action plan" is a useful tool that 
~nables the criminal J'ust~ce d . . • a m~n~strator to 
incorporate these four bas~c • concepts in performing 
the organizing responsibility. 

D. PERT and CPA are two add~t~onal ... ... organizing 
tools that can be extremely valuable to a criminal 

justice administrator. CPA can also be used as a 
basis for calculating the "slaCk" or leeway in 

implementing an element. 

E. The three management responsibilities 

performed by criminal justice administrators -_ plan

ning, organizing and controlling -- all overlap and 

are interrelated. Organizing builds upon processes 

in planning and sets the stage for controlling. 
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MODULE THREE TEX! 

Thrqu9hqut the cQurse .j:,t is. emphasi,zed t;i.)lle and .a9'ai,n th.qt none 

of the management resJilonsibilities exi.sts· in a vacuum, detached ;t;'rom 

the other two. There,:f;ore, it is di.fficult to select articles th""t deal 

strictly with one mcmagement responsip:i:lity. consequently, mMy of; the 

books and articles cited in the previous module deal with topi.cs in the 

organizing area. This is especially true in the articles that deal wi.th 

the implementation aspecta of ratiortal budgeting systems. The articles. 

and books cited below were selected for this module's text because t:'~ey 

emphasize topics in the organizing area; not bei::ause they neces.sarily deal 

exclusively with this topic or its componimts. 

The three articles for this module deal with two topics covered in 

the module. The first (Mittra) deals with PERT and its relations:h:J.p to 

other management techniques. The second two (Stumm, Killian) deal with 

the principle of delegation and techniques for doing it successf;ully. 
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1. 

2. 

3. 

4. 

Title: 
Author: 
Source: 

Annotated BiPliography 

Organizational Decline and Cutback Management 
Charles Levine 
Public Administratiort Re1j'iew.·, July - August, 1978, pp. 316-324 

This article examines· the crucial issue of '·'cutbacks" in the 
operation of government agencies. It describes t.he internal and 
external factors that cause governmental agencies to decline, and 
offers tactics for either resisting organizational decline or making 
the decline go more smoothly. 

Title: 
Author: 
Source: 

More on Cutback Management: Hard Questions :eor Hard Times 
Charles H. Levine 
Public Administration Review, March - April, 1979, pp. 179-183 

This article examines the unique problems and paradoxes public 
sector managers confront when trying to cut back. The author also 
addresses the strategic decisions an administrator must make concerning 
cutbacks, including such issues as deep gouge on small decrements, 
efficiency or.equitYf etc. 

Title: 
Author: 
Source: 

Management Strategies to Deal with Shrinking Resources 
John J. McTighe 
Public Administration Review, January - F'ebruary, 1979, 
pp. 86-90 

This excellent article describes the salient factors a 
manager must consider when developing strategies to cut back agency 
or program activities. The author presents a series of "checklists" 
for each factor to assist managers in properly addressing this key 
issue. (Note the close relationship between these factors and those 
addressed in the "situation Analysis.") 

Title: 
Author: 
Source: 

Symposium on Management by Objectives in the Public Sector 
Jong S. Jun, Symposium Editor 
public Adminis.tration Review, January - February, 1976 r 
pp. 1-45 

Th~ basic management-approach presented in this course is 
a modified Management by Objectives (MBO) system. These symposium 
articles, by sllch management authorities as Peter Drucker and George 
Odeoine, provide both the historical background of MBO and how MBO 
can be used successfully in the public sector. Many of the articles 
are olimplementation" oriented, and deal with the practical aspects of 
making MBO really work in the public sector. This article is 
excellent background reading for all criminal justice administrators. 

III-45 



5. 

6. 

Title: 

Author: 
Source: 

Annotated Bibliography 
(continued) 

Policing by Objectives - A Handbook for ImprQving Police 
Management ~ Draft 
V. A. Lubans, J. M. Edgar and R. F. Dart 
Social Development Corporation, 1977, p. 128 

This work prov'ides an interesting look at how Management 
by Objectives (MBO) can be modified to work in a law enforcement 
setting. Excellent information is included for criminal justice 
administrators to use in technj.cal assistance efforts with laW 
enforcement agencies. Policing by objectives (PBO) is used to 
describe a systematic method of managing police organizations more 
effectively and with better results. Based on a process designed 
primarily for use in business and industry, PBO has been extensively 
modified to take into account the extraordinary management problems 
inherent in the police enterprise. The typical problems which beset 
the police manager -- little control over the demand for the types, 
timing, or frequency of services, results which are not easily 
measured, budget decisions which are often made outside the police 
department -- are problems with which a business-oriented system of 
management is incapable of dealing. PBO, on the other hand, acknow
ledges these and the many other special difficulties which character
ize the distinctive world of police management. Implementation 
issues and the difficulties in successfully "organizing" are addressed. 

Title: 
Author: 

Source: 

PERT for CAA Planning, Vol. II 
Policy Management Systems, Inc. (Pursuant to a contract with 
the u.S. Office of Economic Opportunity) 
u.S. Government Printing Office, Washington, D.C. 

This programmed text provides excellent instruction in the 
application of Performance Evaluation and Review Technique (PERT) 
to organizing and controlling programs and activities in the public 
sector. This represents a valuable resource document for practitioners 
interested in PERT. Concepts from this work were incorporated into 
this course. 
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Resource Bipliography 

The approach to organizi,ng taken i,ll t.his course deals primar!lr 

wi,th topic~~ that are generally included in. the literature on "opera

tional planning" an.d "project management. II 1I.s indicated in the 

introduction to this module's text, the articles and books cited in 

Module Two dealing with ration~l budgeting systems include discussions 

of the types of operational planning addressed in this course. It should 

again be noted that this mO,dule also reflects concepts covered in other 

CJTC Courses. The materials from both the Planning and Program Development 

Courses can provide valuable additional informatiQn in this topical area. 
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MODULE FOUR 

CONTROLLING 

Module OVerview 
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This Module presents techniques .. ( and strat,egies for controlling pro": 

grams, activities and SubO~~;s. Various pr,ogram and project control 

techniques are explained, including PERT, CPA, Action Plans, MOR, and other 

products of evaluation. Techniques for controlli~g employees are also 

presented, including standards of performance, motivation and communication. 
, , 

Also discussed are approaches the cri~na1 justice administrator can employ 

to maintain "self control", including t.echniques for dealing with stress. 

Learning Objectives 

At the completion of this module, the participant should be able to: 

1. Identify first- and second-category controls and explain how they 

can be used by criminal justice managers in carrying out their various roles. 

2. Apply various techniques to the control of activities in criminal 

justice agencies and programs, including PERT, CPA, Action Plans, Method 

of Rationales, and Evaluation products •. 

3. Apply various techniques in insuring the prpductivity of individual 

employees within a criminal justice agency, including defini~g, developing 

and using standards of performance, and conducting an' enlp10yee performance 

appraisal process, effective motivation and communication. 

4. ED1?loy various "self-control" techniques, including techniques to 

manage stress and time. 

This Module consists of: 

1. Lecture 

2. Desk exercise 
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MANAGEMENT PROCESS 

DETERMINE PRESENT SIT
UATION (INTERNAL/EX
TERNAL VARIABLES) 

EXAMINE AGENCY/ CD--~---I.-<D .0 .@CONSIDERALTERNATIVE. 
PROGRAM/LEADER- DETERMINE PROJECTIONS AND SYSTEM FUTURES 
SHIP PARAMETERS IDENTIFY ANTICIPATIONS (ENVIRONMENTAL 

AND ASSUMPTIONS AND VARIABLE 
ANALYZE RESPONSE PLANS) 
PROBLEM 

r
®-----· --t----Q)4~1---------.-I---<DESTABLISH MISSION 

MONITOR I 
. AND I EVALUATE + ___________ .J 

~ PROGRES~ I MO;Y IMPLEMENTATION 

® IMPLEME ....--_~ 
. PLANS I If rp I-----.. ---~~~I 1- rs" I SELECT ALTERNATIVE 

_ ~ \!..J _ III'" ~ \V STRATEGIC GOALS 

ESTABLISH NORMATIVE 
GOALS AND POLICIES ~ 1 &@I..-.-+--I& ® I"~I----I & ® I"'~I--Q) IDENTIFY ALTERNATIVE 

- - - - - COURSES OF ACTION 
ESTABLISH PLANS FOR SELECT PREFERRED SELECT ALTERNATIVE 
IMPLEMENTATION AND ALTERNATIVES STRATEGIES THAT BEST 
EVALUATION ADDRESS ALTERNATIVES 1-7 

Th1S Module addresses the aspect(s) of the Management Process Chart that is (are) highlighted. 
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LECTURE NOTES 

I. THE ROLE OF CONTROLLING IN THE MANAGEMENT OF CRIMINAL 
JUSTICE AGENCIES, PROGRAMS AND ACTIVITIES 

A. Relationship to Planning and Organizing 

Key Points and 
C":, I to 1': 

,Controll.ing has been defined as insuring that the step 5, Decision 

objectives established during planning are achieved to 

the greatest extent possible. In many respects, con

trolling is the most difficult of "the three management 

responsibilities for the criminal justice administrator 

to perform. This is especially true in the roles of pro

gram manager and leader in the criminal justice system, 

where the administrator may be handicapped,by such 

factors as limited evaluation staff, wide geog~aphic dis

persion of projects, lack of clear-cut authority, and so 

forth. Successfully accomplishing the control responsi

bility thus becomes one of the greatest challenges con

fronting the criminal justice administrator. As has 

been pointed out earlier in the course, nOne of the 

management responsibilities exists in a vacuum. The 

following discussion of controlling will re-emphasize 

thi:s fact again and ag'ain. It will become obviou,s that 
, , 

the manner in which planning and organizing have been 

conducted will determine to'a great extent how success

fully the criminal justice administrator can perform the 

control responsibility. It will likewise be obvious 

that by properly carrying out the control responsibili~y, 

the criminal justice administrator can obtai~ information 

invaluable in making necessary adjustments in present 

organizational frameworks to better pursue established 

objectives and to more realistically plan for the future • 
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, LECTURE NOTES 

B. Relationship to the Various Roles of the 
Criminal Justice Admininstrator 

In performing the control responsibility in the 
three roles as director of an organizational unit, 

manager of programs and leader in the criminal justice 

system, the criminal justice administrator is inyolved 

in the control process in two distinct capacities. The 

first is as a manager of the c~ltrol process itself. 

T~~cond is actually as a control "agent". The former 

c .city is primarily concerned wit~' the steps to be 
, '\ " ... \ 

tak'sn to .insure that the control responsibility is pro-

perly conducted within the organizational unit and pro

gram area~ for example, taking the steps necessary to 

allocate sufficient' organizational ,'resources to JOOnitor, 

evaluate and intervene in ,i~ortant projects. The lat

ter eapacity, that of control agent, is primarily con

cerned'with the manner in which the criminal justice 

administrator "controls" subordir:lates as director of an 

organizational unit. P:t:ior to embarJClng upon an exami

nation of how the criminal justice adminis~rator can 

best:'perform in these two capacities, the types of con

trols available for use in these capacities should be 

identified. A description of them is given in the next 

segment of this Module. 

II. TYPES OF CONTROLS 

A. First-catego;rY Controls 

Key Points and 
.. .foa 

The concept of first

and second-ca#:egorg 

First-category epntrols are the conditions estab- controls J.s contained 

lished during the planning and orClanizing phases that,es,' in the "Essentials of 

tablish:the "boundaries" within which the o~ganization Management" Course, 

or program will operate. Often these are not viewed as cOPlJright ® 1977 blJ 
~ 

the American Manage-controls in the strictest sense by criminal justic~ 

administrators, but their potential influence on the 

overall controll resp~nsibiJ.iity ia quite powerful. 
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LECTURE NOTES 

Examples of some first-categol.'"Y controls inherent 

in the planning and organizing responsibilities des

cribed earlier in the course are presented below. 
.~ 

Planning Controls 

Key Points and 
r., .h'l 

The most powerful first-category control Re-emphasize the 

developed during the planning phase is the objective. importanoe of the 

Me.re than any other control, tbeobjective serves as objeotive. It was 

the boundary in determining how resources will be the key to organiz-

allocated. In many respects, the objective represents ing; now it becomes 

the "bottom line" in evaluating organizational, pro- crucial to the C'on

gram or individual efforts., It is the central con- trol process. 

trol upon which all the other controls are built. The 

()bjective becomes' the "product control" from which Objective = Bottom 
the:-remaining Ifprocess controls" derive their rele- ,Line 

vance. The otherimpo'rtant first-category control 

developed during ,the planning phase is the budget, 

wh-tch established the financial "boundaries u of the 

organization or program. The bud9!3t should serve as 

an on-going control in providing for the respbnsible 

allocation of resources tp achieve' objectives. 

2. Organizing Controls 

The organizing techniques introduced in the 

previous Module--action plans, PERT, and CPA--· are 

useful as both first- and second-category controls. 

A~ first-categorY t:ontrols" they too establish bound

aries by ~pecifying the time,.and s~quential relation

ships that should exist betwe~q the activities im

plemented to achieve objectives. They represent 

PQwerful tools in assisting the criminal justice 

administrator to control how and when those available 

resources are used. 
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LECTURE NOTES 

B. Second-Category Controls 

Second-category controls are the measures used 
to determine how close to the'l'boundaries" established 

during planning and organizing the organization, pro

gram or individual has come., Second-category controls 

are probably much more recognizable to criminal justice 

administrators. These controls.are usually in the form 

of reports that describe both work in progress and com

pleted work. In developing second-category controls, 

the criminal justice administrator should take steps 

to insure that these controls have three basic 

characteristics. Second-category controls should be: 

1. Timely 

2. Economical-

3. C~~.i.JIe 

A timely control simply gives the program manager 

information soon enough to take corrective action. For 

example, in the last Module an example was discussed 

of determining the critical path in a community-based 

juvenile treatment facility. As you may recall, we 

determined that the most important sequence, or the 

critical path, waRl the one involving t~,g_.J?rocess of 

obtaining a strucnure to house th~~~:~~y. The 

Critical Path Analysis would serve as a timely control 

if it alerted the criminal justice administrator that 

this process was going to take longer than planned 

in time to avoid hiring staff members who would have 

nowhere to workl 

An economical control is one that does not cost 

more to administer than the value of the information , 

it provides. Given the limited resources prevalent 

in most criminal, justice agencies, economical also 
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LECTURE NOTES 

implies that the control is cost-effective in com

parison with other alternative controls which could 

be used to provide information about the area in 

question. ror example, hiring three additional mOnitors 

to track the participants in 'a study release project 

to determine whether or not they become recidivists may 

not be as economical a control as'simply having one 

staff member periodically make an inquiry through the 

National Crime Information Center computer to determine 

whether or not any participants had been arrested. 

A comprehensive control gives the criminal justice 

administrator as complete a picture as possible of the 

topic of interest. In determining how comprehensive 

the control should be, the criminal justice administra

tor must, of course, consider the factors of timeless

ness and economy. Unlike the "product" orientation of 

the first-category control objective, second-category 

controls are concerned with the controlling of the 

"process" by which strategies are implemented. 

c. Sununary 

The above. ,discussion of the types of control 

was provided to set the stage for discussing the in,velve 

ment of the criminal justice administrator in the 

capacities of manager of the control responsibility. 

One of the essential components of the criminal justice 

administrator's control responsibility is insuring that 

a sound plan is developed that will specify how 

activities, programs, etc. will be evaluated and/or 

monitored. This plan should be developed prior to 
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LECTURE NOTES Key Points and 

the implementation of the activities or programs in 

question to insure that the criminal justice ad~inis-

trator can properly exercise managerial control. In 

the following segments of this Module the types and 

characteristics of information that should be included 

in such a plan ate discussed as well as how they can be 

used by the criminal justice administrator. As has 

been the case in previous Modules, the first role 

addressed is that of Manager of Programs because of the 

existence of more established techniques for perform

ing this activity in the context of the criminal jus

tice system. Completion of an acceptable evaluation 

plan completes Step 12, Decision Point ~ in the Manage

ment Process. Together with the implementation plan 

discussed in the previous Module, they provide a solid 

framework to embark upon the implementation effort. 

III. MANAGER OF THE CONTROL RESPONSIBILITY 

As has been po,inted out throughout the course, 

the degree of involvement of the criminal justice 

administrator .in the actual activities involved in 

planning, organizing and controlling is a function 

of the ~ of the administrator's particular planning 

agency and the administrator's level of interest in 

any given activity. However, regardless of the 

personal level of involvement in each activity, the 

administrator is .nonetheless the individual who is 

accountable for seeing that these responsibilities are 

accomplished. The number and kinds of control options 

available to the criminal justice administrator are so 

great that it would be impossible to describe them all 

~~~he limited time a~~l;:' So the 'focus here 

is on how the criminal justice administrator can insure 
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LECTURE NOTES 

that the overall control process is conducted so as to 

contribute to optimum success in achieving organiza
tional objectives. 

A. Manager, of Programs 

Il Evaluation is the foundation for the proper • 
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control of programs. In performing the role, as manager 

of programs, the criminal justice administrator relies 

on the information generated from the evaluation func

tion to determine the relative success in implementing 

strategies to achieve program objectives. This inform

ation can be used by t.h,e program manager as a basis for 

offering technical, assistance' in an effort. to impro1iTe' 

the chances that a project will be successful, as a 

rationale for changing the level of funding made avail

able to a program element, as input for developing pro

gram plans for the next funding cycle, and so on ~ De

pending on the amount of authority exercised by the 

program manager, the results of an evaluation mig~t be 

used to intervene in an element which was being admin

istered improperly or, due' to unfortunate circumstanqe~ 
had no chance of being successful • 

As indicated above, it is absolutely essential 

for criminal justice administrators to understand that 

evaluation is intended to be far more than an "ex post 

facto" exercise designed to determine the overall suc

cess of a completed element or activity(ies). Proper 

evaluation consists of ~.~nti,~1,lum'of well-planned func

tions begun prior to project or activity implementatio~ 
continuing throuahout the life of the project or 

activit~ ~d _completed following the completion of 

the project or 'activity. The Evaluation Course offered 
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LECTURE NOTES 

by the Criminal Justice Training' ,Centers prepares plan

ning agency officials to develop evaluation plans to 

perform the comprehensive evaluation functions described 

above. Specifically, that course prepares participants 

to perform three types of evaluation: 

• Monitoring 

• Process Evaluation 

• Impact Assessment 

E,ach of these types of evaluation has an important 

role to play in assisting criminal justice administra~ 

tors to contribute to the success of an element, All 

three types ~re designed to provide answers that are 

essential to the effective management of the element or 

activity. Visuals 4-1, 4-2 and 4-3 describe the three 

types an4 the crucial questions they are intended to 

answer. 

As is also indicated in Visuals 4-1, 4-2 and 4-3, 

the three types of evaluation are closely linked to 

various componer,\ts. For example, monitoring focuses 

on imputs and activ~ties. In this context, monitoring 

is intended to be far more than an ~ffort to see that 

the activities are occurring in compliance with the pre

cise "letter" of the established plan. The ellV?hasis 

must also be di,agnostic: are the activities bei,ng con

ducted acct}:rding to the "spirit," of the plan? Are the 

inputs resulting in the activities that are intended to 

produce the specified results? For example, are the 

counselors employed in a corrections project actually 

engaged in implementing progressive counsel~g activi

ties or are they being used as de facto correctional 

officers a majority of the time? 

Another important factor to be address'ed as a com-
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ELEMENT MONITORING AND MOR 

TYPiCAL QUESTIONS 

IS ELEMENT OPERATIONAL? 
IS IT ON SCHEDULE? 
IS IT CONSISTENT WITH PROPOSAL? 
DOES SCHEDULE NEED IO BE REVISED? 
DO STANDARDS FOR STAFF/EQUIPMENT NEED 

TO BE CHANGED? 
IS THERE EVIDENCE OF ANY SERIOUS PROBLEM 

, ~ . 
IN ELEMENT MANAGEMENT/STAFFING? 

IS TA NEEDED? 
IS IT REASONABLE TO EXPECT ELEMENT 

TO BE SUCESSFUL? 
A\RE RESOURCES BEING USED AS INTENDED? 
ARE THEY ADEQUATE? 

EARLIEST THAT DATA 
FOR ANSWERS LIKELY 
TO BE AVAILABLE 

EARLY AND THROUGHOUT 

ELEMENT'S LIFE 

FOCUS IS ON INPUTS AND ACTIVITIES 
4-1 
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PROCESS EVALUATION AND MOR 

TYPICAL QUESTIONS 

ARE INPUTS/ACTIVITIES SUFFICIENT TO 
PRODUCE DESIRED RESULTS? 

. DO CHANGES NEED TO BE MADE? 
WHERE AND HOW MUCH? 

HOW CAN EL.EMENT BE MADE MOR~ 
EFFICIENT? WHAT OPERATIONS/ 
PROCEDURES SHOULD BE CHANGED? 
WHAT ELEMENT STRATEGIES/TECHNIQUES 
SHOULD BE ADDED/DROPPED? 

SHOULD ELEMENT BE CONTINUED? 

HOW MUCH ARE VARIOUS ELEMENT 
OPERATIONS COSTING? 

EARLIEST THAT DATA 
FOR ANSWERS LIKELY 
TO BE AVAILABLE 

MIDDLE OF ELEMENT LIFE 

FOCUS IS ON ELEMENT RESULTS 
4-2 
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IMPACT ASSESSMENT AND MOR 

TYPICAL QUESTIONS 
TO BE ANSWERED 

DID ELEMENT ACCOMPLISH OBJECTIVES? 

WHAT EFFECT DID ELEMENT HAVE ON 
BROADER LE/CJ SYSTEM? 

SHOULD A SIMILAR ELEMENT BE INSTI
TUTED ELSEWHERE? 

HOW DOES ELEMENT APPROACH COMPARE 
WITH OTHER STRATEGIES? 

DID ELEMENT RESULTS CONFIRM ITS 
UNDERLYING THEORY OR ADD TO THE 
BODY OF KNOWLEDGE? 

SHOULD ELEMENT BE INSTITUTIONALIZED? 

EARLIEST THAT DATA FOR 
ANSWERS LIKELY TO BE 
AVAILABLE 

INITIAL INFORMATION EARLY 
IN ELEMENT, SUBSTANTIVE 
INFORMATION FROM MIDDLE 
THROUGH LIFE OF ELEMENT 
AND BEYOND. 

WHAT BENEFITS WERE RECIEVED AT WHAT COST? 

FOCUS IS ON ELEMENT OUTCOMES 4-3 
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LECTURE NOTES 

ponent of the monitoring process is the role of 

"environmental variables". As was discussed in the 

Situation Analysis segment of the Planning Module, 

criminal justice administrators must monitor those 

factors in the "environment" of their agencies, activi

ties and programs that can impact their chances of suc

cess, although those factors maY,be beyond their direct 

control. For example" in the case of the corrections 

counseling project mentioned above, a riot may have 

occurred in the institution in which the project is be

ing implemented shortly after the project began. The 

bitterness and fear produced by ~he riot conceivably may 

have completely destroyed thelsupport the institutional 

staff might offer in any treatment effort. Con sequent

lY,for r~asons totally beyond the control of the 

criminal justice administrator, the success of the pro

ject has been seriously endangered. Accordingly, 

criminal justice administrators should take steps to 

insure that monitoring addresses the important area of 

environmental variables. 

Ttie remaining two types of evaluation are likewise 

closely tied to components of the ~thod ~f Rationales. 

Evaluation is linked to results; impact assessment to 

outcomes. 
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LECTURE NOTES 

In assessing the appropriateness of an evaluation 

plan or the output~ of eJ1 eValuation effort in' one or 

lOOre of the three types described above, criminal jus

tice administrators should be guided prima,rily by the 

following criteria:' does the plan, or, the output of 

the evaluation efforts(s), provide information that ,is 

useful in Qecision-making? ' Can the output.s of monitoring 

be useful in correcting a defective project, or will 

,the results be available too late to make the needed 

adjustments? Will the data provided by evaluation be 

useful in deciding ~hether or not an activity should be 

continued? Wili the results of impact assessment be 

helpful in deciding whether or not a project should be 

institutionalized? In summary, criminal justice admin

istrators must insure that the evaluation is designed 

,to be a decision-making tool rather than an academic 

exercise. 

Essential to the effectiv~ness of each of the three 

types of evaluation is the proper identification of, 

"key events" and the establishment, of criteria for 

measuri,ng the success of those key events. Key events 

can occur throughout the life of a proj~ct or activity. 

They a~ the important occurrences that should ,take place 

(1) if the inputs are properly put into piace to pr,o

duce the intended activities, and (2) if the activities 

'produce the intended ~sults, and (3) if the results 

lead to ~he intended impact. An example of key events 

in each of these three categories is as' follows: (1) +n 

the first instance, i.~., inputs produc~ng activities, 

key events in a proj ect involvi,ng counseling for in

mates could be the hiring of qualified counselors or 

the leasi,ng of a facility for the project. (2) In'the 

second ~nstance, i.e., activities producing results, 

a key event in the inma'j:e counseling project might 

be delivery of int~ded services to the 

IV-IS 
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target population. (3) In the f~nal' t . ... ~ns ance, ~ • e • , 

results leading to intended impact, a key evellt might be 

the determinution that the target population has a lower 

recidivism rate than a "control" population. 

Key events should, of course, be consistent with 

the criterion of deQision-making utility. They should 

provide information useful to either the proper im

plementation of the project or adtivity' in question' or 

the. more long-range considerations such as whether or 

not the project or activity should be institutionalized. 

In many instandes, key events are fairly obvious. Ih 

complex projects involving a myriad of· inputs and 

activities, however, the identification of key events 

may not be totally self-evident. In these cases, net

working can be qUite helpful in the identification pro~ 

cess. As was pointed out in the Planning Module, net

working displays pictorially the "logic" of a project 

or a~vity. ~xamining a network can assist in identi-~ 
" ':... .......... ,r\olo 

fying those points at which a group bf inputs should ....... ,. . 
'come together to produce a specified activity, a group 

of specified activities should culminate in an intended 

result, and so on. These points are in essence key 

events, and analyzing the.n~uwork can assist in identi~ 

fying those that should be included in an evaluation· 

effort. 

To be truly useful to the decision-making process, 

key events must have established success criteria, and 

these success' criteria must be measurable. The measure

ment is usually in.:.terms of time as well as quality 
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and/or quantity. For' example, in the example of the 

key events related to the inmate counseling project, the 

measurements of the various key events might include the 

following,: 

(1) By June 30, 1980, were eight counselo~~ 

hired who had at least a masters degree in guidance and 

counseling? 

(2) By Septe~er 30, 1981, did at least 1,000 

inmates participate in individual counseling sessions as 

evidenced by project records? 

(3) By September 30, 1981, did the insti

tution in which the counseling project took place have 

feWer serious infractions than a similar institution 

without the project? 

Establishing concrete measures such as these is essen

tial to insuring the relevance of the evaluation of 

key events to the successful management of projects or 

activitie.s. 

In conclusion, criminal justice admin,istrators 

should ask the following questions in attempting to 

assess the adequacy of a proposed evaluation effort: 

(1) Is the type(s) of evaluation proposed-

monitoring, evaluation, impact assessment -- consistent 

with decision-making needs? 

(2) Are the key events and measures of suc

cess identified? Are they complete? 

(3) 'When is the information generated by the 

evaluation going to be available? 

Answering these questions appropriately prior to evalua

tion implementation can save both time and effort later 

as well as helping to insure the utility of evaluation 

outputs. 
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To the degree permitted by the size and relative 

expertise of the staff at'their disposal, criminal 

Key Points and 
,., Ir", 

Emphasize that eval 

uation is not done 

justice administrators s~ould require that an evalua- for its own sake, 

tion plan be established and implemented for the pro- b,ut as an aid to 

jects in the~r program area. In most planning agencies plan and'organize. 

this may be unrealistic, but program managers should 

nonetheless strive,to conduct as complete an evaluation 

of the major projects ~n their program areas as pos-

sible. Without this evaluation, their actual ability 

to have any meani~ful impact on the projects after 

they are funded will be greatly limited. 

The ability of criminal justice administrators 

to exercise influence on the various projects in their 

program area after they are funded is in many ways con

tin gent upon how well they make provisions during the 

planning process for subsequent evaluation. The basis 

of the evaluation is a combination of the Method of 

Rationales, networking, and key event identification, 

which was an integral part of the planning process. 

This fact adds new emphasis to the need for criminal 

justice administrators to require that MOR, networking, 

and key event identification be integral requirements 

in the project proposals prepared in their program area. 

As was indicated above, it is often impractical 

to perform extensive evaluations of program components. 

If this be the case, then PERT and CPA can possibly 

serve as a "shorthand" check to determine if the pro

ject is on schedule and if the sequences of events are 

proceeding as planned. As was the case with MOR, 

criminal justice adm1,p.istrat,or§ !I!Wlt,,*WSl}!;ire. thAt. the 
4 

E!~,::W:d ',9;~~,~Sh$!:tS }'i~, dE7~~~Oe;A. .. P~f.~7·to 'l2:r:p~ect . 

~!.~".'~~,tation.,*,O J&.~!:.",~~~~ .. ,,~~~~~~~; .~S ,~,!,JI'.¥.C~.S: pf I 

the control responsibility. 
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One of the most unfortUnate~~ of , managing 

criminal justice progra,ms is the lack of sufficient re

sources to evaluate how successful they are in achieving 

program objectives. 

for the developms,._ 

, ~roviding, as well as they can, 

implementation of evaluation 

measures such as those ... ~scribed above, managers of pro

grams can begin to gather the information they need to 

exert control over the projects in their program ar,ea. 

By requiring that MOR, PERT and CPA are applied in the 

development stages of a project, program managers can 

often help those who will eventually implement the pro

ject to avoid potential problems. Applying these tech

niques prior to implementation can expose flaws that 

need to be corrected in advance, thereby enabling 

those administering the project to avoid or correct 

potential problem areas. 

The possible ways in which the information gained 

,through these control processC3s can be used are dis

cussed below. 

• Data from Element Monitoring and Process 

Evaluation. The data from these two types of evaluation 

can be useful to the manager of programs in deciding: 

_ Whether or not to expand one that is 

working, 
How to correct a project that isn't 

working; 0): 

Key Points and 
r, I t"~ 

The degree to which 

program managers 

_ Whether or not to discontinue a project. can intervene to 

correct or discontin-
The extent to which program managers can 

use this information to control ths project is again 
ue a project ~gain 

determined by the types of authority they can exercise 
" tive authority they 

'\ depends on -che'rela..., 

in their given program areas. 
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• Data from Impact Assessment Display ViS~ICil 4-3 

As is evident from the questions addressed again. 

by impact assessment shown in Visual 4~3, the focus of 

this type of evaluation is primarily to help the manager 

of programs determine questions related to future plan-

ning rather than the control of existing efforts, e.g., 

whether or not a certain project .should be institution-

alize~ or whether similar projects like it should be 

instituted elsewhere. As such, this type of evaluation 

is less relevant to criminal justice administrators in 

their efforts to control programs. 

S\unrnary 
The Evaluation Course has created a sound 

conceptual framework for developing a plan to genera~e 

data that can be used by managers of programs in con

trolling projects to the extent permitted by the power 

they possess in this role. The managers of programs Emphasize that the 

should therefore take whatever steps they can to insure products or these 

that roonitoring, evaluation and impact af?sessment are e'tl'aluationerrorts 

planned for and conducted by their staffs consistent provide a re~dback 

with existing resources. loop to the decision 

making process at 

B. Director of an Organizational u,~ sever,ll decision 

The directors of organizational units are with-points. 

out question the key figUres in managing the control re

sponsibility within their own units. They have the 

authority to require that the necessary preparatory 

steps for proper evaluation be done during the p~an

ning and organizing stages so that they can use its 

outputs to control their organizcttional units' efforbf5 

to achieve thQ objectives which have been established . . 
They are the ones accQvotable for insuring.that: 
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IMPACT ASSESSMENT AND MO·R 

TYPICAL QUEST~ONS 
TO BE ANSWERED 

DID ELEMENT ACCOMPLISH OBJECTIVES? 

WHAT EFFECT DID ELEMENT HAVE ON 
BROADER LE/CJ SYSTEM? 

SHOULD A SIMILAR ELEMENT BE INSTI
TUTED ELSEWHERE? 

HOW DOES ELEMENT APPROACH COMPARE 
~~ITH OTHER STRATEGIES? 

DID ELEMENT RESULTS CONFIRM ITS 
UNDERLYING THEORY OR ADD TO THE 
BODY OF KNOWLEDGE? 

SHOULD ELEMENT BE INSTITUTIONALIZED? 

EARLIEST THAT DATA FOR 
ANSWERS LIKELY TO BE 
AVAILABLE 

INITIAL INFORMATION EARLY 
IN ELEMENT, SUBSTANTIVE 
INFORMATION FROM MIDDLE 
THROUGH LIFE OF ELEMENT 
AND BEYOND. 

WHAT BENEFITS WERE RECIEVED AT WHAT COST? 

FOCUS IS ON ELEMENT OUTCOMES 4-3 

, 
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1. The Method of Rationales, Networking and 

Key Event Identification are developed to the extent 

practical for those major elements undertaken by the 

organizational unit; 

2. Action plans, PERT and CPA charts are de

veloped for major unit elements; and 

3. Most importantly, credibility for the pro

cess is established by their demonstrating to their 

staffs that they are using the outputs to actually con

trol their efforts to achieve objectives. If they fail 

to do this, the two previous steps become meaningless 

exercises that waste limited resources. 

4. Summary 
As the directors of organizational units, 

criminal justice administrators are in the enviable 

position of being able to exert sj.gnificant authority 

to insure that the control process is properly managed. 

The degx:ee to which they do so has a great influence 

on whether or not they will be effective in this role. 

C. Leader in the Criminal Justice System 

As leaders in the criminal justice system, 

'criminal justice administrators can use the techniques 

applicable in their roles as managers of programs and 

directors of organizational units to render technical 

assistance to those agencies which request their assis

tance in attempting to bettt~r control their efforts. One 

of the advantages of understanding the interrelationship 

of the planning organizing and controllinq responsibili, 

ties becomes quite evident in this regard. Most mana

gers who, complain that they are unable to control re

sults in their organizations probably fail 'to do so as 

a resUlt of indadequate planning and organizing. The 
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request for assistance in developi,ng controls will 

usually gi~ the leader the opportunity to 'provide 

advice in all three management responsibility,areas. 

D. Summary 

Ineaoh of their three roles, cri~nal justice 

administrators 'can profit frdn their ~,nowledge of the 
techniques used in performiruJ the control responsibil-, 

ity. In their roles as manager of programs and direc

tor of an organizational unit, they are the individuals 

accountable for at least developing a ,framework in 

which control can be possible, including insuring 

that an evaluation plan is established prior'to the 

actual i~lementation of a program, element or activity. 

And in their role as leader in the criminal justice 

system they can use this knowlodge in rendering tech

nical assistance to requesting agencies. Although 

at times they may not be able to use evaluation in

formation to control some areas of their variOUS 

roles--espeeially politically sensitive projects--to 

the extent they as professionals would like, these out

puts:cannonet~eless serve as valuable input in making 

future decisions about similar p~ograms or activities. 

IV. CONTroL AGENT 

In the previous s,egmen't of this Module the ways 

in which a criminal justice administrator can man.age 

or contribute to the proper management of the control 

responsibility were disQu&:~Q. Within the context of 

the role as director of an' o,rgani,zationalluni't., h0"rever, 

the administrator does llW:)re thah managerl'the process. 

For illllllEldiate. subordinates', the adminis't:,rator becomes 

--- '-"- -~'-~--''' . ...
.~ -. • - __ "'1.1 
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the "control agent" who is accountable' ,for the subor

dinates' individual job performance. This segment 

will discuss an approach the director of an organiza

tional unit can use to accomplish this important task. 

A. ~~rds of Performance 

A standard of performance is a statement of . 

the condition(s) that will exist when a responsibility 

is satisfactorily completed. Standards of performance 

should be used by the criminal justice administrator 

as the basis for evaluating and' "controlling" Subor

dinates. Three distinct types of standards CCLI1 

potentially be used by criminal justice administrators: 

historical, comparative, and engineered. 

1. Historical performance standards are 

based on ·past performance by the Subordinates. For 

example, if an individual is going to be engaged in 

activities for a future time span similar to those 

performed in a previous time span, then standards for 

the corning period co'uld be developed to reflect per

formance during that past period. The standards coulq 

reflect either a change or no change based on the his

torical precedent. For example, a performance standard 

for a comptroller might read as follows: During fiscal 

year 1980-81 the number ~f substantial budget 

exceptions will decrease by 10% compared to fiscal 
I 

year 1979-1980 •. 

2. Comparative performance standards are 

based on a comparison of the work performed by two or 

more subordinates perfOrming the same tasks. This does 

not necessarily mean that comparative standards result 

in the sarne standards for the subordinates, however. 

Based on experience, other job responsibilities, ad-
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STRlI.TEGY: 

ACTION PLAN AND STANDARDS OF PERFORMANCE 

BY JULY 1, 1980 i' OPEN A HALFWAY HOUSE FOR 
J~~ILES IN MERION TOWNSHIP 

INDIVIDUAL PROJECTED PROJECTED 
COMPLETION 

RESPONSIBILITY 
ACCOUNTABLE STARr 

1- Secure a suitable 1- Jeff Poole 1. 10/1/79 1. 2/1/80 
. building to house 

the facility 

5/1/80 " Sally Dawson 2. 2/15/80 2. 2. Purchase supplies, ,e;. 

equipment,. furnish-
ings, etc., for 
facility 

3. Move supplies, 3. Jeff Poole 3. 5/15/80 3. 6/1/80 
equipment, etc,. 
into facility 

4. Select Director 4. Torn Jackson 4. 11/15/79 4. 2/15/80 

5. Select Staff 5. Director 5. 3/1/80 5. 5/1/80 , 
~. 'l'rain Staff 6. Director 6. 5/15/80 6. 6/1/80 

7. Select Residents 7. Director 7. 6/1/80 7. 6/20/80 

~. Open Facility 8. Director e 7/1/80 8. 7/1/80 

.'r T .. 

, 

., 

" 

• • e <) • 

EXHIBIT 4-1 

MANAGER: TOM JACKSON 

VERIFICATION 

1- Signed lease 

2. Purchase order 

3. Memo 

4. Signed contracts 

5. Signed contracts. 

6. Memo verifying conduct of 
course 

7. List of residents 
8. Memo verifying opening 

" I 
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vanced training, etc., the standards for one individual 

might be higher or lower than for the ot~er. For ex

ample, the job standard for a probation officer per

forming pre-sentence investigations who has ten years 

experience might require that officer to perform'25% 

more satisfactory investigations than an officer per

forming the same responsibilities who had one year of 

experience. 

3. Engineered standards are based on the 

objectives established within the context of the 

Management Process in which'the individual subordinate 

is going to be expected td participate during implemen~ 

tation. 

Engineered standards qf pe~formance can be readily 

developed using the action plan format discu~sed during 

the previous Module on organizing. (Refer to Exhibit 

4-1). If action plans are established as recommended 

for the major elements being implemented to achieve 

organizational objectives, the important responsibili

ties which the director of that organizational unit 

should devote time to controlling are already 

delineated. Subordinates can be evaluated on the basis 

of the objective verifications in the final column 

which indicate whether or not the responsibility is 

satisfactorily completed. The "verification" column 

in essence serves as a stanaard of performance. The 

director also has the discretion to refine the stand

ard to include elements such as a comparlson with re

sults achieved in the past 'in a similar area or a 

comparison with the performance of others in the organ

ization. For example, if the "verification" column 

indicates that satisfactory completion of "Responsi

bility" identified as "Complete three process evalua-
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tions of half-way houses" is simply listed as "Com

pleted process evaluation documents," the director 

might wish to more clearly state the standards of 

performance as follows: 

"By September 30, 1982, satisfactorily complete 

three process evaluations for half-way houses with no 

additional resources as compared with one half-way 

house process evaluation for the previous 'fiscal year." 

The above standard indicates that the director 

expects this subordinate to triple the output of 

half-way house process evaluations during the year in 

question., Performance standards provide subordinates 

Wi~ understanding of what is expected 

an rov.i,.de the director with a sound tool for 

ing and controlling individual performance. 

B. "Quantity" vs. "Quality" 

of them, 

apprais-

One of the most difficult aspects of:develop

ing good standarqs of performance is insuring that the 

standards provide for quality as well as quantity in 

subordinate output. Often it is difficult to adequate

ly define Uquality" in a given task area, e.g., ?,hat 

are the qualities of a planner? But to the extent' 

possible the quality factor shouid be considered. In 

the area of comparative standards the individuals 

covered', by comparative standards are the likely ones 

to help identify the quality variables. 

C. The Performance Appraisal Process 

For many criminal justice administrators, the 

performance appraisal process is one of the most diffi

cult assignments they undertake. Many avoid the process 

as much as possible, preferring to confine appraisals to 

a once a year performance appraisal form that is more 

likely than not mostly a checklist. 
IV-27 
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But the performance appraisal process can contribute 

significantly to the overall success of the organiza

tion because it provides a framework in which two func

tions of critical importance to organizational success 
can be conducted: 

1. The extent to which an individual is con

tributing to the achievement of ?rganizational goals 

and objectives can be examined. This examination in

cludes an exploration of ways in which the individual's 

contribution can be increased; and 

2. The SUbo:i:-dinate 's "growth" is discussed 
'·_·~~I.W'I"'· , 

in terms of ~ob performance. For example, does perfor-

mance justify an expanded role? Does the' subordinate 

require additional training to improve present per

formance pr to prepare for other.organizational responsi 

bilities? The appraisal process therefore provide~ a 

framework for growth for both the organization and the 
individual. 

3. Several key points~uld be remembered 
, . ~~'"--.\ ?OnCern1ng the performance appraisal process: - ~' .. 

a. This process {;l ongoing. It does not 

occur on a quarterly, semi-annual, or annual basis. The 

manager must provide periodic feedback to the subordinate 

concerning job performance and related matters. 

b. A key component of the process is the 

appraisal conference. Usually held once a year at the 

conclusion of the process by which organizational goals 

and objectives are established, this conference serves 
a two-fold purpose: 

(1) First, it is a summation of all thE 

interim decisions concerning job performance that have 

occurred throughout the year. This is a review. There 

should be no surprises for the subordinate in terms of 

judgments that performance has been good or bad. 
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Those issues should be well known on the basis of the 

ongoing nature of the process. 

(2) Second, ~he primary focus should bE 

on the establishment of standards of performance for the 

comi~g year (or appropriate period) and the n.egotiation 

of growth opportunities for the subordinate. The sub

ordinate should be actively involyed in both facets of 

this endeavor. This w~ll insure the relevance of the 

standards and the commitment of the subordinate. 

c. Appraisal is subordinate-centered. 

This process should, and can be, a positive experience 

for the subo~dinate. Most people want to achieve, and 

the appraisal process can provide a vehicle to both 

enhance success and recognize it. 

4. As indicated at the outset, performance 

appraisal is not a favorite task of many criminal jus

tice administrators. But performing this process can be 

one of the most potentially rewarding activities the 

administrator can undertake in terms of its returns 

for the organization as a whole. 
"-

V. INTE:ANAL CONTROLS 

In the 

strategies 

temal" in 

previous segments of this module the various 
,~ , .......... , 

for insuring ·employee performance were "ex
..--:..~~f::'" A" .. •• 

nature. That is, the criminal justice ad-

ministrat.or was cast in the role of "enforcer" of cer

tain standards of performance, monitor of key events, 

and so on. External controls will be an ongoing reality 

of organizational life. Extemal controls are not, how

ever, necessarily the most efficient and effective way 

to insure employee performance. The best controls of 

employee performance ,are those employees impos~ up'on 

themselves. 
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In other words, these better controls are "internal." 

For ex~ple, an employee truly dedicated to achieving 

an objective will exert' a great deal of personal control. 

One of the greatel'lt challe,nges confronting a criminal 

justice administrator is creating an organization in 

which employees possess those internal controls. The 

criminal justice administrator ca? contribute signifi

cantly to overcoming this challenge by utilizing effec

tive motivation and communication techniques in deal

ing with subordinates. Approaches for accomplishing this 

task are present~d in th~ next segment of this Module. 

VI. MOTIVATION AND COMMUNICATION 

The discussion in Module Two on different individual 
•·• ... " .. ""':1 

stre~gths' and weaknesses cente:r:ed around 8 different 

clusters of personality traits or personality "types". 

These different types possess, as a general rule, differ-
, ., 

ent sets of st;:'''';!l,gths and weaknesses. At the sarre time, 

the different type.s respond differently to various com

munication styles and'motivators. What we are going to 

discuss now are the different motivato~s and different 

communication styles that are most appropriate fo·r the 

different types. 

As the discussion unfoltJ,·s it will becorre apparent 

(~nmmo""'" 

In delivering the 

that the traditional types of motivators -- e.g~, money, following lecture, 

power, etc. -- may not always be the most appropriate 

or the most inspiring for certain people. It is 

important to recognize this fact and realize ~hat dif~ 

ferent people respond to different motivators. 
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great deal of parti

cipant input on the 
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with types by this 

time, making a 

straight lecture 

format rather 

tedious. 

Refer to the dis

cussion of the 8 

personality types 

in paragraph II,F. 

of Module Two. 



A. 

B. 

TYPE A: THE RUGGED INDIVIDUALIST 

Motivators 

Ability to Do OWn Thing 

A Challenge 

Change and Adventure 

How to Communicate with Types A's 

Acquire a thick skin; this 
Individual Will be Blunt 

Be all Business, Avoiding Personal 
Problems or Situations 

Controlling his/her own Situa- Give this Individual the Overall 
tion Picture, Avoiding too much atten

tion to Detail 
Don't put in Environments 

that Involve Close, Personal Be Prepared 
contact Be Straightforward and Direct 

A Feeling of at least Moving 
toward a position of Power 
cmd Authority 

Be to the Point; this Individual is 
Easily Offended 

TYPE B: THE CORPORATE KING OR QUEENPIN 

Motivators 

Difficult Tasks 

Money 

Plenty of Breathing Room 

Praise 

Public Recognition 

Room to Advance and Excel 

IV-32 

How to Communicate with Types B's 

Be Brief 

B~ Direct and to the Point 

Hold Feet to the Fire to get Detail 
Work Accomplished 

Place Limits on Scope of Responsi
bility 

Stroke Ego 

Structure this Individual's Time 
, 

I) 

I rf) 
----
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TYPE C~ THE STUDENT BODY PRESIDENT 

Motivators 

Constant StimUlation 

Freedom and Flexibility to Carry 
Tasks 'l'brougn co Completion 

Novelty and Adventure 

Opportunity to Lead 

Praise and Public Recognition 

TYPE D: THE BENEVOLENT COUNSEI.OR 

Motivators 

Easy:"going, Non-volatile, Non-
politicized Atmosphere 

Involvement with People 

Personal Praise 

Promise of Longevit.y 

Public Recognition 

Stability 
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'How to Communicate with Type C' s 

Give Personal Reinforcement 

Is a Good Listener and Will 
Hear you Out 

Impose Structure on this Individual 
in the Form 0 f Limits 

Likes Personal Involvement with 
Co-Workers, so Talk ~out Personal 
Things 

Put Down, Especially on Details 

Talk About the Big Picture 

How to Communicate with Type D's 

This Individual Takes Things Person
ally, so be careful with your 
criticisms 

J:?On't Moni.tor too Closely or wJtll 
, Feel Pent Up 

Wants Personal Involvement, so be 
Warm and Friend~y 

Likes to Know How Things will Affect 
the People Involved 

Provide Structure t6 Get Task 
Accomplished 

Thrives on Flowery Praise 



E. 

F. 

TYPE E: THE TEAM PLAYER --
Motivators 

Freedom and Flexibility to Establish 
Close Personal Contacts with People 

Acknowledgement from others that they 
find This Individual's Actions Pleas
ing 

Moderately-paced, Low Pressure Environ-
ment 

Promise of Longevity 

Public Recognition 

stable Working Environment 

TYPE F: THE coMIANY PERSON 

Motivators 

Close supervision, 

Intricate, Detail-oriented Work 

Promise of Longevity 

Sense of Belonging to Group 

Steady Stable Work Environment, 
can be Very Upset by Sudden 
Change 

r I 
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How to Conununicate .WithQ E's 

Communicate new Ideas Slowly, 
this Individual's not Quick 
to Change 

This Individual Takes Things 
Personally, so Be Careful 
with criticisms 

Explain How Something Will, Affect 
People and Established Tradi
tion 

Give ,Constant Reinforcement 

Give Detail Explanations 

Wants Personal Involvement, 
So be Warm and Friendly 

How to c~mmunicate with Type F's 

Be Solicitous and Warm About 
Personal Matte~s 

Communicate Slowly and Deliber
ately 

This Individual Takes Things 
Personally, so Be Careful 
With your Criticis~s 

Give Detailed Explanations 

Give Constant Feedback 

Put as Much COmmunication as 
possible in Writing 
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G, Type G: THE PERFECTI0NIST 

MOtivatOrs 

Ample Time to COmplete a Task 
Close Supervision 

Detail Work, Involving Minimal 
Contact with Others 

,!!.OW' to Communicate with Type G' s 

Be Px'ecise 

Be tel the Point, Avoiding Much 
PeJ:sonal Involvement 

Stable, Secure Working Environment 

Tasks In~~ol ving Technical Expertise 

Task-orient~d, Rather than Personal 
Reinforcl'3ment 

ExPll:lin Things in Detail, Covering 
EVtery Angle 

Makel Sure you have your Facts 
Straight, Because This Person 
will Check Your Job Very Carefully 

H. TYPE H: THE HARD-DRI,YING SKEPT,!£ 

Motivators 

Challengi,ng ProJ:aems 

Freedom from Supervision 

Highly Skilled, Technical Work 

Minimal Personal Involvment 

Task-OrientE!d Praise - Respect 
for a Job Well Done 

Time to Examine Every Detail 
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Put. as Much Communication as Pos
sihle in Writing 

Remind this Person of the Big 
Picture 

How to Communicate with Type H 's 

He Accurate 

Be All-Business 

Be Blunt and to the Point 

Communicate with this Individual 
as little as Possible 

Give Gentle Reminders about the 
Big Picture 

Give Gentle ~m;~d9rs to Extract 
a Deei:;lon 

Have Every Angle Examined Before 
Going to this Individual 

'. 
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LECTURE NOTES Key Points and 

Even though you may be aware of the different 

motivators and communication techniques for different 

types of people, and even tho,ugh you may use those 

motivators and communicators effectively, that does 

not always obviate the Occu:t1-ence of stress. Indeed 

stress is an all too frequent phenomenon in the lives 

of criminal justice administrators. The next section 

of this Mcdule will deal, with stress and its effect. 

VII. STRESS MANAGEMENT 

A. Introduction 

The term "stress" ,was coined about 40 years 

ago by Hans Selye to mean "the body' s nonspecific res

ponse to any demand placed on it." Selye further postu 

lated that there are two types of individual responses 

to ·'stressful ll situations II racehorses II and "turtles ll
• 

Racehorses function 'well and thrive in fast-paced, 

vigorous environments. Turtles are more comfortable in 

peaceful, calm environments. Placing either tY:Pe in 

the opposite environment can be very dysfunctional. 

The racehorse is as unhappy in the middle of a placid 

lake as the turtle is amidst a f~urry of activity on 

Wall Street. The danger lies in mistaking your type. 

If you incorrectly believe yourself to be a racehorse 

you can push yourself'beyond your limits, and if you 

incorrectly belie~ yourself ~o be a turtle, you will 

live constantly frustrated. 

Although different people respond differently to 

the same environments, in general there are 3 major 

sources of stress with which people are confronted: 
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LECTURE NOTES 

stress brought on by major changes 

Everyday environmental stressors 

Internal stressors 

B. Internal Stressors 

Certainly the type of individual you are 

IIracehorse ll or II turtle II -- has a great deal to do with 

the ~ind of internal stressors you place on yourself. 

Furthermore, internal stressors can be related to 

various personality traits and expectations, the de

mands we place on ourselves, our abilities to relax, 

our degree of compUlsiveness or anxiety, and our degree 

of guj.lt or greed. All of these factors are obviously 

sources of stress. They are, however, very distinct 

depending on the individual. What these internal 

stressors usually "boil down to" is an incongruence be

tween what an individual perceives about him or her

self and what other people perceive. The larger the 

incongruence, the more serious the problem and the 

greater need to sit down and reevaluate personal 

perceptions and goals. There is no cookbook recipe 

for doing this and it 'is often best done with the use 

of professional help. "Dealing with Stress Brought 

on By Major Changes ll and IIEveryday Stressors ll are 

both more readily dealt with, and the bulk of our dis

cussion on stressors will center around these two 
topics. 
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C. stress B~E.ught on by Major Changes 

1. Schedule of Recent Experiences 

In 1972, Holmes and Maseda developed a 

Key Points and 
_Comments 

Refer participants 

to "The Social Re-

IISchedule of Recent Experiences", listing in rank order adjustment Rating 

and quantifying events or changes in an individual's Scale" in Partici-

life and the amount of stress those events cause. The pants Guide. When 

probability of one developing some type of health using both the 

change has been found to be associated with the "Social Readjustment 

stressor (1I1ife crisis") scores as reflected in the 

following table': 

12-rnonth period 
stressors score 

300+ 

200-299 

150-199 

% suffering some 
sort of health change 

79 

51 

37 

The body is generally "at risk ll of this type of 

change for 24 months following the crisis, with the 

most crucial period being 12 months following the 

Rating Scale" and 

tile "Questions Re

garding Everyday 

Stressors" the In

structor should be 

very certain to point 

out that these scores 

and scales are re-

flective only of 

means and that wide 

indi vidual variations 

can and do occur. A 

crisis. Medical journals are replete with examples score in excess of 

of individuals who died within one year of a major 300 on the "Social 

change. Indeed the highest correlation with the onset Readjustment Rating 

of cancer is a major change in someone's life. In 

other words, cancer is most likely to occur within 

12 months of a major change than because of any other 

factor. An interesting corollary to this research is 

that it may be the II rate of change" rather than the 

actual change itself that can be so devastating. 
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Scale", for example, 

does not necessarily 

mean illness is 

imrndnent. This point 

is very important and 
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EXHIBIT 4-2 

SOCIAL READJUSTMENT RATING SCALE* 

LIFE EVENT MEAN VALUE 

I. 

2. 

3. 

4. 

5. 

6. 

7. 

8. 

9. 

10. 

ll. 

12. 

13. 

14. 

15. 

16. 

17. 

18. 

19. 

Death of spouse 

Divorce 

~arita1 separation from mate 

Detention in jailor other institution 

Death of a close family member 

Major personal injury or illness 

Marriage 

Being fired at \t.10rk 

Marital reconciliation with mate 

Retirement from work 

Major change in the health or behavior of a family 
member 

Pregnancy 

Sexual difficulties 

Gaining a new family member (e. g., thrqugh birth, 
adoption, oldster moving in, etc.) 

Major business readjustment (e .• g., .me?!ger, reorgan
ization, bankruptcy, etc.) 

Major change in financial state (e.g., a lot worse 
off or a lot better off than usual) 

Death of a close friend 

Changing to a different line of work 

Major change in the number of arguments with spouse 
(e.g., either a lot more or a lot less than usual 

100 

73 

65 

63 

63 

53 

50 

47 

45 

45 

44 

40 

39 

39 

39 

38 

37 

36 

regarding child-rearing, personal habits, etc.) 35 

20. Taking on a mortgage greater than $10,000 (e.g., 
purchasing a horne, business, etc.) 31 

* From Holmes, T.H. and Rahe, R.H.: The Social Readjustment ,Rating 
Scale. Journal of Psychosomatic Research 11:213-218, 1967. 
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LIFE EVENT MEAN VALUE 

21. Foreclosure on a mortgage or loan 

22. Major change in responsibilities at work (e.g., 
promOuion, demotion, la'teral transfer) 

23. Son or daughter leaving home (e.g., marriage, 
attending college, etc.) 

24. In-law troubles 

25. Outstanding personal achievement 

26. Wife h~ginning or ceasing work outside the home 

27. Beginning or ceasing formal schooling 

28. Major change in living conditions (e.g., building 
a new home, remodeling, deterioration of home 
or neighborhood) 

29. Revision of personal habits (dress, manners, associa-
tions, etc.) 

30. Troubles with the boss 

31. Major change in working hours or conditions 

32. Change in residence 

33. Changing to a new school 

34. Major change in usual type and/or amount of recreation 

35. Major change in church activities (e.g., a lot more or 
a lot less than usual) 

36. Major change in social activities (e.g., clubs, d~cing, 

30 

29 

29 

29 

28 

26 

26 

25 

24 

23 

20 

20 

20 

19 

19 

movies, visiting, etc.) 18 

37. Taking on a mortgage or loan less than $10,000 (e.g., 
purchasing a car, TV, freezer, etc.) 

38. Major change in sleeping habits (a lot more or a lot less 
sleep, or change in part of day when asleep) 16 

39. Major change in number of family get-togethers (e.g., a 
lot more or a lot less than usual) 

40. Major change in eating habits (a lot more or a lot less 
food intake, or very different meal hours or surround-

15 

ings) 15 

41. Vacation 

4.2 • Christmas 
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LIFE EVENTS 

43. Mi~or vio~ations of the la\tT (e. go,' traffic tickets, 
Jaywalk1ng, disturbing the peace,'etco) 

Thomas H. Holmes M D 
Depart~nt ~f Psychia~ry and ~eh~vioral Sciences 

Un1vers1ty of Washi~gton School of Medicine 
Seattle, Washington 98195 
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2. Coping with Major Changes 

Elizabeth Kubler-Ross has done extensive re 

search on how people react to the news that, they are 

dyi,ng. There are five 'stages which people go thro,ugh 

in this instance. 

a. Denial 

b. Anger 

c. Bargaining 

d. Depression 

e. Acceptance 

These five stages· can be applied, generally to 

anybody who undergoes a major change in their life. 

For example, s~ppqse a correctional officer is informed 

that~way he or she treats inmates is inappropriate 

and out of di'!.te, and therefore some traini,ng in human ----.... 
(rela~ions skills is indicat~d. People are no lo~ger 

relying on harsh punitive measures to deal with inmates, 

but rather a constellation of lOOre sophisticated be

havioral techniques. 

Denial ,- Generally, that officer will initial

ly X'eact with denial. "My way has worked for 15 years, 

yC)U don't know what you're talki,nq about." 

AngeX' - Next, he/she might become angry and 

argue that you do not know what you are talking about. 

Bargaining - Next, the officer may plead or 

ba.X'gain with you: e.g., offer to keep the cell block 

cleaner if you do not impose the training. 

Depression- Following baX'gaining, the officer 

will probably be depressed for a period'of time over 

the whole situation. 
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LECTURE NOTES 

Acceptance - Finally, if the administrator 

sticks to the initial training plan, the officer will 

acknowledge that maybe he or she is a bit too harsh and 

could learn a little something from the training. 

3. Response of Criminal Justice Administrator 
to Employees Undergoing Changes 

There are two things that the administrator 

can do when an employee is undergoing a major change. 

a. First, be sensitive to any changes em

ployeed face. Be aware they are undergoing them, be 

aware of the intensity of the change and act accordingly. 

~ not place additional stress on an employee who just 

lost a close relative. Certainly different' employees 

react differently and with varying levels of intensity to 

a change, but major changes affect everyone regardless 

of whether they show it or not. Consequently, an admin

istrator should be aware enough of what is going on in an 

employee's life not to place additional stressors on 

someone who is carrying an already heavy burden. 

b. Second, understand and deal with each 

of the five stages as they occur. Obviously, a person 

should be treated differently during the different 

stages. It would certainly be counter-productive to 

lash out at someone in the anger stage or to try to 

suppress their emotions. A passive ~esponse would prob

ably be the most adaptive at this point. Individuals 

will go through these stages, often for different 

lengths of time, depending on the person and the cir

cumstances, but nonetheless they will experience these 

stages regard,less of how you as an administrator respond. 

Certainly, it would be more produc.tive to respond ap

propriately at each stage rather than risk employee 
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alienation by an inappropriate response. 

4. The Criminal Justice Administrator and 
stress from Major Changes 

Administrators themselves naturally face these 
~ .. -~ 

changes. When this ha~'pens,) they need to be aware of 
... ~: ,:.~". ,,, ,.# .', • 

the stress and its source and follow the same rules for 

themselves as for their employees, namely: 
#~ ............. ~, ... "" .. ~,~. 

a. Do not put additional stressors on 

yoursel f; and 

b. Be aware of the 5 stages as you go 

through them. 

D. Everyday Stress~ 

Major chanq&$ are not the only'source of stress 

in an administrator's life. There arp. also everyday s!.tua 
tions or problems that cause stress. Clinton G., Weiman* 

reported in 1977 on a study of 1,540 officers in large 

financial institutions and their reaction to stress. 

These indi viduals ~~~~ ~i ven extensive medical physicals 

and then asked to rate on a scale of 1 to 5 the questions 

-t-ound in your Participants G~, where 5 = nearly all 
~ 

the time and 1 = never. 

1. Results of Study 

The study found two different tendencies. 

a. In people with high levels stress, there 
,A# .. ""' ....... -.I\·· ... ,lrl 

was a significantly great,er -{~~~~nce~:' of serious health 

problems than in other people in the study. These prob-

lems included hypertriglyceridemia, essential hyper

tension, arteriosclerotic heart disease, hypercholester

olemia, exogenous obesity, duodenal ulcers, and heavy 

smoking. 

*Weiman, C. G. "A Study of Occupational StresSors and'the 
Incidenc:e of JJisease1Risk," Journal of Occupational 
Medicine, 19:2, 1977, 119-122. 
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EXHIBIT 4-3 

QUESTIONS REGARDING EVERYDAY STRESSORS 

How often do you feel that you have too little authority to carry out, 
your responsibilities? 

How often do you feel unclear about just what the scope and responsi
bilities of your job are? 

How often do you not know what opportunities for advancement or promo
tion exist for you? 

How often do you feel that you have too heavy a work load, one that 
you could not possibly finish during an ordinary working day? 

How often ( you think that you will not be able to satisfy the con
flicti,ng demands of various people around you? 

How often do you feel that you are not fully qualified to h~ndle your 
job? 

How often do you not know what your superiar thi~ks of you, how he or 
she evaluates your performance? 

How often do you find your self unable to get information needed to 
carry out your job? 

How often do you worry about decisions that affect the lives of people 
you know? 

How often do you feel unable to influenc~~~mmediate supervisor's 
decisions and actions that affect you? ¢' 

How often do you feel that you may not be liked and accepted by people 
at work? 

How often do you not know just what the people you work with expect 
of you? 

How often do you feel that you have to do things on the job that are 
,against your better judgment? 

How often do you think that the amount of work you have to do may inter
fere with how well it is done? 

How often do you feel that your job interferes with your family life? 
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b. In people with very low levels of stress 

(15-25) the;r:;e was a significantly greater level of ser

ious ailmerl ts than in all other groups in the study ex

c:::ept for those with yery highest levels (60",,75). 

c. The results thus resembled aU-shaped 

curve, where very high and very low levels of stress 

cause problems. 

2. Interpreting th~ Results 

In essence, what this means is that a modicum 

of stress is not bad, ~deed it is good. stress is an 

everyday phenomenon, without which we become bored, arid 

may even develop health problems. However, too much 

stress can cause even more' serious problems than· too 

little. 

3. Dealing with Everyday Stressors as a Criminal 
Justice Administrator 
Obviously we cannot, nor would we want to, 

eliminate stress entirely' from our ..:li~s. However, as 

an administrator you should: 

a. Be aware of the level of everyday stres

sors on you and your subordinates. Monitor yourself and 

subl:>rdinates, and 

b. Do not put additional s'i::.ressors on your

self or your subordinates when you or they. are already 

faced with enough stressors. 

E. ~arlY Warning Signals of Stress 
While people who a~e faced with major or minor 

levels of stress may develop serious physical ailments, 

these ailments do not usually come out "full blown" over

night. There are generally some signs or early warning 

signals that can alert an individual or those around an 

individual that that person may be experiencing periods 
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LECTURE NOTES 

of heavy stress. These signals include:* 

General irritability 

Increased heart rate 

Dryness of throat or mouth 

Impu~sive behavior 

Emotional instability 

Tendency ,to vacillate in making decisions 

Inability to concentrate 

Accident proneness 

Tendency to overemphasize trifles 

Tendency to misjudge people 

Feelings of persecution 

FO,rgetfulness 

Decrease in sex drive 

Fatigue 

Vague feelings of dissatisfaction 

Insonmia 

Excessive Sweating 

Frequ,ent need to urinate 

Migraine headaches 

Loss of appetite or excessive appetite 

Missed menstrual cycles 

Premenstrual tension 
Pain in lower back or neck 

Trembling or nervous tics 

Increased smoking 

*Douglass, M.E., ',~d Douglass, D.N. Manage Your Time, 
Manage Your Work, Mana2e Yourself, AMACOM, 1980 
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Naturally, not everyboay develops all of these 

symptoms, but usually people do develop one or more of 

them. Individuals need to be aware of the symptoms they 

usually develop and be on the lookout for these signs. 

Perhaps the Qroadest clue that stress is building .. 
is ~~~ge in an individual's behavior. Under stress 

people will first behave more li~e themselves (quiet 

person, becomes silent). Then, if such coping doesn't 

work, they will try less favored behavior (quiet person 

becomes loudl). This is evidence that the stress is be

coming more severe and coping more desperate. 
·~\~""'IC,4·· 

Your task with yourself or your subordinates is to 

make judgments cmout when to reduce or increase demands, 

draw someone aside to let them "blow steam", even to 

decide when to su,ggest someone see a professional 

(physician is often a good place to s~art) if behavior 

indicates excessive stress. 

CASE STUDY EPISODE EIGHT 

A. Introduction 

The objective of this desk exercise is for partici

pants to identify some strategies that they can use to, 

cope with stress in the workaday environment. This 

Episode is presented as a wrap-up to the actual dis

cussion of stress which preceded it. The Episode also 

brings the Case Study to a logical conclusion. 

B. Administration 

1. After presenting the introduction; pass out the 

materials needed to complete Episode Eight. 

2. Instruct the participants to read the instruc

tions ,Provided. 

3. Call for an.d respond to quest ins concerning the 

instructions. 
IV-48 
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CASE STUDY 

EPISODE EIGHT 

Coping with Stress as a criminal Justice Administrator 

or 

"There Ain't No Such Thing as a Free Lunch" 

Objective: 
I 

At the complet.io,n of Episode Eight, participants should be able 

tp outline certain "coping strategj',es" th. .. \y can use in de~ing 

with stress in their everyday lives. 
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EPISODE EIGH.T: 

INSTRUCTIONS 

This final episode describes several potentially 

"stress producing" situations for Virgil Voyles. Each 

of you has no doubt encountered stress producing situ-

ations in your positions as criminal justice administrators. 

Please read the attached letters and develop a list of 3 

coping mechanisms you would use if faced with a similar 

kind of problem. In other words, what actions would you 

take, job-related or oi;.aerwise, to deal with tbis type 

of situation? 

Use the Participant Response Sheet that is included 

with this material to record your answers. 
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PARTICIPANT RESPONSE SHEET 

Strategies for Dealing with Stress; 

1. 

2. 

3. 
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Payneless County 

PAYNELESS COUNTY 
100 COUNTY BUILDING 
GOTHAM CITY, MISERY 00007 

Mr. Virgil Voyles, Director 
Payneless County Criminal 

Justice Planning Agency 
313 Courthouse Square 
Gotham City, Misery 00007 

Pear Virgil: 

June 15, 1980 

FRED NICOIAISON, 
COUNTY MANAGER 

The main efforts of the Payneless County Criminal Justice Plann~ng 
Agency have been channeled into attacking the problems of crime in the 
downtown business district. A substantial investment of both time and 
money has been made in this area. Not only is the Planning Agency committed 
to addressing this problem, but so is the entire Payneless County government. 
The citizenry have looked to government officials in general and the Planning 
Agency in particular ~or'leadership along these lines. At the outset of this 
effort I, as County Manager, felt confident in placing my trust in you as the 
leader of tnia effort. Now I am not so sure' that that faith was justified. 

A growing number of complaints have come to my attention concerning the 
operatio~"of several components of this project~ one component, the community' 
based treatment facility, has received the sharpest amount of criticism. Mem
bers of the Planning Board, local criminal justice personnel, and local 
citizenry have all raised questions ~QA~&~ing the progress that is being 
made in getting the treatrrent facili~y off the ground. A major prob~em of 
fiscal irresponsibility has surfaced in the r.egard. Treatment staff were 
hired by the lroject manager. These individuals started work, but when it 
came time for hem to receive their first paychecks, there was no money avail
able to pay t em. Apparently, funds that had been originally allocated for 
personnel had been diverted for other uses. The project manager was not made 
aware of this fact and, thus, proceeded to function under the original plan. 
This lack of communication coupled with fiscal mismanagement is inexcusable. 
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Mr. Virgil Voyles 
Page Two 
June 15, 1980 

This situation must be rectified immediately. I expect a response 
from you before the week is out detailing ].), how this situation occurred, 
and 2) what you intend to do about it. I hold you personally responsible 
for the problem, and expect immediate positive action on your part to set 
it right. 

Sincerely, 

Fred Nicolaison 
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Payneless County 

PAYNE~ESS COVN'rY 
CRIMINAL JUSTICE PLANNING AGENCY 
313 COURTHOUSE SQUARE 
GOTRAM CITY, MISERY 00007 

Mr. Rod Brayton 
Payne lese County Criminal 

Justice Planning Agency 
313 Courthouse Square 
Gotham City, Misery oooOll') t) 11 "I 

Dear Rod: 

June 16, 1980 

VIRGIL VOYLES 
DIREC'1'OR 

After serious deliberation and with great regret, I feel compel,led to 
dismiss you from your position in the Payneless County Criminal Justice Plan
ning Agency. When I assumed the position of Director of the Agency, there 
was some question as to the function of your division centering around the 
issue of programmatic evaluation vs. monitoring. We have spent a great deal 
of time and energy discusa4ng this issue, and both sides of the debate are 
well known to all the parties concerned. 

Several months ago, the Advisory Board to the Planning Agency made the 
decision to focus the 'majority of its time and money on the issue of rising 
crime in the downtown business district. One of the crucial projects in this 
effort is the community-based alternative tr~atrnent program for juveniles. 
Because of the crucial nature of this projec;t, you were assigned to closely 
watch its ,progress. We discussed this several times. Furthermore, in my 
letter to you dated ~p~ilI15, 1980 I clearly spelled out the importance of the 
project and why you were assigned to monitor it. Finally, during your recent 
perforrnano~ appraisal we d-is'CtUJsed in great detail th'e 'steps involved in the 
monitor~ng process and how you could improve your skills in this area. 

Due ,to fiscal restraints you, with my appr<;l.~al, made the decision to 
change the tim~ 'for hiring the project personnel. It was your responsibility 
to inform the project manager of this decision. That responsibility is clearly 
spelled out in my April 15 letter and has been reiterated in our discussions, 
including the discussion centering around your recent performance appraisal. 
Your negligen.ce in not informing the pr<:>jec:t manager of the major chang'e in 
the personnel budget has resulted in individuals not being paid for their 
work, a resultant noticeable reduction in staff morale, and a general lack 
of' community trust in our efforts. 
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Mr. Rod Brayton 
June 16, 1980 
Page Two 

The County Personnel Guid 
has been warned orall " eli,nes clearly state that 
responSibilities and !t~: ',~n, writing about deficiencies o~ce an e~Plc;>yee 
supervisor is well With~ h,a1ls to fulfili them, then th~~ certa1n JO~ 
i~~r supervisor I have gone ~e~~ ~:r ~ghts to dismiss that :;~~;~:. As 
JU1; ~dl::;e no choice other than ro as~o~~ the letter~t~cl spirit ~f the 

, • r Your resi9l1l~d;.J.on effective 

Sincerely, 

Virgil Voyles 

CS 8'-7 



LAW OFFICES OF COHEN, SHAPIRO, LOWENSTEIN AND WILSON 

Marvin W. Cohen 
Leonard A. Shapiro 
Alfred E. Lowenstein 
Gerald R. Wilson 
Elizabeth A. Hanford 
Albert R. Glick 
George F. Rogers 

Mr. Virgil Voyles, Director 
Payneless County Criminal 

Justice Plannin~ Agency 
313 Courthouse square 
Gotham City, Misery 00007 

Dear Mr. Voyles: 

June 20, 1980 

1902 Courthouse Square 
Gotham City , 'Misery 

00007 

I am writing you as legal counsel for Mr. Rod Brayton whom you have 
recently dismissed from your employ. This letter is to inform you that 
Mr. Brayton, w,lder Section 50027 of the County Personnel Code, will be 
suing you for re-instatement. Mr. Brayton will be requesting not only 
re-instatement, but also fair and due consideration for the mental anguish 
he has suffered at your hands during your tenure as Director of the Payneless 
County Criminal Justice Planning Agency. You will receive official notifi
cation of the suit within the next several days. 

Sincerely, 

Marvin W. Cohen, Esq. 
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EPISODE EIGHT: DE-BRIEFING NOTES 

The instructor should solicit individual responses from the partici

pants and write them on poster paper in the front of the room. The instruc

tor should attempt to relate the different coping strategies of the partici

pants to one another, and lead a discussion on the utility of the strategies 

that are identified. NOTE: The instructor need not critique participants' 

responses at this point. There are no "right" or "wrong" answers as to what 

constitute coping mechanisms for the population as a whole. As will be 

brought out in the following discussion, workable mechanisms for one person 

may not be suitable for another. However, as a very general guide, the in

structor may wish to refer to the following list of techniques for alleviat

ing stress to determine if participants are "on the right track" in grasping 

the sense of the exercise*: 

• Developing a different attitude 

• Getting a checkup 

• Getting adequate rest 

• Watching your diet 

• Exercising 

• Relaxation exercises 

• Meditating 

• Changing your reaction patterns 

• Adapting realistically to your environment 

• Listening to music 

• Taking a break 

• Expressing your anger 

• Taking a vacation 

• Talking it out 

• Slowing down 

• Doing something for others 

---* Douglass, M.E. and Douglass, D.N., Manage Your Time, Manage Your Work, 
Manage Yourself. AMACOM 1980 
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Following the 20 minutes allotted for the de-brief~ng, the instructor 

should conclude the lecture by explaining that stress affects ev~~ryone 
t. ...~" .. r,#Jtll .. I.o··,1~J:kI", 

'·· .. ~fferently. ~t What may be quite stressful for one person may no·t prove 
~ .. ~1'\If!~",: ... ~ .... ,.~j ... i.U6:'" 

stressful at all for someone else. Different people also have developed 

different strategies for coping with stress, some of which may be quite 

successful for certain individua~s and entirely .ineffective'for others. The .... '\ 
important thing is :Bor· people to be aware of the strategies that work for 

"'" .... ' 
. them in different situations and use those strategies when necessary. 

One strategy that has been found to be quite useful by a number of 

people for reducing stress is effective time management. This will be 

discussed in greater detail in the next segment of this module. 
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LECTURE NOTES 

VIII. MANAGING TIME TO REDUCE STRESS 

The most precious resource criminal justice admin

istrators have is their time. The inability to control 
,',,' II~ 

time is also a great source of stress ~9,~ ,.,most criminal 

justice administrators. Obviously, the. requirements of 

the three roles crimlnal justice administrators play can 

be so vast that· they~can't possibly perform each role ~s 
thoroughly as they woul~ like. Consequently, criminal 

justice administrators must make decisions about how they 

allocate their time. The following segment presents an 
" .. "\ 

approach for making. ~~,ese decisions. ,. 

A. Some Basic Principles of Time Management 

Four basic principles of time management can be 

~f great assistance to criminal justice· administrators in 

insur~ng that they make the most appropriate use of their 

time. 

1. List objective~and major activities 

2. Prioritize objectives and major activities 

3. Delegate when possible 

4. Allocate time according to remaining 

priorities 

B. ~ication to'Individual Roles of Criminal' 
Justice Administrator 

Criminal ·j'ustice· administrators should apply 

bh~ four principles of time management to their roles as 

follows: 

1. Make a combined list of 1~he objeotives 

of all thre-.:t9i~s .~ 
2. Prioritize these objectives 

IV-51 
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One system for prioritizing is as follows: 

to achieve 

A • Those objectives that are most important 

B.= Those objectives of medium importance 

C = Those objs<1t:hros of least importance 

3 •. Delegate when possible 

A criminal justice administrator's time i~ too 
valuable to waste doing tasks someone els,-_, can perform. 

If activities involved with a certain objective can be 

performed just as well by a subordinate, those activities 

should be delegated to that subordinate. Criminal justice 

administrators s~ould try{o reserve the "A"activities fot 

themselves and delegate the "B's" and "C's". Many 

administrators wast.e valuable time attempting to control 

activities that thE1Y have delegated. A useful, time-sav

ing t.echnique in this respect is "control by exception~I" 

This technique is 'IIery simple: once a responsibility has 

been delegated, the individual accountable reports to the 

criminal justice administrator only if something goes 

wrong. Otherwise, criminal justice administrators de

vote their time to other more pressing matters. 
..... --." 

t_J' , 

4. Allocate time ~ccordln_g to- remaining priorities' 
~~,:,~..,.. I • 

Once the first three steps are completed, crimnal justice 

administrators then proceed to allocate their time among 

the remaining priorities. Again, they should begin with 

"A's" and end with "C's". They should re-examine their 

list periodically. From time to time, priorities change 

and administrators. should adjust their t~me allocation 

accordingly. 
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LECTURE NOTES Key Points and 

c. Use of Time in'Selecting' the Role "Mix" 

Th. process above yields a role "mix";: 1. e.f' it 

selects those aspects of each role which will, combine 

to fill the time of the criminal justice administrator, 

Depending on the individual administrator, this mix 

will probably reflect dominance of either the role of 

director of an organizational unit or manager of pro

grams. The leadership role will generally be of 

secondary impQrtance. 

IX. ANALYZING POTENTIAL ROLE IMPACTS: DISTINGUISHING 
PROCESS FROM PRODUCT 

In analyzing the potential impact they might ex

pect to have in each of their roles, criminal justice 

administrators should be aware of the possible rela

tionships between successful and unsuccessful leader

ship and effective and ineffective leadership. 

A. Successful Leadership vs. Unsuccessful Leader
ship 

~en a criminal justice administrator: attempts 

to influence an indi vidua:1. or group to pursue the. 

course(s) of action the administrator advocates, one 

of two things can happen: 

• The individual or group adopts the admin

istrator's course(s~ or 

• The individual or ~roup rejects the admin

istrator's course. 

Theformer example is effective leadership; 

the latter is ineffective. 

B. Effective Leadership vs. Ine.ffect-ive LeadershiI 
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LECTURE NOTES 

When leadership is successful, two outcomes are 

possible: 

• The adopted course(s) of action will re

sult in achievement of the desired objective(s), or 

• The adopted courses of action will not 

result in achievement, of the desired objective(s). 

The former example is effeQtive leadership; the 

latter is ineffective'. 

In acting as a change agent within the criminal 

justice system, the criminal justice administrator 

must to a degree a~t as a leader--i.e., gain and exer-. 

cise achieved power--~n'each of the roles. The admin

istrator must attempt to achieve both successful ~ 

effective leadership to insure on-going success. A 

preponderance of Unsuccessful and ineffective leader

ship will undermine that administrator's credibility. 

x. MODULE CONCLUSION 

A. Controlling is the final effort the criminal 

justice administrator makes to attempt t.o convert the 

concept created in planning to an operational reality", 

As 'has been noted, the absence of clearly-defined 

authority can often hinder the administrator's ability 

to fulfill.this responsibility in the roles as manager 

of programs and leader in the crimj,nal jueti(,~e system. 

However, understanding how the control techniques 

described can be used can contribute to the administra

tor's achievement of the greatest success possi.ble in 

accomplishing this difficult task. 

Through the discussion of the three' managemtmt 

responsibiliti,es of planning, organizing and con'trol

,ling, it has been emphasized that none of the thrE,e 

IV-54 

, , 

Key Points and 
". LfoR 

FI 
fJ • I : 

J 

: 

li 
~(,' 

[1 

a 

, 

, '. 
1 

" 

~ .... ~' 

LECTURE NOTES 

exists in a vacuum. They all are interrelated and 

impact one ·another. Similarly, the criminal justice 

,administrator does not perform these three roles withill 

the criminal justice system in a vacuum. The adminis

trator is an actor in a very dynamic environment which 

often' has a profowld impact on the ability to perform 

the management responsibilities required to best 

achieve organizationa.l obj ecti ves. In the final module 

techniques for greater organizational and individual 

development will be discussed which can assist criminal 

justice administrators in gaining greater success in 

their efforts to perform the three roles. 

B. The following are key points the instructor 

should re-emphasize in summarizing the important con

cepts and techniques presented i'.n Module V: 

1. Controlling is probably the most difficult 

management responsibility for a criminal justice 

administrator to perform, especially in the role of 

manager of programs and leader in the criminal justice 

. system. 

2. There are two basic types of controls: 

a. First-cat.egory contrqls which specify 

control "boundaries" for agency, or program acti vi ties. 

b. Second-category controls, more recog-. 

nizable to most criminal justice administrators, which 

are usually reports indicating the status of work in 

progress or comple~ed work. 

3. Evaluation is a key in effective control-

ling. 

4. Evaluation must glj beyond 'compliance with

in established plans; it must also be diagnostic and 

be useful in'4etermining when and where changes are 

needed. 
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.5. Three t}1?es' of evaluation can be used by 

criminal justice administrators depending on their in

formation requirements and' evaluation resources: 

a. Monitoring 

b. Process Eyaluation 

c. Im~~ct Assessment 

6. Standards of PI rformance based on clearly 

identifiable "respons,ibili'ties'" specified in an action 

pl:;m can be used effect'1.Vt:lly by a criminal justice 

administrator in controlling emploYe'e performance. 

7. The most effective "controls': of employee 

performance are "internal", i.e., are based on the 

individual's attitude toward or commitment to job 

responsibilities. 

8. Effecti ve motivation and communicatio,n 

techniques can contribute to the development and 

maintenance of internal controls. 

9. In performing the three roles effectively, 

the criminal justice administrator must be able to 

exer::ise a great deal of "self-control".' Dealing with 

the various stressors that are pervasive in the three 

roles, including the management of the precious re

source time, are critical to achieving self-control. 

XI. COURSE CONCLUSION 

The follow~ng is a module-b~dule re-cap of 

the course. The instructor should refer to the Manage 

ment Process Chart as shown in "Key Points" as this 

lecture is given. 

A. Module One 

In Module One the following key points were 

made: 
1. 

three roles 

7' f 

Criminal ~ce,"1n!ministrators function in 

a$ they perform their duties: 
IV-56 
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LECTURE NOTES 

• Director of an Organizational Unit 

• Manager of Programs 

• Leader in the Criminal Justice System 

2. In perfOrming these roles, three major 

management responsibilities are carried out: 

• Planning 

• Organizing 

8 Controlling 

3. The types and sources of power available 

to criminal justice administrators either enhance or 

impede their abilities to perform their roles and 

responsibilities. Power is one of the important 

variables the adminis,trator should consider in Step 1 

of the Management Process, as well as other factors 

such as agency or program history, relevant 

legislation, etc. 

B. Module Two 

The followin~ key points' were made in Module Two: 

1. There are three levels of Planning: 

• Normative 

• Strategio 

• Operational 

2. Each addresses a different question: 

• Normative: What should we do? 

• Strategic: What can we do? 

• Operational: What will we do? 

3. Normative Planning is a 'two-step process: 

a. Conduct~ng a Situation Analysis to 

further clarify the potential impact of,internal and 

Key Points and 
~ It-!'! 

Point out that the 

Management Process 

Chart is a graphi c 

representation of 

how these responsi

bilities are carried 

out. Refer to Step 

1 on Chart. 

Point out that this 

represents Steps 2 
external variables on the direction the organization, and 3 on the Manage-

program, or leader might choose. The assessment of ment Process Chart. 
' '" ., .... ".' ... 

talent was a key component in the·Sifuatioh Analysis, 
"",""Jt.~ ~'i:.. :. .... • 

and a framework for assessing talent was discussed in 
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the context of the Organizational Personality Theory. 

b. Establishing a Mission and Normative 

Key Points and 
,., ,t-Q 

Point out that this 
Goals to provide a focus for organization, program, and reflects Steps 4-7 

leadership efforts. The mission describes the reason 

for the existence of the organization, program, or 

leadership efforts and should reflect the facto,rs 

identified in the Situation Analysis. No~~ative Goals 
' , 

can be mandated, as can be \ Ithe mission, or "be estab-
'. .,.,~'.\I\."" .J.,.~ ~ . 

1ished through the use of inputs from prob1em'state-
I "NI:'~~.' 

ments. 

4. Strategic P1anni,ng involves the following: 

on the Chart. 

a. Deve1opi'ng Alternative Strategic Goals Point out that "a" 

based on the "ccmtributing factors" ident,ified , in the and "b" occur at 

problem statement. ~tep 8, Decision 

b. Selecting from these Alternative ~oint 2. 

Strategic Goals those that should be more fully explore, 
for possible implementation. 

c. Identifying, Alternative Courses of ~tep 9 includes "c". 
Action that can possibly achieve the Alternative 
Strategic Goals, 

," 
d. From the al:!:,~~at:i ve"courses of action 

identified, select "interim" strat~gies that will ~e 

more fully explored for possible implementation. , 

(~. Selecting' the "elements" that can best 
address the "interim" strat,egies. 

f. Selecting from the interim strategies 

the ones that, on the basis of ~he examination of ele

ments included in each, should be imp1emente~ 

g.' Selecting Strategic Goals on the basis 

of the analysis of strategies and elements shown in ~. 
and f. 
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LECTURE NOTES 

5. Operational Planning includes activities 

reflected in 4. e., selecting from alternative ele

ments, plus the activities in Step 12 involving the 

est~lishment of implementation and evaluation plans. 

6. As p1an~ing activities become more opera

tional in 'nature ,the possibility of conflict brought 

on by change or other, factors becomes greater. Strat

egies for dealing lIfith ch~ge and conflict were dis

cussed in this context, with the understanding that 

both ' factors can appear at every step in the Management 

Process. 

7. For each of the major Decision Points 

addressed in the Module, "Decision Packages" were 

described that can be used by the cri~na1 justice 

administrator to make that decision. 

C. Module Three 

Key Points and 
r" , .... 

Refer to Step 12 

Decision Point 5. 

The activities in 

in Modu' 1e .... TlT,~ Module Three occur at The following :were t:he"key' pomnts .... ..., ..... 

1. All three management responsibilities --

planning, organizing, and control1ing'-- overlay and 

are interrelated.' 

2'. O,rganizing is based on the results that 

have evolved in Steps 1-11 of the Management Process. 

3. Four basic concepts must be addressed in 

effectively Qrganizing: 

• Responsibility 

• Authority 

• Delegation 

• Accountability 

4. The "action plan" is a tool that can be 

used by the criminal justice administrator to insure 

that these basic concepts are addressed in his or her 

efforts to o,rganize. 
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5. PERT, CPA, Slack Time and Budget Alnalysis 

are all org,anizing tools based on networking that can 

be used ~y the criminal justice administrator in pro

viding for the proper allocation of scarce resources. 

D. Module Four 

Key Point.s and 
... . .... 

Module Four add res-

Module Four addresses the fol,lowing point~;: ses Steps 12,13, ~nd' 

1. The crimi~tice administrator pel:- 14 and Decision Point 

forms two distinct ~:!2~S in the context of the (,on- 6. 

trol responsibility: 

a. As manager of the control'process, the 

c,riminal justice administrator has to insure that 

monitori~g, process evaluation, and impact assessment 

are carried out consistent wi~h the requirements of 

first and secondary controls. The 'criminal justice 

administrator should also insure that the outputs of 

these activities are used to correct deficiencies and 

to serve as inputs to future planning. 

b. As director of an organ"izational unit, 

the criminal justice, administrator acts as a "control 

agentll. In this capacity he or she is responsible 

for conducti~g an appraisal process forsubc~dinates 

that is based on sound ,standards"'o f performance. 
"'f.""'· 

2. The criminal justice administrator can 

minimize the negative aspects of \.~.;, or her role 
r-* 

through the use of effective motivation and communica-

tion teohniques such as those described in this module. 

3. Stress is inherent in theday-to-day life 

of a criminal justice administrator, and techniques fOI 

recognizing and dealing with stress were presented, in

cluding time management techniques~ 

4. In the context of time management, the 

issues of successful vs. unsuccessful leadership and 
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LECTURE NOTES Key Points and 

effective vs. ineffective leadership were examined. 

E. Summary 

Thif! course has addressed the three roles and 

the management responsibilities performe'd by criminal 

justice administrators. Techniques have been presented 

for successfully performing both the technical and 
interpersonal aspects of these roles and responsi-

bilities. Through lecture, case study, individual and 

grQUp exerci,se and class discussion the point has 

been made and reemphasized that the world of the 

criminal justice administrator is indeed. complex. At 

times even the most thorough application of management 

techniques cannot successfully overcom.'l:t 'hh,® maze of 

intemal and external challenges criminal justice 

administrators confront. But these techniql;les can 

~to insure the greatest success possible, and in 

doing so can greatly enhance the overall effectiveness 

and efficiency of the criminal justice system. 

One final point-

As a whole, this course provides a conceptual 

framework in which criminal justice administrators can 

'carry out the major management responsibilities in 

their three roles. The key components of this frame

work are the decision poin~s and the types of'inform

ation necessary to make those decisions. A process 

is shown by which organizations, programs and 

activities can be structur,ed, moving logically through 

the establishment of normative and strategic goals a,nd 

operational plans so that they can properly address 

the unique problems of the organization. Proper 
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utilization of this framework and its components can 

h potential success of any organizagreatly enhance t e 

tion, program or effort. 

,. 
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MODULE FOUR TEXT 

Module Four deals with the two-fold role of the criminal justice 

administrator as manager of the control process .and as "control agent". 

As was the case with o~ganizing, many of the books and articles in the . 
. planning module, especially those dealing with PPBS, MBO and ZBB, cover 

extensively the control responsibility as it applies to the Management 

Prodess Chart. In this context, we again draw heavily on concepts . 

developed in the Analysis Course, and participants are encou~aged to ex

plore the course materials t:hat are included in this area if they desire 

additional information. The primary focus of the bibliographical 

materials will be in the area of "control agent". 

The articles 1!or ~is module deal primarily with the interpersonal 

aspects discussed in the context of the criminal justice administrator 

as "control agent". 

Three articles are concerned with motivation. The first, "Some 

Lessons in Motivation," describes a cOIllIllOn-sense approach to creating 

a motivating organizational environment. "More Discipline, Less 

Disciplinary Action" presents idea.s about usi!lg positive motivation 

as a disciplinary tool. The final article, "12 Ways to Wreck Employee 

Confidence", examines techniques guaranteed not to motivate subordinates. 

Four other al:ticles deal with ~rformance appraisal. "Down with 

Performance Appraisals?" and "Performance Appraisa~: Steer Clear of 

Booby Traps" examine many of the possible pitfalls inherent in the 

r~praisal ~.5p;ii;:J and present techniques for addressing them. "The 

Art of Leveling with Subordinates About Their Performance" and "Making 

the Most of Counseling Sessions" describe methods for conducting the 

on-going appraisai process with subordinates. 

"How to Get your Message Across" and "Memos that Get Things Moving" 
........ tI' .,~··'~\~t", 

present'pract:ical tips that the criminal justice administrator can use 
'rIl.~~rr';~;"'''~1$\''' 

to improvQ(::r,;~~y conununication practices. The final article, "Cre-

ative Use of Time," deals with effective time management techniques. 
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1. Title: Program Evaluation on a Shoestring Budget 

Author: A. Beigel and A.I. Levenson 

Source: Evaluation of Human Service Programs, 1978 

Ideological and pragmatic problems facing human service pr,ograms 

without immediate access to adequate staff evaluation and funding are 

discussed, and low-cost evaluation strategies used by a mental health 

agency are described. One of the greatest problems conj:ronting criminal 

justice administrators is attempting to evaluate with wc)efully inadequate 

resources. This work examines strategies for dealing w.i.th this problem. 

2. ii±tle: The Proverbs of Evaluation: Perspectives fl:om a Criminal 
Justice Administrators's Experience 

Author: Robert F., Clark 

Source: Public Administration Review, November-December; 1979, pp. 
562-565 

This article e,xplores various "proverbs", or "thou shalts", concern

ing evaluation and points out the potentially negative aspects of these 

"givens". Of speci.;,.l interest to criminal justice administrators will 

be the second proverb, which addresses the role of the program manager 

in the development and implementation of the evaluation effort. 

3. Title: Performance Appraisal in Police Departments 

Author: F.J. Landy 

Source: Police Foundation, 1977, p. 125 

This work provides in-depth information concerning the actual develop

ment and implementation of a standards of performance program in a criminal 

justice agency. The principles discussed in the presentation are made con

crete by describing how the Dade County~ublic Saiety Department~ 

Dade County, Florida, approached a change in personnel eva.luation systems. 

It is believed the DaGle County experience can help personnel administrato:i;s 

in other law enforcement agencies better formulate an approacn to their! own 

unique sit.uations. Traditional perfol:mance appraisals in police departments 
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are criticized as too 

of the work required. 
vague and unrelated to the performance objectives 
The first step proposed is 

a job analysis that will d t ' a remedy to conduct 
e ermJ.ne the aspect f 

measured 0 performance to De 
• SecondlYf the behavior that will be 

qescribe the various 1 used as an anchor to 
is qetermined. ~vels of performance for each performance categor 

The thl.rd step inVOlves criteria y 
choice f' selection, which is the 

final rating scales. The 
o l.tems that will act as anchors for the 

fourth and final step l.'S the 
format for t*.\e perfo ' 

A performance appraisal syst ' , rtnance appral.S-
choice of a 

al. 
em l.S Vl.ewed as a 'cont' , 

because organizations d i ,_ , ' l.nul.~g process 
- an s tu~tl.ons change as do th supe , ' e personnel who 

l;'Vl.se them; continuing evaluation and 
modification of a basically 

sound system are therefore~ s,uggested. 

4. Title: Stress and the Public Admi ' t nl.S rator 
Author: DavidE. Morrison, ,M.D. 
Source: Public Administration Review ' 

~~L' JulY-August, 197~ pp. 407-414 
For most criminal 

in their daily lives. 
justice administrators stress is al t mos a constant 
In this article D M ' r. orrl.son examines the probable 

causes and symptoms of h suc stress. Most importantly h 
a set of concrete ", . , owever, he offers 

strategl.es crl.minal justice adminl.'st t more ra ors can use to 
successfully cope with stress. 

5. Title: 

Author: 
Motivational Theory 

Frank Goble 

AMA Excellence in Le'adership, 1972 

This article p resents an in-depth analysis 
Needs, from which of Maslow's Hierarchy 

Source~ 

the author suggests a" ' revl.sed" hierarchy. 
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INTRODUCTION 

This Participant's Guide and Text:. (PG) is your basic source documeJ'l't 
for the C:r.iminal Justice Management Course. It serves a two-fold pUrpOfJe: 
to provide you with an e.xpanded outline of the Course content, and with tex
tual material that rein'forces and expands upon selected Course topics. The 
outline follows the sequence in which the Course is conducted, and spaoe is 
provided in whioh you may make any notes you desire. Because the fie:Ld of 
criminal justice mana'gement is so vast and complex, all that can be accom
plished in a four-day course is to introduce you to the pertinent topic~ as 
a foundation for practical application and further study. The manner in which 
the outline is constructed should assist you to optimally assimilate what is 
offered. 

The "Te,ct" portion of the PG has been designed to facilitate back
ground reading and in-depth research into the main subject areas taught in 
the Course. For ease of reference, the textual materials pertinent to a 
particular module are to be found under the "Reference Reading" tab at the 
end of that module. 

The Text consists of the following reference resources: 

• An annotated bibliography of several works on topics relate~ 
to those covered in the module. 

III A bibliography of resource books a'1d articles that Cl:lcpand 
upon topics covered in the module. 

• A set of articles on topics that are presented in the module. 

In the context of resources that provide greater insight into the 
management approach presented in this Course, special attention must be 
given at the outset to the other Courses being offered through the Criminal 
Justice Training Centers. These Courses -- Planning, Analysis, Program 
Development and Evaluation -- are "sister courses" of this Course. The con
cepts established in these other courses serve, in many ways, as the theore
tical "skeleton" for this Course. Participation in these Courses, or 
~xamination of the Course materials, is strongly recommended. Such activi
ties should greatly enhance understanding of both the theoretical and practi
cal foundations of the management process presented in this Course. 

As indicated above, at the conclusion of each module there is a 
b~'ief bibliography which can serve as a point of departure for further 
examination of particular topics. In performing t:he research for this 
CClurse, the developers used a' number of works that were important in shaping 
either the overall philosophical and context approach to the Course or , 
were othe:r:wise particularly useful documents. The developers would recommend 
these to participants. They are: 

Benge, Eugene J. Elements, of Modem Management. , New York: AMACOM, 
1976 • 

i,x 



Doctoroff, Michael. Synergistic 'Management. New York: AMACOM, 1977,. 

1967. 
Downs, Anthony. Inside Bureaucracy. Boston: Little, Brown ruld Company, 

Drucker, Peter F. Management: Tasks; Responsibilities, Practices. 
New York: Harpe r and Row, 1974. 

Etzioni, Ami taL Modern Organizations. Englewood, Cliffs, N.J.: 
Prentice Hall, 1964. 

1963. 
Gellerman, Saul W. Motivation and Productivity. New York: AMACOM, 

Hersey, Paul, and Kenneth H. Blanchard, Management of Organizational 
Behavior: Utilizing Human Resources. Englet'7ood Cliffs, N.J.: Prentice Hr;.11, 
1977. 

Kanter, Norabeth Moss, and Barry A. Stein (eds.). Life in Organization~. 
New York: Basic Books, 1979. 

Katz, Daniel, and Robert L. Ka.hn. The Social Psychology of Organiza
'~. New York: John Wiley and Sons, 1966. 

Marini, Frank (ed.). Toward a New Public 'Administration. Scranton,' 
PA: Chandler Publishing Co., 1971. 

Morrow, William L. Public Administration: Politics 'and the Political 
System. New York: Random House, 1975. 

Price, James L., Organizational Effectiveness. Homewood, IL: Richard 
D. Irwin, 1968. 

1970. 
Reddin, William J. Managerial Effectiveness. New York: McGraw Hill, 

Siegert., Paul P. Systems and Management. New York: AMACOM, 1972. 

Skibbins, Gerald J. Organizational Evolution: 
Radical Change~. New York: AMACOM, 1974. 

A Program for lvIana~ 

1957. 
Simon, Herbert A. . Administrative Behavior. New York: The Free Press, 

Tosi, Illenry L., and Clay W. Hamner (eds.). Organizational Behavior 
and Management" A Contingency Approach. Chicago, IL: St. Clair Press, 1974. 
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It MODULE ONE 

ROLES AND RESPONSIBILITIES 

OF THE 

CRIMINAL JUSTICE ADMINISTRATOR 

--- --~---
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i. 

MODULE ONE 

ROLES AND RESPONSIBILITIES OF 
THE CRIMINAL JUSTICE ADMINISTRATOR 

Module Overview 

This Module introduces the course and the Management Process that 

serves as thJ;: schematic guide for the course. Thra Module also describes 

the three roles performed by a criminal justice administrator and the 

three major responsibilities included in each of those roles. Special 

emphasis is placed on the various types of "power" which can be utilized 

by a criminal jH.stice administrator in performing the, three roles • 

Learning Objectives 

At the completion of this Module, the participant should be able to: 

1. Interpret the Management Process Chart. 

2. Identify and explain the three roles performed by a criminal 

justice administrator. 

3. Identify and define the three major management responsib:llities 

oarried out by criminal justice administrators in performing thelr roles. 

4. Define tbe various types of "power" which can be exercised by 

criminal justice al~nii~1istrators. 

Description 

This Nodule consists of two major components: 

1. A lecture 

2. A group exercise 

1-1 
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MANAGEMENT PROCESS 

DE~ERMINE PRESENT SIT
UATION (INTERNAL/EX
TERNAL VAR'ABLES) 

EXAMINE AGENCY/ fJ\ -I----+f2\ - ~fJ\ ~ 0 CONSIDER ALTERNATIVE 
\V \.V \.:V SYSTEM FUTURES PROGRAM/LEADER~~~ UETERMINE PROJECTIONS AND 

SHIP PARAMETERS IDENTIFY ANTICIPATIONS (ENVIRONMENTAL 
AND ASSUM?TIONS AND VARIABLE 
ANALYZE RESPONSE PlANS) 
PROBLEM .r ~, 

@ ----~ .. -CD 4.ai-------"T"'1 ---o ESTABLISH MISSION r ~~ MONITOR I 
AND I 
EVALUATE +--------- __ .J 

~ PROGRESS 
I MODIFY IMPLEMENTATION 

~@ IMPLEMENT ~ 
tPLANS ~--------.~I& CD] SELECT ALTERNATIVE 

STRATEGIC GOALS 

I ESTABLISH NORMATIVE I 
GOALS AND POLICIES ... 

1.....--&-®~12 I"'~--I& ®I .... ~--I& ~J~~--0 
ESTABLISH PLANS FOR 
IMPLEMENTATION AND 
EVALUATION 

SELECT PREFERRED 
ALTERNATIVES 

IDENTIFY ALTERNATIVE 
COURSES OF ACTION 

SELECT ALTERNATIVE 
STRATEGIES THAT BEST 
ADDRESS ALTERNATIVES 

This Module addresses the aspect(s~ of the Mane. ,lent Process Chart that is (are) highlighted 1-7 
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I. THE EMERGING DISCIPLINE OF CRIMINAL 
JUSTICE ADMINISTRATION 

During the ~ast decade there has been 

a growing awareness of criminal justice 

administration and a concomitant develop

ment of a series of course a by LEAA to 

develop and enhance capacities of crimi

nal justice administrators. These speci

fic capacities are functions of: 

• Planning 

• Analysis 

• Program Development 

• Evaluation 

Managers at higher levels deal more 

with conceptual tasks (Visual 1-2). 

Managers at all levels deal with inter

personal types of tasks. The Criminal 

Justice Management Course will address a 

nun~er of these latter tasks, and will 

also stress the practical/conceptual 

skills of taking the technical products 

of the other cources and using them to 

effectively perform the managerial func
tion. 

II. ,OVERVIEW OF THE COURSE 

A. Course Theme 

The salient theme of this course 

is that criminal justice adITdnistrators 

'variously act in three modes or roles in 

.. executing their functions. These roles 

• Exercising authority over and 

directing their own agencies or organiza
zations~ 
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• Managing programs or activitie 

over which.they have limited authority; 
and 

• Exerting leadership or influ

ence in areas over which they have no 

authority. 

As criminal justice amninistrator 

carry out their responsibilities, they 

frequently move, imperceptibly, fronl one 

role to another. This course will provid 

a foundation for criminal justice adminis 

trators to plan, organize and control pro 

grams and activities successfully across 

this spectrum. It will emphasize, among 

other things, ,how to apply conventional 

techniques of management to operate with

in this unique environment. 

B. Course Goal 

The goal of this course is to en

hance the capability of criminal justice 

administrators to plan, organize and con

trol activities and programs under their 

authority, and to promote the improved 

performance and administration of other 

criminal justice activities and organiza

tions. This goal will be achieved by 

teaching the participants to apply know

ledge, skills and techniques that are 

particularly appropriate to criminal 

justice administrators. 

C. Course Objectives 

The course goal will be attained 

by achieving four overall course objec

tives. These objectives are to enhance 

the ability of participants to: 

I-S 

NOTES 

, 



• Apply sound organizational 

practices in the development of quality 

criminal justice services; 

• Make decisions using sound 

principles of management; 

• Plan, organize and control 

change within the criminal justice system; 

and 

• Apply selected management 

techniques which can result in improved 

criminal justice system performance. 

III. ACHIEVING COURSE GOALS AND OBJEC
TIVES: THE INSTRUCTIONAL APPROACH 

A. Lecture 

B. Individual and Group Exercises 

C. The Case Study 

IV. THE MANAGEMENT PROCESS 

The General Planning Process Model 

(Visual 1-6), the product of the Planning 

Course, serves as the conceptual frame

work for the Management Process Chart 

(Visual 1-7). 

V. THE THREE ROLES OF THE CRIMINAL 
JUSTICE ADMINISTRATOR 

A. Director of an Organizational 
Unit 

• Direct line authority and 

control tre\ditionally associated with the 

~management ,function. 

B, Ma,nager of Programs 

• Limited managerial authority 

over a "set of related efforts, under a 

common, general authority designed to 

address a particular problem." 
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QENERAL PLANNING PRQCESS MODEL 

CD 
PREPARING DETERMINING DETERMINING CONSIDERING 
FOR r-+ PRESENT .. PROJECTIONS ..... ALTERNATIVE 
Pl.ANNING SITUATION 

'.,.. AND 
... SYSTEM 

ANTICIPATIONS FUTURES 

t I ,.. 
MONITORING IDENTIFYING SETTING AND .. AND ANALYZING .. 
EVALUATING 

... .. GOALS 

PROGRESS 
PROBLEMS 

* CD + 
IMPLEMENTING PLANNING FOR SELECTING IDENTIFYING 

PLANS +- 1M PLEM ENTATIO N ~ PREFERRED ~ ALTERNATIVE 
AND EVALUATION :00- AL TER NATIVES 

... 
COURSES OF 
ACTION 

(j) 
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MANAGEMENT PROCESS 

DETERMINE PRESENT SIT
UATION (INTERNAl/EX
TERNAL VARIABLES) 

EXAMINE AGENCY/ CD ---~~"0 .. CD ~ CD CONSIDER ALTERNATIVE 
PROGRAM/LEADER- DETERMINE PROJECTIONS AND SYSTEM FUTURES 
SHIP PARAMETERS IDENTIFY ANTICIPATIONS (ENVIRONMENTAL 

AND ASSUMPTIONS AND VARIABLE 
ANALVZE RESPONSE PLANS) 
PROBLEM 

L
®----~ .... ~0 ... ~I------....,Ir-----0ESTABLISH MISSION 

MONITOR I 
. AND - I V EVALUATE + _________ --.J 

~ PROGRESS I MO:V IMPLEMENTATION 

® IMPLEMENT V 
PLANS I 'i' IJ' I-------.-.~I A f8\ 1 SELECT ALTERNATIVE 

. L!J \.!J _ \.V STRATEGIC GOALS 
ESTABLISH NORMATIVE 
GOALS AND POLICIES ~. 

1 ill ® 1 ..... 1-· --[ & ® 1"~I0---[ & ® 1"~1--0 IDENTIFY ALTERNATIVE 
COURSES OF ACTION 

ESTABLISH PLANS FOR SELECT PREFERRED SELECT ALTERNATIVE 
IMPLEMENTATION AND ALTERNATiVES STRATEGIES THAT BEST 
EVALUATION ADDRESS ALTERNATIVES 1-7 
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C. Leader in the Criminal Justice 
System 

• No "managerial" authority, but 

of great importance to criminal justice 

system. 

VI. MANAGEMENT RESPONSIBILITIES OF THE 
CRIMINAL JUSTICE ADMINISTRATOR 

A. Introduction 

." Definitions: 

1. Planning: The orderly, sys

tematic and continuous process of bringing 

anticipations of the future to bear on 

current decision-making. 

2. Organizing: Establishing a 

framework in which' the results developed 

during the planning can be achieved. 

3. Controlling: Insuring that 

the results established during planning 

are achieved to the greatest extent possi

ble. 

B. ~elationship to the Three Roles 
of the Criminal Justice Adminis
tor 

See Visual 1-8. 

1. Director of an Organizational 
Unit 

a. Planning for optimum 

organizational performance. 

b. Organizing to create an 

organizational framework and environment 

~best equipped to achieve agency results. 

c. Controlling to insure 

that agency' objectives are achieved. 

2. Manager of Programs 

a. Planning for positive 
programmatic impact. 
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MANAGEMENT RESPONSIBILITIES 
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• 

~ DIRECTOR OF MANAGER OF LEADER IN 
IH SPONSIBILIT ORGANIZATIONAL UNIT PROGRAMS CJ SYSTEM 

·r 

PI ANNING OPTIMUM ORGANI- POS~TIVE ?ROGRAM- CONSTRUCTIVE 
iLATIONAL PERFOR- MAnc IMPACT INFLUENCE 
MANCE 

OUGANIZING CREATE ORGANI- DEVELOP CAPACITY IN PROFESSIONAL 
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MENT BEST EOUIPPED IMPLEMENT PR EFFORTS. 
TO ACHIEVEOBJEC- PROGRAMS/PROJECTS ADVOCACY ACT-
TIVES IVITlES, ETC .. 

REOUIRED TO 
CONTRIBUTE TO 
SUBSTANTIVE 
CHANGE IN CJ 
SYSTEM 

. ~'.!Jj 
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..... ~.~ 

L 
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b. Organizing to develop a 

capacity in external agencies to success

fully implement criminal justice programs. 

c. Controlling to insure 

that (1) program goals and objectives are 

achieved, (2) technical assistance is pro

perly provided, and (3) evaluations are 

timely, relevant, and used. 

3. Leader in the Criminal 
Justice System 

a. Plannin2, for constructive 
influence, e.g., developing a speoific 

plan concerning the development of 

community-organized and -run crime 

prevention teams. 

b. Organizin2 

(1) Constituencies, 

e.g., a task force to advocate increased 

state-level funding support for community 

crime prevention programs. 

(2) Public information 

efforts, e. g., promulgating information 

about the need for state funding of com

munity crime pre~ention teams. 

(3) "Advocacy" activi

des, e. g." coordinating efforts to 

directly inform state legislators of the 

need for state funding of community crime 

prevention programs. 

(4) other relevant acti 

vities in this area that contribute to 

substantive change in the criminal justic 
system • 

c. Controlling to evaluate 

the impact of the criminal justice agency 

I-ll 
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or orgrulizational unit on its environments 

and vicel versa. 

4. Summary 

• Various functions per

formed by the criminal justice adminis

trator in each of the three roles poten

tially ca:n impact activities in the other 

two roles" 

~ Each role can impact the 

other two. 

[N~\ role exists in a vacuum] 

VII. POWER lWD THE CRIMINAL JUSTICE 
ADMINISTRATOR 

The cri:minal justice administrator 

utilizes difi:erent types and sources of 

power as he o.r she moves between and 

among the thrt}e roles. 

A. ~ of Power 

1. Rf.~ward Power is based on the 

number of positive rewards that people 

perceive that a manager or leader can 

muster. 

2. Coercive Power is based on 

the perceived exp~ctations of people that 

punishment will fo,llow if one does not 

comply with the aims of the manager or 

leader. 

3. Legitimate Power is based on 

internalized values that dictate that a 

l.eader or manager has a legitimate right 

to influence people, activities and events 

and that this influence' should be accept- I 
ed. 
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4. Referent Power is based I 

e ~ ent~f~cation of subordinat 
es or po-

tential followers with th . 
e manager or 

leader and with what th J 
e manager or leade 

stands for. 

5. !£.xpert Power results f ' rom a 
manager or leade h ' 

, r aVJ.ng recognized 
t~se or knowledge in an 

exper 
area that the 

manager or leader wants to ~nf'l 
... uence. 

B. Sources of Power - The five 
types of power can come f,rom 

two sources: 
1. Ascribed Pi' 

b ower s possessed 
y a manager or leader by Virtue of the 

Position(s) that ind~v'd 1 ... ~ ua holds. 
2. Achieved Power is p assessed by a m 

anager or leader by virtue of the 
p~rsonal respect and def 

erence that indi
vidual receiVes from th 

o ers based on any 
past performance, activit~es 

... and accom
plishments. 

3. 
Types of Ascribed Power are: 
a. Reward 

b. Coercive 

c. Legitimate 
4. Types of Achieved Power are: 

a. Legitimate 

b. Referent 

c. Expert 
The way in which 

power is ~ depends 
on the: 

• CredibiUty of th 
e POwer hOlder, 

•. Personality of th 
and e power holder, 

• The Situation, 
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Power and the Roles of: the criminal 
Justice Administrator 

Refer to Visual 1-9. 

1. Director 

a. Ascribed: 

b. Achieved: 

2. Manager of Programs 

a. Ascribed: 

b. Achieved: 

3. Leader in the Criminal Justice 
System 

a. Ascribed: 

b. Achieved 
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SOURCES OF POWER 
AND THE ROLES OF THE 

CRIMINAL JUSTICE ADMINISTRATOR 

POVVER~LE DIRECTOR OF MANAGER OF LEADER IN 
SOURCE ORGANIZATIONAL UNIT PROGRAMS CJ SYSTEM 

POTENTIALL Y POTENTIALL Y 
ASCRIBED AVAILABLE AND AVAILABLE NOT AVAILABLE BUT LIMITED 

USEfUL UTILITY 

POTENTIALl Y POTENTIALL Y POTENTIALL Y 
ACHIEVED AVAILABLE AND AVAILABLE AND AVAILABLE 

AND 
USEFUL USEFUL USEFUL 
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CASE·STUD~ EPISODE ONE: LIFE AS.A CRIMINAL JUSTICE ADMINISTRATOR 
(GROUP EXERCISE) 

Introduction 

The everyday world of criminal justice administrators is quite 

a contrast to the average classroom setting in which they are 

taught how to be more effective in their jobs. The tasks they 

perform are usually multi-faceted and quite complex. The sit

uations they confront are seldom as simple and clear-cut as one 

would desire. Often irrational, subjective factors have a tre

mendous impact on the actions of criminal justice administrators, 

despite their most conscientious efforts to create a rational, 

objective approach to performing their responsibilities. Thi's 

course attempts to teach criminal jus~ice administrators how to 

cope more successfully with this complex environment. Inevitably, 

most of the management techniques taught in such a course will 

appear somewhat simplistic when initially addressed in the 

classroom setting. This case study is therefore intended to more 

closely approximate the diverse and frequently complicated milieu 

in which criminal justice administrators operate. In this context, 

ti!I..l potential utility of the concepts and techniques presented 

in the course will be demonstrated and/or reinforced. 

The setting for the cas~ study is Gotham City and Payne.l-ess 

County, which are located in the State of Misery. Gotham City 

is the county seat of Paynel~ss County, 'and 1s in fact the only 

incorporated jurisdiction in the county. Gotham City has a pop

ulation of 100,210. Payneless County, whose unincorporated area 

outside Gotham City serves, to a great extent, as a sprawling 

"bedroom community" for Gotham City, has a population of just over 

a quarter of a million. The focus of the case ~tudy is the 

criminal justic~ planning agency that operates in Gotham City and 

Payneless County. This plar.aing agency is beset by many of the 

same problems that affect othercrimfna! justice planning agencies: 
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A rapid increase in crime, vicious local politics, and a certain 

degree of intra-organizational strife. The case study will follow 

this planning agency from the demise of one director through the 

installation and first year of a new director. During this period, 

both directors ~-;ill encounter the challenges and perils inherent 

in performing the three roles of the criminal justice administrator 

that are addressed in this course. Course participants will share 

the "trials and tribulations" of the two directors. In the core 

exercises of the case study participants will directly apply the 

concepts and techniques taught in the course to analyzing and for

mulating ways for dealing with the various stituations in which 

the directors find themselves. In Episode One, emphasis will 

be on the application of information concerning the key concepts 

of "roles".and power". 
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VIII. 

unit 

CONCLUSION 

A. Management Process Chart as 
Schematic Guide for Course 

B. Three Roles of Criminal Justice 
Administrator 

1. Director of Organizational 

2. Manager of Programs 

3. Leader in the Criminal 

Justice System 

:t I 

C. Three Management ReSponsibili
ties 

1. Planning 

2. Organizing 

3. Controlling 

D. Five Types of Power 

1. Reward 

2. Coercive 

3. Legitimate 

4. Referent 

5. Expert 

E. Two Sources of Power 

1. Ascribed 

2. Achieved 

1-18 

." 

NOTES 

~ , I 

,4' ..... 

it /Q 
"*::;... 

,...6 fi I 

0'" 
" 

• 

: I: 

•• 

MODULE ONE TEXT 

The theme of this course centers qn the three roles played by the 
criminal justice administrator: Director of an Organizational Unit, Manager 
of Programs, and Leader in the Criminal Justice system. To our knowledge, 
this theoretical construct for dealing with the topic of criminal justice 
inanagement is unique. Consequently, citing books and art:i,cles that reflect 
this point of view is most difficult. The books and articles ci~ed on the 
following pages present, for the most part, information that supports one or 
more of the roles. 

Throughout this course, the manner in which criminal justice administra
tors 'function in their respective roles is discussed. The article that fol
lows provides an opportunity for participants to gain greatel~ insight into 
their personal approaches to acting in t"'~ managerial environment. It builds 
a theoretical framework that is compatible with the "Change I,gent Questionnaire" 
presented in Module Two. Participants who are ,interested in pursuing the 

, Change Agent concept into broader manageli:ant application will find this 
article and its included self-assessment exercise ~seful. 

, 



1. 

2. 

3. 

4. 

~ I 

Annotated Bibliography 

Title: The Public Administrator as Policy Advocate 
Author: Nancy G. Moore 
Source: Public Administration: Review, September-october, 1978, pp. 463-

468. 

In each of the three roles· played by the criminal justice 
administrator he or she is at times placed in the position' of needing 

to advocate a change in existing policy. This article explores the tre-
mendous institutional pressures that can limit the potential effectiveness 

of a criminal justice administrator in functioning in the leadership role. 
It points· out the very real "perils" that can be present in trying to im
pact the process of change. 

Title: Police Manager -'Professional Leadership Skills, 2nd Edition 
Author: R. G. Lynch 
Source: Holbrook Press, 1978, p. 16 

This book includes an overview of the management process and the 
history and philosophy of management, particularly police management. 
The foc~s of the work is the role of director of an organizational unit. 
However, Lynch does allude to the need to playa leadership role. The 
organizational environment facing criminal justice managers is discussed 
in relation to management techniques. Maslow's Hierarchy of Needs, , 
Herzberg's Motivation-Hygiene Theory, Douglas McGregor's Theory X and 
Theory Y, and the Like~t Management Systems are reviewed to provide a 
framework against which criminal justice managers may Rnalyze and under
stand their own organizational behavior. Of special interest to criminal 
justice administrators should be the fin~~ section which deals with the 
organizational development process. Issues such as foundations for orga
nizationi:ll development, management oftearn building, and the use of ration-
al and psychological principles in bringing about organizational develop
ments are discussed. 

Title: Changing Police Leadership - Reactive to Anticipatory, Top to 
Bottom 

Author: D. T. Shanahan 
Source: Tenth Annual Interagency Norkshop-Proceedings, 1975, p. 117 

Of particular interest in this work is the discussion of the 
limits on the power of law enforcement administrators to create change. 
Aiso discussed are strategies for compensating for this lack of power. 

'ritle: 
Author: 
Source: 

Management is Management is Management .•• (Or Is It?) 
Eleanor Laudicina 
Public Administration Review, March-April, 1978, pp. 193-196 

This al~icle reviews several major books that explore various 
publi~ and private sector management approaches. The author describes 
sev6ral issues concerning the applicability of business management 

I I 

o 

~. 

(t' '\\ ,. 1;,; 
\~:........ 

". 

, , 

J 

i ) 

5. 

6. 

principles to government agencies, and reaches some interesting conclu
sions in this area. This examination provides an interesting framework 
for viewing the limitations of power in the roles of the criminal justice 
administrator. 

Title: Changing Nature of Police Management - Theory in Transition 
Author: K. R. McCreedy 
Source: Sage Publications, Inc., 1978, p. 44 

This work describes the management milieu of law enforcement. 
It discusses many of the concepts used in this course as they directly 
relate to 1aw'enforcement, especially those aspects of external and inter
nal variable analysis. Police departments have traditiona11v adopted a 
paramilitary style of organization and management, and police managers 
have emerged because of operational crises rather than because of their 
managerial competence. There is a theoretical dilemma involved in the 
position of police manager--they can be seen as public servants subject 
to political processes or as professional administrators. Variations of 
approaches to practical management problems arising from this dilemma are 
discussed. These include scientific management, human behavior manage
ment and the management principles approach, which are concerned respect
ively with individual actions, group dynamics and processes. Systems 
theory provides a broader perspective than any of these approaches since 
it is conce:med with structural relationships and interdependence rather 
than with the attributes of a system's components. However, the manager's 
conception of the total system can be influenced by organizational aspects 
such as power, authority and responsibility, which are also discussed. 

Title: Managing of Police Organizations, 2nd Edition 
Author: P. M. Whisenand and R. F. Ferguson 
Source: Prentice-Hall, 1978, p. 65 

The police role, including internal and external responsibilities, 
is examined. The police manager's role and responsibility is defined in 
terms of the basic conditions that' create the need for a new kind of 
police manager, and demand responsibility for r~le performance. Managers 
act to achieve results, and these are attained in'comp1iance with a set 
of values. Various management systems and value systems are discussed. 
Internal responsibilities considered in the text include: organizational 
theory approaches, 1eadership.sty1es and assessment and selection of 
leaders,' planning and t.he establishment of goals, communicatl.on devices, 
channels and systems, and the use of power, authority and influence for 
controlling. Decisionmaking and budgeting are also discussed. Internal 
discipline and job enrichment are also examined under internal responsi
bilities. The section of the text dealing with external responsibilities 
considers the politics of managing, police and community relations, and 
future implications for police management. 
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MODULE TWO 

THE CRIMINAL JUSTICE ADMINISTRATOR AND THE 

PLANNING PROCESS 

Module Overview 

This Module describes the important decision points for a criminal 

justice administrator in normative, strategic and operational planning, 

and provides instruction in techniques to perform the three. 

to: 

Learning Objectives 

At the completion of this Module, the participants should be able 

1. Explain how the'levels of planning relate to the performance 

of the three roles of the criminal justice administrator. 

2. Describe the involvement of the criminal justice administrator 

in Normative, Strategic, and Operational Planning and how all 

three levels relat(\\ to the crim:l.nal justice administrator's roles. 

3. Use decision packages ,in making normative, strategic, and 

operational goal decisions. 

4. Explain how various techniques can be used to address resource 

allocation issues both within the criminal justice administrator's 

agency and in dealing with other agencies and organizations 

administering criminal justice programs and activities. 

5. Apply behavioral analysis techniques to identify appropriate 

methods for conceptualizing individual strengths and weaknesses. 

6. Explain the potential impact of the criminal justice administra-

tor as a "change agent" within the criminal justice system. 

7. Explain the potential impact of the criminal justice administra-

tor in various types of conflict situations. 
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Desoription 

This Module oonsists of: 

1. A leoture 

2. Individual desk exeroises 

3. Group workshops 
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MANA.GEMENT PROCESS 

DETERMINE PflESENT SIT
UATION (INTERNAL/EX
TERNAL VARIABLES) 

, 

, 

eXAMINE AGENCY/ CD --I--.0! . "CD .. CD CONSIDER ALTERNATIVE 
PROGRAM/LEADER· DETERMINE PROJECTIONS AND SYSTEM FUTURES 
SHIP PARAMETERS IDENTIFY ANTICIPATIONS (ENVIRONMENTAL 

.' 

AND ASSUMPTIONS AND VARIABLE 
ANALYZE RESPONSE PLANS) 
PROBLEM 

r 0---+--.-.CD 4~t--------'-1 ---0 ESTABLISH MISSION 
MONITO I 
AND I 
EVALUATE +-------- ___ .J 

~ PROGRESS 
r MODIFY',IMPLEMENTATION 

~® IMPlEME T ~ 

t PLANS Ii' fj\ -------.~11' f8\ I SElECT ALTERNATIVE 
~ \..!.) ~ \.V STRATEGIC GOALS 

I 
ESTABLISH NORMATIVE I 
GOALS AND POLICIES .. 

I""" &-5.-®-12 ...... 1·~---t--1 &: ® I·~--I & ~J"~1---0 IDENTIFY ALTERNATIVE 
COURSES OF ACTION 

iSTABlISH PLANS FOR SELECT PREFERRED 
IMPlEM~NTATION AND ALTERNATIVES 
EVALUATION 

SELECT ALTERNATIVE 
STRATEGIES THAT BEST 
ADDRESS ALTERNATIVES 

----------------~~~~~~~~------------ I·----~ 
Th~~ Modu:e acdresRas the aspeot(s~ of the Management P~ooess Chart that is (are) highlighted 



I. DEFINITIONS. AND OVERVIEW 

A. The Management Process -

Management is a process with the three 

interlocking components of planning, 

organizing, and controlling. It is sche

matically represented by the Management 

Process Chart. 

B. Benefits of Planning 

1. Helps administrators 

achieve what they want to achieve. 

2. Framework for identifying 

opportunities. 

3. Optimize risk-taking. 

4. Effective use of limited 

resources to achieve most important ob

jectives. 

5. Crisis prevention. 

C. Levels of Planning 

1. Normative 

why? 

5-step process: 

Variables 

Vadables 

al Assumptions 

Plans 

• What should we do and 

• Situation Analysis - a 

Assess External 

Assess Internal 

Develop Environment 

Categorize Variable 

- Variable Response 

• Missions and goals 
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II. THE SITUATION ANALYSIS: STEP ONE IN 

NORMATIVE PLANNING 

A. Introduction 

Five-step process: 

• Assessing External Variables 

• Assessing Internal Variables 

• Developing Environmental 
Assumptions 

• Variable Categorization 

• Variable Response Plans 

B. Assessing Internal Variables 

• Criminal justice administrators 

must be aware of strengths and weaknesses of 

rasources at their disposal. 

1. Talent Constraints 

a. Di:r:ector of Organizational 
Unit 

b. Manager of Programs 
c. Leader in Criminal Justice 

System 
2. Time Constraints 

a. Director of Organizational 
Unit 

b. Manager of Programs 

c. Leader in Criminal Justice 
System 

3. Fiscal constraints 

a. Director of Organizational 
unit 

b. Manager of Programs 

c. Leader in Criminal Justice 
System 
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SITUATION ANALYSIS 

ASSESS INTERNAL ASSESS EXTERNAL 
.' 

VARIABLES VARIABLES 

DEVEtOP 
i ENVIRONMENTAL 

ASSUMPTIONS 

~ 
, 

VARIABLE 
CATEGORIZA TION 

VARIABLE V ~i GUIDELINES TO 
RESPONSE FUTURE 

PLANS PLANS 
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c. Assessing External Variables 

• Influential, environmental 

forces beyond control of criminal justice 

administrator. 

Unit 

System 

Unit 

Syetem 
D. 

1. Political variable 

a. Director of Organizational 

b. Manager of Programs 

C. Leader in Criminal Justice 

2. Economic Variable 

a. Director of Organizational 

b. Manager of Programs 

c. Leader in Crime Justice 

Developing Environmental 
Assumpt.ions 

• Best guess about exact impact 

(positive or negative) of an important en-

vironmental variable on agency/program/ 

activities 

• Tool for logically describing 

both the internal and external variables 

identified in the first two steps 

o Begin to define limits within 

which administrator must function 

• Examples 

1. Director of Organizational 
Unit 

By September 30, 1980, 

rising fuel Closts will reduce by one-third 

the number of persor.-u, -'S that can be spent 

in travel to cI:>nduct agency business. 
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2. Manager of Programs 

By September 30, 1980, 

funds for. correctional programs will 

be reduced by 25% resulting in at least 

ten fewer correctional projects for Fis

cal Year 1980~198~. 

3. Leader in Criminal 
Justice System 

By September 30, 1980, 

economic constraints will result in the 

stat~ legislature not appropriating monie 

for a victim compensation program. 

• Environmental Assumptions 

define the baseline data to be used in 

the planning process. 

E. Variable Categorization 

• Further refinement of that 

data that has been amassed, assessed and 

develoPed into Envir0nmental Assumptions. 

• Refer to Variable Cate
gorization Form. 

• A listing of Environmental 

Assumptions over which the administrator 

does and does not have direct control. 

• Examples 

1. Variable 

Low salaries for pro
fessional SPA personnel. 

2. Environmental Assump-' 
tion 

By July 1, 1980, low 

salaries for professional SPA personnel 

will ,'E:!sult in an all-time high turnover 
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VARIABLE CATEGORIZATION FORM 

INSTRUCTIONS: In an attempt to determine which assumptions are and are not under the direct control of 

the administrator, the assumptions you have developed are listed in the appropriate column. 

Assumptions Under Direct Control of 
Criminal Justice Administrator Assumptions Not Under Direct Control of 

Criminal Justice Administrator 

, 



rate of 40% for professional SPA personnel 

3. Variable Categorization 

Not under ~irect control 

of criminal justice administrator 

F.Variable Response Plans 

• Variables listed as not 

being within ,the direct control of the 

criminal justice administrator are dealt 

with at this step. 
• Even though the administra-

tor does not have direct control over cer-

tain assumptions, there are generally 

strategies that that individual can imple-

ment to help neutralize potentially damag-

ing assumptions and help capitalize on 

potentially beneficial assumptions. 

----------
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EXHIBIT 2-1 

• Refer to completed Variable 
Response Plan. VARIABLE RESPONSE PLAN 

G. Conclusion 

situation Analaysis 

• Assess External Variables 

• Assess Internal Variables 

• Develop Environmental 

Assumptions 

• variable Categorization 

• variable Response Plan 

CASE STUDY EPISODE TWO: ENTER THE NEW 
DIRECTOR (GROUP EXERCISE) 

. ' 
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Variable: 

Strategy for Utilizing/Neutralizing: 

.-
ACTIVITY PERSON RESPONSIBLE DATE DUE VERIFICATION 

L 

2. 

3. 

.. 
4. 

5. 

Go/No Go Date: 

Implementation Decision: 

Result: 

, 
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VARIABLE RESPONSE PLAN 

Variable: Low salaries for professional SPA personnel 

Strategy for utilizing/Neutraliz~ng: Provide State Legil3lature with information that will demo~strate 
the impact that lQw salaries are having on the SPA 

6. Provide joint budget 
committee with 2 
salary documents 

. ' 

PERSON RESPONSIBLE 

SPA Director 

Assistant Planning 
Director 

SPA Director 

Assistant Planning 
Director 

Planning Director 

SPA Director 

(1 

DATE DUE 

7/1/80 

Ongoing 
9/1/80 

9/10/80 

8/1/80 

9/1/80 

9/15/80 

to 

WRIFI<::ATIQN 

Official Request 

Monitoring Report 

State Personnel Report 

Data from 50 states 

State Salaries' Report 

Minutes of Joint Budget 
Commission Meeting 

Go/No Go 

Implementation Decision: Go 

Date: 6/l/80 

Result: State Legislature agree to review potential 
problem during budget consideration 

o 
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III. BEHAVIORAL ASSESSMENT 

A. ~uction 

Importance to the criminal jus

tice administrator of understanding be

havioral strengths and weaknesses of staff. 

B. Administration of Interpersonal 
Checklist 

C • Theory Overview 

"Shorthand" method to gain a 

greater understanding of Qne's behavioral 

tendencies and the tendencies of others. 

D. The Organizational Personality 

Rejects Control 

Quadrant II , 

NOTES 

Quadrant I 

Rejects Cont~ols/ 
Low Affiliation Needs 

Low Af.filiation 
Rejects Controls/ 
High Affiliation Needs 

Needs .~'~--------~----------

Quadrant III Quadrant IV 

Accepts Controls/ 
Low Affiliation Needs Accepts ContrQls/ 

High Affiiiation Needs 

Accepts Control 

II-l3 

, 

High Affiliation 
Needs 



:r I 

E. Scoring the Interpersona~ 
'Checklist 

F. Style Descriptors 

Type 13 

The Corporate 
Kingpin I Queenpin 

Type A 

The Rugged 
Individualist 

Type H .. 
The Hard-dr~v~n 
Skeptic 

The 
PerEectio,nist 
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Type C 

The Student 
Body President 

Type F 

The Company 
Person 

T!?pe D 

The Benevolent 
Counselor 

Type E 
The Team Player 
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1. Type A - The Rugged Indivi-
dualist 

• Hard-driving, tough, fair, 
self-demanding 

• Impatient, out',spoken, self
seeking; not a team player 

Queenpin 
2. Type B - The Corpc1rate King or 

• Assertive, self •. sufficient, 
self-confident, groat force of cha\racter 

• Self-centered, dil'dikes 
detail, unconcerned about others 

President 
3. Type C - The Student l\ody 

• Opt imto;; ,tic , assumes 
responsibility, admired, interested in and 

gets things done through others 

• Overly optimistic and solf
confident, terrible with details, too bossy 
and controlling 

4. Type D - The Benevolent 
Counselor 

• Considerate, firm in own 
convictions, Qnselfish, friendly, respects 
others 

• Ineffective under pressure, 
not demanding enough, overly protective 

5. Type E - The Team Player 

• Cooperative, poised, friend
ly, seeks' others' approval 

• Easily exploited, ineffect
ive under pressure, a talke~ rather than a 
doer 

6. Type F - The Company Person 

• Conservative, deliberate, 
steady, appreciative, eager to please 

11-15 
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• Gullible, too dependent and sensi'

tive, lets others make decisions 

7. Type G - The Perfectionist 

• Accurate, persistent, modest, dis-

likes conflict 
• At times indecisive, shy, may lack 

self-confidence, unwilling to interact with 

others 
8. Type H - The Hard-~riving Skeptic 

• Detail~pe~soQ, hard worka~, 

achiever, has high standards 
• Hard to impress, finds it hard to 

make decisions, projects gloomy attitude, 

uncomfortable interacting with and managing 

Oi-hers 
G. Implications for the Criminal Justice 

Administrator 

1. Interaction of Types 

• "Neighbors" get along best 

o Danger in getting an organiza-

tion "overloaded" with too many individuals 

of "like" or "heighboring" types 

'. Opposites get along worst 

2. Importance of all types 

• Each type has assets to add to 

an organization and liabilities that must be 

counterbalanced by other types. 

3. I Use of Types 

4. Conclusion 
• Although it is virtually im

possible to ever totally predict any aspect 

of human behavior, the "tendencies" identi

fied in this segment can be a useful guide 

to criminal justice administrators in better 

understanding how individuals respond to a 
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variety of phenomena. 

.. Knowledge of personality types 

should be u"ed .• a,s a guide; not as a tool for 

stereotyping • 

II-l7 

NOTES 

I , 



IV. STEP TWO IN NORMATIVE PLANNING: 
ESTABLISHING FOCI FOR ORGANIZATION, 
PROGRAM AND LEADERSHIP EFFORTS 

• This step builds upon the know

ledge gained from the'Situation Analysis. 

A. Phase One: Establishing Orga
nizational and Personal 
Missions 

• 'Step 5 in the Management 

Process Chart 

• Mission defined - "An endur 

ing goal of an organization that gives it 

a reason to exist" 

• Examples 
Organizational Mission: 

The mission of the State 

Planning Agency is to provide financiai 

and technical assistance to agencies, 

groups and individuals to contribute to 

improving the administration of criminal 

justice in this state. 

- Personal Mission: 

My mission as an admin

istrator in the criminal justice system is 

to exercige authority and influence in 

performing t.he roles of director of an 

organizational unit, manager of programs, 

and leader in the criminal justice system 

in order to have the greatest positive 

impact possible in reducing the rate and 

cast of crime. 

The importance of a mission cannot be 

overstated. 
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• Criminal justice ~dministrator 

should be aware of the importance of a 

clearly defined mission, and should strive 

in each of the three roles to insure that 

the organizations with which that adminis

trator is involved establish and use mission 

statements appropriately. 

B. g"Clse Two: Developing and 
Selecting Normative Goals 

• Mission statement helps 

establish general ~r.~~ating boundaries, 

but not specific enough to define the cour

seCs) of action to t~e within those para

mdters. 

Q Exam le Mission fo~ youth 
ful Offender Program: 

"The Mission of the youth 

ful Offender XYZ Program is to enhance the 

capability of those agencies and institu

tions serving adjudicated youthful offender 

ages 16-21 years to achieve greater success 

in assisting these clients to prepare to 

lead non-criminal lives." 

1. ~e next step is to 

establish normative goals as a guide to 

decision-maRing. 

a. Definition - "olltcomes 

to be achieved, usually general "and not 

time limited. il 

h. Normative Goals indicate 

which phenomena within the boundaries es

tablished by the mission should be addressed 

2. Goals systematic~lly 

derived from understanding of problem and 

community interests result in better poli

cies and programs. 

NOTES 



3. Existing primary and second

ary data bases sometimes are a good source 

of answers to a given problem. 

4. Frequently, issues spring 

not from data bases but from community 

"concerns." The usual excess of concerns 

to available resources requires critical, 

legical staffwork to identify only legiti

mate concerns. A procedure for this identi

fication might be: 

a. Clearly state the concern. 

b. Specify the nature and 
source of the concern. 

c. Determine the scope of th~ 
concern. 

If a concern then warrants further consider

ation, it should be analyzed to: 

<t Specify the problem 

6 Collect relevant data 
e !nterpret findings 
(J Draw conclusions 

~ Prepare a problem statement 

5., Primary product of problem 

analysis is Problem Statement 

Exhibit 2-2 and Text. 
see 

6. Criteria to assess adequacy 

of problem statements prepared by staff 

a. Comprehensbreness--
Exhiliit 2-3 

b. Completeness -- Exhibit 
2-4 
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OUTL'INE' OF A PR'OBLEM STATEMENT 

PROBLEf.1 STATEMENT: VEHICLE THEFT IN CHAOS CITY, 1977 

TABLE 'OF CONTENTS 

1.0 Introduction 

1.1 Statement of Concerns 
1.2 Nature and Source of Concerns 
1.3 Scope of Concerns 

2.0 Analysis Methodology 

2.1 Definition of Terms Used 
2.2 Measurement Reliability and Validity 
2.3 Data Collection Procedures 
2.4 Statistical Methods 

3.0 Findings 

3.1 

3.2 

3.3 
3.4 
3.5 

3.6 

3.7 
3.8 

Magnitude of Motor Vehicle Theft is Similar in 
Comparable Cities 
Chaos City System Response is Different than 
National and State Level System Response 
Auto Theft in Chaos City is a Less Serious Crime 
Auto Theft Varies by Area and Location 
Auto Thefts are Deterred by Reducing Opportunities 
to Steal· 
Characteristics of Motor Vehicle Theft Vary by Type 
of Vehicle 
f.1ost Suspects of Auto Theft a.re Amateur Thieves 
Those Arrested for Auto Thefts are Generally Young 

4.0 Discussion 

4.1 
4.2 

Findings Relative to Expressed Concerns 
Limitations 

5.0 Summary 

5.1 Highlights 
5.2 Conclusions 
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EXHIBIT 2-3 

CHARACTERISTICS OF A WELL-DEVELOPED PROBLEM STATEMENT 

A. NATURE OF PROBLEM: ANSWERS THE QUESTION, "WHAT KIND OF PROBLEM?" 

B. MAGNITUDE: 

C. RATE OF CHANGE: 

SIZE, EXTENT, AND/OR IMPORTANCE OF PROBLEH. 

COMPARISON OF A PROBLEM IN AN EARLIER 
PERIOD OF TIHE TO A LATER PERIOD. 

D. SERIOUSNESS: AMOUNT OF HARM A PROBLEM INFLICTS ON A 
COMMUNITY OR PERSON. 

E. PERSONS AFFECTED: CONSIDERATIONS OF THE VICTIMS, OFFENDER, 
CRIMINAL JUSTICE PERSONNEL, AND/OR PUBLIC. 

F. SPATIAL ASPECTS: 

G. TEMPORAL ASPECTS: 

H. SYSTEM RESPONSE 

THE GEOGRAPHY OF THE PROBLEM. 

CYCLICAL NATURE OR SEASONALITY OF THE PROBLEM. 

ACTIVITIES, PROGRAM, AND POLICIES RELATED TO 
THE PROBLEM. 
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PRESUHED CAUSES, EFFECTS, AND SYSTEM RESPONSES 

Presumed 

Causes 

Primary 

Effects 

SYSTEM RESPONSES 
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7. 

statements 

c. Technical adequacy 

Ranking competing problem 

a. Develop possible criteria 

for ranking. Examples: 

(1) Number of people 

affected 

(2) Expense 

(3) Duration, seriousness, 

frequency 

(4) Geographical scope 

b. Select and weight criteria. 

Examples of good criteria: 

(1) Explicit 

(2) Applicable to several 

. problem areas 

(3) Information on criter-

ia is available 

c. Rate and rank the set of 

problem statements against the problem 

statements 

8. Refine normative goals in ligh 

of substantiated problems. 

9. Developing Normative ~oals 

• After ranking the Problem 

Statements, the next step -- if not previous

ly accomplished -- is to develop Normative 

Goal Statements based on ,those problems that . 
are determined to be appropriate for potentia 

resource allocation • 

• ' Example Normative Goals 
, 

for Youthful Offender Program: 

Reduce level of unem

ployment among youthful offenders 

II., 24 
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Provide adequate housing 
for youthful offenders 

Improve treatment services 
for youthful offenders 

10. Normative Goal Decision Package 

Once Normative Goals have 

been established and the problem statements 

assessed, the criminal justice administrator 

should require that program developers prepare 

Normative Goal Decision Packages such as the 

one shown in Exhibit 2-5. The Normative Goal 

Decision Package is a valuable format for 

deciding which Normative Goals to adopt. 

CASE STUDY EPISODE THREE: A WALK THROUGH 

II-25 
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EXHIBIT 2-5 

NORMATIVE GOAL DECISION PACKAGE 

I. Problem Area 

II. Recommended Normative Goals (in priority order). 

A. Initial Concern (for each Normative Goal) 

B. Summary of Analysis Findings (for each Normative Goal) 

• If the analysis, process indicates that the concern is not a real problem, .. 
no Normative Goal should be stated. A.' and B. should be completed, 

however, for review by decision-maker(s). 
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POLI'.1'ICAL PROFESSIONAL 

INTERESTS INTERESTS 

• 

) 
Initial Area bf Concentration in Developing Plans . ' 

f'or Agency or Program 
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V. STEP THREE: DEFINING STRATEGIC 
GOALS 

• :;trategic Planning: What can 

we make happen, and how? 

Determining the best 

approach to achieving outcomes. 

Step 8, Decision Point 2 in 

the Management Process Chart 

A. 3:dentifying Probl~~ 
Components - -
.,Accomplished by carefully 

examining Pl:oblem Statements for possible 

reasons .~hy the problem exists. 

Example: Important 

aspects of unemployment problem identified 

in context of XYZ Program: 

1. The recent closing of 

the auto plant has resulted in a high 

unemployment rate among working individual 

in the target area. 

2. Most youthful offenders 

lack the technical training and education 

required to obtain the stable jobs that 

are available. 

3. Most youthful offenders 

simply do not know how to identify employ

ment opportunities that do exist and 

successfully' pursue them. 

B. Specifying Alternative Strate
gic Goal Options 

• Alternative Strategic Goal 

Options are specified after important 

aspects are identified. 

• Examples of alternative 

strategic goals given important aspects 

II -28 
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of unemployment problem identified within 

the context of the XYZ Program: 

Re-open auto plant 

Provide youthful offen
ders with technical training and/or educa

tion required to qualify them for stable 
jobs. 

Improve the capability 
of youthful offenders to identify and 

successfully pursue job opportunities. 

C. Selecting Alternative Strategic 
~ 

• Before a final decision can 
be made concerning which alternative stra

tegic goal should be adopted, decision

makers must more thoroughly examine what 

would be involved in making a potential 

strategic goal an operational reality. 

• priteria for deter.mining 
Which strategic goals should be ~ore 
thoroughly examined: 

Do the Alternative 

Strategic Goals address comprehensively 

the specified cause or effect identified 

in the Problem Statement? 

- Are the courses of 
action specified in the Alternative Stra- , 

tegic Goals consistent with the misSion(s)/ 

of the' contemplated implementing agency , 
(ies)? 

Are the Alternative 
Strategic Goals responsive to the cornmu

njty concerns that may have led to the 

original ?roblem Statement? 

II-29· 
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- Do the Alternative strategic 

Goals reflect any standards/goals that might 

be established for the problem area in ques

tion? 

• Alternative Strategic Goal 

Decision Package -- Exhibit 2-7 

CASE STUDY EPISODE FOUR: SELECTING ALTER

NATIVE STRATEGIC GOALS ('!WO-PERSON TEAM 

EXERCISE) 
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ALTERNATIVE STRATEGIC GOAL DECISION PACKAGE 

A. Normative Goal 

B. Problem Summary 

C. problem Components 

D. Alternative Strategic Goals 

ALTERNATIVE STRATEGIC GOALS SEtECTED 

) 

RATIONALE FOR DECISION: 
( 

() 

( ) 
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VI. EXAMINING ALTERNATIVE STRATEGIC GOALS: 
A COMPREHENSIVE APPROACa 

To effectively select strategic goals 

requires the completion of some aspects of 

operational planning. 

• The delineation of the possible 

strategic elements that might be involved 

• Strategic element can be a project, 

activity(ies), legislation, etc. 

• Two Qr more strategic elements can 

constitute a unified "strategy." 

• A strategy is "a general course of 

action designed to achieve an outcome implied 

or specified in a Strategic Goal(s)" 

• Examples of possible strategic 

elements to address the XYZ Program Strate

gic Goal of providing youthful offenders with 

technical training and/or education required 

to qualify them for jobs: 

An apprenticeship project that 

will provide on-the-job training for youth

ful offenders 

A co-op project that will pro

vide on-the-job training reinforced by 

classroom training ana education 

- A full-timer one-year training 

course in diesel mechanics to qualify youth

ful offenders for highly-skilled jobs in 

the expanding trucking industry 

A full-time, one-year training 

course in computer programming 

A full-time, one-year training 

course in welding 

• The above five elements could be 

grouped into two strategies: 

II- 32 
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Provide on-the-job training 

experience for youthful offenders (first two 

elements) 

Provide full-time tra,ining 

experience for youthful offenders (last three 

el.ements) 

• criteria for examining possible 

strategic elements to identify alternative 

strategies: 

Do the elements have conunon 

purpose or focus? 

could they conceivably be inter-

depend~nt? 

!f implemented as components of 

a unified strategy, would they b~ complementary 

or competing? 

A. Selecting Interim Strategies 

• .i:he Interim Strategy Decision 

Package (Exhibit 2-8) helps limit to the extent 

possible the number of alternative strategies 

that program developers investigate. 

• Criteria for selecting interim 

strategies: 

Will the strategy contribute 

to achieving th~ Strategic Goal? 

~s the set of elements delin

eated in the Decision Package adequate to 

successfully implement the strategy? 

Are those elements the most 

appropriate ones to implement the stated 

strategy? 

B. Selecting Preferred strategies 
and strategic Goals 

• Two-step process to select strate

gies that are best candidates for 

II-33 
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A. 

B. 

C. 

D. 

A. 

B. 

C. 

D. 

E. 

INTERIM STRATEGY DECISION PACKAGE 

Part I 

Normative Goal 

Problem Swnmary 

Problem Components 

Alternative Strategic Goals 
Part 'II 

(One per Str~tegy) 
Proposed Strategic Goal 

Strategy Statement 

Potential Strat,egy Elements 

Strategy Rationc::le 

Strategy Assessment 

Further Assess Strate~ 

Comments: 
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implementation and alternative strategic 

goal~ to,be implemented. 

1. Selecting Preferred 
Strategies 

a. Developing Alternative 
Element Decision Packages 

Components: 

(1) Synopsis of Alter
native Element -- See Exhibit ~-9 

(2) Method of Rationale 
(Visual 2-4) 

• The MOR format 

provides the manager with a quick overview 

of the alternative elements under consi
deration 

(3) The Element Network 

(See Visuals 2-5 and 2-6) 

• The network de
scribes the underlying logic of a proposed 
element 

• A network repre
sentation can help a manager determine o 
whether or not the developers of a strate-

gy have outlined 'an approach for implemen

tation should that strategy be selected. 

b. Applying Decision 
Criteria 

(1) In selecting alter

native elements, the administra~or should 

be guided by five criteria:' 

• Effectiveness: 
Will the proposed element contribute to 

achieving the specified results? 

• Cost: How 
expensive is the proposed element? Are 

II-35 

NOTES 

I 

I' 

,( 

, , 



EXHIBIT 2-9 

SYNOPSIS OF ALTERNATIVE ELEMENT 
(One synopsis per element) 

A. Strategic Goal 

B. Proposed Strategy 

C. Proposed Element 

D. Rationale for Proposed Element 

E. Objective 

F. Cost 

G. Advantages 

H. Disadvantages 

I. Description of the Element in terms of the M.ethod of 
Rationales 

J. Network of the Element 
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~INAPPROPRIATE NETWORK 

PROJECT: COMMUNITY-BASED TREATMENT FACILITY 

5 
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'" 8 9 

ACTIVITIES 
1. START PROJECT 
2. SCREEN APPLICANTS FOR QIRECTOR'S POSITION 
3. HIRE DIRECTOR . 
4. RECRUIT STAFF MEMBERS 
5. HIRE STAFF MEMBERS 
6. INITIATE SEARCH FOR FACILITY 
7. LEASE FACILITY 

. 8~'INITIATESTAFF TRAINING 
9. COMPLETE TRAINING 

10. REQUISITION SUPPLIES AN'O EQUIPMENT 
11. RECEIVE SUPPLIES ANO EQUIPMENT 
12. OPEN FACILITY 2-5 
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w 1. START PROJECT \D 

2. SCREEN APPLICANTS FOR UIRECTOR'S POSITION 
I: 3. HIRE DIRECTOR ! 

4. INITIATE SEARCH FOR FACILITY 
5. LEASE FACILITY 
6. RECRUIT STAFF MEMBERS \ 

7. HIRE STAFF MEMBERS 
, , 8. INITIATE STAFF TRAINING 
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9. COMPLETE TRAINING 
10'. REOUISITION SUPPLIES AND EOUIPMENT 
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the projected outcomes worth the. cost? 

• Practicality: 
Can the proposed element be implemented as 
indicated in the network? 

• Acceptability: 
Is the proposed element agreeable to rele

vant public and political powers? 

• Evaluability: 
Can the contributions of the element to re-

sults anti' possibly outcomes be reasonably 
determined? 

(2) Cost Analysis 
Techniques 

Importance clf 
cost in era of "cutback management." Two 

techniques to assess cost: 

(a) Benefit-
cost Analysis 

• Helps de
termine monetary cost relationships between 

the inputs and activities of an element 

where a dollar value can be assigned to 
benefits. 

Project A: (Benefits) $1,000,000 = 5 
(Cost) 200,000 = 1 

Project B: (Benefits) $1,000,000 = 4 
(Cost) 250,000 1 

(b) Productivity 
Ar}alysis 

• Helps 
determine monetary cost relationships 

between the inputs and activities of an 

element whet'e a dollar value cannot be 
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assigned to benefits 

Project X: 

Project Y: 

Counseling sessions conducted 
for 100' 'clients' 
Cost of Inputs: $40,000 

'100 =' 1· 
$40,000 400 

Counseling sessions conducted 
for 90 clients 
cost of inputs: $30,000 

(3) Examining elements: 

A more limited resources approach 

• May not be able 

to invest substantial organizational 

resources 

= 

• Depth of analysis 

limited 

ic Elements an 

The Preferred strategy Deci

sion Package (Exhibit 2-10) is a useful 

format in which the program developer can 

present to the criminal justice administra 

tor a synthesis of the examination of the 

elements of a proposed strategy, and how 

the results of that examination impact the 

viability of the strategy in question. 

= 

..,.....;9;...::0:....-~ = 
$30,000 
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EXHIBIT 2-10 

PREFERRED ST~TEGY DECISION pACKAGE 

. Part I 

A. Normati va Goal 

B. problem sununary 

C. Problem Components 

D. Alternative strategic Goal(s) 

Part II 

. (One per strategy) 

A. : proposed Strategic Goal 

B. stlzategy Statement 

t!. st:r:ategy Ea.ements 
.1 

D. St:rategy Rationale 

E. strategy Assessment 

Attachments 

Attached Alternative Element Decision Packages to support preferred strategy 
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2. Selecting Preferred Altema"l. 

tives 

• Director of Organizational 

• Manager of progrMl~ 

• Strategic Decision Pack

age (Exhibit 2-11) 

CASE STUDY EPISODE FIVE', ASSESSI~G 

STRATEGIC ELEMENTS AND STRATEGIES (GROUP 

EXERCISE) 
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Exhibit 2-ll 

STRATEGIC DECISION PACKAGE 

A. Normative Goal 

B. Problem Summary o 
C. Problem Components 

D. Alternative Strategic Goals 

E. Overview of strategies by Strategic Goal 

F. Strategic Elements by Strategy 

G. Strategic Rationale(s) 

ij. 'Strategic Assessments and Recommendations 
) 

Attachment(s) 

Attached Part II of the Decision PacJo;.age for each Prefe'xored strategy 

.) 

) 

o 
() 
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VII. APPROACHES TO CREATING CHANGE 

• "Change Agent Ques;t:ionnaire" 

A. Classification of Approaqhe~ 
(Visual 2-7) 

1. Concern for Adherence _ 

indicates the degree to which the manager 

or leader is concerned with the conformity 

of subordinates, followers or others who 

are the objects of the types of change the 

manager is trying to promote. 

2. Concern for Commitment _ 

indicates the degree to which the manager 

or leader is concerned with the commitment --
of subordinates, followers, or oth~~rs who 

are the objects of the types of chanJe the 

manager is trying to promote. 

B. Change Agent, "Styles" 

• Possible styles a change 
agent can adopt: 

1. Ch~~ge through Compli

ance is reliant upon a formal and well

defined power structure that provides 

the administrator rewards and punishments 

to gain the des~red adherence to change. 

2. Client-Centered Change 

basically assists change through compli

,anc~: .as·where the administrator attempts 

to create an environment in which subordi

nates can identify and make needed changes 
~ 

themselves. 

3. Custodial Change is 

really a negative approach to change wh~re 

the administrator remains basically 

passive. 
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4. ~arismatic Change, 

heavily dependent upon the positive repu

tation of the administrator, is where the 

administrator works hard at implementing 

the desired change by "selJ.ing" subordi

nates. 

5. Change through Credibi-
.l.i:!-'l. 

is based on the assumption '''/at successful 

change occurs when subordinates accept the 

need for change and agree upon the approach 

adopted to achieve the 11eeded change. 
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VIII. CONFLICT RESOLUTION 

A. Need for Conflict Resolution 
Techniques 

B. Conflict Diagnosis 

1. Four stages: 

a. Frustration - when some

one or something is blocking one from ob

taining a goal. 

b. Conceptualizat,ion 'j" when 

the nature and scope of the problem is de

fined and clarified. 

c. Behavior - action stage. 

d. Outcome - ultimate 

outcome. 

2. Basic Issues 

a. Facts - What is the pre

sent situation or problem? 

b. Methods - What is the 

best way to achieve the goals? 

c. Goals - How would we !:ike 

things to be? 

d. Values - What qualities 

and long-term situations do we support? 

Generally, disagreements over facts are 

~as.iest to resolve and disagreements over 

values are most difficult to resolve. 
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3. Underlying Factors,. 

a. Informational - Do the 

actors have access to the same or different 
in formation? 

b.Perceptual - Do the 

actors perceive toe common information 
differently? 

c. Role - What influence do 

the actors' roles play in determining thei 

respective perceptions of the situation? 

4. Merits of Conflict Diagnosi 

• If we understand at what 
stage of the conflict we al~e, what the 

conflict is about, and why the conflict 

arose, we are better able to deal with the 

true qonflict and avoid petty, personal 
attacks. 

C. Five Ways to Handle Conflict 
(Exhibit 2-12) 

1. Assertive/Competing_ 

Individuals in this mode go all out to win 

at the other's expense. 

2. 'Accommodating - Individuals/ 
in this mode neglect their concerns in 

favor of the wish of the other partY(ies)., 

I 
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EXHIBIT 2-12 

WAYS OF HANDLING CONFLICT 

Accommodating Col,labOX'ating 

Compromising. 

Avoiding Assertive/Competing 

ASSERTIVENESS 
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3. Avoidance - Individuals who 

choose this mode remain basically passive. 

4. Compromising - Individuals 

who choose this mode each settle for only a 

portion of their desired ends. 

5. Collabol::ating - Individuals 

choosing this mode assume that the conflict 

can be most successfully resolved by a 

mutual decision-making process where eaoh 

action recognizes the goal(s) of.the othtllI;' 

and they work together,' to achieve a llIt.tttt.sill < 

agreeable solution. 

Managerial Ob~ectivity - A manager must b 

aware o~ his or her own feelings to keep 

them from clouding his or her response 

in the conflict. 

D. Chan2e and Conflict - Summary 

• Change and conflict are 

related in that change creates some level 

of conflict. However, the management of 

change and conflict require different 
approaches. 
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IX. CONCLUSION 

A. Three Levels of P lann ins: 

1. Normative 

2. Strategic 

3. Operational 

B. Situation Anal~sis 

1. Assessing External Variables 
~ 

2. Assessing Internal Variables 

3. Developing Environmental 

Assumptions 

4. Categorizing Variables 

5. Variable Response Plans 

C. Key Management Decision Points 

1. Normative Goal Decision 
Package 

2. Alternative Strategic Goal 
Decision Package 

3. Interim Strate~y Decision 
Package 

4. Al te rn ati ve Element Decisio 
Package 

5. Preferred Strategy Deci-
sion Package 

6. Strategic Decision Package 

D. Chan,qe and Conflict -_ ... 
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MODULE TWO TEXT 

The systematic approach to the planning segment of the management process 
is based exclUsively on the General Planning Process Model presented in the 
Planning Course. This model is conceptually reflective of the PPBS, MBO and 
ZBB approaches to management, and many of the articl~s presented and cited 
deal with one or more of these three approaches. An area that the course could 
not deal extensively with is budgeting and cost-effectiveness. Accordingly, 
seve:r:'al sources are cited in these areas. 

The first two articles presented in this module, "How to Avoid Glitches in 
Planning" and "20 Ways to Kill Management by Objectives" deal with a crucial 
issue in the context of the roles of a criminal justice administrator: It is 
far easier to discuss management techniques than it is to apply them. These 
two articles deal with practical considerations in this regard. 

The last article, "The Pllrposes and Use of a Budget," addresses fundamental 
questions concerning the "what's" and "thow's" of budgeting. 
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Annotated BibliographY 

, The Record of MBO 
Implementation and Evaporat10n: Title: 
R'· d Rose 1977 p. 64-72. Author: 1cnar , January-February, , 
Public Administration ReV1ew, 

Source: h t 
, ' itations and "sturribling blocks" t a 

This article descr:bes th7 11m t MBO in the federal bureaucracy. 
were encountered in attempt1ng to,1mp~7m~ninteresting and potentially useful 
Criminal justice administrators ~1ll ,~ the problems of introducing a ne~ 
the segments of the art:i.cle dea11ng W1 tt' g and the difficulties of mesh1ng 
form of management in ~ ?overnmental se 1n 
MBO and politica.l reaht1es. 

3. 

Title: 
Author: 
Source: 

Mw~agement by Objectives , 
D F Favreau ana u.E. Gillesp1e 
M~d~rn police Administration, 1978, p. 72 

t by obJ' ecti ves abl' hment of a managemen 
Guidelines for the est 1S. t d This work presents an 

t in a law enforcement setting are presel~ e. MBO system in a criminal 
sys em s of implement:1ng an h 
in-depth analysis of the 1?r~c~ s f the management by objectives appr~ac , 
justice environment. Def1n1t10ns 0 , t' ons must answer before cons1der1ng 
are reviewed, and questions that Org~1za 1identified. Agencies are urged 
the implementation of such ~ ap~~o~c a~~eir reason for existing, the ex
to examine the nature of the1r, m1~s10~heir mission and the roaablocks to 
tent"to which they ar7 acco~p11Sh1~gturns to ways in which ma.\1agemen~ by . 
effectiveness. Thed1sCUss10n the f th identified problems. Techn1ques 
objectives can help to solve some 0 7 approach that stresses th~ re-
of time-demand analysis, a problem-~01V1ngd illustrated in applications ~o 
allocation of priorities, are,exp~a1ne~0~ formulating and writing ~jec~1Ves 
law enforcement problems. ~u1deJ.1ne~ lementing a management by obJe:t1ves 

ffere d as are suggest10ns for 1mp d 'ds to understandl.ng the are 0 , presente as a1 , h 
program. Sample forms and charts arde't mphasis on joint participat10n y 

ent by obJ'ectives process an 1 s e managem 
superiors and subordinates. 

Title: 

Author: 
Source: 

in police Administra.tion and 
colorado - Change Agent Lakewood 

organization 
P.R. Brooks 
Tenth Annual 

d' 1975, p. 116 Interagency Workshop - Procee 1ngs, 

f the problems inherent in ad-
This work provides a case study 0, . t In 1969 when , , l' stice env1ronmen.· , d 

ministering change in a cr1m1na JU re no city services. The city lea ers 
Lakewood voted to incorporate, there we Th fficers of the Lakewood Depar.t
wanted a "new image" p"li?e department. ti~n~l in early 1970, wore bla~er 
ment of public Safety, wh1ch became oP::~_entry officers from other po11ce 
uniforms and were call'ad agents. Late f police experience and two years 
agencies were required to have two year~ 0 d to have a bac.:.!alaureate degree. 
Of college. Recruited agents were requ1re t~ 0 OrganizationallY the 

d a three-to-one ra ... . Civilian employees were use on 
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department was based on the generalist concept of team policing'. Peer group 
supervision was another major organizational concept. Within a year, the 
department had become an "organizational disaster." Although there were 
problems related to the a'ttitudes of other law enforcement personnel in the 
area and of Lakewood citizens, the major problem was organization. Change 
had not been planned. There had been change for the sake of change alone. 
The generalist concept was not working. Measures were taken to resolve the 
problems. Peer group supervision was eliminated and team-policing strategies 
were modified. The department, having made a "strategic ret x-e at ," stabilized. 

Title: 
Author: 
Source: 

Management Systems in Criminal Justice 
A.R. Coffey 
Davis Publishing Company, 1978, p. 124 

This work addresses many of the issues dealt with in the course, and 
presents valuable techniques and perspectives on how criminal justice ad
ministrators can best achieve their desired results. A systems model for 
applying management concepts to criminal justice programs is deveioped. 
Opening chapters establish criminal justice as.a potentially manageable system, 

. isolate the concept of management (i.e., management of justice as a specific 
task distinct from the practice of justice), and examine the value of the 
systems approach in the management of justice. A systems model is developed 
from a variety of management theories for speci'fic application to the clari
fication of the managerial function, as opposed to managerial roles. Problems 
in the existing alignment of functions within justice organizations are 
examined. Application of the syste~s model to the management of police, 
probation and parole, prisons and jails, and prosecution and defense is 
described. The use of consultants to assist in implementing the model, the 
relationship between the model and political influences on justice organiza
tions, and the importance of retaining emphasis on the outcome of managerial 
development are discussed. 

Title: Analysis of the Planning Function in the Administration of a 
Municipal Service-Delivery Agency-Case Study, The Office of Programs 
and Policies in the New York City Police Department 

Author: L.E. Feinberg 
Source: University Microfilms, 1977, pp. 36-37 

The study identifies the formal centralized planning activities of 
the New York Police Department (NYPD) and analyzes the relationship between 
these activities and existing theory ;;lOd knowledge about planning. The 
premises on which the study rests are that an organization is a complex open 
system with a primary goal of survival, that plannin9 should facilitate an 
organization's goal achievement efforts I and that understanding the planning 
process should lead to better control by management ()f an organization's 
activities and/or to modification of planning theory toward greater confonnity 
with reality. The study addresses organizational operational constraints 
likely to encumber a criminal justice organization's planning activities, 
and a review of the growth and status of criminal justice as a system. The 
study emphasizes that planners and managers in police departments (and in 
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other service-delivery agencie.s) need to have a much more precise under
standing of what a planning unit can and should do, whom it 'can serve, and the 
potential for abuse. A bibliography and supporting documentation are included. 

Title: . 
Author: 
Source: 

i' 

Efficiency and Effectiveness in Big-City Polic~ Departments 
Wesley G. Skogan 
Public Administration Review, May-June, 1916, pp. 278-286· 

One of the greatest challenges confronting criminal justic~ admin
istrators is achieving maximum efficiency and effectiveness within their 
organizational units and progra~s. This article examines the concepts of 
efficien~l and effectiveness and how they apply to actual management of those 
police organizations in the u.S. that serve cities with populations of 50,000 
or more. Of special interest to the criminal justice administrator will be 
the segments on (1) the question of "incompatibility" between efficiency and 
effectiveness, and (2) those operational factors found to correlate with each 
concept. 

Title: 
Author: 

The Road from ZBB 
Allen Schick 

Source: Public Administration Re:iew, Mar~h-April, 1978, pp. 177-180 

This article provides a concise overview of the uses of zero base 
budgeting as a management tool. It also describes the limitations of ZBB 
when such a system is actually implemented in a govemmental setting. 

Title: Cost-Outcome and Cost-Effectivensss Analysis - Emerging Evaluation 
Techniques 

Author: J.E. Sorensen and H.D. Grove 
Source: Evaluating Community Mental Health Services - Principle and Practice, 

1977 

This work provides a realistic look at the pitfalls inherent in 
attempting to apply cost effectivensss analyses to public sector agencies. 
The problems of determining cost effectiveness in non--profit service organi
zations are identified, outcome measures are discussed, followed by the 
application of cost-outcome and effectiveness techniques to an example. 

Title: The Zero-Base Approach to Govemment Budgeting 
Author: Peter A. pyhrr 
Source: Public Administration Review, January-February,' 1977 

In this article, the author, who has been deeply involved in the 
ZBa approach to budgeting, presents the concept of ZBB and how it can 
apply in the public sector. In this context, the concept of "decision 
packages" is introduced and discussed. 

II-56 

..- ' .. 
d 1)/ 

i .\ 

'. 

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

·1 
j 

) 

Resource Bibliograph1 

A d7f~nitive bibliography in th ' 
the Part~c~pant Guide itself . H e area of plann~ng would be thicker than 
provide an in-depth analysis·Of tOhwev7r, several works are recommended below that 

e ~ssues that are presented ~n ... this module: 
A. Managing Nonprofit Organizatio d' 

Montana, contains 15 ~rticles 0 th ns~ e ~ted by Diane Borst and Patrick J 
public sector. It is publishednbY ~g~~~c(ation of planning techniques in the· 
New York ),.0020. 1977), 135 W. 50th Street, New York, 

edite:·b Plannin , Program~\nq, Bud etin : 
, y Fremont Lyden and Emest M'll 

art~cles' ~ er, on var~ous planning and bud t'" review of 19 
~ector. Many of the articles deal W~~h ~~~ ~ssu7s, ~n the context o,f the public 
~mplement a national Planning/budget~ e poht~cal :famifications of attempts to 
course. This work is published by ~h:gMsy~~em such,as,the one presented in this 

ar am Publ~sh~ng Company,. Chicago, IL. 
C. Chapters 3-7 of Changina State Bu ' 

fundamental issues underlYing th~: im 1 dge~~ng, by S. Kenneth Howard, deal with 
~s7ems. It is published by the cou~c~~e:~a~~o~ of national planning/budgeting 

x~ngton, KY 40511. a e Governments, Iron Works Pike, 
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~ODULE THREE: ORGANIZING AND IMPLEMENTING CRIMINAL JUSTICE 
PROGRAMS AND ACTIVITIES 

Module Overview 

This Module examines the basic concepts required in properly 

organizing to implement criminal justice programs and activities,_ Special 

emphasis is 'placed on techniques and tools that can be used by criminal 

justice administrators in effectively organizing. These include MOR, Action 

Plans, PERT, CPA, and "Slack Time' Analysis'!. 

Learning Objectives 

At the completion of this Module, the participant should be able to: 

1. Identify a~d explain various concepts utilized in properly 

organizing criminal justice agencies and programs, including 

responsibility, authority, delegation and accountability. 

2. Apply various organizing and implement~tion techniques to the 

management of criminal justice agencies, activities and programs, 

including Action Plans, PERT, CPA, and "Slack Time Analysis". 

Description 

This Module consists of the following components: 

1. Lecture 

2. 'Desk exercises 

3. Group exercises 
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MANAGEMENT PROCESS 

DETERMINE PRESENT SIT
UATION (INTERNAL/EX-

TER,!:~RIABLES) " Ij'\ . • '4' CONSIDER ALTERNATIVE-
EXAMINE AGENCY/ 0-----IJII"'.0 " \.V \:V SYSTEM FUTURES 
PROGRAM/LEADER.· . DETERMINE PROJECTIONS AND 
SHIP PARAMETERS IDENTIFY ANTICIPATIONS (ENVIRONMENTAL 

AND ' ASSUMPTIONS AND VARIABLE 
ANALYZE RESPONSE PLANS) 
PROBLEM 

r ®----~ •• G) .... I---------r-I ---(DESTABLISH MISSION 
MONITOR : 
AND -' 
EVALUATE +-----------

~ PROGRESS 
I MODIFY IMPLEMENTATION 

~ @)IMPLEMENT __ --..:--.., a.. 1 & ~ 1 S. ELECT ALTERNATIVE 
~~ PLA'J~ I & CD 1--------tJll""~ 2 \.V STRATEGIC GOALS 

ESTABLISH NORMATIVE 
GOALS AND POLICIES ~ .1 & ® 1"~I--4---I& ® 14 

.. 1----1& ® 1 .... 1----0 ~OE~:~~~~~Ti~~~~VE 
ESTABLISH PLANS FOR SELECT PREFERRED SELECT ALTERNATIVE 
IMPLEMENTATION AND ALTERNATIVES STRATEGIES THAT BES1· 
EVALUATION ADDRESS ALTERNATIVES 1·7 

This Module addresses the aspect (s) of the Mar. lment Process Chart that is (are) highlighted. 
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I. THE ROLE OF ORGANIZING IN THE 
MANAGEMENT OF CRIMINAL JUSTICE 
AGENCIES, ACTIVITIES AND PROGRAMS 

A. Relationship to Planning and 
Controlling 

Organizing: Establishing a 

framework in which the results developed 

during planning can be achieved. 

B. Organizing and Results 

• Organizing is guided by the 
desired results that are chosen. 

• Often becomes an end in 
itself. 

C. ,Relationship of Organizing to 
Various Roles of the Criminal 
Justice Administrator , 

1. Director of an Organiza
tional Unit 

The focus of organizing here 

is to create an· organizational framework 

and environment hest equipped to achieve 

agency objectives. 

2. Manager of Programs 

The focus of organizing her 

is to develop a capacity in other agencie 

in the criminal justice system to success 

. fully implement programs and projects. 

3. Leader in the Criminal 
Justice System 

The focus of organizing 

here is to bring together the profession

,al groups, constituencies, etc. required . . 
to achieve the objective of contributing 

to substantive change in t,he criminal 
'justice system. 
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D.' summary 
Importance of flexibility in 

successfully organizing in each of the 

three roles. 

II. BASIC CONCEPTS IN ORG~IZING CRIMI
NAL JUSTICE AGENCIES, PROGRAMS ~D 
ACTIVITIES 

A. Responsibility: an obligation 

to perform a task that is necessary to 

achieve an organizational program or indi

vidual objectives. 

B. Authority: the power of an 

individual to carry out responsibilities. 

C. Delegation: the process by 

'which a manager assigns responsibilities 

to subordinates or by which team members 

allocate responsibilities and authority 

within their groups. 

D. Accountability: the obligation 

of the person to whom authority has been 

delegated to use that authority to per

form the intended responsibilities. 

E. Conclusion 

The degree to which responsi

bility, authority, delegation and account

ability are incorporated into the organi

zing responsibility will determine how 

well the resources available are utilized 

in attaining objectives. 

TIl. APPLYING ORG~IZING TECHNIQUES TO 
MANAGING CRIMINAL JUSTICE AGENCIES, 
PROGRAMS AND ACTIVITIES 

A. The "Action Plan" - Visual 3-2 

. The process of developing the 

action plan addresses all four of the key 
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STRATEGIC 
ELEMENT: 

RESPONSIBILITY 

1. 
2. 
3. 
4. 
5. 
6. 
1. 
8. 
9. 

10. 

" 
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ACTION PLAN 

MANAGER' . 
INDIVIDUAL PROJECTED PROJECTED VERIFICATION 

ACCOUNTABLE START COMPLETION 

-

3-2 
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concepts in organizing: 
1. It defines responsibili~ 

2. It delegates authorit1 

3. It creates !ecountabilit~ 

B. Program Evaluation and Review 
Technique (PERT) 

Helps administrators establish 

the 'relationships between and among acti

vities (responsibilities). 
1. Three Basic Components: 

a. Activities shown as 

b. 

c. 

d. 

_.......:(:;.;.:A):.-_~ 

Events shown as ® 
(V_ ..... F_;>® 
Time shown as te ;.. Y 

Time calculated using 

formula 
a+4b+c 

te.. -, 6 , where 

te = Time estimate 

a= Optimi~tic time 

(activity complete if 

everything goes well) 

b = Most likely time 

(time shown in Action 

Plan) 

c = Pessimistic ti~~ 

(time if plan goes awry) 

Describes' relationship 

between activities in an element and 

their sequence. 

2. summary 

Once completed, a PERT 

Chart provides the criminal justice 
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PERT CHAR':1'. EVENTS 

• 

PROGRAM ELEMENT: BY JULY 1, '1980, OPEN A COMMUNITY-BASED TREATMENT FACILITY 
FOR YOUTHFUL OFFENDERS IN GOTHAM CITY 

... ... 
t-t 
I 

"'" 

MANAGER:. TOM JACKSON 

RESPONSIBILITY 

1. Select Director 

2. Secure building 
to house f~cility 

3. Select staff 

4. Select ~esidents 

5. Train staff 

. 
6. Purchase supplies, 

equipment, furnish-
ings, beds, e~c. 

7. Open facility 

INDIVIDUAL Ji'ROJECTED PROJECTED 
ACCOUNTABLE START COMPLETI,QN 

1. Tom,J",ckson 

2. Directpr 

3. Director 

4. Director 

5. Director 

'6. Director 

7. Director 

, 

, 

• • 

EXHIBIT 3-1 

VERIFICATION 

1. Signed contr.act 

2. Signed lease 

3. Signed contracts 

4. List of residents 

5. Memo verifying 
course completion 

6. Purchase orders 
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PERT CHART FOR COMMUNITY-BASED TREAT~~ FACILITY 

KEY EVENTS 

1. Funding approved 
2. Director hired 

(Staff) 
3: Treatment staff hi,red 
4. Begin training of treatment 

staff 
S. Training or treatment staff 

completed 
6. Custodial staff hired 

(Halfway House) 
20. Development of facility 

criteria for halfway 
. house 'completed 

21. Halfway house lease signed 
22. Assessment completed of 

needed .furnishings and 
equipment for halfway 
house 

23. Furnishings and equipment 
received and installed 

30. Criteria established ~or 
selecting residents 

31. Residents selected 
32. Residents moved into facility 
33. Residents begin community job 

placement and community 
adjustment training 

40. Begin acquisition of clothing 
for residents 

ACTIVITIES 

A. ~e~ch ~or and hire dt~ector 
a, ~earch ~or ~d h~re t~eAtment sta~~ 
C. TrA~n tre~tment st~~~ 
D. Se~ch. to~ and hire custodial sta;t;1; 
E. ~esearch ~d decide on c~iteria for 

selectin9 ~acil~ty 
F. Sea~ch ~or appropriate tacility and 

ne«;Jot:,i:ate lease 
G. ldentify needed fu~ishings and equip

ment 
H. Price, order and receive ~urnishings 

and equipment 
I. Prepare for and arrange furnishings 

and equipment 
J. Research and decide on c~iteria ~or 

selecting residents 
K. Design information on selection criteria 

to be included in training 
L. Treatment staff use selection criteria 

to select residents 
M. Arrange transfers and transport new 

residents to facility 
N. Set up work logistics and schedule 

adjustment training 
o. Bring in new residents as old leave 
P. Arrange for initial clothing 

acquisition 

8 :} 
EXHIBIT 3-2 

TIME 
~STI""TE (te) 

5 
5 
1 
2 
1 

5 

1 

8 

5 

2 

1 

2 

~ 

~ 

Qn9Q:j..ng 
ongoing as 

residents change 

, 

, 

• .-

\ 
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administrator with a clear picture of when 

and in what sequence the activities re

quired to implement an element will take 

place. 

CASE STUDY E~ISODE SIX: DEVELOPING AN 

IMPLEMENTATION PLAN (INDIVIDUAL EXERCISE) 

C. Critical Path Analysis (CPA) 

1. The Critical Path 

• Definition: The long

est sequence of. ev~nts in a PERT Chart. 

,. Knowing critical path 

can: 

- Establish longest 

sequence 

Establish shortest 

time 

Identify key control 

points 

• Helps determine .where 

delays cannot be toler,eated 

2. Critical Path and Slack 

Time 

• Definition of Slack. 

Time: The amount of leeway in scheduling 

activities. 

1. Identifies where 

slippage may occur. 

2. Calculating Slack 

Time 
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EXHIBIT 3-3 
CRITICAL PATH ANALYSIS FOR COMMUNITY-BASED TREATMENT FACILITY 

B C 

te=3 te=5 

A 
l+-----~ te = 3 

D 

te=6 

G 

te=5 

ACTIVITIES 

E 

te=ll 

6 ~-----------~~----~~,7 tl:.';=10 

::: A Screen and interview candidates for Dil:ector position Z B Screen and interview applicants for staff positions 
o C Train staff 

D Examine requirements for halfw~ house facility 
E Search for facility to serve cJ; halfway hous'e 
F Requisition furnishings, supplies, and equipment 
G Review possible alternative criteria for potential residents 
H Screen potential residents 
I Requisition clothing, etc. for residents 
J Conduct cOllanunity adjustment training 

KEY 

o Event 

Activity 

--------- Dependency 

c 1',\ 
\. .. o 

.. -

1. 
2. 
3. 
4. 

5. 

LIST OF KEY EVENTS 

Funding approved 6. 
Director hired 
Staff hired 7. 
Criteria for halfway house 8. 
facility established 9. 
Lease for halfl'l;~Y house 10. 
signed 

o 

F J 

te=6 

I 

te=3 

TIME ESTIMATES 

3 
3 
5 
6 

11 
6 
5 

10 
3 
6 

Criteria for residents 
established 
Residents selected 
CUstodians hired 
Halfway house opened 
Residents begin community I 

jobs or training program 

I 
I 
( 

.: 
j 

11 
;1 
II 

~ 

Slack Time for Activity 
A = TL~ , where, 

TL ,= Latest Allowpbl~, 
Time an activ~ty can be completed 

'IE = Earliest Possible 
Time an activity can be completed 

3. Calculating Slack. Time: 
Individual Exercise 

4. 'l!. as a Budgetary Tool 

'I'L can be invaluable in' 
preparing anq analyzing budgets. 

CASE STUDY EPISODE SEVEN: LAT AND 

CUTBACK, MANAGEMBNT (GROUP EXERCISE) 

D. 

tional Unit 

A~plication of Organizing Tech
n1ques to the Three Roles of 
the Criminal Justice Adminis
,trator 

1. Director of an Organiza-

2. Manager of Programs 

3. Leader in the Crimin~l 
Justice System 

The importance of action'Plans, PERT 

and CPA charts to all three roles 

should be understood. Wh en applica-
ble, they should be used regard.less 
of the role. 

E. Conclusion 

III-ll 
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Caloulating Slack Timel An Individual Exercise 

Instrul:::tions IV. 
COOCLUSlOO 

A. "Organizing" is different from 

"organization." Refer It.O Exhibit 3-3 "Critioal Path Analysis for C;)~lIIl\\.U'lity-based Treatment Faoility." 

Using 1:he information provided in this PERT Chart, calculate the slack times 

for thEI events shown in the table below. Note that the blanks have already 

been cClmpleted for Event 3 as ,per class discussion. 

1. 

3. 

4. 

5. 

6. 

7. 

8. 

9. 

10. 

You have twenty minutes to complete this exercise. 

Latest 
Allowable 
Time (Ttl' 

21 

IlI-12 

Earliest 
possible 
Time (Tm) 

6 

" 

Slack Time 
(TT,~)_ 

15 

€ I 

i 
,. 

(! 

) 

() 

zing 

B. Four basic concepts in organi-

1.,' Responsibility 

2'.' Authority 

3. Deleg~tion 

4. Accountability 

C. Action Plans 

D,. PERT and CPA 

E. 'Organizing builds on Planning 

and sets the stage for Controlling. 
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MODULE THREE TEXT 

Throughout the Course it is emphas~zed time and again that, none of the 
management responsibilities' exists in a vacuum, detached from the other two. 
Therefore, it is difficult to select tarticles that deal strictl.y with one 
management responsibility. consequently, many of the books andl articles 
cited in the previous module deal with topics in the organizingl area. This 
is especially true in the articles that deal with the implementation aspects 
of rational budgeting systems. ~he articles and books cited below were 
selected'for this module's text because they emphasize topics in the organ
izing area, not because they necessarily deal exclusively with thi,s topic 
or its components. 

The three articles for this module deal with two topics cO'17ered in the 
module. The first (Mittra) deals with PERr and its relationshilP to other 
management techniques. The second two (Stumm, Killian) deal wi1:h the prin
ciple of delegation and techniques for doing it successfully. 
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2. 

Title: 
Author: 
Source: 

Anno~ated Bibliography 

Organizational Decline and Cutback Management 
Charles Levine 
Public Administration Review, July-August, 1978, pp. 316-324 

This article examines the crucial issue of "cutbacks" in the 
operation of government agencies. +t describes the internal and ex
ternal factors that cause governmental agencies to decline, and offers 
tactics fo~ either resisting organizational decline or making the de
cline go more smoothly. 

Title: More on Cutback Management: Hard Quest~ons for Hara Times 
Author: Charles H. Levine 
Source: Publi'c Administration Review, March-April, 1979, pp. 179-183 

This article examines the unique ~roblems and paradoxes public 
sector managers confront when trying to cut back. The author also 
addresses the strategic decisions an administrator must make concerning 
~utbacks, including such issues as deep gouge on small decrements, 
efficiency or equity, etc. 

3. Title: Management Strategies to Deal with Shrinking Resources 
John J. McTighe Author 

Source: P~lic Administration'Review, January-February, 1979, pp. 86-90 

This excellent article describes the salient factors a manager 
mus~ ~o~sider when developing strategies to cut back agency or program 
actl.vl.tl.es. The author presents a series of "checklists"for each factor 
to assist managers in properly addressing this key issue. (Note the 
close relationship between these factors and those addressed in the 
"Situation Analysis. ") 

4. Title: 
Author: 
Source: 

Symposium on Management by Objectives in the Public Sector 
Jdng S. Jun, Symposium Editor 
Public 'Administration Review, January-February, 1976, pp. 1-45 

The basic management approach presented in this course is a 
modified Management by Objectives (MBO) system. These symposium articles, 
by such management authorities as Peter Drucker and GeorgeOdeoine, pro
vide both the historical background of MB0 and how MBO can be used suc
cessfully. in the public sector. Many of the articles are "imp1~mentation" 
oriented, and deal with the practical aspects of making MBO really work in 
the pub1i?sector. This article is excellent background reading for all 
criminal justice administrators. 

5. Title: Policing by Objectives - A Handbook for Improving Police Manage
ment-Draft 

Author: V.A. Lubans', J.M. Edgar and R.F. Dart 
Source: Social Development Corporation, 1977, p. 128 

. 
; 
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This work provides an interesting look at how Management by 
Objectives (MBO) can be modified to work in a law enforcement setting. 
Excellent information is included for criminal justice administrators 
to use in technical assistance efforts with law enforcement agencies. 
Policing by objectives (PBO) is us~d to describe a systematic,method 
of managing police organizations more effectively and with better re
sults. Based on a process designed primarily for use in business and 
industry, PBO has been extensively modified to take into account the 
extraordinary nlc.lnagement problems inherent in the police enterprise. 
The typical problems which beset the police manager -- little control 
over the demand for the types, timing, or frequency of services, re
sults which are not easily measured, budget decisions which are often 
made outside the police department -- are problems with \'1hich a busi
ness-oriented system of management is incapable of dealing. PBO, on 
the other hand, acknowledges these and the many other special diffi
CUlties which characterize the distinctive world of police manage~ 
mente Implementation issues ~d the di~ficulties in successfully 
"organizing" are addressed. 

6.; Title: PERT for CAA Planning, Vol. II 
Author: Policy Management Systems, Inc. (pursuant ,to a contract with 

-the' u.S. Office of Economic Opportunity) 
Source: U.S.Government Printing Office, Washington, D.C. 

This programmed te~t provides excellent instruction in the 
application of Performance Evaluation and Review ~echnique (PERT) 
to organizing and controlling programs and activities in the public 
sector. This represents a Yaluable resource document for practitioners 
interested in PERT. Concepts from this work were incorporated into 
this course. 
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Resource Bibliography 

The approach to organizing taken in h' 
wi~h topics that are generall includ ,t 1S co~rse deals primarily 
at10nal planning" and "pr' ~ ad 1n the l1tarature on "oper-
introduction to this mOdU~;~~ t=an~gement"., As indicated in the 
Module Two dealing with :r:'ation~l x~, d th~. arhcles and books cited in 
of the types of operational Planni~ ged~ng syst~ms i~clude discussions 
should again be noted that th' dg a ressed 1n th1s course. It 
in other CJTC Courses The ~~ m? ~le also reflects concepts covered 
gram Development Cour~es can pr~~:~ s ffom both the Planning and Pro-
in this topical area. 1 e va uable addi~ional information 
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MODULE FOUR: CONTROLLING 

Module ov~~ 

This Module presents techniques and strategies for controlling 

progra.ms, activities and subordinates. Various program and project 

control techniques are explained, including PERT, CPA, Action Plans, 

MOR, and other products of evaluation. Techniques for controlling 

employees are also presented, including standards of performance, 

motivation and communication. Also discussed are approaches the 

criminal justice administrator can employ to maintain " self control", 

including techniques for dealing with stress. 

Learning Objectives 
#J 

At the completion of this module, the participant shoul.d be able to: 

Identify first- and second-category controls and explain nQw 

they can be us~d by crblinal justice managers in carrying 

out their various roles. 

2. Apply yarious techniques' to the control of activities in 

~~,:lminal justice agenc:l.es ,and programs, including PERT, CPA, 

Action Plans, Method of Rationales, and Evaluation products. 

3, Apply various techniques in insuring the productivity of indi-

vidual employees within a criminal justice agency, including 

defining, developing and using standards Qf.performance, and 

conducting an employee performance appraisal process, effective 

motivation and communication. 

4. Employ various "self-control" techniques, including techniques 

to manage stress and time. 
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Description 

This Mod~le consists of: 

1. Lecture 

2. Oesk exercise 
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MANAGEMENT PROCESS 

DETERMINE PRESENT SIT
UATION (lNT'ERNAL/EX· 
TERNAL VARIABLES) 

, 

" 

~.---

• 

EXAMINE AGENCY/ CD ---~".CD ---~ •• 0 ~ 0) CONSIDER ALTERNATIVE 
PROGRAM/LEADER.~~ DETERMINE PROJECTIONS AND SYSTEM FUTURES 
SHIP PARAMETERS IDENTIFY ANTICIPATIONS (ENVIRONMENTAL 
-----~-----...,AND ASSUMPTIONS AND VARIABLE 

ANALYZE RESPONSE PLANS) 
PROBLEM 

® -----4I~.CD ... ~t-------__ ---® ESTABLISH MISSION 

r~~ MONITOR 
AND 
EVALUATE 

+ ___________ ..J 

~ PROGRESS 
I MODIFY IMPLEMENTATION' 

~® IMPLEMENT ~, 
~~ PLANS 1,1\ t7'. -------~~ .. I A f8\ I SelECT ALTERNATIVE 

LJp \!..) \.V STRATEGIC GOALS 
ESTA BLISH NORMATIVE 
GOAlS AND-POLICIES ~ 1& ® I"~'--- L~ ® "~~--I& @ I"~~-CD IDENTIFY ALTERNATIVE 

COURSES OF ACTION 
ESTABLISH PLANS FOR SElEC~ PREFERREO SelECT ALTERNATIVE 
IMPLEMENTATION AND ALTERNATIVES STRATEGIES THAT BEST 
EVALUATION ADDRESS ALTERNATIVES 1-7 

I-______ ~_._. ___ • _ __J 

This Module addresses the aspect (s) of the Managemant Process Chart that is (are) highlighted. 

, . 
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I. THE ROLE OF CONTROLLING IN THE 
MANAGEMENT OF CRIMINAL JUSTICE 
AGENCIES, ACTIVITIES AND PROGRAMS 

A. Relationship to Planning and 
Organizing 

Controlling: Insuring that the 

results established during planning are 

achieved to the greatest extent possible. 

B. Re1ationshiE to the varicus 
Roles of the Criminal Justice 
Administ rator 

• As the criminal justice 

administ rator pe rf orms each of the three 

roles, he or she fulfills the control 

responsibili ty in two ways: as a manager 

of the control process, and as a control 

"agent. " 

II. TYPES OF CONTROLS 

A. First-Category Controls 

• All the conditions esta

blished during planning an") organizing 

phases that establish the "boundaries" 

within which the organization or program 

~ill operate. 

1. Planning Controls 

• The most powerful first

category control developed during the 

planning phase is the objective. The 
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objective represents the "bottom. line. " 

• The Budget 

2. Organizing Controls 

• Action Plans" PERT, CPA 

are useful as both first-category controls 

and second-cate'gory controls 

B. Second-Category Controls 

• The measures used to deter

mine how close 'to the boundaries esta

blished during planning and organizing 

the organization, program or individual ha 

come. 

• Usually in the form of re

ports that describe both work in progress 

and completed work • 

• Should be: 

Timely 

Economical 

Comprehensive 

• Concerned with the control

ling of the "process" by which strategies 

are implemented, while first-category con

trols have a "produo't tl orientation. 

C. Summary 

• TypeS of Controls sets the 

stage for a" discussion of the crimi,na1 

justice administrator as a man<1ger of the 

control responSibility. 
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I II. MANAGER OF THE CONTROL 
RESPONSIBILITY 

The focus here is on how the crimi

nal justice administrator can insure that 

the overall control process is conducted so 

as to contribute to optimum success in 

achieving organizationa~ objectives. 

A. Manager of Programs 

• Evaluation is the foundatio 

for the proper control of programs. 

- Monitoring 

- Process Evaluation 

- Impact Assessment 

• Monitoring focuses on in uts 

and activities (Visual 4-1) 

- Monitoring should be more 

than an effort to see that activities are 

occurring in compliance with the "letter" 

of the plan. The emphasis must also be 

diagnostic. 

- Importance of mod.toring 

,the environment. 

• Process Evaluation is linke 

to re,sults (Visual 4-2) 

- Criteria to judge an 

evaluation plan: 

IV-6 
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ELEMENT MONITORING AND MOR 

TYPICAL QUESTIONS 

IS ELEMENT OPERATIONAL? 
IS IT ON SCHEDULE? 
IS IT CONSISTENT WITH PROPOSAL? 
DOES SCHEDULE NEED TO BE REVISED? 
DO STANDARDS FOR STAFF/EQUIPMENT NEED 

TO BE CHANGED? 
IS THERE EVIDENCE OF ANY SERIOUS PROBLEM 

IN ELEMENT MANAGEMENT/STAFFING? 
IS TA NEEDED? 
IS IT REASONABLE TO EXPECT ELEMENT 

TO BE SUCESSFUL? 
ARE RESOURCES BEING USED AS INTENDED? 
ARE THEY ADEQUATE? 

EARLIEST THAT DATA 
FOR ANSWERS LIKELY 
TO BE AVAILABLE 

EARLY AND THROUGHOUT 

ELEMENT'S LIFE 

FOCUS IS ON INPUTS AND ACTIVITIES 
4-1 

, 
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PROCESS EVALUATION AND MOR 

TYPICAL QUESTIONS 

ARE INPUTSI ACTIVITIES SUFFICIENT TO 
PRODUCE DESIRED RESULTS? 

DO CHANGES NEED TO BE MADE? 
WHERE AND HOW MUCH? 

HOW CAN ELEMENT BE MADE MORE 
EFFICIENT? WHAT OPERATIONS/" 
PROCEDURES SHOULD BE CHANGED? 
WHAT ELEMENT STRATEGIES/TECHNIQUES 

, ' 

SHOULD BE ADDED/DROPPED? 

SHOULD ELEMENT BE CONTINUED? ' 

HOW MUCH ARE VARIOUS ELEMENT 
OPERATIONS COSTING? 

EARLIEST THAT DATA 
FOR ANSWERS LIKELY 
TO BE AVAILABLE 

MIDDLE OF ELEMENT LIFE 

FOCUS IS ON ELEMENT RESULTS 
4-2 

0\: 0 
o 

......... 
c 0 0 0 ttl ~ 

c .1Ii1I 

-- Does it provide infor 

mation useful in decision-making? 

-- Will the ,outputs be 

useful in correcting a defective project~ 

-- WiU. the evaluation 

data be useful in deciding whether or not 

an activity should be continued? 

• Ke,y events are essential to 

all three types of evaluation. Key events 

can occur through the life of the project 

and are the important occurrences that 

should take place --

~ If the inputs are pro

perly put into place to produce the in

tended activities; 

- If the activities pro

duce the intended results; and 

- If the results lead to 

the intended impact. 

Key events must have established success 

criteria and these criteria must be , 
measurable. 

IV-9 

, 

NOTES 

I, 

r i ' , 
I' 

I ' 

i 



'ExamJ,:?le: By June '30, 1980, 

were eight counselors hired who had at least 

a masters degree in guidance 'artdaounseling 

• Impact Assessment is linked 

to outcomes (Visual 4-3) 

• Uses of informat,ion gained 

through the control processes: 

- Data from Element 

Monitoring and Process Evaluation 

--To expand a project 

that is working 

, --To correct a proj ect 

that isn't working 

ject 

Assessment 

--To discontinue a pro-

Data From Impact' • 

, --Helps the manager dete~ 

mine questions related to future plannin~. 

• Summary 

- Provides information 

during the decision-making ,process. 
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IMPACT ASSESSMENT AND MOR 

TYPICAL QUESTIONS 
TO BE ANSWERED 

DID ELEMENT ACCOMPLISH OBJECTIVES? 

WHAT EFFECT DID ELEMENT HAVE ON 
BROADER LE/CJ SYSTEM? 

SHOULD A SIMILAR ELEMENT BE INSTI
TUTED ELSEWHERE? 

HOW DOES ELEMENT APPROACH COMPARE 
WITH OTHER STRATEGIES'l 

DID ELEMENT tlESULTSCONFIRM ITS 
UNDERLYING 'THEORY OR ADD TO THE 
BODY OF KNOV\fLEDGE? 

SHOULD ELEMENT BE INSTITUTIONALIZED? 

EARLIEST THAT DATA FOR 
ANSWERS LIKELY TO BE 
AVAILABLE 

INITIAL INFORMATION EARLY 
IN ELEMENT, SUBSTANTIVE 
INFORMATION FROM MIDDLE 
THROUGH LIFE OF ELEMENT 
AND BEYOND. 

WHAT BENEFITS WEnE RECIEVED AT WHAT COST? 

FOCUS IS· ON ELEMENT OUTCOMES 4..:3 
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B. Director of an Or9anizational 
~ 
• Directors of Organizational 

units as key figures in managing control 

respcndbility within their own,units. 

C. Leader in the Criminal Justice 
System 

• As ~eaders, crimi~al justice 

administrators can use controlling ~ech

niques to render technica+ assistance. 

D. Summary 
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IV· CONTROL AGENT 

• Within the context of the rol~ 

of director of an organizational unit, .the 

criminal justice administrator does more 

than manage the process; he or she becomes 

the "control agfmt" who is accountable for 

subordinates' individual job performance. 

A. Standards of Performance 

• A statement of the condi-

tion (s) that ~,dll exist when a responsibi

lity is satisfactorily com~leted. 

Three types: 

1. Historical Performance 

Standards .'- based on past perfo:r;mance by 

the suborqinate 

2. Comparative Performance 

Standards -- based on comparison of the 

work performed by two or more subordinates 

perfiorming the same tasks 

3. Engineered Perfc:lrmance 

Standards -- based on objective;:; establish-

ed within the context of the Management 

~rocese: in which the individual subordi-

nate is going to be expected to partici-:-

pate in implementing. 
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ACTION PLAN N~D STANDARDS OF PERFORMANCE 

STRATEGY: BY JULY 1, 1980, OPEN A HALFWAY HOUSE ~'OR 
JUVENILES IN l\lERION TONNSHIP 

,'-- -
INDIVIDUAL PROJEC'fED 

I RESPONSIB ILITY' ACCOUNTABLE S'l'AR'f 
--- -

1. Secure a suitable l. Jeff Poole l. 10/1/79 
building to house 
the facility 

2. Purchase supplies, 2. Sally Dawson 2. 2/15/80 
equipm~nt, furnish-
ings, etc. , for 
facility 

3. Move supplies~ 3. Jeff Poole 3. 5/15/80 
equipment, etc. , 
into facility 

4. Select Director 4. Tom Jackson 4.11/15/79 

5. Select Staff 5. Director 5. 3/1/80 

6. Train Staff 6. Director 6. 5/15/80 

7. Select residents 7. Director 6. 6/1/80 

1
8

• 

Open facility I 
1

8
• 

Director 8. 7/1/80 

o 
.. -

-
PROJECTED 

COMPLETION 

l. 2/1/80 

2. 5/1/80 

3. 6/1/80 

4. 2/15/80 

5. 5/1/80 

6. 6/1/80 

7. 6/20/80 

8~ 7/1/80 

I . -"-.. ~<=. ==-~ ......... ~--=--.~.~- .-

EXHIBIT. 4-1. 

MANAGER: TOM JACKSON 

--
VERIFICA'fION 

l. Signed lease 

l. Purchase orders 

3. Memo 

4. Signed Contract 

5. Signed contracts 

6. Memo verifying 
conduct of 
course 

7. List of 
residents 

8. Memo verifying 
opening 

..,....-

B. Quantity vs. Quali~ . 

• One of the most difficult 

aSf~cts of developing good standards of 

performance is insuring that the standards 

provide for quality as well as quantity in 

subc:)rdinate output. 

C. The Performance Appraisal 
Process 

Provides a framework for two 

critiC'al functions: 

1. The extent to which an 

individual is contributing to the 

achievement of organizational goals and 

objectives can be examined; and 

2. The subordinate's "growth" 

can be discuss9G in terms ,of job perform-

ance. 

3. Key points in appraisal 
process: 

a. Process is ongoing. 

b. Importance of appraisal 

ponference as a review of past performance 

but mainly to establish future standards. 

c. Appraisal is subordinat 
centered. 
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4. Not necessarily a favorite 

task, but potentially rewarding in terms of 

impact on organization. 

v., INTERNAL CONTROLS 

• Importance of internal controls 

vs. external controls. 

VI. MOTIVATION AND COMMUNICATION 

How to motivate and communicate 

with individuals depends on the type of 
, 

individual with whom you are dealing: 

A. Type A: The R'ugged Individualis 

• Hard-driving, tough, fair, 
self-demanding 

• Impatient, outspoken, self

seeking, not a team player 

B. Type'B: The Corporate King or 

Queenpin 

• Assertive, self-sufficient, 

self-confident, great force of character 

• Self-centered, dislikes d~tail, 
unconcerned about others 
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c. Type C: The Student Body 
,President 

• Optimistic, assumes responsi
bility, admired, interested in and gets 

things done through others 

• OVerly optimistic\ and'self-

confident,i ~errible with details, too boss 

and controlling 

D. Type D: The Benevolent 

• Considerate, firm in own con
victions, unselfish, friendly, r~spects 

others 
• Ineffective under pressure 1 

not demanding enough, overly protective 

E. Type E: The Team Player 
• Cooperative, poised, friendly, 

seeks others I 'approval 

'. Easily exploited, ineffective 

under pressure, a talker rather than a 
doer 

F. Type F: The Company Person 

• Conservative, deliberate, 

steady, appreciative, eager to please. 

• Gullible, too dependent and 

sensitive, lets others make decisions 

G. Type G: The Perfectionist 

• Accurate" persistent, modest, 

dislikes conflict 

• At·-times indecisive, shy, may 

lack, self-confidence, unwilling to inter

act with others 

H. Type H: The Hard-DrivingSkepti 

• Detail-person, hard worker, 
achiever, has high standards 

• Hard to impress, finds it 

hard to make decisions, projects gloomy 

att:ltud,e, uncomfortable interacting with 
and managing others 
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VII. STRESS MANAGEMENT 

A. Introduction 

• Stress is "the body's non

specific response to any demand placed on 

it." 

• Two types of individual re

sponse.styles to I3tress: 

- "Racehorses" 

- "Turtles" 

• Three major sources of 

stress: 

- stress brought on by 

major changes 

- Everyday environmental 

stressors 

- Internal stressors 

B. Internal Stressors 

• Dependent on type of indivi-
, 

dual ("racelj.orse" or '.'turtle") 

• Difference between one's 

own perception of him/herself and how 

others perceive him/her 

ences" 

C. Stress Brought on by Major 
Changes' 

1. "Schedule of Recent ixperi

and the "Social ReadjUstmen£ Rating 

Scale" (Exhibit 4-2) 
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EXHIBIT 4-2 

THE SOCIAL READJUSTMENT RATING SCALE. 

Life Event 

Death of spouse 

Divorce 

Marital separation from mate 

Detention in jailor other institution 

Death 0'£ a close family meJlnber 

Major personal injury or illness 

Marriage 

Being fired at work 

Marital reconciliation with mate 

Retirement from work 

Major change in the health or behavior of a 
family member 

Pregnancy 

Sexual difficulties 

Gaining a new family member (e.g., through 
birth, adoption, oldster moving in, etc.) 

Major business readjustment (e.g., merger, 
reorganization, bankruptcy, etc.) 

Major change in financial state (e.g., a lot 
worse off or a lot better off than usual) 

Death of a close friend 

Changing to a different line of work 

Major change in the number of arguments with 
~pouse (e.g., either a lot more or a lot less 
than usual regarding child-rearing, personal 
habits, etc.) 

Takifig on a mortgage greater than $10,000 
(e.g., purchasing a home, business, etc.) 

Mean Value 

100 

73 

65 

63 

63 

53 

50 

47 

45 

45 

44 

40 

39 

39 

39 

38 

37 

36 

3S 

31 

From Holmes, T.H. and. Rahe, R.H.: The Social Readjustment 
Rating Scale. Journal of Psychosomatic Research 11:2l3-2l~ 
1967 
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Life Event Mean Value 

21. 

22. 

23. 

24. 

25. 

ForeclosUrE! on a mortgage or loan 

Major change in responsibilities at work. 
(e.g., promotion, demotion, lateral transfer) 

Son or daughter leaving home (e.g., marriage, 
attending college, etc.) 

In-law trolLlbles 

Outstanding personal achievement 

26. Wife beginning or ceasing work outside the 
home 

27. Beginning or ceasing formal schooling 

28. 

29. 

30. 

31. 

32. 

33. 

34. 

35. 

36. 

37. 

Major change in living conditions (e.g., build
ing a new home, remodeling, deterioration of 
home or neighborhood) 

Revision of personal habits (dress, manners, 
associations, etc.) 

Troubles with the boss 

Major change in working hours or conditions 

Change in residence 

Changing to a new school 

Major change in usual type and/or amount of 
recreation 

Major' change in church activities (e.g., a lot 
more or a lot less than usual) 

Major'change in social activities (e.g., clubs, 
dancing, movies, visiting, etc.~ 

Taking on a mortgage or loan less than $10,000 
(e.g., purchasing a car, TV, freezer, etc.) 

38. Major change in sleeping habits ( a lot more or 
. a lot less sleep, or change in part of day 

when aslee~) 

39. Major change in number of family get-togethers 
(e.g., a lot more or a'lot less than usual) 
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30 

29 

29 

29 

28 

26 

26 

25 

24 

23 

20 

20 

20 

19 

19 

18 

17 

16 

15 

~ ~ ,. ,-- -." ~,-, _ ••• , + 

I I 

( . 

It' td ( 1 
, 

\~ J)' 
.......... '>'-

( 

(:l 

0-

0 
(~~ , J) 

I " 

o~, 
T~~ ~-,,- ~- ~ ~ 

-

I 
. 

';, ) 
, I 

t(·i 
~i 

I 

, f) 
""'o.~ 

i ) 

! 
'I 
' J 

, ) 

( . 
-I 

0 I 

'I 

.1 

ji~ 
-------

40. 

41. 

42. 

43. 

Life Event 

Major change in eating habits ( a lot more or 
a lot less food intake, or very different meal 
hours or surroundings) 

Vacation 

Christmas 

Minor violations of the law (e.g., traffic tickets, 
jaywalking, disturbing the peace, etc.) 

Thomas H. Holmes, M.D. 
Department of Psychiatry and Behavioral Sciences 

University of Washington School ,of Medicine 
Seattle.,' Washington 98195 
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2. Coping with Ma~or. ~han~es 

Five stages: 

a. Denial 

.) 

NO'I'ES 

, ) 

1. 

EXHIBIT 4-3 

QUES,TIONS REGARDING EVERYDAY STRESSORS 

How often do you feel that you ha,ve too little authority to carry out 

your responsibilities? 

2. How often do you feel unclear about just what the scope and 

responsibilities of your job are? 

3. How often do you not know what opportunities for advancement or promotion 

b. Anger exist for you,? 

c. Bargaining 

d. Depression 

e. Acceptance 

i i 1 Just:1 . 3. Response of Cr m na 

to Employees Undergoing 
Administ rator 

Change 

employees face 

Be sensitive to changes a. 

b. understand and deal with 

the five stages 

The Criminal Justice 
4. h from Major C ang e 

Administrator and stress 

--i.e., his/her own 

D. Everyday Si:ressors 

• Weiman's study 

• "Questions Regarding Every-' 

S " (Exh.1.bit 4-3) day Stressor 
• Dealing with everyday 

stressors 

E. 
. Signals of Stress Early: ~arnl.ng _ 
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4. How often do you feel that you have too heavy a work load, one that you 

could not possi.bly finish during an ordinary working day? 

5. How often do yc,u think that you will not be able to satisfy the con

flicting demands of various people around you? 

6. How often do you feel that you are not fully qualified to handle your job? 

7. How often do you not know what your superior thinks of you, how he or she 

evaluates your performance? 

8. How often do you find yourself unable to get information needed to carry 

out your job? 

9. How often do you worry about ,decisions that affect the lives of people 

you know? 

10. How often do you feel unable to influence your immediate supervisor's 

decisions and actions that affect you? 

ll. How often do you feel that you may not be liked and ~ccepted by people 

at work? 

12. How often do you not know just what the people you work with expect of you? 

13. How often do you feel that you' have to do things on the job that are 

against your better judgment? 

14. How often do you think that the amount of work you have to do may interfere 

with how well it is done? 

15. How often do you feel that your job interferes with your family life? 
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CASE STUDY EPISODE EIGHT: COPING WITH 

STRESS AS A CRXMINAL JUSTICE ADMINISTRATOR 

(INDIVIDUAL EXERCISE) 

Techniques for Alleviating Stress 
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VIII. MANAGING TIME TO REDUCE STRESS 

• Time is a manager's most 

precious resource. The inability to con

trol time is a great source of stress. 

A. Some Basic Princi.eles of Time 
Management 

1. List objectives and major 
activities 

2. Prioritize objectives and 
main activities 

3. Delegate when possible 

4. Allocate time according to 
remaining priorities 

B. A.eElication to Individual Roles 
of Criminal Justice Administra-
tor' 

l. Make a combined list of 
objectives for all three roles 

2. Prioritize by using ABC 
system 

• A = Most important 
objectives 

• B = Medium important 
objectives 

• C = Least important 
objectives 

3. Delegate when possible 
4. Allocate time according to 

remaining priorities 
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IX. 

C. Use of Time in Selecting the 
Role "Mix" 

ANALYZING POI'ENTIAL ROLE IMPACTS: 
DISTINGUISHING PROCESS FROM PRODUCT 

A. SUccessful Leadership vs. 
Unsuccessful Leadership 

• Successful Leadership occur 

when the individual or gro~p adopts the 

administrator's course 

• Unsuccessful Leadership 

occurs when the individual or group re

jects the administrator's course 

B. Effective Leadership vs. Inef
fective Leadership 

• Effective Leadership occurs 

when the adopteo course(s) of action will 

result in achievement of the desired 

objective (s) 

• Ineffective Leadership 

occurs when the adopted course(s) of 

action will not result in achievement of 

the desired objective(s) 
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X. MODULE CONCLUSION 

A. Cdntrolling is final management 
effort 

B. Key Points 

1. Controlling is probably most 

difficult management responsibility 

2. Two basic types of controls: 

• First Category 

• Second Category 

3. E\'aluation is a key in 

effective controlling 

compliance 

4. Evaluation must go beyond 

5. Three types of evaluation: 

.1 Monitoring 

• Process Evaluation 

• Impact Assessment 

6. Standards of Performance 

7. Internal controls as most 

effective controls 
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8 • Importance of wel!-thought

out motivation and comrnunicati~n plans 

9. Stress M~agement 

XI. COURSE CONCLUSION 

A. Module One 

1. Three roles of criminal 

justice administrator 

• Director of Organization 

al Unit 

• Mana,ger of Pr.ograms 

• Leader in Criminal 

Justice System 

2. Three management responsi-

bilities 

• ' Planning 

• Organizing 

• Controlling 

3. Types and sources of power 

B. Module Two 

1. Three levels of Planning 

• Normative 

• Strategic 

• Opp.rational 

2. Questions'addressed in 

Planning 
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• What should we do? 
(Normati ve) 

• What can we do? 
(Strategic) 

• What will we do? 
(Operational) 

3. Normative Planning 

• Situation Analysis 

• Establishing mission and 
normative goals as focus 

4. Strategic Planning 

• Develop Alternative 
Strategic Goals 

• Select Alternative 
Strategic Goals 

• Identify Alternative 
Course of Action 

• Select Interim Strateg~ 

• Select Elements 

• Select Strategies 

• Select Strategic Goals 
5. Operational Planning 

6. Change and Conflict 

7. "Decision Packa<Jes" 

C. Module Thr~ 

1. Interrelatedness of the 

three management responsibilities 

2. Organiz~ng based on results 
of ,Planning 

3. Four basic concepts in 
organizing 
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• Responsibility 

• Authority 

• Delegation 

• Accountability 

4. The Action Plan as an 

organizing tool 

5. PERT, CPA, Slack Time and 

Budget Analysis as organizing tools 

D. Module Four 

1. Two distinct control 

fUllctions 
a. As manager of· control 

process, criminal justice administrator 

oversees: 

• Monitoring 

• Process Evaluation 

• Impact Assessment 

b. As director of organiza

tional unit, the criminal justice adminis

trator acts as a control agent 

motivation 

E. 

• Performance appraisals 

2. Importance of appropriate 

and communication 

3. stress Management 

4. Leadership Issues 

Summary 
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MODULE FOUR TEXT 

Module Four deals with the two-fold role of the criminal justice 
administrator as manager of the cont:t'ol process and as "control agent". 
As was lehe case with organizing, many of the books and articles in the 
planning module, especially those dealing with PPBS, MBO and ZBB, 
cover extensively the control' responsibility as it applies to the M.anage
ment Process Chart. In this context, we again draw heavily on concepts 
developed in the Analysis Course, and participants are encouraged to ex
plore the course materials that are incl.uded in this area if they desire 
additional information. The primary focus of the bibliographical 
materials will be in the area of "control agent". 

The articles for this module deal primarily with the interpersonal 
aspects discussed in the context of the criminal justice administrator 
as "control agent". 

Three articles are concerned w,ith motivation. The first, "Some 
Lessons in Motivation," describes a common-sense approach to creating 
a motivating organizational environment. "More Di.scipline, Less 
Disciplinary Action" presents .ideas about using positive motivation 
as a disciplinary tool. The final article, "12 ways to Wreck Employee 
Confidence," examines techniques guaranteed not to motivate subordinates. 

Four other articles deal with performance appraisal. "Down with 
Pe'rformance Appraisals?" and "Performance Appraisal: Steer Clear of 
Booby Traps" examine· many of the possible pitfalls inherent in the 
appraisal process and present techniques for addressing them. "The 
Art of Leveling with Subordinates About Their Performance" and "Making 
the Most of Counseling Sessions" describe. methods for conducting the 
on-going appraisal process with subordinates. 

"How to Get your Message Across" and "Memos that Get Things Moving" 
present practical tips that the criminal justice administrator can use 
to improve day-to-day communication practices. The final article, "Cre
ative Use of Time," deals with effective time management techniques. 
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Annotated Bibliography 

Title: Program Evaluation on a Shoestring Budget 
Author: A. Beigel and A.I. Levenson 
Source: Evaluation of Human Service Programs r 1978 

Ideological and pragmatic problems facing human service pro
grams without immediate access to adequate evaluation staff and fund
ing are discussed, and low-cost evaluation strategies used by a mental 
health agency are described. One of the greatest problems confronting 
criminal justice administrators is attempting to evaluate with woefully 
inadequate resources. 'rhis work examines strategies for dealing with 
this problem. 

Title: The Proverbs of Evaluation: Perspectives from a Criminal 
Justice Admininstrator's Experience 

Author: Robert F. Clark 
Source: Public Administration Review, November-December, 1979, pp. 

562-565 

This article explores various "proverbs", or !'thou shalts", 
concerning evaluation and points out the potentially negative aspects 
of these "givens". Of special interest to crir.,unal justl.ce adminis
trators will be the second proverb,which addresses the role of the' 
program manager in' the development and implementation of the evalua
tion effort. 

Title: Performance Appraisal in Police Departments 
Author: F.J. Landy 
Source: Police Foundation, 1977, p. 125 

This work provides in-depth information concerning the actual 
development and implementation of a standards of performance program 
in a criminal justice agency. The principles discussed in the presen- , 
tation are made concrete by describing how the Dade County Public 
Safety Department, Dade County, Florida, approa(~hed a change in per
sonnel evaluation systems. It is believed the Dade County experience 
can help personnel administrators in other law enforcement agencies 
be'cter formulate an approach to their own unique situations. Tra
ditional performance appraisals in police departments are criticized 
as too vague and unrelated to the performance objectives of the work 
required. The first step proposed is a remedy to conduct a job 
analysis that will determine the aspect of performance to be measured. 
Secondly, the behavior that will be used as an anchor to describe the 
various levels of performance for each performance category is deter
min~j. The third step involves criteria selection, which is the 
choice of items that will act as anchors for the final rating scales. 
The fourth and final step is the choice of a format for the performance 
appraisal. A performance appraisal system is viewed as a continuing 
process because organizations and situations change, as do the person
nel who supervise them; continuing evaluation and modification of a 
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basically. sound system are the:refore suggested. 

Title: Stress and the Public Administrator 
Author: David E. Morrison,'M.D. 
Source: Public Administra~ion Review, July-August, 1977 PP. 407-414 

For most criminal justice administrators stress is almost a 
constant in their daily lives. In this article Dr. Morrison examines 
the probable causes and symptoms of such stress. Most importantly, 
however, he offers a set of concrete strategies criminal justice 
administrators can use to Illore successfully cope with stress. 

Title: 
Author: 
Source: 

Motiv', ~'ional Theory 
Frank GQ~le 
AMA Exc:.'el:i,ar;,ce in Leadership, 1972 

This article presents an in-depth analysis of Maslow's 
Hierarchy of Needs, from which the author suggests a "revised" 
hierarchy. 
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