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. INTRODUCTION

The Cutback Management in Criminal Justice workshop series has.been
developed by the National Institute of Justice of the U.S. Department -
of Justice to assist criminal juétice‘pqliCY‘makersland executives to
improve. their management and administration’ during periods of fiscal
stress. . : ’

. This. workshop has been deéigned by the Research Utilization Program

of the National Institute of Justice and is a continuation, expansion,
and an updating of a similiar series of workshops, Managing the Pressures
of Inflation in Criminal Justice, which were delivered, nationwide, in
1979. ' ' ' o

The Cutback Management has been substantially revised since 1979 in order
to take into account the significant new findings of a vast amount of
research that has been conducted since this earlier period about the

twin issues of fiscal stress and cutback management. Over 600 articles
and studies have been produced within the past three years that address
either one or both of these two public management issues.

In our review and analysis of this literature, we have been guided by

a singular guestion --- What information and ideas can we extract from
this new literature in order to design a workshop that will enable criminal
justice executives to understand more about the types of changes that will
be imposed on them as a direct conseguence of a continuing, long-term,
decline in available resources? _ ' ' Co :

The question is not only a device used by us to guide our work. The
question, when applied to the real world of government financing, revealed
a set of insights and answers that could be synthesized into one overall
operational assumption: Current trends suggest strongly that fiscal stress
and its correlate, cutback management, are not merely short-term, cyclical,
problems that local governments can address in a piliece-meal, incremental
manner...rather, fiscal stress presents long-term problems for governments
and their criminal justice agencies that require large-scale strategic
choices, new skills, and néw behavior on the part of government executives.

The “Cutback Management workshop has been designed with this operational
assumption in mind.

The workshop design and curriculum is divided into five sections.

An Introductory Section (Session 1) summarizes the problems to be addressed
in the workshop, specifies the workshop objectives, describes the
curriculum and the methods of delivery, and proposes the anticipated out-
comes of, the entire workshop.

page blank .




Section ‘I (Sessions 2-3) presents a more detailed analysis of the
meaning and impact of fiscal stress on the financing and management of
government agencies. Fiscal stress is defined as the gap between.supply
of available revenues and demand for criminal justice services. The
nature and characteristics of this gap is examined from two perspectives,
the national economy and a local government's economy. This section lays
the foundation and framework for subsequent sections of the workshop.

In Section II (Sessions 4-9) ‘the concept and methodology of cutback
management is presented. Cutback management is defined as a process
by which criminal justice agencies are managed towards lower levels

of resource consumption and higher levels of productivity. Critical
steps to be followed to reach these twin objectives are then analyzed,
and practiced, in several interdependent sessions in this section.

The framework of the workshop becomes more precise and demanding and
‘the outcome of this section is seen as one in which cutback management
becomes more clearly a new form of public management. ) .

One critical step in cutback management is the manager's search for
productivity improvement models or programs. Section III (Sessions 10-11)
is in reality a series of concurrent sessions each of which focus on

a review and analysis of productivity improvement programs for law
enforcement executives, prosecutor, defender, judges and court executives,
and corrections executives. Within each of these three concurrent sessions,
presentations are made which discuss in detail gost-efficient methods

for delivering current criminal justice services. Two themes run throughout
these sessions: (1) alternative, tested, methods of delivery are available
as a consequence of the decade long investments made by the National Institute
of Justice's program of research and demonstration and (2) many of these
productivity improvement programs require--and, in some instances, demand--
new types of collaboration across criminal justice agency boundaries.

Thus, a further aspect of cutback management--as a concept and as a
method--begins to emerge more clearly, namely, the need and demand for
collaboration by criminal justice agency executives who, heretofore, have
remained independent and, at times, aloof from each other.

Section IV (Sessions 12-14) offers to participants a structured opportunity
to apply the lessons, results, and insights of previcus sections and
sessions. Participants are aided in the construction of a written plan

of action to be used to guide them in the development (after the workshop)
of a series of steps to improve the productivity of the delivery of

their own agency's services and to improve the process of collaboration
acress agency lines--a process, we may add, which actually begins in this

workshop.

Methods used in the delivery of the workshop curriculum are lecture
presentations given in plenary sessions that are usually followed by

small group tasks. Three types of structured small group processes are
used: Nominal Group Technique, Stakeholder Mapping and Responsibility
Charting. Practice in the use of these techniques is done in the workshop
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So that participants will be able to apply. these, after the workshop.
T 14

as one way of improving the productivi
: 1ty of the:
meetings and task forces. : Y h? nanagenent OE'agency

The combination of Presentations and small group taskslis intended to -

:a01lltate tea@ bgilging for specific criminal justice agency executive
eam§ and for jurisdiction-wide teams that may, after Ehe wbrkshop '
continue the processes learned in this workshop: . '

Thg Qutbaqk Management workshop seeks to'increase awareneés in th '
;rlmlnal justice policy-maker and executive about new aspects of ©
:sogrce management: The workshop will help managers reconceptualize
Q ev19us}y held not+ons about public financing and management and
in sqme instances, it will Present hard facts about how, prUdentl§
o'respond Fo the long-term demands of fiscal stress. The act 'l"
da1;¥ practlces_of cutback management--some of which are new agg
igeglously untried in yany criminal justice agencies--will, of course
b :pendgnt on'the skill, leadership, abilities, and capacities of '
gencies which these executives must manage.

i:wli iuf hope that tbe'WQrkshop will assist these managers to carry out
oles and new activities so that the administration of justice

can be.seryed in a way that builds on the accomplishments of the t

and maintains and expands improvements for the futuré. £

H. Jerome Miron

Team Leader -

Research Utilization Program : :

5530 Wisconsin Avenue NW | 9
Washingten, DC 20015 |

(301) 654-8338

Januaxry 1982
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ABOUT THE NATIONAL INSTITUTE OF JUSTICE - -

: The National Institute of Justice is a research, development and evaluation
center within'the U.S. Department of Justice. Established in 1979 by the Justice
System Improvement Act, NIJ builds upon the foundation laid by the former National
Institute of Law Enforcement and Criminal Justice, the first major Federal research-
program on crime and justice. :

Carﬁying out the mandate assigned by the Congress, the Naticnal Institute
of Justice: - ‘ ‘

°® Sponsors research and development to improve and strengthen the
criminal justice system and related civil justice aspects, with
a balanced program of basic and applied research.

‘® Evaluates the effectiveness of federally-funded justice improvement
programs and identifies programs that promise to be successful if
continued or repeated.

° Tests and demonstrates new and improved approaches to strengthen
the justice system, and recommends actions that can be taken by
Federal, State, and local governments and private organizations
and individuals to achieve this goal.

° Disseminates information from research, demonstrations, evaluations,
and special programs to Federal, State and local governments; and
serves as an international clearinghouse of justice information.

) Trains criminal justice practiticners in research and-evaluation
findings, and assists the research community through fellowships
and special seminars. ' _

Authority for administering the Institute and awarding grants, contracts,
and cooperative agreements is vested in the NIJ Director, assisted by a 21-
member Advisory Board.. The Board recommends policies and priorities and
advises on peer review procedures. '

NIJ is authorized to support research and experimentation dealing with thev
full range of criminal justice issues and related civil justice matters.

Ieports of NIJ-sponsored studies are reviewed by Institute officials and
staff. The views of outside experts knowledgeable in the report's subject area
are also obtained. Publication indicates that the report meets the Institute's

standards of quality, but it signifies no endorsement of conclusions or recom-
mendations.

James L. Underwood
Acting Director
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RESEARCH UTILIZATION PROGRAM

WHAT IT IS

The National Institﬁte of Justice (NIJ), part of the U.S. Department of
Justice, supports wide-ranging research in criminal justice, including the test-
ing and evaluation of inmovative programs. As new knowiedge is gained, the
Institute follows through with the essential step of communicating what has been
learned and any related policy, program, and research implicatioms. o

The Research Utilization Program, administered by NIJ's Office of Develop-
ment, Testing, and Dissemination, makes research and evaluation results acces-
sible to criminal justice officials, other government executives,: community
leaders, and researchers. The goal--to influence crime control idnd criminal
~ justice improvement efforts and map out future research strategies. :

HOW IT WORKS

The Research Utilization Program (RUP) consists of three elements: Research
Utilization Workshops, Special National Workshops, and Field Test Support.

Research Utilization Workshops (RUWs)

These are workshops held for criminal justice practitioners, government (”‘
executives, and community leaders on the application of research and evaluation
results to public policy and programming.

Research Utilization Workshops address subjects where a body of research
findings suggest new program approaches. They are oriented to action or opera-
tions and address important needs of state and local governments. The topics
chosen are generally based on NIJ Field Tests, Program Models that outline
potential program options and the advantages and disadvantages of each, or
research/evaluation studies.

Prior to 1981 the RUWs were normally 3-day workshop series held at several
locations across the country and attended by 50 to 90 top criminal justice
policymakers and administrators in a multistate area. In 1981 the Institute
began to look at less costly ways to conduct training and disseminate research
findings. One major approach being considered is the use of modern telecommuni-
cations technology.. This method of delivery seems particularly promising in
reaching relatively large, geographically dispursed audiences.

Since its inception RUP has presented workshops on a wide range of topics
which were attended by several thousand criminal justice officials, other govern-
ment executives, community leaders, and researchers. The topics covered in these
workshops included:

. Improving Police Management (§§
. Neighborhood Justice Centers =
. Compensating Victims of Crime

TR T . : L e T R T R T S R R
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Developing Sentencing Guidelines
Community Crime Prevention Planning
Management of Stress in Corrections
Operating a Defender Office
Improved Probation Strategies
‘Maintaining Municipal Integrity
Managing the Pressures of Inflation
Managing Patrol Operations

Health Care in Correctiomal Institutions
Victim/Witness Services

Prison Grievance Mechanisms
Managing Criminal Investigationms
Juror Usage and Management

Rape‘and Its Victims

Participants in RUWs receive summary findings of relevant research, compre-
@eqsive bibliographic references, individual program planning guides, self-
instructional materials, handbooks, and selected readings. Each participant is
awarded a certificate of attendance at the workshop's conclusion. Multimedia
Qackages on most RUW topics are available on request to agencies interested in
implementation. Included are videotapes, Institute publications, handbooks,
manuals, and other resource documents. : 4

Special National‘Workshqfs (SNWs)

' Special Natiional Workshops are one-time events designed to establish direc-
tions for future research or share information and develop awareness among
executives- and policymakers.

The SNWs inform researchers and practitioners about important new research
and evaluation findings, define appropriate new directions for NIJ research, and
geet the needs of groups such as elected officials, planners, and evaluators for
information on current research and advanced practices in aspects of criminal
justice. These workshops are less operationally oriented than RUWs or Field
Tests since they do not represent a particular program design or specific pro-
gram options. They do, however, have action implicatioms for public policy,
present practices, and future research.

The Research Utilization Program assembles a team of nationally recognized
experts on each SNW subject. Extemnsive conference support services are also
provided for the workshops, including multimedia development, editing and pub-
lication of materials, and logistical support.

Special National Workshops have been held on:

® Research and Evaluation Methods and the Third Natiomal Workshoo on
Criminal Justice Evaluation--An update of recent developments and
methods used to investigate and analyze social programs and criminal
justice evaluation procedures.

'y Historical Approaches to Studying Crime--Modern-day criminal justice
problems approached through an historical perspective of violent and
non-violent crimes. ‘

X1
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Field Test Support

TR, e it

° State Legislative Planning for Correctional Reform--Methods and @Eg Field Test Supnort provides technical assistance and' training for staff and A
resources for planning and developing approprlate correctlonal legis . uollcymakers at sites selected to implement NIJ Field Test desigss. These :
lation at the state level. ‘ ( 3 designs represent promising new operatlonal anproaches to controlling crime or e

‘ ) — improving criminal justice. ‘ :

* Prevention and Detection of Fraud, Waste, and Abuse of Public Funds--A '

conference of state and local practitioners, researchers, and federal : _ ‘The Field Tests involve carefully designed program strategies that are |
officials to assess needs and develop strategles to prevent and detect implemented in a limited number of sites under controlled or quasi-contrelled
fraud, waste, and abuse of public funds. conditions to determine the effectiveness, transferability, and sultablllty of ;
the concepts for further demonstration. '
° The Serious Juvenile Offender-~Review of research and development - ' ‘ i

needs for planning (ia cooperation with the National Idstitute of ; Key Lepresentatlves from the Field Test sites receive training and technlcal i

Juvenile Justice and Delinquency Praventlon) assistance designed to: o . i

» Stochastic Modellng--A promising new . technlaue for crime analyals. ¢ grligtthzt;i;tecitaff on the goals, methods, and requlrements Of the 5
ie e je : ‘ i

° Plea Bargaznlng--Current 1ssues ‘and new research on thlS ud1c1al ro- ' - ~ : ' ' i ' %
cess. , N : 'J ‘ P IR ) Build skills in the particular program technology g

Y Second National Workshop on Criminal Justice Evaluation--The entire ¢ Assist in project implementation |
spectrum of criminal justice research and evaluation issues. !

J R ' ~ . . . Assist test agencies in copducting technology transfer conferences to |

) . ! . ',{‘ B I . . . . . " . {

¢ Forensic Science Services and the Administration of Justice--Interdis- familiarize colleagues in nearby jurisdictioms with the test experience. |
‘ciplinary exchange of views among various members of the criminal Jus- » Field T 1v i . . b 1 : . y
tice community. . . @wﬁ ie ests currently in operationm or in the planming stage are: g

. B - :

. Mental Health Services in Local Jails--Models for improving service - ¢ Employment Services for Ex-Offenders 3
delivery. } : ' 3

, : <.» Boston, Chicago, and San Diego are the sites of this field test to i

* The Career Criminal--Implications of research from the VIJ Career examine the impact of employment services in reducing recidivisin and T

Criminal program.

éggersinggr v. Hamlin--Legal counsel for indigents facing jail.

Update '77; Update '78--The role of local officials in criminal
justice decisionmaking.

Determinate Sentenc1ng--1mpllcatlons of this trend for the criminal
justica system.

Pretrial Release--Dlscu531on of a demonstration project with judges
from all 50 states.

C;ime Control; State of the Art--An update of criminal justice knowl-
edge for governors and representatives of State Planniag Agencies.

.Urban Crisis Planning--Simulated plannlng of responses to hypothetical
crisis situations.

i

Performance Measurement--Organizational assessment techpiques for

‘inc¢reasing job tenmure for ex-offenders. The test will assess the
influence of follow-up support services that supplement expanded
vocational training, counseling, and job placement in preventing post-
release criminal behavior.

'Y  Supervised Pre-Trial Release

This field test provides services to facilitate the release of
defendants who are umable to post bail or are ipneligible for release
on their own recognizance. The goals of the approach include reducing
arrests during pre-trial release, insuring court appearances, and
reducing jail overcrowding. Participating jurisdictioans are Portland
(Ore.), Milwaukee, and Miami.

° Differential Police Response to Calls for Service

The increased volume of citizen-initiated calls for service in recent
years, ccuapled with strained police budgets, has made it increasingly
difficult for pelice departments to respond to all calls for service

in the traditiomal manner of sending a patrol umit as quickly as possi-
ble while maintaining their current level of activity in other areas.

police, courts, and correctioms. ‘
‘ o Departments have attempted tc meet these competing demands through var-

Additional SNW's will be scheduled as significant reseafch and evaluation o ious approaches, all of which share the common objective of developing

results occur and state/local needs are identified.

SOOI 3 5. B §
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‘more efficient means of allocating available resources. Three police
departments in Garden Grove, California, Toledo, Ohio, and Greensboro, - ..
North Carolina will participate in attempting further efficiencies (%9‘
through the development and implementation of a refined call classifi-
cation scheme, an expanded range of response techniques, and optimal
matching of calls to response. The resulting quality of police ser-
vices will be measured by police effectiveness aad costs as well as
citizen satisfaction.

Early Representation by Defense Counsel -

Three local public defender offices will participate in this test to
determine the effects of early represeatation on the operations of the
participating public defender agencies, the quality ¢f attcrmey-client
relations and the impact on other compoments of the criminal justice
system in processing felony cases. Each participating site will
develop procedures for defense counsel: representation for indigent
clients at or near the point of arrest and sufficiently in advance of
‘the initial court appearance. The test shall determine in a systematic
fashion whether the limited research and empirical evidence are valid
that indicate early representation will speed the process by which
cases are disposed and will improved the overall. quality of representa-
tion. A :

Differentiated Parole Supervision

Parole supervision, which aims at both surveillance and service, has f 7
been criticized in recent years for providing neither effectively. )
Neither style of supervision has had its outcomes carefully observed

and distinguished from one another. This field test aims at providing
information which will help parole agencies select and implement
supervision methods best suited to different types of clients. Models

to be investigated include control oriented parole, service oriented
parole, traditiomal supervision, and summary parole.

Commercial Security

Conducted in St. Louis, Denver, and Long Beack (Calif.), the Commercial
Security Field Test will assess the merits of procedures to reduce
commercial crime in small retail and service businesses. Aimed at

such crimes as robbery, burglary, and larceny, the test program
includes security surveys of businesses in selected commercial neigh-
borhoods with high crime rates. C(Close police-community interaction
and follow-up activities to encourage adoption of the security recom-
mendations are also emphasized.

Structured Plea Negotiatior

Though widely criticized and misunderstood, "plea bargaining' accounts
for 80 to 95 percent of case disposition in many jurisdictioms. This

field test will create in participating jurisdicticms a structured . ( )

conference procedure involving not only the defense and prosecuting
attorneys, but also a judge, the defendant, and the crime victim. The
experiment will analyze whether the approach increases consistency and

xiv
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potential for change in these areas:

: A T
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_fai;nes; of plea bargaining agreements (in fact and in the public's .
ggrceptlons), speeds case dispositions, and streamlines coupt opefa-
tions. Wayme County (Detroit), Michigan, Jefferson County (Louisville)

§EQEHCkY and Pinellas County (Clearwater), Florida are conducting .the
ast. ' - - ‘

»

. Multijurisdictional Sentencing Guidalines

Participating in this test are four courts of general jurisdiction
representigg urban, suburban, and rural areas in Florida and Maryland
The Fest will study past sentencing decisions in these courts ﬁhen u;e
the %uformation to develop sentencing guidelines that judges in the
pgrt1c1pating courts will follow for a l-year experiment. The test
will determine the feasibility of using sentencing guidelines as a

tool for reducing unwarranted sentencing variation and 'articulating
sentencing policy in diverse jurisdictions.. ' 4

' Other Field Tests receiving suppoert from RUP since 1976 are:

) panaging Criminal Investigations
. Juror Usage and Management
) Neighborhood Justice Centers
e  Pre-Release Centers

) Managing Patrol Operations

) Improved Correctional Field Services.

The most recent Research Utilization Workshop findings imply long~term

() Qom?ensating Victims of Crime--About three-fourths of the participants
lndlcaFed‘that they gained additional insights on basic issuves for
establishing and operating a victim compensation program.

» Manage@ent of Stress in Corrections--The results on actions taken by
participants soon after the workshop indicate that at least thr;e-
fourths of the respondents perceived the concepts presented at the
yorkshops as appropriate for their systems/institutions. Specifically
impact of the workshops is indicated by actual progress on breliminarv’
steps that should lead to organizational change. ’

Internal and external evaluations were conducted on selected 1979 topics.

Results of both show significant progress in the initial phases of the change

process.
each other.

D

Both the internmal and external evaluation results were consistent with

) Maintaining Municipal Integrity--About half the participauts reported

a heightened ?wareness of ethical issues and said they have taken steps
to asse;s their jurisdictions' investigative ability, vulnerabilitv to
corruption, and regulatory and eanforcsment capabilities. ’

Xv
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. L
o  Operating a Defender Office--Over half the participants reviewed their % . | ) L ey '
ersonne% policies. Almost half evaluated iheir cﬁrrent scope of ? ODTD has built a system to bridge the operatiomal gap between theory and
zerv1ces and determined areas where additional staff training was .‘("% 3 practice and the communication gap between- researchers and practitioners. The
needed. ) « g eeP ), Pprogram prov1des
: e . g . e i ' acti 1ideld odel justice system programs
® Improved Probation Strategies--Over half the probation officials at * P?aFtlgal guldelines for model j T Prog
the workshops have subsequently disseminated strategies for im Jving , s - . ' .
prabstion wnd evaluated cheir prasest services. Almost alf hava ra- B e e oo g e A M A e
viewed current caseloads and assessed available resources for planning findings prog o sing
and implementing a more efficient monitoring system. s J
° Managiﬁg Patrol Oneraeions--Over half the pclice persénnei analyzed ¢ FiEld tests of important ney approaches iz different communitie;
‘ tgziznizgr:t Zi:rzzizgiouSLng the syetematlc assassment procedures ¢ On-site training visits for justice system officials to agencies
P P o operating successful,-innovative programs
on thiiiuizzliiize:?ow that a ma;orlty of partlclpants reported p031t1ve EfIECtS, e  Clearinghouse and reference serv1ces for the -intermational justice
' , community.
° Health Care in Correctional Institutions--Two-thirds of the medical,
correctional, and planning personnel who attended the workshop evalu- h
ated their health care procedures and began generating outside support
for change. About half revised both their medical record and medica-
tion distribution systems and stopped using inmates to deliver health ;
care services. i
’ &
° Victim/Witness Services>-Almost three-fourths of the participants-- .
.prosecutors, law enforcement officials, and community organizers--pub- { } i
licized new victim/witness services and sought new advocates for such ’
programs. More than half attempted te increase interagency cooperation
in this area.
' Managing Criminal Investigations--Changes in case screening, initial
investigztions, and management of investigations were reported by about
half the participants. :
° Juror Usage and Management--Over half the¢ participants instituted
changes in their jury selection and use procedures after attending
this workshop.
A
. Rape and its Victims--Over three-fourths of those attending the work- ’
shop reportad increased cooperation and communication among community
agencies providing services to rape victims. ¢
About the Office of Development, Testing, and Dissemination 3
. i
Within the National Institute of Justice, the Office of Development,
Testing, and Disseminatiocn is responsible for distilling research findings,
transforming the theoretical into the practical, and identifying programs with
measurable records of success that warrant widespread application. As part of
its program, ODTD also provides financial and technical assistance im adapting
and testing model programs in selected communities. The Office also disseminates ( |
information to justice system executives nationwide through a variety of vehicles. ™
The aim is to give justice professionals ready acces