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CHAPTER I

AN OVERVIEW OF COMMUNITY CRIMI PREVENTION PROGRAM PLANNING

I. Introduction

This Program Model is about planning crime prevention prégrams in
and:fcr the commdnity. It is written for planners, practitioners,
cbmmunity organizers, and members of neighborhood groups involved in
developing an organizéd program. The purposes of this report are to
raise and clarify the issues involved in planning a community crime

prevention program and to provide practical guidelines and advice
about how to go about doing it.

Since 19. j, there has been a tremendous increase in the number of

programs initiated to prevent crime through citizen ‘~tion. These
programs range in size from a group of five or éix concerned neighbors
getting together to solve a local problem to comprehensive, cdmplex
city~wide or even county-wide projects financed by hundreds of
thousands of federai dollars. Some projects are initiated by
citizens; others are supported by local clubs or organizations.
Hundreds of local vpolice departments offer crime prevention services
to ~ommunity residenis. State and local government agencies have
started similar programs, often with the support and political backing
of powerful elected officials. An increasing number of national
associations, such as Kiwanis, General Federation of Women's Clubs,
AFL-CIO, Jaycees, National Retail Merchants Association, American Bar

Association, and numerous others, have started crime prevention

Programs and encourage their members to join in the effort.l

T ———

1National Crime Prevention Institute, Understanding Crime Preven-—

tion (Lexington, Kentucky: National Crime Prevention Institute Press,
1978), p. 11-12,
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And Congress and federal agencies -~ the Law Enforcement Assistance
Administration (LEAA), the Departments of Housing and Urban
Development, Health, Education and Welfare, the Community Services
Administration, the Administration on Aging, ACTION — have given
majqr financial and policy support for citizen-initiated and
community-based crime prevention efforts.

Most of the funding for community crime prevention projects has
come through the Law Enforcement Assistance Administration.! There
has been a long history of support for crime prevention programs within
LEAA, bfficially—sponsored programs have been funded through the
states' block grant monies and LEAA discretionary funds since about
1971, Citizen participation in crime prevention has been advocated in
the agency at least since 1973. A major policy .shift is evident in
the Crime Control Act of 1976, where for the first time LEAA monies
were made available directly to community groups and organizations to
initiate and conduct programs (the Communit%;Anti~Crime Program).
Since 1976 two additional, major crime prevention initiatives (the
Comprehensive Crime Prevention Program and the Urban Crime Prevention

Program) have been started in LEAA.

lpart of the initial impetus for this Program Model was the
experience of the LEAA-sponsored crime preventlion program in
Hartford, Connecticut. The Hartford project, which began in 1973, was
a comprehensive approach to preventing crime through citizen involve-
ment in a community setting. Based on a well thought out plan and a
thorough evaluation, Hartford has provided some of the more
interesting questions and lessons for our continuing efforts in com-
munity crime prevention. Simultaneously, LEAA funded the Westinghouse
Consortium to plen, develop and test theoretical applications of crime
prevention through environmental design in three different settings:
a coumercial area (Portland, Oregon), a school environment (Broward
County, Florida) and a residential neighborhood (Minneapolis,
Minnesota). The Minneapolis comprehensive crime prevention program,
which is reported in this volume, is similar to these other efforts
in its approach to plannjing.

—

The activities included in crime prevention programs are many and
varied —- from citizen court-watching to marking personal property
(Operation Identification), from buying better locks to helping ex~-
offenders find jobs. Despite the diversity of these programs, they
have three features in common. First, the primary goal is to prevent
or reduce crime in the community. Second, they are based on the
assumption that private citizens have a role in preventing crime.
Finally, it follows that all of these programs in some way involve
citizens, either as individuals or in groups or organizations. In

other words, citizen participation and/or action is a part of the pro-

ject.

Some community crime prevention programs are successful in
recruiting citizens and solving crime problems.  Others are not.
Often a group decides to take action, but iis activities are short-—
lived. The momentum té “do something about crime” quickly dies or
the group can't find the money to support itself, or it rums up
against police opposition, or . . . any number of other reasons
can cause programs to fizzle.

The central assumption upon which this report is based is that the
success of a community crime prevention program depends to a great
extent on how the program is planned. Planning is not viewed here as
a sterile processlof analyzing crime statistics, setting a gocal of
"reducing burglary by 20 percent,” and writing "The Plan" that tells
how to do it. Rather, planning is organizing for success; it is
the on-going process of gathering together all of the resources,
including citizen support,/needed to identify problems and to develop

programs to solve them.
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II. The Study Approach

The content and advice contained in this report comes primarily
from the experiences of those people who have already planned
community crime prevention programs.

The approach used to develop this report consisted of three steps.
First, literature, research studies, and reports about community crime
prevention were reviewed and the opinions of an advisory group and
other experts in the field were solicited. At the same time, a list
of community crime prevention projects in operation around the country
was developed from a variety\of sources. 'The completed list included
over 400 such programs, sponsored by many different kinds of private
groups and organizations and local government agenciesﬁ1§

The second step was to interview the directors or administrators

©
-

of 87 of these programs by telephone, asking a series of questions
about how their projects were planned, and who was involved
in planning. Each interview lasted from 20 to 40 minutes. A copy
of the telephone survey interview form is included in Appendix B. An
attempt was made to include projects representing the range of factors
and circumstances which might possibly affect the way in which a
program is planned, including type of program activities, sponsoring
agency, geography and kind bf community, scope of project (small to
large), source of funds, and level of resources.

Six diverse projects were selected from the set of telephone
interviews for a more detailed examination. On-site visits were made

to these projects from January through March, 1979. Personal

<@

1Police--sponsored crime prevention programs and state-wide
programs are specifically excluded.

o
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interviews were conducted with all of the individuals, where
possible, who were iﬁvolved in planning and developing the crime pre-
vention program. In addition, written documents concerning the pro-—
ject, such as grant applications, progress and evaluation reports, &nd
citizen survey and interview forms, were examined.

The six projects which were visited included:

1. The Neighborhood Safety Project, Contra Costa County,
California.

2. The Southeast Polk Cournity Crime Prevention Council, Inc.,
Iowa.

3. The Greater Woodlawn Crime Prevention Project, Chicago,
Illinois.

4, Ward I, Inc., Washington, D.C.

5. The Minneapolis Community Crime Prevention Program,
Minneapolis, Minnesota.

6. Port City Crime Prevention For Seniors Project (PCCPS),
Port City.

These six site visits were documented in detail and are reported in
Chapter 6. The report on the site visit to the "Port City Crime
Prevention for Seniors™ project has been modified in this Program
Model to protect the identity of the project. The site visit produced
information that led us to focus on several flaws in the project.

This should not be taken to mean that the project has had no desirable
consequences, nor that any of the project personnel as individuals were
responsible for the shortcomings we found. 1In fact, the problems in
the project are probably common and the lessons will be instructive to
others planning crime prevention programs. Since a major purpose of
the Program Model is to pass on the experiences of others, we have
decided to include the "Port City"” project without unnecessarily
exposing its staff and participants to criticism based on the cursory

report we are able to make here.




During the course of this study it became apparent that our initial
intention -- to present szveral alternative models for program
planning —-- was unrealistic. Our examination of projects uncovered
extreme variation in the way planning is done and by whom. These
observed variations are due in part to the large number of factors
which influence how planning can and does occur. While it is possible
to abstractly describe how some of these factors affect planning, they
can combine in a ghousand different ways.1 As a result, each com-
munity presents to the program planner a unique set of circumstances.
It is impossible to present a definitive set of prescriptive "how-to's"
which, if followed, would result in a well~planned and successful
crime prevention program in all situatioms. At best, it is possible
to discuss the types of problems which typically occur .during planning
and present some alternative suggestions for dealing with them, based

upon the experiences of other community crime prevention planners.

I1I., Issues in Community Crime Prevention

The survey of practitioners also revealed that the simplicity of
the phrase “planning a community crime prevention program” disguises a
numker of very controversial and sensitive issues. They are the kind
of philosophical and political issues that have not been (and probably
cannot be) resolved in any general sénse. These issues have to do
with control and authority, the role of the citizen, the impact of
different values of different groups, and the role of planning in a

democratic political system like we have., It shouldn't be surprising

lThese factors and how they influence the planning process are
discussed in Chapter 3.
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that these kinds of issues come up since they have been with us con-—

tinually since the founding of the Republic, and even before that. We

have not been able to observe the “"truth" about any of these matters,

but we have seen that these abstract political controversies are alive

and well from coast to coast in some very concrete situations.

Whether they are aware of it or not, all community crime prevention

Projects take sides on these issues, And the fact that they do has

important consequences for the way the program is designed and for how

it works in the community., The source of conflict in these issues is

that some key terms have very different meanings and interpretations.,

These terms -- "community crime prevention,” "“cri o

ime, citizen

involvement," and "community-based" programs —- are used all the time,
but different people in the field don't always mean the same thing
when they use them.

A. Interpretations of Community Crime Prevention

It is impossible to define, once and for all, what is meant by the

term "community crime prevention." Perhaps the best thing to do would

be to list the wide variety of programs we found in our survey.1 This

variety includes many crime-specific programs, but also programs that

focus on victims or have general educational goals. All of these
kinds of programs are called community crime prevention by their

directors and are being funded as crime prevention projects. We can

bring a little order to this list that will simplify matters somewhat.

1
This is essentially what Lavrakas does to open his discussion of

Ehe state of the art in community crime prevention.
Deliverable Project I:

Research Hypotheses, and

Citizen Participation and
for Urban Affairs,

Preliminary Conceptual Framework, Preliminary
Preliminary Methodological Issues," (mimeo),
) Community Crime Prevention Project, Center
Northwestern University (November, 1978), pp. l=4.
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One very broad area of agreement is that community crime preven-
tion refers to Projects operating in the community where some amount
of citizen activity in developing and/or implementing the program is
present. This eliminates programs like police preventive patrol,
which may deter crime but does not involve citizens in any active way.
But beyond this there are several alternative ways to classify the
various approaches to crime prevention, none of which includes all of
the activities actually found in projects.

The basic reason for: such variation is that there are many ways to
look at crime: at the offender that commits it, the victim who suf-
fers it, the underlying factors that cause it, the system of Jjustice
that reacts to it, the people who benefit indirectly from it or suffer
from it, the institutions that pay for and moderate the consequences
of it, and so on. Each of these points of view reflects but one step
in a cycle of crime, and each step is linked to other steps in the
cycle. In Principle, we can reduce crime by intervening at any one of
these steps. For example, without a reason or a need to do so, most
people would not become offenders; without offenders, there would be
no victims; without victims there would be no need for criminal
Jjustice or victim compensation; and so forth. This cycle may
eventually go full circle to affect the underlying causes of crime
in a-positivé or negative way, and begin again.l

In the absence of a generally acceptable definition, we have

returned to a description of the kinds of programs we found in our

investigation, The activities included in community crime prevention

1For a concrete example of a crime life cycle, see Chapter 4,
pp. IV-5 -~ 1v-11,

ey
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programs fall roughly into four categories, each with a different
focus, requiring different kinds of citizen action. The four cate-
gories are: 1) programs designed to deal with the direct causes of
crime; 2) citizen activities to improve the criminal justice system;
3) approaches which rely on reducing the opportunities for crime to
occur; and 4) programs aimed at assisting the victims of crime.

Some specific examples may help to illustrate the diverse ways
that a community-based program can involve citizens in pPreventing
crime.

1. Working on the Causes of Crime

Programs which attempt to prevent crime by dealing with the direct
causes usually focus on the individuals who commit crimes (offenders
Or potential offenders), and then work with them to remove the con-—
ditions that induce them to become criminals, Counseling for juvenile
delinquents, providing constructive recreational activities for
troubled youth, assisting ex-convicts find a job upon relrase from
Prison, drug rehabilitation or drug education projects —- these are
all examples of Programs aimed at alleviating the conditions which
cause some people to become criminals. Citizens usually participate
in these programs as volunteers, assisting an official agency or com-

munity organization which establishes a formal program.

2. Improving the Criminal Justice Sysf:em

Seme citizen-initiated Projects are geared toward encouraging or
bringing about changes/improvements in the criminal justice system,
Specific activities can include: court-watching, where citizens
attend court sessions to monitor sentencing pProcedures; group pressure

for improvements in police services; or lobbying for changes in the



-

legal system, such as demanding that greater attention be paid to

white collar crime, organized crime, or official corruption. While
citizens can become involved as iadividuals, most of these programs
are initiated by groups of citizens, organizations, or associations.

3. Reducing Criminal Opportunities

Programs encouraging citizens to take the appropriate actions to
reduce opportunities for crime to occur are currently the most popular
type of community crime prevention approach. Operation Identification,
a program where citizens mark their personal belongings with iden-
tification numbers; Neighborhood Watch, where citizems join with their
neighbors to watch out for and report suspicious activity; home and
business security measures (locks, alarm systems, good lighting, etc.) —
are all examples of strategies which are aimed at discouraging crime
by making it riskier or more difficult for the criminal to act. Most
opportunity reduction programs focus on preventing burglary, although
there are a number of actions which individuals can take to reduce the
likeiihood of rape, robbery, and theft. Many law enforcement agencies
are involved in initiating or sponsoring this type of crime prevention
program. And most are willing to assist citizen groups and organiza-
tions who wish to become involved in such programs.

Growing out of the idea of opportunity reduction is crime preven-
tion through environmenta® design. This approach reduces opportunities
for crime through the physical design of buildings, neighborhoods, or
communities, in order to maximize the control law-abiding citizens can
exert over their surroundings and to minimize the ease with which

criminals can operate.

I-10

T TR
A
o e e
. BRI

e e
e i i Ao

4. Assisting Crime Victims

Most of our energies and resources have gone into controlling

crime. It has only been in recent years that programs designed to

provide assistance and services to the victims of crime have been

developed. Examples of these kinds of programs include: rape crisis

centers, where sexual assault victims are provided psychological

counseling and medical services; victim/witness programs, in which

crime victims are counseled as to available services, court procedures,

and appropriate testifying behavior; and crime victim compensation

programs. In the strict sense, these programs do not "prevent crime"

in the same way as the other programs discussed. Some of these

projects, however, have an indirect crime prevention objective. For

example, rape crisis centers may encourage victims to report the crime

to the police, thereby increasing the likelihood of criminal

apprehension; or, to the extent that vounseled victims make better

witnesses in court, the probability of conviction (and, therefore,

crime reduction) is increased.

B. Interpretations of Crime

It's long been known that what is considered criminal depends on

the values and expectations of the culture. In fact, we find that

even within our culture, people who belong to different groups or live

in different places will often have alternative ideas about what

constitutes criminal activity.

Beyond this obvious difference, there is a more subtle difference

in interpretations of what is meant by "crime." It is often the case

that police and other official criminal justice agencies define crime

freblems in different terms than do private citizens, 1In part, this

I-11
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situation results from the fact that citizens relate to the immediate

. be different, but their perspective is important if citizens are to
neighborhood where they live, while official agencies are oriented L

. become involved in solving crime-related problems.
toward larger geographic areas, such as the community or city, poclice

beats/districts, etc.

Just as citizens and official agencies define crime differently
But it is also true that official agencies

in many cases, they also use differznt kinds of information in
define crime in legal terms (such as robbery, burglary, breakin; and
: . defining the problem. Official agencies have a tendency to rely on
entering, grand larceny, sexual assault, homicide), which sometimes
. statistical data and relatively sopl:isticated techniques to define
mean very little to the citizen. From the official perspective, the ' ‘ N
problems, whereas the citizens are more likely tc rely on “gut
"seriousness of the crime problem” is identified by the frequency with
; reactions” or beliefs that "everyone knows" are true. Conflicts can
which each category of legally-defined criwme occurs.
and do occur in projects where one kind of information is ignored or
The citizen, on the other hand, thinks of crime in terms of the '
i suppressed in favor of the other onme,
activities in his neighborhood which concern him, or those which |

_ ‘offend his sense of right and wrong, or which he sees as detracting C. Interpretation of Citizen Involvement

from the desirability of the area as a place to»live. Obviously, this

Perhaps the most important premise of community-based crime pre-

is a much broader view of "crime,”
Lt - e

which may be more appropriately vention is that citizens will participate in the program. It has been

termed "incivility."l It includes a number of behaviors, such as

found that citizens who participate are generally more satisfied with
1 N

petty vandalism, youthful loitering (perhaps accompanied by pot a program, and trust it more. Our own findings in conversations with

smoking), disturbing the peace, etc., which official agencies do not

project directors across the country suggest the importance of citizen

N consider serious. In fact, in most instances, these activities are

involvement in making a program a success.

Beneath this widespread agreement on the benefits of citizen
Citizens become impatient with the limitations of the official Ca involvement lie some conflicting interpretations of the concept that
definitions and perspectives on crime.

never reported to the police. % ‘
!
i
!
i

As a consequence, a citizen can lead to very different ways to plan, organize, and run a crime
H ‘
may decide not to get involved because he believes that his concerns L ot prevention program. Basically, these differences revolve around the

will not be addressed. The only solution to this problem lies in con-

kind and amount of citizen participation which is required and
vincing official agencies that the citizens' perspective on crime may

i
N L desirable. To some extent these differences in participation are
; =

based on what skills the citizens have, the objectives of the program,

lgee Dan Lewis and Michael C. Maxfield, Fear in the Neighborhoods: | o) { .
A Preliminary Investigation of the Impact of Crime in Chicago, : ' o
. (Evanston, Illinois: Northwestern University, 1978), pp. 30-38. : s

- IRichard Cole, Citizen Participation and the Urban Policy Process
" (Lexington, Mass: Lexington Books, 1974), pp. 106-112.
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what is thought to be worthwhile doing, and so forth. However, the
basic differences seem to rest on alternative interpretations of what
is considered the "appropriate” or "right” extent of citizen involve-
ment in crime Prevention programs:

(1) In one interpretation, citizen involvement means that the
techniques or strategies of crime prevention require citizen par-

ticipation,
—==tpdation,

(2) Ina second interpretation, citizen involvement means that
citizens participate in choosing the techniques or strategies.

(3) In another interpretation, involvement includes both choosing
the pProgram and participating in the strategies,

The first interpretation of citizen involvement ig based on the
realization that most of the strategies of crime prevention require
some effort on the part of citizens to make the'program work,
Therefore, citizen involvement is taken to mean that citizens par-

ticipate during the implementation of strategies and, in fact, citizen

activities are necessary for some strategies to work. For example,
Operation Identification requires citizens to buy or borrow an engraver,
mark his property, and place a warning stickev on his door,

We tended to find this view of citizen involvement in programs
Sponsored by official agencies, in projects serving large geographical
areas, in middle-class communities, and usually wherever opportunity
reduction strategies were emphasized, Community organizing, which is
probably the single most important task performed by most projects,
tended‘to occur largely during implementation in Programs based on

this view of citizen involvement.

I-14
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The role thug envisioned for citizens 1s one of “taking
Tesponsibility” for fighting crime: "Crime Prevention [is not]
everybody ‘s business, it ig everybody's duty,"l ip this view, the
citizen has little or no role in determining how crime should be pre-
vented, rather the citizen 1g eéncouraged to take certain prescribed
individual or collective crime Preventive actions,

The second interpretation of citizen involvement Places greater
emphasis on the participation of citizens in the formative stages of
Planning a crime prevention Program. Citizen involvement here means
that the activities of citizens influence the content of the program
by helping define the problem they want to solve and how to solve it,

This second view tends to be more prevalent in community organiza-
tions and ad hoc citizens' groups, in small area Projects, and where the
causes of crime are seen to be specific rather than opportunistic,
Community organizing occurs to some degree throughout Program develop-
ment and implementation,

The citizens! role in this Second view is one of “taking the

initiative"” to design and activate the Program. One consequence of

interpretation of the problems in a community. This kind of develop-
ment could bring the Project into conflicts with police or with

official agencies that have more narrow crime reduction goals,

1National Advisory Commission on Criminal Justice Standards and
Goals, A Call for Citizen Action: Crime Prevention and the Citizen
(Washington, D.C.: Uniteq States Department of Justice, 1974), p. 1.
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The distinction that is being made here has many far-reaching
consequences for crime prevention projects., It 1s nicely summarized

in a statement from Fourth Power in the Balance.

‘essall initiators are participants but not all participants are
initiators."l

The third view combines the first two. Generally, it doesn't
add any greater understanding of possible conflicts in these matters
since the issue turns on whether Or not citizens participate in
initiating and designing a program. Empirically, most programs where
citizens help design the program are also programs where they are

involved in implementation, although this is not necessarily true.

D. Interpretations of Community-Based

The kind and extent of disagreement we found over the meaning
of the term "community-based” refers basically to the decision of who
should have authority over and responsibility for programs. In our
complicated federal system of government with its many levels of
control, this is a very tough problem to resolve. Conflicts over
the power to decide have always been a major source of trouble
between our levels of government. In this on-going battle between
authorities, whoever can claim to be community-based or whoever can
claim to speak “for the people” wins extra credit in the struggle for
being the rightful executor of the people's will. Cynics will notice

that someone can claim to speak for the people when it isn't really

true.

1Lawrence A. Gibbs, et al, Fourth Power in the Balance: Citizens
Efforts to Address Criminal Justice Problems in Cook County, Illinois

(Chicago: Chicago Law Enforcement Study Group, 1977), p. 5.

[ 4
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These isspes are too basic and too complex for us to discuss here
in detail, but three problems associated with the interpretation of
what a community-based program is come up in community crime

Prevention:

(1) CcCan an official agency run a community-based crime pPrevention
pProgram?

(2) How can any omne group within the community claim to be
Tepresentative of the whole community?

(3) When can we 8ay a community exists upon which to base a

program, and is it possible to Create such a community if none exists
Prior to the program?

In the first problem, "community-based” does not necessarily imply

local community control. The controversy in this issue is whether an
official agency can run a program for a community that simultaneously
reflects the particular needs and rights of the citizens in the

community and still retains control within the official agency.

Programs can operate at the community level under the auspices of an
official agency or higher unit of government. In this case, official
agencies will define a community-based program as one that is run in
and for a community, but not by the community, i.e., control over the
pProgram is not given over to the community. Since about 90 percent of
the crime prevention Projects in our telephone survey depend on
federal money for the pPrimary source of funds, this is not a purely
academic point,

To put it another way, community-based programs in this first
view could be pPrograms in which the community is the object of the
Program. For example, a planner of a city-wide crime prevention
Program may decide to designate the ateas in the eity =- such as

neighborhoods ~- as the "communities" and then implement the city-wide

I-17 '
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Plan within these areas according ‘to the priorities of the city. In
some instances, these communities may be required to meet certain
Program criteria in order to qualify for their share. They may have
to have high crime rates, or show evidence of local demand for the
program. The power to determine the rules the program runs by and to
decide the services that will be available are still made by an agency
or government above the level of the community where the services are
actually delivered. The primary source of conflict is that the
official agency may deliver services of a type or in a manner that
does not reflect the desires or values of the community,

The second problem is closer in some respects to traditional beliefs
about local control. In this case, it can be assumed that at least
some members of the local community are in control of the program.
Presumakly such a program will reflect the values of the community and
the needs and wants of the people most affected by the problem since
some of these very people control the program. But because community
organizations, neighborhood groups, and other informal units of
control do not have official or legal ways to use their authority,
this may not be the case.

First, there is a problem of representation. Community groups
that claim to speak for all the people may or may not represent the
full range of their opinions. Unlike official agencies or higher
governmental units, many of these groups have no formal way to select
leaders or dévise Tepresentative policies, or even provide a means for
all the viewpoints in a community to have an effect on the programs.
Usually ad hoc methods are used. There is no sure guarantee that

these methods will achieve the representation necessary to ensure that

the community.§§u§ whole will accept the program.

I-18
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Fﬁrther, there is a distinct possibility of conflict between
groups that claim to represent the community.l Communities are seldom
homogeneous entities free of internal divisions. The possibility of
conflict over points of view on problems and solutions may be
increased by intervention of outside forces, with federal grant money
being one commonly cited external source of conflict.? Similarly, the
hasty or ill-informed selection of a community "representative" to
devise or run a program may invite failure.

The third issue in the matter of community-based programs is
whether or not a "community" exists upon which to base a program, and
if it'does not, whether it is possible to create one., The meaning of
the term "community” isn't very clear in this issue, but it has
something to do with a shared common identity among a group of people
who live in the same area. But simply living nearby isn't always
enough to create common identities among people. The other com-
ponents of community are harder to pin down, but they are usually
expressed in terms of having similar positive attitudes towards the i
community as a whole. This issue is especially important in all crime
prevention programs that depend upon getting the citizens of an area

to exert control over their territory. The most cox~ . term used is

lrobert Kidder, "Community Crime Prevention: The Two Faces of
De-legalization,"” Working Paper M~41F, Reactions to Crime Project,
Center for Urban Afairs, Northwestern University (August, 1978),
PP. 8-9. Cited with permission of the author.

2In addition to Kidder on this point, see Paul Peterson, "Forms of
Representation: Participation of the Poor in the Community Action
Program,” American Political Science Review, Vol. 64 (1970),
Pp. 491-507.




"social control," which means that the majority of law-abiding

citizens are encouraged to cooperatively assert their shared norms and

preferences on the minority of people who might breék the law. This
idea of social control is closely related to the idea of community,
As suggested above, many opportunity reducztion programs -- including
crime prevention through environmental design -- depend upon
establishing social control in order to achieve crime prevention
goals.

The question raised by some observers is whether it is possible to
create this community-based social control through a program.l They
argue that either a community already has the shared norms and pre~
ferences and the sense of identity that form the basis of social
control, or it does not. If it doesn't it may be very difficult to
create it, and therefore, difficult to establish community crime pre-
vention projects that depend on it. One extension of this argument is
that if a community already has a sense of itself (in the residents’
attitudes), then a program that attempts to create it is unnecessary,
even superfluous.

This issue has been discussed in the context of outside interven-
tion trying to create a “community" (such as the federal intervention
involved in providing funding through the Community Anti-Crime

Program. )2 However, we believe the logic is sound whether the program

lRobert Kidder, Op. Cit., p. 4.

2For a very clear discussion of the logic of this issue in the
context of federal intervention into community crime prevention, see
Dan A. Lewis, "Design Problems in Public Policy Development: The Case
of the Community Anti-Crime Program,” (mimeo), the Center for Urban
Affairs, Northwestern University (n.d.). Forthcoming in Criminology.
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is initiated from outside or inside the community: just because an

organizer is a member of the community doesn't mean that all the
people in the community share the organizer's ideas about how to "take

control of the area for the law-abiding citizens."”

E. Interpretations of Planning

One final key term is also subject to differing interpretations;
that term is "planning." Because it is the central topic of this
report, the term planning will be subjected to intensive scrutiny in
the following chapters. Chapter 2 presents alternative ways to think
about and define planning. We present our view of planning in that
chapter, based on the results of field experience which suggests that
both political and analytical aspects of planning are important. In
Chapter 3 some of the factors that cause plannihg to véry from place
to place are discussed. These factors are descriptions of the
environment in which a ‘program is placed. Chapter 4 is a description
of the analytical aspects of the planning process, and shows how
applications of the analytical process might be made in realistic
situations. Chapter 5 explores the political aspect of planning
through the identification of several of the major actors in a
community and a discussion of how these actors might affect the
planning process. Chapter 6 gives brief accounts of the planning

process in each of the six site visits.

IV, Findings and Observations

TR

What follows is a synthesis of the ma jor findings and observations,

based upon the results of our analysis of the information sources

cited above. Each of these main points is discussed in detail in the

remainder of the document.
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® Planning in most community crime prevention programs tends to
vary significantly from the textbook model of formal planning

Erocedures.

Even though many projects used the language of formal planning

analysis -- "“goals, strategies, impacts,” “evaluation,” and so
on -~ they did not arrive at their goals or strategies by self-
consciously using the techniques advocated by many professional
planners.

In practice, the planning process is highly political -- it is a
process of resolving conflicts and getting consensus on a program.
Often, the general substance of a program is known before the goals,
objectives, and strategies are specified. People backtrack and apply
planning logic to justify what they already believe to be true. Much
of the formal planning that does occur seems to be in order to get grants.

® Related to the limited use of the rational planning model, most

projects are not equipped to do thorough formal evaluations of
their programs, although evaluation does occur.

Formal impact evaluations are costly and require technical skills
to accomplish. Most projects, especially smaller ones, do not have the
resources to do such evaluations. This does not mean, however, that
evaluative judgments are not made. Many projects do simple process
evaluations that monitor project activity. DMore importantly, most
projects develop Informal methods to get feedback on how well the
program is received by the community and official agencies
(especially the grantor agency). Modifications and adjustments are
made on the basis of these assessments.

® Many community characteristics vary from locality to locality, and

combine to make each community unique; therefore, the planning
process in each community is unique.
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Some of the characteristics that were found to be related to

variations in the planning process are:
—-the type of sponsoring agency;

~the socio-economic characteristics of the community;

~the area's level of crime and perceptions of crime;
—the kind and number of community organizations;
~the scope of the target area; and

—the kind and amount of resources,

® Official agen?ies use formal planning techniques more often
and more readily than do citizens' groups.

Official agencies often have staff members and access to the other

resources needed to perform formal planning steps. But many projects —-—

especially those planned by ad hoc citizens groups —- have limited
access to the information and expertise requirea by formal planning.
With experience, citizens groups can become adept at using formal
planning techniques, often with outside technical assistance.

® Citizens' groups usually handle the politics within the

community better than official agencies do.

e} Iy '
Citizens groups are often more familiar with the political con-

text within the community, than official agencies are. It is

generally felt that by virtue of being "closer” to the community,

these groups are in a better posicion to know and reflect the values

and preferences of the People living there. Established political

contacts can provide the citizen's group/community organization
with the basis for developing consensual support fer a program.

® Most crime prevention projects ex

perience conflict over one
Or more aspects of the program.
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Some of the more common conflicts have to do with disagreements

" ” 3 ]
between citizens and professionals/"experts,” between citizens and

police, or between competing groups in the community. Program design

and control are the usual areas of disagreement, including conflicts

L] " 3 K r—
over the program "turf,” over substantive program issues, or over pa

ticipation (or lack of it) in the program. Prpjects serving large

geographical areas and/or heterogeneous populations usually find it
more difficult to arrive at a consensus on the form and content of the

program.

& Official agencies tend to believe that politics occurs during
implementation, not during program development.

Many official agencies treat the prugram development stage of

planning as an exercise for experienced professional planners who can

use advanced techniques and quantitative methods. Then, in this view,

citizens are involved in planning during the implementation stage, and
this participation takes on a political character.

® Representation -— the extent to which a program incor?oratef and
reflects people's interests, values, and opinions —-— is an issue

which is common to all projects; but few projects are representative

of all interests. ——

Many program planners are not consciously aware of this issue
in the planning process, and consequently don't devise appropriate
methods to obtain the input of all affected groups and interests.
Projects often serve a particular clientele, or sub-group of the area,
and represent conly part of the various interests in a given community.

@ Many project directors assert that citizen involvement during

program development would be desirable, but few are successful in
doing it.
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Many project directors commented that it was important to involve

all affected 8roups and agencies as early as possible in the planning

process. However, few seem to do this.

Their failure to involve

important affected interests stems from a failure to understand the

importance of the issue soon enough in planning, a lack of knowledge

about who should be involved, or a lack of attention to some implica-
tions of the project. Many of the conflicts and problems experienced

by projects stemmed from these sorts of failures.

A

@ Citizens can be motivated to begin community crime prevention
brograms, but such programs are difficult
the basis of the crime problem.

to maintain solely on

Citizens have concerns and priorities other than crime and they

view crime as only one of the problems facing their neighborhood or
community. While crime can be used as an organizing issue, citizens

are likely to lose interest if the program isn't allowed to expand to

deal with their other concerns about the neighborhood. Most crime

prevention programs find it difficult to maintain a crime~specific

focus and still keep citizen interest and involvement nigh,

® Very few, if any, crime prevention programs exist over a long
time period solely

on volunteer efrorts (contributions of time
and/or money from citizens).

Long-term volunteer activity by the same individuals is very

unusual. Programs relying on volunteers face a constant struggle to

recruit new volunteers.

It is even more difficult to run a voluntary
program in poor areas where there are fewer resources (both less money

and fewer people with extra time available).

@ The major expenditure of time and effort in most projects is
directed toward reaching and mobilizin

8roups in support of program initiativ

g citizens and community
€5.
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T ) difficult to begin a large area program all at once, given typical
The single most time—~consuming and expensive part of most crime

’ - Tresource constraints. From the political point of view, residents'
prevention projects is the activity of organizing. Nearly all ; ‘
‘ i i preferences, priorities, and perceptions of problems are more likely
community-based projects do this at some point in the program, either : -
o to be relatively similar in smaller areas. 7Tt it not possible,

for general political support or for involvement in specific tasks, o

} however, to prescribe the ideal size for a planning unit.
and sometimes for both. Surprisingly similar strategies are used ; .

j L ® Police support and cooperation is usually necessary for a
under the guidance of very different sponsors in very different set- ‘

community crime prevention program.

tings. Two of the most common strategies are block-club organizing

Police can provide data, advice, manpower, and legitimacy to a
and educational meetings.

program. Some strategies depend on police cooperation, which must be

@ Many projects use existing community organizations as a channel to
reach and mobilize individual citizens,

obtained from both the upper and lower levels of the police hierarchy.

The support of one part of the police hierarchy does not necessarily
This strategy is applied differently, depending upon the number

imply the support of the rest of it, which scme programs discovered to
and type of or;nizations already existing in the community. In areas

their dismay.
where there are no strong community organizations, crime prevention

projects have done their own organizii,., or have created community

® Police are more likely to support crime prevention strategies
that assist them.

organizations where none existed.

Police recognize that citizens can function as their eyes and ears
® Successful participatory programs provide a number of different on the street.
ways to involve citizens.

But some strategies seem to imply more citizen control

over police business, or imply a criticism of the way the police do
Meaningful activities must be provided in order to motivate

their job. These strategies are not greatly appreciated, and police
citizens to participate in a crime prevention program. This means

opposition may be the result.
that different activities, tasks, and ways to become involved need to

Such conflicts may be heightened in

communities where there is a history of distrust or conflict between
be provided that match with the different interests, needs, skills,

police and people.
and abilities of citizens.

® Community crime prevention projects in large target areas almost
always partition or sub—divide the large area into smaller ones

s0 that the program can more nearly match the needs of the people
living in each sub-area.

® A project's typical relationship with an official agency is as a
s funding source.

This 1s true whether the project sponsor is an official agency

- itself, or a citizens' group.
There are both analytical and political conveniences to using

The funding source has considerable

e o influence over planning and program content, especially if it is the
smalier areas as the units for developing and implementing a program. i ;

only source of funds anticipated.
From the analytical perspective, some areas require more resources and

Official agencies, particularly LEAA,

fund a large majority of the community crime prevention projects in
efforts than others, and need to be prioritized accordingly. It is

RO existence.
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CHAPTER II

AN INTRODUCTION TO PLANNING

I. A Story of Planning and Community Action

Essentialiy, social action programs (like crime prevention projects)
are a response to a problem. For various reasons, things happen in
society that threaten or harm citizens in some way. Some of these
adverse events can best be confronted by collective action, whether by
the government or by the citizens themselves. These ccllective
responses to problems happen all the time as concerned citizens
mobilize to improve their living conditions.

The unfortunate thing is that many of these collective responses
are unable to achieve what they set out to do. The following hypotheti-
cal example shows some of the reasons a program may fail to make
desired changes. The example here is a realistic one, taken from
numerous crime prevention projects across the country, although it
doesn't completely reflect the circumstances of any one individual
project.

The scene is set in a neighborhood of a large city. The area has
suffered some of the decline often found in inner-~city neighborhoods.
Crime rates -— especially for property crimes —- are relatively high.
Large proportions of the population move in or out of the neighborhood
every year, although many families have remained for years. This is
especially true of 2 group of senior citizens who have lived in the
neighborhood for most of their lives. The younger new-comers and the
older long-term residents don't socialize very much, so the children

of the newer families and the elderly are unknown to each other.
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Yet, it is still a desirable place to live for many people who feel
positive about the neighborhood., A Neighborhood Improvement
Association hés been formed by a group of the newer residents to
further the interests of the area.

Then a series of unusual crimes disturb the day-to-day routines
of the neighborhood. A series of elderly ladies have their purses
snatched away in broad daylight, and a couple of them are injured
fairly seriously in the rough and tumble of the confrontation.

There's always been crime in the area, but this time it's dif-
ferent., For one thing, it's happened frequently in a short period of

time, and some people are more fearful than they've ever been before.

The senior citizens are especially fearful, in part because as victims

they are particularly vulnerable. Finally, one of the ladies who was
robbed and injured is the mother of one of the members of the
Neighborhood Improvement Association.

The Association member is the catalyst that brings the problem to
the attention of others in the community. This person's personal
motivation is enough to get other members of the Association and the
neighborhood ready to do something. The Association organizes com—
munity meetings to discuss the problem. 1Initial enthusiasm is high,
Many participants in these early meetings eXpress eagerness to act as
4 group and volunteer to help. The first actions of the Neighborhood
Ad Hoc Committee to Put Down Purse Snatching are to make up lists of
volunteers willing to do something and to appoint another, smaller
committee to figure out specifically what to do.

From the begipning, the research committee sees the problem as an

obvious one: elderly people are being assaulted and robbed on the
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Streets, probably by juveniles according to one victim's description.
They immediately begin considering solutions, and their first idea

is again an obvious one: more police officers in the neighborhood.
Even though police response to the crimes has been prompt and as
forceful as possible, it hasn't been enough to Stop the rash of
crimes. But, they reason, if there are more police patrols the per-
petrators will be caught in the act, or will become discouraged by the
increased police presence.

Members of the Ad Hoc Committee Jjourney down to the police station
to meet with the police chief to demand more patrols.

Unfortunately, the police explain that it's not possible to increase
patrols even at certain hours of the day: it's very expensive to main-—
tain a cruiser; there aren't enough to 80 around as it is; they don't
have it in their budget to hire more officers; and the chances of
catching someone in the act are pretty slim anyway.

Then someone in the research committee comes up with an idea she's
read about that has worked in other cities: an escort service for the
elderly.

The Ad Hoc Committee begins to sign up volunteer escorts. Visits
are made to elderly housing units and senior citizen groups to tell
them about the escort service and to ask them to inform others.

Cars begin to shuttle from the senior citizens® high rise to downtown
and suburban stores and offices.

But it's a constant effort to get and schedule volunteers, and the
responses of the senior citizens to a program that helps them is
somewhat disappointing. Many of them still take cabs and buses or

walk to stores in the neighborhood. Volunteers are especially hard to
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find for certain times of the day such as early morning or mid-
afternoon. Yet those are the times when escort demand is high.

And worst of all, the elderly continue to be victimized. An o1d

sidewalk when a burse snatcher shoves her over a fire hydrant and into
the gutter. |

The committee members conclude that the escort service is simply
not big enough or organized enough to do the job. They assume that
the reason the program is not reducing the wave of street crime is
because not enough senior citizens are taking advantage of the
Protected rides. They also assume that this is because the Ad Hoc
Committee cannot supply enough escorts at enough times to meet demand.
In other words, they assume, above all, that more of the same is
needed. They believe that if they could Just get some money to hire
more escorts, they could solve the problem, so they begin to look for
ways to get a government grant,

The Ad Hoc Committee is really trying to answer the qﬁestion "What
went wrong?" and then do something about it. Their response, however,
just reinforces the Program decisions they've already made, rather
than examining them carefully to see if alternative Strategies are
available that might work better. But the Committee is in no position
to make such a critical assessment because they have operated only on
the basis of their own efforts and assumptions. They know they have a
failure on their hands, but they don't know for sure why it's a
failure, or what they can do to turn it into a success. They didn't

plan their program ... an unfortunately common experience,
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One undeniable consequence of this failure is to drain the enthu-
slasm the participants had in the beginning, making it very difficult
to revive citizen support for the program. This is also a frequent
occurrence: citizens who are ready and willing to work misdirect
their energies and then lose the enthusiasm necessary to try again to
solve the problem.

From our privileged point of view on this project, we can begin to
idéntify some of the common mistakes which were made here.

In the broadest terms, we would say that there has been a lack of
Pplanning in the project. Planning involves utilizing both politics

and formal analysis to design a program that can successfully achieve

the goals of the project. Even small, straightforward projects like
the one we are talking about here can benefit from planning.

To begin at the beginning, there is nothing unusual about the way
this community initially responded to the problem of purse snatching
with a spontaneous commitment to do something about it. But their
troubles started almost immediately as they began the process of

problem identification and definition.

The citizens assumed they knew what the problem was —— assault and
robbery on the street —— and proceeded to try to eliminate it. While
probably not a wrong statement of the problem, it is only one defini-
tion and it is inadequate. A more conscious effort to explore and
define the problem may have led to a more refined statement or perhaps
even uncovered other important problems.

In the first place, the Ad Hoc Committee apparently didn't have
much input from the senior citizens -— thuse who were experiencing

most of the victimizations -- in deciding what the problem was or what
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to do about it. Yet the elderly are the target group (what an offi-

cial agency might call a clientele) that the Project is supposed to

help. A more thorough attempt to get senior citizens' views in

defining the problem might have led to very different results.
Perhaps they would have defined the problem more in terms of the para-

lyzing fear which kept them from wanting to go out at all. Or, for

some the problem may be how to deal with the consequences of having

been victimized -~ the psychological trauma, or the economic loss

which is far more severe for someone living on a fixed income. Or
- tl

alternatively, maybe most of the elderly in the neighborhood aren't

concerned about the robberies at all. Had they been asked, they would

have identified burglaries, which occur much more frequently, as the

most segious crime problem in the neighborhood.

Let us assume, however, that the Ad Hoc Committee was correct in

identifying the problem as elderly victimizations of robbery and

assault. Still, involving the elderly in problem definition might

also have given the program developers more and better information.
For example, the elderly might have been able to identify some of the
factors contributing to the problem, such as why they were targets

(e.g., cashing social security checks at certain‘times of the month?);

to provide more detailed information about who the offenders were, or

data needed to establish patterns, such as when and where most of the

mishaps occurred (e.g., do they coincide with the end of the school
day’.’)o

In addition to consulting with the elderly in the neighborhood,
the Committee could have made more efforts to collect additional

information from other sources that would have helped them to define

the problem more precisely.
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Tﬁe police, for example, are another source of objective data,

(in the form of analyses of crime statistics), as well as informed

opinions about the problem and its causes. Social service agencies,
youth~serving organizations, the local schools, other official
agencies, and senior citizen organizations would have been additional
sources of information to help define the problem and its causes.
Rather than collect information to verify or clarify their assumptions
about the problem, the Ad Hoc Committee made the common mistake of
moving quickly to considering solutioms to the problem, even before

the problem was clearly defined.

Finding solutions to problems is the process of program develop—

ment, where the goals and objeccives of the program in solving the

problem are determined, and strategies to achieve these are chosen.
The Committee's initial solution was the strategy of increased police
patrol., However, even at this point, the police were not invited to
contribute their ideas about what could be done to solve the problem.
The police were only asked to commlt more of their resources. The

police may have also suggested alternatives to either increased

patrols or escort services if they had been requested to participate
in program development.
Others in the community —=- individual citizens, leaders, organiza—

tions and groups —— might have had different opinions about what

needed to be done to solve the problem. An attempt to assess the

needs of the community by contacting, interviewing or surveying others

might have uncovered a whole different set of alternative strategles.

While there was citizen involvement in the early stages of the pro-

ject, clearly there was no attempt to get representation and par—

ticipation of all affected interests in the community. For example,
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had our group contacted all organizations serving seniors in the area
for advice and opinions, they might have found out that an escort ser-
vice had been tried several years back and it didn't work then either.
Cr maybe there already was an escort service available to the seniors
through the local transit authority and the best use of our group's
resources would have been to go door-to-door and publicize the
availability of the bus company's "Senior Citizen Van", rather than
duplicating services already available.

In general, participation of all interests in the community
directly.or indirectly affected by the problem will lead to a better
choice of program goals, objectives, and strategies. The involvement

of those most directly affected -~ in this case the elderly —- is once

again critical. The elderly might have been able to tell the well-

meaning group of citizens why an escort service wouldn't be successful

and could have suggested alternative program ideas which were higher

priority to the elderly. At the very least, involving them in the

process of designing the program would have insured more enthusiastic

Bupport and commitment during project implementation.

This is of par-

ticular importance when the crime prevention strategies require citi-

zens to take action in crder for the program to work. (In this

program, citizens had to be willing to volunteer their time, and the

elderly had to sign up and want to be escorted.)

Successful implementation, in other words, depends upon a number

of activities which must occur according to some workplan, which should

also include a timetable for when the program activities are supposed

to occur. Our hypothetical program depends upon volunteers to perform

certain tasks. But the volunteer escorts may not have the flexibility
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needed to fit the needs of the riders. Volunteers may be scarce in
the middle afternoon because their own children are returning from

school, but middle afternoon is precisely when the escorts would be
most needed if the culprits are in fact Jjuveniles on the loose after

school. This is but one example of the kind of coordination problems

many programs face.

Further, the seniors did not participate at a high rate. In part
this may be because they weren't consulted from the beginning; rather
they were simply told about it by the Committee. Or, it may be because
they either don't know about the service (seniors who are fearful
don't go out to club meetings), or can't use it because it's incon—
venient (volunteer escorts may not be as flexible as taxis). Or, the
program might not be working because of differences or conflicts in
values. The senior citizens may value their independence and believe
in their own capabilities; they may not want to feel weak and depen-
dent upon others, which might be implied by the concept of an “escort
service.”

We have listed but a few of the possible explanations for the
failure of one group of citizens, acting in isolation for what they
believe to be the best interests of the neighborhood to solve a
problem.

If the Committee has any spare rescurces at this point, it may be
able to evaluate its program efforts to find out what went wrong and
why, and then modify the program to make it serve the community
better. Evaluation and modification are basically what the committee
is tryiné to do when it decides that the program isn't succeeding and

that more money is needed. But, as this discussion suggests, the
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L long run ("

conclusion of the Committee ~- to try to obtain government

funding

(read: power) in order to do more of the same —- is most likely not

the correct assessment. If anything, competing for money with other

organizations may stimulate damaging conflicts with others in the com-
—=-=-CLS

4 munity. A more effective response would be to start over and plan a

program with the involvement of people in the community.

This short story about one community group's response to a crime

problem was designed to accomplish several purposes. It introduces

the reader to the terminology, the concepts, and the language of

planning. It illustrates some of the typical mistakes which often are

made in the process of developing a cooperative effort aimed at

reducing or Preventing crime. People would rather act ("We've got to

do something"”), than plan. This undisciplined enthusiasm often leads

to a sense of accomplishment in the short run ("I spoke to 50 organi-

zations on crime prevention..."), but a feeling of frustration in the

cee.but crime still increased!”). Or worse yet, as our

Story suggests, programs fail and quietly die despite the best of

o intentions. The point is that planning can make a difference: it can

help to make a program better, more effective, and more successful.

Finally, this story helps to illustrate that planning is an

inseparable combination of politics and formal analysis. The

following discussion will explain what is meant by this statement,
A

II. The Basics of Planning

« "Planning is an ongoing process,"

« "Planning is a problem-solving journey... that continues
throughout the life of a program, "1

1pon Koberg, Universial Traveler: A Systems Guide to Creativity,

Problen Solving, and the Process of Reaching Goals (Los Altos,
California: W. Kaufmann Co., 1976).
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« "A plan is a blueprint or a guide for action... the script that
Produces a successful program,"”

« "Planning is a series of events, stages, steps, phases, and
activities,”

All of these various ways to define planning suggest that there is
some common process occurring in the development and operation of a
program, regardless of its content. Diagram II-1 illustrates the
series of steps which most textbooks on prlanning would say comprise a
model of the planning process.

‘This skeletal framework doesn't say anything about how planning
eccurs, nor about who is or should be involved in the planning
Process. It does suggest that planning is logical; that there is some
reason for the way in which the steps are ordered. For example, all
Programs are a response to some problem in the environment. It is the
definition of the problem, therefore, that serves as the basis of the
Program which is developed to solve it.

Program development follows logically from problem definition
because programs are the proposed solutions to problems. Diagram II-1
Suggests that ideally during the stage of program development there
are several steps which occur: determining program goals, setting
objectives, and selecting program strategies. 1In pPractice, these
three steps are often not followed in order. Many planners go
directly from a problem statement to selecting one or more program
strategies. Often, the goals and objectives of the program are not
written down and made explicit in the same way that strategies are.
Regardless of how self-consciously planners examine and evaluate
alternative ways to solve the problem, they do at some point make a

decision and a commitment to certain program activities, based on the
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DIAGRAM II-1: 4 Simplified Model of the Pjanning Process
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chosen strategies. (Or the program remains at the talking stage
forever.) Thé actual carrying out of thesé activities -— implemen-
tation -- is the next logical step.

Finally, almost all projects obtain and use some kind of infor-
mation as the basis for evaluating their program. As a result of
knowing what is and what is not working, changes or modifications are
made so that the program will work better in the future. As the
Diagram suggests, these changes can occur in the way the program is
being implemented (e.g., from relying on volunteers to hiring a paid
staff); or in the strategies (a change from mass meetings to door-to-~
door canvassing); in the objectives of the program (esg., from
enrolling people in Operation Identification to organizing block watch
clubs); or in the goals (réédjusting goals to make them more realistic
or setting completely new ones); and finally, -~ew information may
suggest that the problem itself has changed, necessitating a new
definition of the problem.

Now let's go beyond this simplified framework of the planning
process. As suggested previously, there is not total agreement about
what the term “planning” means. Many people, for example, would agree
with the following definition: "Planning is an analytic process in

which an organization attempts systematically to make rational choices

for the future. The emphasis s on the process by which choices are
made, rather than the choices themselves."l According to this point
of view, "planning” is a formal analytic process where the collection

and analysis of objective data and information (usually quantitative)

la1fred Blumstein, "A Model to Aidin Planning for the Total
Criminal Justice System" in Quantitative Tools for Criminal Justice
Planning (Washington, D.C.: Law Enforcement Assistance Administration,

1975y, p. 129.
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forms the basis for assessing alternatives and making decisions. This
formal view of the Planning process is illustrated in Diagram II-2,

Nothing is said in this definition about.EEg actually does the
planning (i.e., who participates in making the choices). Rather, the
emphasis is on the "how" +«s the formal techniques of planning. The
underlying assumption, therefore, is that some technical expertise is
required in order to collect and analyze all of the needed information
according to scientific standards of reliability and validity. Given
the ‘same set of information, the presumption is that the same choices
would be made, regardless of who does the planning, since it is the
content of the information and the rules of logic, reason, mathema-
tics, and economics which prevail, Politics enters into planning only
at the point of implementation, when the program must be "sold" to the
citizens in the community; they must be persuaded or forced into
accepting the pProgram activities and participating according to the
plan.

Without diminishing the importance of formal analysis during the
planning Process, our research and experience indicate that this con-
ceptualization is inadequate. It ignores some important aspects of
how planning actually occurs in most social action programs. By
definition, this approach limits participation and involvement
during program development to a small number of people who usually
must have sonme formal, technical training in planning. This view
contributes to the bad name planning has acquired over the years: the
notion that plans usually sit on shelves in some bureaucrat's office

collecting dust; that plénners are bureaucrats sitting in offices

II~14
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DIAGRAM II-2: The Formal View of the Planning Process

downtown dreaming up plans that never happen. Minimizing the impor-

tance of the political aspects of planning throughout the process (and

hence, to limit involvement and participation) leads to serious and

PROBLEM EXISTS

People Recognize it
and Determine to
Do Something
about it.

sometimes fatal errors.

An alternative view of planning is pictured in Diagram II-3 and

is exemplified by the following quotation:

"se.planning is...a practice which openly invites political and
social values to be examined and debated. Acceptance of this
position means rejection of prescriptions for planning which would
have the planner act solely as a technician.”l

PLANNING

This view of planning explicitly recognizes that the series of

4 decisions which make up the planning process involve subjective

choices (often involving controversy), that cannot be decided solely

on the basis of objective data analysis. Furthermore, if the planning

Process is to be democratic —-- capable of producing a program which

PROBLEM DEFINITION

i exclude citizen participation. That is the essence of what is meant

by the "political"™ side of planning.

has popular support -- the process must work to include rather than

ROGRAM DEVELOPMEN]

® Determine Goals

III. Our Story of Planning and Community Action Revisited

Now that the basic framework of the planning process has been pre-

AT

Y
@ Set Objectives

sented, the reader may want to return to the story at the beginning of

\J . - G- the chapter to see how the methods might have been applied to that
@ Select Strategies § Fi
. : problem. The discussion of what went wrong with the program devised
Politics Z)
’/’,d’ [ ! f by the Ad Hoc Committee is especially relevant. In that discussion a
= SR
<

|

l

] P number of points are made that illustrate the steps of the planning

IE IMPL EME NTA] ION 4o Process as it might have been applied in that imaginary neighborhood.
% : 4 lpaul J. Davidoff, "Advocacy and Pluralism in Planning,"”
. P Journal of the American Institute of Planners, Vol. 31, No. 4

FJ 4 } (November 1965), p. 331,
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DIAGRAM II-3:

The Alternative View: Planning as Politics and Formal Analysis

PROBLEM EXISTS

People Recognize it
and Determine to
Do Something
about it.
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The discussion shows the logical progression of program planning. It
also illustrates how more and better information and a greater degree
of involvement by others in the community could have produced a dif-
ferent result (in terms of both Pregram content and effectiveness).
In re-reading the story and the analysis of what went wrong, two

additional important things should be noticed. First, the underlined
words are key terms that are important in the planning process: they
are, in fact, the language of Planning. These terms will be used fre-
quently throughout this Program Model. They have been brought forward
and appear in Diagram II~4 to show how they relate to the planning
model. Straightforward definitions at this point would be awkward,
and not very meaningful. The importance of the terms and their
relationship to Planning can be judged from the way they are placed
and used in the context of the planning process outlined in the story
discussion. Their meanings may be clear from this brief use, but they
will also be more fully explored when planning is discussed in more
detail in the following chapters. It will become clear that the terms
refer to decisions and actions taken by real people in real crime pre-
vention projects.

The second point is that the formal analytical and the political
aspects of planning are not separated neatly in reality. They occur
together, simultaneously, often in the very same action. For
instance, a choice of a particular strategy depends not only on the
objective data-based description of the problem, but also upon the
subjective appraisals and opinions of Fhe people in the area who
participate in making the choice. Both objective and subjective kinds

of information come into play in making the same program decision.

II-18
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DIAGRAM IT-4: The Language of Planning

Furthermore, program choices are as much the result of who par-

. ticipates in decision-making (and whose interests are represented), as
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CHAPTER II1

REASONS FOR VARIATIONS IN PLANNING

I. Introduction

So far, planning has been considered in a fairly general way. In
this chapter we introduce some of the ways to describe or characterize
communities and program sponsors (henceforth called "factors'") that
can affect or have an impact on the way planning is done. The infor-
mation presented here is largely descriptive in nature. It summarizes

the experiences and situations faced by the projects surveyed.

@ Many community characteristics vary from locality to locality, and

combine to make each community unique; therefore, the planning
process in each community is unique.

Each community that begins a crime prevention program is different
from other communities. It possesses certain population characteris-
tics, an economic situation, a political situation, and a physical
environmental structure. Many of these factors affect the way
planning can take place in a community-based crime prevention project.

Because each community presents a unique situation to the planner,
each of the factors discussed below should be taken into account so
that the program which is planned is appropriate for the particular
community. Describing a community in terms of the factors discussed
here provides the planner with much of the raw'material he/she needs
to develop an understanding of the community, and with the basis for

making some of the important decisions that are part of planning.

I1I-1

DR ST SE RS Ao

ok

The six factors to be discussed in this chapter are listed in Chart

III-1. As the reader will notice, some of these factors are related

Chart III-1: Factors Included in Reasons for Variations in the Planning

Process
l. Sponsoring Agency: a. grassroots group
b. community organization
c. coalition of community
organizations
d. official government
agencies
2. Size of the project: a. level of involvement
b. problem definition
¢. program development
d. implementation and
organization
3. Type of Community: a. Location -~ urban,

suburban, rural

b. degree of population
homogeneity

c. level of income

4. Degree of Community

Organization
5. Crime: a. amounts
b. types
c. perceptions of crime
(1) interpretation of
crime
(2) concern vs. fear
of crime
6. Resources: a. money
b. human
c. organizational

d. time

to each other in a fairly consisﬁent way. To the extent that there is
overlap between some of these factors, it will show up in the
discussion below. For example, it is likely that the larger the area
and population served by a project, the less alike or homogeneous the

population will be. Still, these two factors affect planning

III-2
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planning differently, and must be considered separately. Chart III-1
may be considered an outline for the rest of this chapter.

II. Sponsoring Agencies

The sponsoring agency is the organization that is funded to
actually do the program, which usually implies that the sponsor is
also the organization that initiates and controls the planning and
development of the program.
nmakes a difference in planning community-based programs because it
largely determines.zgg will have an input into which planning

decisions and when in the planning process. Some Sponsors are more

J
|
|
Therefore, the type of sponsoring agency
|
|
|
|
|
1
|
open to citizen initiative and citizen control than others. This fact
changes both the way a program is plamnned and the content of the

program.

Four types of sponsoring agencies were identified in the telephone

interviews: the ad hoc grassroots group, the established community

organization, the coalition of community organizations, and the official
government agency. Chart III-2 briefly describes the four types in

terms of some of the characteristics these agencies have that affect

the way they plan. These characteristics include: where the

initiative for program decisions is located; the organizational struc-—

ture of the sponsor; its relationship to the community in terms of

access to external resources; and the security of the sponsoring
agency (i.e., its length of existence and likelihood of survival).
These characteristics suggest the capacities and capabilities of the
various sponsors to develop a plan and operate a program. Some of

these points are discussed in the following descriptions of each

sponsor type.

|
\
|
authority and Tepresentation; the sponsor's internal resources and its
I1I-3 l
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Chart III-2: Characteristics of Types of Sponsoring agencies

Ad Hoc Grassroots Group

Established
Community Organization

Coalition of
Community Organizations

Official
Governmental Agencies

Location of
Planning and
Program
Initiative

Citizens.
May transfer to a council
or staff over time.

Council or staff, with
approval of membership
and key persons.

Councils, staffs, or

key individuals of the
organizations which are
members of the coalition.

Official planmers or
politicians begin
program, transferring
initiative to staff upon
establishment of project.
Citizens in a reactive
role,

Organizational
Structure

Relatively informal.
Ad hoc Council, with
very small staff added
after funding.

Varies with size and
capacity of C.0.
Usually Council plus
some staff, with some
citizen representation
structure. Some
bureaucratic char-
acteristics.

Complex structure,
depending on how member
organizations relate to
coalition, share power,
share resouces, etc.

Bureaucratic, whether
large or small. Clear
hierarchy relates
sponsor to official
policy making agencies
or institutions.

Relation to
Community

Direct: members and
Council come from
community. Authority
given by community.
Group may not represent
all points of view

in community.

Fairly direct. Members'
views are consulted on
major decisions.
Members demands are often
heeded. Members may not
be representative of the
community.

Indirect, but definite
links to people through
member organizations.
Authority basis mixed.

Indirect. Authority of
sponsor comes from
officials, not
community. Community
input via electionms,
boards, etc.

Political

Internal
Resour-
ces

Technicall

Politically legitimate,
Accepted by at least som¢
community members.
Official contacts
probably weak,

Few skills, data, or
experienced staff for
planning.

 Few skills, data, or PVEEIEEZ—-ﬁéﬁh11§-§1§hﬁiﬁér-

Varies. Staff often
politically shrewd. Can
often mobilize members,
public opinion.

experience but little
research expertise.

Varies. Internal
coalition politics are
intense. Members'
contacts with key
persons, citizens may

Poor visibility, may be
low legitimacy in some
communities. Good con-
tacts with experts,
politicians, other
officials.
rhelgfively high. Staff,
data availability,
support services.

Access to
External
Resources

Usually poor. Little
information, contacts
re: technical assist-
ance, bureaucracies,
grants, etc.

Varies. Strong, older
organizations have good
access to agencies,
grants, etc. through
contacts and political
clout.

Varies. Coalitions
sometimes form to gain
access to extermnal
resources.

Good. Other agencies,
experts are available.
May be dependent on
politicized budgets.

Security/Length
of Existence of
Organization

High uncertainty,
especially for newer,
single-issue organiza-
tions with low resource

base.

Varies., Older, larger
multi-issue organiza~
tions are more secure.

Varies. Threat to sur-
vival may exist in a
coalition's organiza-
tional structure.

Relatively good, at
least for project staff,
who often are civil
service.,




A. The Ad Hoc Grassroots Group

"Grassroots groups" is a term used by many people to identify
almost any community-based organization that has some regular contact
with citizens and claims to represent their interests. The term is
used here in a more restrictive way. Ad hoc grassroots groups are
those groups in the survey that were begun by citizens coming together
informally to begin an organization that would help them solve a

problem of common concern.

Observations: Ad Hoc Grassroots Groups

- These groups have good contact with some of the citizens in the

community, although they may not represent the interests of all
citizens.

- They are generally not well-connected with official agencies or
key individuals.

- They have few of the prerequisites for analytical planning,
although they may have someone in the group with generalized
planning experience.

- Grassroots groups face obstacles in getting information
about grants and other financial assistance opportunities.
They also have problems in meeting grant requirements.

Grassroots groups often begin with single-issue or single objec-
tive programs in mind. Sixty percent of the grassroots groups in the
survey had programs with victim services, causal, or system improve-
ment strategies.l Perhaps more than with any other sponsoring
organization, problems are considered "obvious" and not in need of
systematic definition and probing. It is the perceived problem which

provides the initial impetus for such groups to begin, and the

lThis was a far higher percent than for any other type of sponsoring
agency.
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programs developed often have a very direct problem solving focus. In

planning terms, these groups may skip directly from their assumptions
about the problem to devising strategies to solve it.

The simplicity of grassroots programs helps in their planning
efforts, but in most cases there isn't enough of a formal organization
to run even these. Thus, the first task for many of these groups is
capturing the spontaneous energies of people who are concerned about a
problem and creating an corganized way to channel these energies. This

is a critical planning task because the quality and type of organiza-

tion will affect the planning process and its outcomes.

@® Citizens' groups usually handle the politics within the
community better than official agencies do.

Usually these groups organize to take advantage of a main

strength: solid contact with people in the community. It is these

people who supply time, money, ideas, and enthusiasm to an underfunded

young organization. All members of the group usually participate in

various ways in all stages of the planning processs The initial moral

and political force of a grassroots group derives from its direct con-

tact with citizens in the community. However, the group's members

may not necessarily be representative of the whole community.
Most of the groups in the survey had already succeeded in

establishing a citizens' organization; at least they had formed a core

group or council. What they often lacked was political contacts in

higher places, and resources like expertise in planning, grantsmanship,
or fund raising. They needed to build the organization, establish
contacts in official agencies, seek out experts, and initiate a dialogue

with other affected groups in the community. Much of this effort

involves acquiring the pol.itical resources to get critical support for

III-6




»

e

the program. This pPlanning task may be difficult for grassroots

participants who are new to politics and the social action game.l

Most grassroots projects operate with fewer analytical planning

resources than other projects. The average grant size fer this

sponsor type was under $50,000 for a 12 to 18 month funding cycle, and

many had less than $20,000. This compares to an average of over

$100,000 for established community organizations. Small, inex-
perienced staffs, limited access to official data, low information
about outside resources, and a very understandable confusion over the

“"officialese" of grant guidelines, make formal analytical planning

very difficult for grassroots groups. These barriers force ad hoc

groups to rely more heavily on the political aspects of planning, and

to seek outside resources to bolster their analytical capabilities.

In order to get outside resources, it is often the case that a

successful grant application must be made. This, however, may require

formal amalytical planning: in order to get the money to do

Planning, you must first do plamming ("Catch 22"). Political resources

may compensate somewhat in this situation, but the wily planner often
seeks assistance from inexpensive or free sourceg, such as the police,

universities, community action agencies, local business groups, and

others.

To summarize, the advantages of grassroots groups:

-These groups can capitalize on their close identification
with at least some members of the community and their ability
to be perceived as representing a legitimate community
viewpoint. Approaches which emphasize this strength --
volunteer activity, citizen initiation and involvement in all
planning stages, reaction to problems of immediate concern to
citizens, etc. -- are more successful.

lgee Chapter 5, especially.
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The disadvantages:
——=ccvantages

~They must first build an or
problems. They usually do n
basis with more established
of the resources necessary f
which further hinders their

ganization and then tackle the

community groups. They lack many
or formal analytical planning,
ability to get grants.

B. The Established Community Organization (C.0.)

In this survey, the established community organization was

considered a private association with citizens as members that had

been formally in existence for some time before beginning the current

Crime prevention program. It was committed to the community interest

as defined by the organization.

C.0.'s ranged in size from small, but on-going single~issue
advocacy organizations, to large, multi-issue community development

corporations with total budgets in the seven-figure range. 1In many

ways, the established community organization is a grown-up grassroots

group. It has acquired the organizational capacity and the official

contacts which most grassroots groups lack, and it has more internal

resources for planning. Still, a thorough, systematic planning

process is rare in these groups, even though some parts of Planning,

Particularly the political aspects, are recognized as important.

The distinguishing feature of the C.0., which seems to determine

to a great extent its performance in planning, is its unique position

between the citizens and official government agencies., The

established C.O.

usually has organized contacts at the grassroots, and

its governing council is generally made up of community people and

sympathizers to the community point of view. Yet the C.0. can be as

bureaucratic as a government agency, and the larger it gets, the more

like a bureaucracy it becomes. This bureaucratic nature is reflected

in a large professional staff that gradually becomes more and more

involved in making decisions for the whole organization.

III-8
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The fact that C.0.'s have features of both grassroots groups and
government agencies may introduce some schizophrenia into the planning
process. On the one hand, they generally have well-organized contacts
in the community, perhaps through block clubs, and much of the power
of the organization derives from the people. On the other hand, most
of the policy and planning decisions are centralized., Community
organizations usually have a council or board which makes policy deci-
sions, and a full-time staff which varies in size from two or three
employees to as many as & dozen or more. The council ‘and/or staff are
often composed of some people with planning and organizing experience
(although not necessarily individuals with research experience). And
C.0.'s usually have established contacts in agencies and other organi-
zations. This knowledge and experience often leads to the situation
where this hureaucratic part of the C.0. makes planning decisioas in
respon;e to problems that arise in the community, or to take advantage
of funding opportunities presented by outside agencies.

Nearly all C.0.'s recognize that planning is important. But given
the typical organizing experience of the staff and the highly politi-
cized nature of this organization, this usually means a reliance on
the political aspects of planning. Policy decisions and program
initiatives made by council and staff are usually ratified by the
organization's members. The needs of the C.0. are to grow and
increase the size of its staff, which also adds to its capacity for
dealing with official agencies and politicians. At the same time, it
must maintain its membership, its final source of power.

Sixty-five percent of the community organizations in the survey
irtad opportunity reduction prbgrams. The typical strategies of this

type of program permit the organization's council or staff to retain
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control over many planning decisions, obtain federal funding, and uti-
lize the strategies' reliance on community involvement during imple-

mentation to build or maintain the organization.

Observations: Established Community Organizations

Established community organizations occupy an intermediate posi-
tion between citizens and official agencies. They depend on
citizens for the justification for their authority, but they

often depend on official agencies and contacts for information,
funds, and assistance.

- Established C.0.'s are both community-based and bureaucratic.

Only a few of the C.0.'s in the survey .emphasized the importance
of the analytical aspects of ﬁlanning. In. part, this reflects the
lack of staff research expertise, but mainly analytical planning is
considered secondary to political considerations. The most common
response to a question about crime data analysis was that it is impor-
tant in its place, but only if it reflects and substantiates the
demands of the people. As one project director put it, "If people
can't see the problem, they won't respond to it."”

Analytical planning is usually done as a response to grant require-
ments. To meet these requirements, projects attempt to present the
problem and the proposed solution in a systematic way, while also
demonstrating community support. Grant guidelines were frequently
mentioned as an obstacle, rather than a useful exercise. A number of
C.0.'s suggested they lacked the skills and resources to meet the
requirements easily.

The advantages of established community organizations are:

- These groups have already built an organization and have
established communication channels with citizens in the
community.
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~ Staff members usually have some experience in setting up and
running programs, even if not in crime prevention.

- Official and professional contacts are better developed than in
grassroots groups. These contacts can be used to get infor-

mation on new prograns, funding sources, and technical
assistance.

= Community organizations can make good use of technical assistance,
and do so partly to displace some of the planning aid management
costs onto someone else's budget.

~ The larger the community organization, the more able it is to
absorb the initial costs of Planning. Because of its larger
staff, greater experience, and so forth, there are more
resources available for planming to get more grants. Getting a
grant, in turn, permits the organization to put even more effort
into planning and getting more grants.

The disadvantages are:
—z2<edvantages

— There is a constant tension between the need for grassroots
support for the organization and the demands of funding agencies
for professional expertise and bureaucratic accountability.,
Efforts to maintain the organization in this situation require
constant balancing of sometimes competing demands, and a great
deal of effort and expenditure of resources.

- Because of this tension, planning may satisfy neither the
grassroots constituency nor the funding agencies.

= As the community organization grows and becomes more adept at
meeting the requirements imposed by outside agencies, it may
also become more difficult for the C.0. to represent all the
points of view in the community -- or to represent any point of
view adequately.

C. The Coalition of Community Organizations

In many respects the coalition is similar to an existing community
organization. The principal difference is that the formation and
operating conditions of a coalition require careful attention to
internal coalitional politics. Each of the member organizations has

slightly different interests and objectives. They must find some way

‘to compromise their differences in order for the coalition to survive.

ITI1-11

A mm—e——

@i

The coalition partners need to decide several issues in the context
of planning:!
~ Which organizations shall be members?

= What authority will the coalition have over the member
organizations?

- Who will determine what tﬁe programs 6f each member organization
will be? Will there be one Program for the entire coalition, or
will each member organization devise their own program?

- How will resources be divided?

= How will decisions of the coalition be made?

The telephone interviews revealed two main approaches to the
coalition.2 In one form, a number of organizations jointly created an
unbrella organization and elected members to its governing council,
and this umbrells organization developed a single crime prevention
program for the whole group. The second common form was a group of
organizations joining together to form a coalition in order to apply
for funds that would then be divided among the member organizations.3
Each organization ran their own crime prevention project. Variations

on these two themes are possible.

Iress complex organizations can ignore these. Coalitional issues
are similar to other political aspects of planning: various interests
must be considered and mutually—satisfactory decisions must be made.
"Open-mindedness" and "willingness to compromise” are expressions pro-
Ject members make on this point. Hard-core power politics are not
unknown in coalitions, either.

20ther categorizations are possible. There were two coalitions
between government agencies and community organizations.,

3Umbrella groups maintain greater central control over the program
than coalitions do. Obviously, when control is highly centralized,
the "umbrella group" becomes in effect a "community organization."

ITI-]12
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The choice of coalition partners is critical because it determines
what the final program will look like. Often partners are chosen
precisely because they can add to the coalition's chances for funding.
Less attractive partners may be ignored or rejected. Another concern
is representation: an attempt to ensure that all interests and points
of view in the community are represented in the coalition's mem—
bership.

Because coalitions are sometimes made up of diverse organizations,
very different program approaches and strategies may be favored by the
individual members. ‘An important part of planning is determining how
successfully these different program preferences can fit into one
overall program, or how different programs in the coalition can avoid
duplication or interference with each other.

It's possible for coalitions to be quite removed from the citizens
in the community, especially if the coalition organization itself runs
the program. Several project directors emphasized the importance of
contacting affected community groups and citizens directly to get
their input and support.

The advantages of the coalition are:

-Planning efforts can be shared among the members so that more
resources can be devoted to planning.

~By its very existence in an area, the coalition demonstrates
that there is an ability and a desire to organize and
compromise on a community-wide level.

The disadvantages:

~The coalition structure means there may be difficulty in
reaching agreement among the coalition members on a number of
vital issues.

1
-The coalition has a tendency to be removed from the citizens
because it usually relies upon its member organizations to
cultivate and maintain relationships with the grassroots.
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® Official agencies tend to believe that politics eccurs during
implementation, not during program development.

A common observation about planning among official agency sponsors,

regardless of the agency's size or the type of program, was that
citizen involvement occurred largely during the implementation stage,
usually as part of a community organizing strategy. One director of
an official city-wide program argued that he could not depend on com-
munity leaders or volunteers since these people are too distracted by
other issues and demands to give full attention to crime prevention.
He found that community leaders played a necessary role in getting
people to open their doors to the organizers, but there was an
"absolute need" for the organizers to be part of his staff, dedicated
to the program, and paid professionals.

This is not an uncommon attitude among official agency planngrs;
it retains program initiative and planning decisions in the hands of
the official agency. Some problems between planners and citizens may
come up if the citizens want particular (but unofficial) points of
view considered in the plan. Efforts are usually made to take this

into account in the official plan, but ultimate control remains with

the agency. |

Few comments were made by official agency sponsors that would
suggest there was any problem with citizen involvement, especially
when compared to the number of times grassroots groups or community
organizations mentioned this problem. Instead, most official sponsors
believed that tapping into a network of community organizations or
key-person contacts is sufficient to assess community sentiment.
Judging from the site visits, this approach was not always successful,

although there are cases where the approach was adequate.1

lgee the Minneapolis site visit and.the Port City report in
‘Chapter 6.

I1I-15

e e it s o b o o b e L

g 7 e O N

W

b

L i e o 6 i

©

O
NI

e e i et =t e . b e
»

The advantages of government-sponsored programs are:

~The official agency has more access to resources useful in

analytical planning: expert staff, data, money, and official
cooperation.

~The hierarchic orgarization may reduce internal conflict.

-Project personnel are relatively more secure than in other
projects because they are usually civil service.

The disadvantage is:

- This sponsor is a bureaucratic entity, and may be distant
from the citizens at the grassroots. This distance may
enccurage political troubles between the citizens who are
necessary to the successful community-based program and the
official agencies who try to retain control over it.

IIT1. Size of the Target Area

The size of the target area has many effects on the way planning

can procede within it. Both large and small areas! have certain

advantages and disadvantages in planning. There is probably no per-

fect or optimal size for a community-based crime prevention progam.

The projects observed in the survey ranged from a target population of

20 families to multi-county projects.

® Community crime prevention projects in large target areas almost
always partition or sub—divide the large area into smaller ones

so that the program can more nearly match the needs of the people
living in each sub—area.

There is a tendency among large sized crime prevention programs to
break down into smaller units or sub-areas for at least some purposes.

This tendency was observed in projects sponsored by both community

1"Large" and "small" are difficult terms to define, and in using
them people often mean different things. In a community-based
program, “"small" areas are those where the potential for personal
interaction exists and people can recognize it as “"where they live.”
Usually this is called a neighborhood. ‘"Large"” 1s an area bigger than
what a person would call his own neighborhood, such as the whole city
or several neighborhoods strung together. These terms are not

necessarily satisfactory, but we hope they make sense to the reader’'s
intuitions for the purposes of this discussion.
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organizations and official agencies. In looking at the effects of
size on several important aspects of community-based planning, some of
the reasons for breaking down into smaller units will emerge.

A. Level of citizen involvement

The size of the target area clearly has an impact on how people
can be involved in planning the program. In very large projects it is
difficult, if not impossible, to involve a representative group of
ordinary interested citizens. Project directors told us many times
during the survey that planning groups cannot be too large or they
become ineffective. Consequently, most large area projects adopted
the strategy of involving a very select group of officials and key
persons in all initial planning stages, including broad problem defi-
nition and program development. If the project remains at the large
area level, the most effective way to include citizen preferences in
planning decisions may be to take a carefully comstructed survey of
their attitudes, opinions, and preferences.

There are psychological, social and political reasons why it is
easier to have more involvement and participation by citizens in all
stages of planning in smaller areas. Residents are more likely to
know and feel comfortable with each other. The boundaries of small
areas are more likely to coincide with natural or perceived neigh-
borhood boundaries. In addition, residents' values, their assumptions
about what constitutes acceptable and unacceptable behavior, and their
ppinions about neighborhood problems and crime prevention priorities
are more likely to be similar. As a result, conflicts over planning
decisions are reduced and it is easier to get representation of all

community interests.
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B. Problem definition

The type of information available for problem definition varies

with the size of the areas. In very large areas, there may be enough

quantitative information to define the problem adequately, but this is

rarely the case in small areas. Most types of crime occur frequently

enough on a citywide level that police crime data can be examined to

discern patterns. But in small areas, most crimes do not happen often

enough that statistical and quantitative techniques can be used. For
example, in a small area, one berserk criminal could completely change

) :
the area's aggravated assault rate for the year in one day. However,

this person's day of violence would not dramatically affect the totals

for the whole city. In statistical terms, quantitative data on small

dreas may not be very reliable.

Also, the boundaries of small areas usually do not coincide with

the geographical units by which data is collected. Crime data, for

instance; may be collected and analyzed by police beats or census
tracts, making it highly unlikely that a neighborhood association

covering a few square blocks would be able to get data for their small

area. Data not being available or broken out for small areas was a

problem that was frequently mentioned by the project directors in our

survey.

However, small areas do have sources of information that large

areas don't have. The chances are better that people's perceptions of

the crime problems are more similar throughout a small area than in a

large area where there's more likely to be comsiderable variation in

problems from sub-area to sub-area. This fact, along with the poten-

tial for people to participate more fully, makes problem iden-

tification based on personal report and dialogue —-- that is, more

qualitative information -- possible.
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One consequence of using qualitative, personal information is that
the problems identified may be highly specific to the small area.
Large~area projects cannot, and do not, identify problems in such
specific terms. This fact leads to a greater reliance on quantitative
data and statistical amalyses. Not only is the quantitative infor-
mation more likely to be available, but the problems necessarily are
defined in general terms, which requires less citizen participation
during problem definition. For instance, burglary is a general
problem that occurs frequently across large areas; that is the crime
problem most large area projects focus on.

C. Program development

In part, the size of the target area determines the kinds of
strategies that are appropriate or possible. In large areas, where
the problems are generally defined, strategies that require extensive
citizen involvement and group interactions often are not feasible.

Ls e area projects usually cannot motivate or monitor/direct
widespread citizen activity. As the size of a target area increases,
the chances that all of the areas' residents know and/or care about
each other diminshrs. Therefore, strategies which rely on interper-
sonal or group activities, mutual acquaintance, and face-to-face con-
tact are better suited for smaller areas. Strategies which permit
independent, individnal participation (usually at lower levels of
involvement) are more common in large area projects. Operation
Identification is an example.

D. Implementation and organization

The organization of a project and the way its program is
implemented is affected in an important way by the size of the target

area. The impact is variable because size may interact with other

II11-19

characteristics of a project to produce effects. Specifically, a pro-

ject may break down into smaller areas for some purposes and not
others. For example, many of the large area projects sponsored by
official agencies in the survey broke down into sub-areas during the
implementation stage of planning when community organizing strategies
were used. Problems were defined and the program was developed,
however, for the large area as a whole, with planning decisions under
the control of the central official agency. On the other hand, com~
munity organizations serving a large target area usually break up the
area into sub-areas, which serve to channel citizen participation
during the earlier stages of planning as well as during implemen-
tation,

The issue is one of control over planning and program decisions.
Projects in small areas may experience conflicts over who's in charge,
but the organizational and power-sharing questions are much simpler in
principle than in large—area programs.

E. Exceptions to the rule

Not all large area projects break down into smaller units. The
large majority of those that dc not are projects which serve a speci-
fic narrow clientele —- perhaps juvenile first-time offenders —- or
try to improve some specific aspect of the criminal justice system.

In each of these cases, size of the area is not so important.

IV. Type of Community

There are many factors that might be useful in defining "type of
community.” Here three factors that seem to be important in planning
communlity-based crime prevention programs are discussed: the location

of the project (urban, suburban, or rural); the extent to which the
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area's population is made up of people with similar social charac~
teristics; and the income levels of the target population.

A. Location -~ Urban, Suburban or Rural

Location is a convenient summary of several things that describe
the environment of a project. Population size and density, whether
people own or rent, the age of buildings, the number of the streets
and the amount of traffic they carry, etc. are variables that differ
depending on location. Most urban areas are similar in many respects
to other urban areas, and the same can be said for suburban and rural
areas.!l Thus, we have made generalizations based on the typical case,
which should be applied with care to each project's individual case.

Urbanized areas in the survey were densely populated, with a high
proportion of apartment dwellers and renters, as compared to suburbs
and rural areas. Some parts of urban areas, such as rental apartment
complexes, have a lot of residents who move frequently and develop
only passing attachments to the area. Busy urban streets carrying
people to and from work may also carry criminal offenders into or out
of an area. Planning a community-based program in an area where
people do not know their fellow residents and cannot recognize
strangers poses special difficulties for planners who want to involve
citizens. On the other hand, many urban areas have well-established
community groups and a neighborhood identity that may be assets in a

crime prevention program, if the planners recognize and use them.

lThese characteristics are not identical from one location to
another similar one. For instance, some of the older, "inner ring"
suburbs of large cities look more and more like urban areas as they
age and reach mature development.
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Suburban locations are frequently areas of middle class, single-

family, Owner-occupied homes. Lower traffic volume and more open

S8pace may inhibit criminal activity.

The large geographical spaces and low population density of rural

areas present several problems to planners. The large distances

between residences inhibit surveillance, and make meetings difficult

to attend for some residents, In addition, habits and attitudes based

On mutual trust are common among rural people, which leaves them

unprepared for some cripe prevention activities,l

B. Sub-groups in the community and Planning: Degree of homogeneity

No community consists entirely of one kind of people; and in the

United States, the variety of cultures, races, and ethnic backgrounds

is probably greater than it is in most countries. Other charac-

teristics, like lncome, age or sex, can also divide people. Wherever

these natural and social divisions occur, they are a potential source

of conflict.2

Different values, outlooks, and experiences, as well as

different living styles, may provide the basis for conflicts.

Planning in a community-based Program must take these into account at

all points.

The majority of the Project directors surveyed claimed that their

: " n s :
target population was mixed" in some way. In some cases, mixed popu-

lations apparently caused no problems in Planning the program.

. lF?r a discussion of these and other issues, see G. Howard Phillips
Crime in Rural Ohio, Final Report (Columbus: Department of Agriculturai
Economlcs.and gural Sociology, Ohio State University, March 1975). Also
see the site visit report on Southeast Polk County, Iowa in Chapter 6.

2 .

che? sources of conflict, such as economic position,
orga?lzatlona% competition, police-community distrust, and so on, will
be discussed in other sections. See Chapter 5 especially.
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However, in other instances there were conflicts over resources or
problem definition between population sub~groups within communities,
and these conflicts affected Program planning. There was distinct
evidence of sub-group conflict in five of the six visits reported in
this volume, although it took different forms in each one and was
reflected in different ﬁays in the planning process.

It is impossible to catalog all possible group conflict situations
that might occur in planning community-based programs, but several
types that occurred in the survey can be reported.

= One sub-group may attribute the crime problem in the community
to another sub-group.

= Outside resources such as grants may serve as a catalyst for
competition between sub-groups, or may initiate another in a long
line of conflicts between these groups.

=~ Projects that serve large target areas with several different
population sub-groups may encounter conflicts over what the
problem is, or what should be done about it, especially if other
factors such as age or income also distinguish these groups.
Analytically, it may be possible to count, survey, or distinguish
these groups for separate consideration in a crime Prevention program.
This is more likely to be the case where the groups are geographically
separated. However, the groups are often living in the same area, and
the btoundaries between them are social rather than physical.
Analytical solutions, such as random surveys, may get a kind of repre-
sentativeness of opinions from the different groups, but a community~
based program will also require some political efforts to actively
involve potential adversaries in the same program. To the extent that
community-wide support is necessary for the success of a crime preven-

tion program, these political aspects of pPlanning take on more

importance,
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C. Income Level Effects on Planning

crime rate. Lower income is associated with higher crime rates.l
These correlations may not be true for every area at all times, (ut
the generalization ig Strong enough that the average income of an area

may affect Planning in two different ways.

First, since low income areas generally suffer more crimes, pro-

crime prevention activities. This will have an effect on how problems
are defined, which Strategies are chosen, and so on.

The second, and more important point, is that a low average income

means that the area has fewer resources to spare for planning and
crime prevention than a wealthier community does. Low income areas
are more dependent on outside resources —- money, expertise, infor-
mation -~ thanp richer areas. They are also more likely to view a

crime prevention brogram as a means to get additional resources which
the community needs, such as jobs and organizational skills., In this

light it is not too surprising that the most successful volunteer-based

Programs operated in relatively higher income areas. Several direc-

be expected to donate time to Programs like crime prevention when they

had to work so hard for necessities.

X lRsnald W. Beasley and George Antunes, "The Etiology of Urban
Crime, Criminolog s Vol. II, No. 4, 1974, Pp. 439~461.
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Observations: Effects of income on planning

~ Lower income areas in general experience higher crime rates
than upper income areas.

= Projects in lower income areas have fewer resources within
the community upon which to base a program. Therefore, they
depend more on outside resources, e.g., grant money.

= Upper income areas have more success running volunteer
oriented programs than lower income areas do.

V. Planning and Other Community Organizations

One way communities differ from each other is the extent to
which they contain organizations that provide services to residents.l
These organizations may be based on citizen initiative, or originate in
city hall, or they may be branches of larger organizations. The number
and kind of these organizations, and the relationships between them,
are important factors to consider in the planning process.

Organizations that have good contact with community residents will
probably be more useful in a community-based effort than an organization
of experts or professionals, although this depends in part on the kind
of strategy adopted.2 To get positive results out of associating with
another organization, a project should be sure that the people in the
community have favorable attitudes toward it. Associating with an
organization with a bad reputation could easily hurt a crime preven-

tion project.

lgee Chapter 5 for a more complete discussion of community
organizations, which involve numerous political questions.

2Some crime prevention efforts, like juvenile offender counseling,
do rely heavily on expert opinion or the support of key persons.
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Observations: Community Organizations and Planning

= Where there are many organizations, there is a possibility
of competition or conflict between them.

~ Projects sometimes find it necessary to create a community
organization if none exists already.

VI. The Effects of Crime on Planning

The long-~range goal of a crime prevention program is to prevent or

reduce crime, or tc alleviate its effects. Therefore, the level of
crime, types of crime, and individuals' perceptions of crime will
affect the planning process.

A. Level of Crime

The total amount of crime in an area has one ma jor effect on
planning: if there isn't a crime problem, there is no need for a

crime prevention program. Wherever crime is a serious problem or

people are concerned about it or its effects, a crime prevention

Program is an appropriate Tesponse. Planning then becomes the order

of the day.

B. Types of Crime

Many projects are crime~specific; that is, they focus on a
particular type of crime. For these projects, the type of crime
selected makes a difference in planning. Information about some types
of crime is better than for others, and different kinds of information
are available, depending on the type. Program decisions must be
appropriate for the problem identified, and often a certain type of
crime or its effects figures Prominently in the probiem.

1. Reporting and non-reporting of crimes

Not every crime is reported to the police, and some crimes are

reported less often than others. The actual crime problem in an area
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may be very different from the one indicated by reported crime
statistics. Murder, for example, is almost always reported, whereas
there is reason to believe that vandalism often is not.l Generally,
the more serious or costly the crime, the more it is reported. The
willingness of citizens to report crimes is an important consideration
in both problem definition and program development. If non-reporting
is thought to be high, consideration should be given to alternative
ways to analyze the problem, other than police offense reports.

2. Frequencies of types of crime

Frequency affects the kind of information that may be used in
describing a particular crime problem. If a ecrime occurs frequently
enough (and is well reported), it may be possible to develop and use
quantitative methods to describe and analyze the problem, and perhaps
to help with program development as well.2 For instance, many pro-
jects aimed at reducing burglary use statistical data to describe and
monitor the problem. Some projects have analyzed crime data and found
quantitative relationships between burglary and other factors in the
community, such as number of apartment houses or proportion of tran-
sient residents. These statistical approaches assume that crime is

fairly well-reported and that there are enough cases to be analyzed.

lHow can we know about crimes that aren't reported to police?
Basically, there are different ways to measure the same crime. For
instance, victims' answers to survey questions can be compared to
official police data. For many crimes, it is apparent that there is
under reporting. Notice that this still doesn't tell us what the true
crime rate is. See Chapter 4 on data sources for a further discussion.

2This point unavoidably raises some technical, statistical issues.
In short, statistical methods are based on certain assumpticns about
the information to which they are applied, or they don't work reliably.
One of these assumptions is that there has to be enough cases in the
analysis, or the methods cannot be used.
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Crimes which occur less frequently, like rape, probably cannot be
analyzed with quantitative statistical techniques, unless the area
under consideration is very large.l In these cases, other kinds of

information must be relied upon to provide a description of the

AY

problem.

3. Type of crime and strategy

To a great extent, the type of crime determines the strategy of
the project. Most strategies are appropriate to counter one type of
crime and not others. The definition of a crime problem, therefore,
immediately limits strategy selec?}on. It is of little value to
mark property with an Operation Identification number if the crime
problem is vandalism or assault. O.I.D. is appropriate only for the
problem of burglary.

The planning process may differ for some types of crimes,
depending on how much experience and effort other crime prevention
projects have had in dealing with the crime. Many projects reported
that one of their main sources of information on program development
was other crime prevention projects. Numerous projects have used the
familiar anti-burglary strategies, as an example. Thus, it is fairly
easy for a new project to simply adopt a strategy which has proven
effective elsewhere. It is desireable and beneficial to share
experiences,.but projects should evaluate their own situation during

Planning to be sure these ready-made strategies are appropriate and

realistic.

_ lsee discussion on size of area, above.
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Observations: Type of crime and strategy

- Dther projects are a main source of program development
information for most programs. One consequence is that

program strategies appear to be very similar from one place
to the next.

C. Perceptions of Crime

People act on the basis of their attitudes and beliefs. Action on

crime prevention is no different. People need to recognize and
understand the need for crime prevention before they will take part in

a community crime prevention program.

l. Citizens versus official agencies

There is ome finding that occurred over and over again in the

survey: citizens often have different ideas about what crime is than

official agencies do. A related point, according to numerous project

directors, is that people feel they know what the crime problems are

where they live. They won't respond to crime prevention programs
unless the problem to be attacked is visible and of concern to them.

Crime statistics reflect an official, legalistic point of view and may

not motivate people who are concerned about different problems.1

® Citizens often have different perceptions of crime than
official agencies do.

The planning issue here is basic: unless crime prevention

programs reflect the genuine crime concerns of citizens, they won't

generate much enthusiasm. Problem definitions of a community-based

program must, therefore, try to satisfy these concerns, even if they

lrnis distinction is discussed more fully in Chapter 1l.
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are not the ones an "objective” observer would derive from police
reports. One project director noted that his program for senior citi-
zens chose reducing street crime as its major goal because that's what
the seniors were most concerned about, even though official statistics
indicated that burglary was the most frequent crime.

2. Fear of crime

In recent years, many people have noted that fear of crime may be

as serious a problem in some areas as crime itself.l

There is a distinction between fear of crime and concern about
crime. Fear of crime, as it is usually used, means anxiety about per-
ceived crime risk to the point that the person may avoid normai
activities.2 This fear may be unwarranted or irrational in the sense
that the person has unrealistically high estimates of his or her
chances of being victimized.

Concern, however, means a recognition of crime as a serious
problem. Concern about crime is usually seen as a positive asset to a
crime prevention program because it can motivate people to become
involved in the program. Fear, however, may stop people from

participating if they are too fearful to go to meetings or take other

steps to alleviate crime problems.

Fear and concern may be confused in the planners minds, with

undesirable effects on a program. Many planners are faced with

inadequate citizen support, which they may be tempted to call apathy.

lMarlys McPherson, "Realities and Perception of Crime at the
Neighborhood Level,” Victimology, Vol. 3, 1978, p. 319.

2There is some evidence that people do restrict their normal
activities in response to fear. See, for example, James Garofalo,
"Victimization and the Fear of Crime,” Journal of Research in Crime
and Delinguency, Vol. 16, No. 1, 1979, pp. 80-97.

-
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To combat this apathy, they may try to stimulate citizen concern about
crime by emphasizing its dangers. But if citizens are already fear-
ful, this can make them even more afraid and cause them to further
restrict their activities. This is opposite to the effect intended by
the planner.

The planning problem is to distinguish between fear and apathy
(lack of concern). But as one project director noted, there is no
really good source of information on fear. Fear is an attitude, and
as such, the best -- and the only source of information in this case --
is the citizen. Collecting informatic about fear requires the
planner to rely on formal survey techniques, or on talking to people

in a less systematic way, hoping to get a general idea about how resi-

dents of the area feel.

Observations: Fear of crime

- Fear of crime is increasingly recognized as a problem in
its own right, apart from crime.

— Fear of crime is distimct from concern about crime.
Planners may ccnfuse lack of concern and fear.

= Projects which identify lack of concern as a problem when
really it is fear that is the problem may create effects
opposite to the ones they intend.

VIII. Resources for Planning

There is a mutually interdependent relationship between planning
and resources. On the one hand, planning cannot be done if there are
no resources for it. Therefore, the kind and amount of resources
available will have a very direct ilipact on the kind and extent of
planning that is possible. On the other hand, one of the principal

purposes of planning is to capitalize on or make the best possible
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use of the resources there are and to augment or expand those resources
when needed. The following points about resources will help in
understanding this relationship.

A. There are many resources besides the most obvious one of money.

Its true that money is a resource needed by every program in some
amount. Money is also the most versatile resource; it is easily and
quickly used to buy other resources, such as skilled staff or tech-
nical assistance. However, there are other resources available to
projects which are necessary for good planning. These include the
experience, skills, and abilities of the people working on the
project; contacts with other organizations and agencies; information;
organizational strength; citizen support in the community; technical
assistance; and time.

1+ Human resources

The main impact of human resources is the generation of ideas,
support, and enthusiasm for the project and its planning process-l
The cooperation and support of people is a resource community-based
program cannot do without. Depending on their level of involvement,
citizens may be the basic reséurce for planning throughout the pro-
ject. Several of the projects interviewed used volunteers from the
community to accomplish most planning tasks.

2. Organizaticnal resources

The previous discussion about the effects of alternative
sponsoring agencies on planning illustrates how organizations begin

planning for a project with different amounts and kinds of internal

lStrategies for developing support are discussed throughout the
consideration of politics in Chapter 5.
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resources. As one director noted, planning is something that usually
occurs in large, on-going organizations. The survival of a large
organization is not threatened if one effort to develop and obtain
funding for a new program is unsuccessful. Newer, smaller organiza-
tions, however, are struggling for survival and usually do not have
spare resources to devote to major planning efforts.

3. Time

rime is a resource which is sometimes ignored. Yet it is a
planning resource which must be used wisely, or it goes by taking
events and oppcrtunities with it. One-fourth of the projects in our
survey suggestnd that they didn't have enough time to do a good job of
planning. Most often, it was the pressure of meeting grant applica-
tion deadlines which forced people to plan a program in less time than
they felt was needed. Yet some people suggested that too much time
for planning can also be a problem. People can lose their enthusiasm,
momentum, interest, or become frustrated, if planning drags on and
decisions aren't made. The passage of tiwe affects planning in
another important way: problems change and peoples' priorities and
interests also can change dramatically over time.

B. Resources can be traded, substituted, or interchanged.

Many organizations in the survey traded one resource for another,
or substituted resources they possessed for ones they didn't have.
For instance, staff experience/expertise or volunteer efforts can
substitute for money. If a project has a professional staff, they can
acquire information and technical assistance, develop political con-
tacts, or build citizen support for the program. Or if an organiza-
tion has a good reputation and direct ties in the community, it may be

able to recruit and rely on volunteers.
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This general idea is what "plunning to maximize existing

resources™ is all about. The challenge to the planner is overcoming

the obstacle caused by inadequate resources and finding another way to

do something using the resources that are available. However, there

are limits to what substituting one resource for another can

accomplish. Generally, if there jis neither money nor community sup-

port, it is very difficult for a program to succeed.

C. Different kinds and amounts of resources will affect the types of
strategies and approachs which can be chosen.

There are always absolute limits on the total resources a sponsor

can command, and it is these resources which will define what can be

done and what can't. There are some kinds of pPrograms that require

such large investments of money and expertise —- ljike intensive media

campaigns ~~ that only official agencies stand a chance of making them

work. And volunteer or citizen-involvement strategies will not be

effective unless there is widespread support for the program's goals

and objectives among the people in the target area.

D. The source of external

Elanning.

funding for a project affects program

While a few projects are able to sustain themselves completely on

volunteer efforts and small local cash contributions, this happens

only rarely. Outside funding in the form of grants is the lifeblood

of most projects, whether they are grassroots, volunteer-oriented, or

large-scale official programs. Over 90 percent of the projects in

this ‘survey had federal grant support, and virtually all of thenm

received substantial financial aid from outside the project.

The federal government can supply money in quantities large enough

to make programs feasible, but the money always has some strings

attached. From the beginning, the applicant for government funds must
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meet certain guidelines to qualify for the money, and then must meet

deadlines by submitting an application. The application must
demonstrate that the sponsor has devised a pregram that is likely to
achieve some of its objectives and those set up by the government.

The funds are also given on the condition that enough prior planning
has been done that there is a good expectation that the program can be
implemented and evaluated.

E. Finding additional resources is a continuous part of planning.

A successful federal grant application does not solve all resource
problems for a crime prevention project. Government grants are
awarded or renewed for a specified length of time. Most sponsors face
a critical point when government funds are no longer available.
Sustaining the program when funds run out is one of the most important
aspects of continuous planning. Generally speeking, it means
designing the program so that it can continue when funds drop off by
relying more on other resources, like citizen volunteers. If the
citizens aren't ready to go when the money runs out, the program
will fold. Alternatively, other sources of funding, like private
foundations or local governments, must be identified and their support

sought early enough that program activities are not interrupted.
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CHAPTER 1V

THE FORMAL ANALYTIC PLANNING PROCESS

I. Introduction

e Plannigg in most community crime prevention programs tends to
vary significantly from the textbook model of formal planning

procedures.

One of the most surprising discoveries of our research was that in
reality very few crime prevention projects are developed through
strict adherence to the analytical planning model as it was described

in Chapter II. Even more unexpected was the fact that official agencies

and sophisticated community organizations‘;ith experience and knowledge
of formal planning procedures often did not follow the formal
analytical planning process.

Most of the formal planning which does occur is for purposes of
completing the requirements of grant applications for outside funding.
Even in cases where a great deal of data and information is collected
about a crime problem(s), the analysis of that information does not
necessarily form the basis for program development.l Rather, one of

two situations usually occurs.

Situation A

Planning Group A believes they alreadylkggz what the problem is
they want to tackle. Data and information is collected merely to
substantiate the problem in order to prove to outside funding sources ’

that there is a need for a crime prevention program. Sometimes the

lExceptions to the rule may occur when Projects receive grants
specifically to do planning,
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group will consider several different program ideas, but this
consideration/deliberation process is usually done with little, if
any, objective information about the costs versus the benefits of
different crime pPrevention strategies. Instead, the group will select

the program ideas which they think or believe will both work best in

the community and be most acceptable to funding sources. Once the
strategy(ies) are selected, Group A will backtrack to write program

goals and objectives. Again, this is done merely to complete the
grant application.

Situation B

The alternative scenario is one which also happens frequently.
Planning Group B begins with a definite idea for a crime prevention
program, at least in general terms. That is, Group B starts with
their preferred solution to the problem. Then this group will -
backtrack to collect the necessary data and information about the
crime problem and the selected approach to justify their program
design in order to receive outside funding. Alternative crime preven-
tion strategies are never examined.

There are several very real and pragmatic reasons as to why formal
planning occurs in this fashion.

1) One common reason has already been suggest;d: some gr&&ps
simply don't have the technical expertise to do formal analysis.

2) A second reason is that often there is not enough time to per-
form all of the research, data collection and analysis, information-
gathering, etc. necessary to do a thorough job of formal planning.
Because it is usually done to qualify for outside funding, the amount

of time available to complete the analytic process is dictated by
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mation there is to examine at that point in time.

granting cycles. If a group has a month or less to develop a program
(i.e., complete the grant application), that's how much time they'll

use to do the formal aspects of planning. One unintended consequence

of rushing the Planning process is the separation of the formal
analytic aspects of Planning from the political. Data and information
which is hurriedly collected, analyzed, and presented in the grant
application does not become an integral part of the political side of
Program development (the numerous series of meetings where the details
of the program are actually hammered out).

3) Formal planning always occurs within the constraints of limited
information. Perfect information about the problems and cost/benefit
analyses of all program alternatives are never available. Because
decisions must be made, they are made on the basis of whatever infor-
This is a universal
fact of formal planning which limits its utility in practice.

4) Because people, and not machines, do formal planning, it is
peoples' values and frames of reference which dictate the kind and
amount of information that will be examined. Analytical planning
occurs within the original perspective that planners have about the
pProblem and its solution. Having preconceived notions means that
Planners do not examine alternative program ideas that are not within
their preferences and their perspective on how to define the problem.
The following section about the life cycle of burglary illustrates how
many different ways there are to look at crime.

5) Finally, the formal analytic process may become subverted

because the people developing programs simply don't believe in it.
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They perform the analyses they have to in order to receive outside

funding, but in reality they neither understand nor have faith in the

utility of formal planning procedures.

The remainder of this chapter is desigied to illustrate for the

reader how the formal analytic process works in practice. We will

walk through the various stages and steps of formal planning using

realistic examples. Our purpose is to show how formal planning proce-

dures can improve the programs that are developed to deal with crime

problems, regardiess of whether a federal grant application is

involved.

® petermine Goals
\J

@ Set Objectives
A

@ Select Strategies

PROGRAM DEVELOPMENT

.(——-
o

Y Y

IMPLEMENTATION

| v

EVALUATION

I1. Problem Identification and Definition

Identifying and then defining or describing the
problem is the critical first step in planning a
crime prevention program. It is the problem
definition which serves as\the basis of the program
developed to solve it. Because of the key role of
problem identification/definition throughout the
remainder of the Planning process, a good deal of
attention should be given to gathering and
interpreting the information needed to define the
problem as clearly and as explicitly as possible.
Otherwise, the program which is developed is likely
to be inappropriate or ineffective.

Defining a crime problem is frequently a
difficult process. It's usually not as simple or

as straightforward as it may seem at first glance.
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There are several reasons why this is so. It may be that there is

considerable disagreement about what the most serious crime problem is

in a given community. Or, it may be that the various people involved

have different perspectives on how to define the problem. "Those mean
kids down the block" may be one person's view of a vandalism problem,

but the police will certainly not define the city's vandalism problem

in those terms.

Observations: Problem Identification/Definition

~ The way the problem is defined will dictate the form and
content of the program.

- Different people in the community have different perspectives
or ways of viewing, and hence,.defining crime problems.

~ The scope/size of the target area has important effects on
how the problem will be identified and defined (see pp. III-16 -
II11-20).

- There are basically two kinds of data/information used in
defining crime problems: 1) objective (usually statistical)
data describing the actuality or reality of the problem; and
2) subjective or qualitative information describing people's
perceptions or opinions about the problem.

= The reality of the problems, as well as the way they are
perceived and defined, can change over time.

The €ollowing description of the "life cycle” of a burglary

suggests that there are many different ways to look at and define "the

problem” and, therefore, many alternative kinds of responses (types of

programs).

Life-cycle of a burglary

Suppose a burglary is committed. In the most simple terms, this

event becomes another statistic to add to police data, complete with

address, goods stolen, time of occurrence (if known), and so forth.
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; o have been taken to avoid the crime. Sometimes the victim simply can-
Taken together with all the other burglaries in an area, it becomes :

not afford the kinds of locks and precautions that are warranted by
part of the burglary problem that is most often described and is most g -

j the situation. Or, a known crime prevention technique, like Operation
visible., But a burglary also takes place in a much wider system of

Identification, may not have been used.
actions, reactions, and inaction.

Similarly, the impact of the crime on the victim varies. The
To begin with, the burglary is committed by somecne. Data on ; ‘

consequences of a loss are disastrous for some victims, merely
offeuders is sketchy at best, partly because it's based on the ones

{ aggravating to others.
who get caught -- the clumsy or unlucky ones. The burglar comes from 1

For some victims, the fear and overreaction to

the experience can drastically change a person's life.
somewhere, an environment that includes family, friends, past and

future. He/she may come from a broken home, be a drug addict, have a

Neighbors may not take the steps necessary to know and recognize

each other; therefore, they may be unaware of suspicious behavior
prison record, or be a member of a gang that expects criminal beha-

g around another's home, and fail to report it. They may not know the
vior. Or he/she may simply be well-intentioned but unable to find a i .
i proper procedures, or they may hesitate to interfere in other people's
jOb‘ !
business.
The scene of the crime is distinct in some way or it would not

If the burglar gets away with the stolen goods, he/she probably
have been chosen. Burglars may happen onto their targets by chance, .

needs to find a buyer.
but more likely they have reasons for choosing some places over

Usually this means there must be a "fence"” who

- will ouy the stolen goods and re-sell them.
others. A door is left unlocked, or a home is left too obviously

The fence won't be able
vacant during a long vacation.

to stay in business unless there are enough people willing to buy the
Some neighborhoods are so transient

hot items.
that residents are unable to recognize each other or are unwilling to

g | W tinrino e

People who want and will buy what the burglars steal are

help defend one another.

subsidizing crime.
Or maybe the target just offers such

IO

Sometimes a burglar gets caught, but only in a small number of
tempting goods, the burglar can't resist. Usually police patrols —-

1
1
i cases. There are just too many burglaries and too few clues for very
even when they are frequent -— are unable to prevent burglaries by % :
1§ : many of them to be solved in traditional law enforcement ways.
themselves. ;% —
e I When a burglar is caught, a whole new sequence is started.
The reacticns of burglary victims vary. If the loss is small, {% B
= = Evidence must be gathered. Often a plea bargaining session is opened
the victim may not report the crime to the police. An insured loss ] —
{é s to avoid a costly trial. If the case does go to trial, the chances of
may be taken more lightly than one that is not, thereby reducing the }@ ‘
%% = a conviction depend entirely on the facts that are known about the
victim's desire to aid police in the identification and capture of the Fed v
E% = particular crime. Whether plea bargained or convicted, a guilty ver-
criminal. Many times the victim is unaware of easy steps that could L%
:% dict leads to sentencing. A convicted burglar's sentence usually

o]
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varies from probation to a long mandatory term, depending on where the
trial is held, the convict's record, the details of the crime, and so
forth.

The effects of prison on a convict are uncertain. Some inmates
may be rehabilitated completely, énd some may use the time on the
inside to learn new skills in crime. Likewise, probation can have
different consequences for different offenders. The techniques of
rehabilitation are many, and none are guaranteed to work.

Finally, the convicted burglar serves time or passes the proba-
tionary period. Free again, he/she may or may not commit another
crime. Undoubtedly many do not; certainly some do. Carrying a record
is not an easy way for a person to face society: good jobs are hard
to come by and many people are fearful of ex—cons. The whole cycle
may start over again.

It turns out that the burglary problem identified in police sta-
tistics is only a part of the whole picture. One event leads to
another in a way that results in a burglary, with the aftermath of the
crime taking on many forms. The possibility of breaking the burglary
cycle (i.e., preventing a crime) exists at each step in the cycle, and
programs could be devised for each.

Diagram IV-1 schematically illustrates a crime "cycle", such as the
burglary example discussed above. All crime problems have similarly
complicated "life cycles.” i

This diagram suggests that there are several different ways to
look at and describe‘a crime problem. It can oe defined in terms of:
(#1) causes of crime -- indicators of why certain individuals commit

crimes (indirect or societal causes and direct or personal reasons);
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Diagram IV-1: A Crime Cycle

(#3)
Opportunitie

////’}Tfor crime

ffenders

Corrections (#6)
Criminal Justice
System Response

Criminal offense (#4)
(#1)

Causes of crime
~indirect (societal)
€.8., poverty, unemployment

Courts
~direct (individual) Crime Victims (#5)
€.8., drug habit,
peer pressure Polic
l
(#2) offenders -- the descriptive characteristics of those persons who |

commit crimes; (#3) opportunities for crime -- the number and type of
criminal opportunities presented to the offender; (#4) criminal
offenses —- the numbers of different types of criminal offenses which
occur in a given locality over a certain time period; (#5) the victims
of crime -- their characteristics and measures of the economic, physi-
cal, and psychological effects of crime on victims, and (#6) how well
the criminal justice system responds to crime and deals with it.

While most problem definitions will have to take the crime rate
(#4) and characteristics of the offenders (#2) into account, no com~
munity crime prevention program can directly reduce thé crime rate.
This could happen only if one knew exactly where and when a crime was
going to occur, and then was there to stop it. Sometimes the police
are able to do this, but no community crime prevention program can
realistically prevent crime this directly. Instead, in the process of

defining the problem certain assumptions are made about what causes
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or contributes to a crime problem, and then a program is designed
which tries to change these factors in hopes that this will lead to a
reduction in the crime rate or an improvement in the way society
responds to it.

To return to our burglary example, if the problem identification/
definition process begins with how potential victims contribute to the
burglary problem by providing the opportunities for crime to occur
(#3), then a certain set of strategies will be considered as
appropriate. In opportunity reduction programs, assumptions are made
that leaving doors unlocked, or homes unattended during vacations,
or property unguarded, or other negligence contributes to the problem
by giving the offender én opportunity to commit burglaries. The goals
and objectives of these programs are, therefore, to reduce the oppor-
tunities for crime, not to directly stop the burglaries. If these
assumptions are correct, and the program is set up the right way,
there may be an effect on burglaries.

However, making a different set of assumptions about burglary will
lead to different definitions of the problem and to alternative solu-
tions. If the problem is defined in causal terms (#1), we begin by
making assumptions about why offenders commit burglaries. . .for
instance, lack of employment opportunities, juveniles impressing their
peers or supporting a drug habit. In this case, rehabilitation
programs, drug counseling or better job opportunities are strategies
that may help to eliminate the reasons some people commit burglaries,
and thus help to reduce the crime rate.

On the other hand, when the burglary problem is approached from the
perspective of how effective current criminal justice policies are in

deterring and controlling the problem (#6), then different types of
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solutions will follow. When the problem is defined in terms of
ineffective police patrols, lenient court sentencing of burglars, or
inadequate police and court attention to fencing operatioﬁs, then the
program will focus on what citizens can do to lobby or force changes
in those laws, policigs and operating procedures. Here, the assump-
tions underlying the problem definition process have to do with how
criminal justice policy and procedures deter or prevent crime.

Finally, the problem may be defined in terms other than the
burglary itself. The problem may be identified as the effects or
impact of the burglary on the victims (#5) or the community as a whole.
The losses people suffer can cause real hardships if they have no way
to replace them, and a victim's fear of crime can adversely affect his
life far beyond the effects of the crime itself. If the problem is
defined in this way, potential solutions will have to do with
lessening the effect of crime, providing services to crime victims, or
reducing unnecessary fear of crime.

There are still other p%oblem definitions to be found in the
burglary example that would be a valid basis for a crime prevention
program. Community—based programs often focus on the ability of the
community to invent cooperative methods to defend itself against crime.
Thus, efforts to build strong community organizations and involve
citizens in the life of the community may in themselves be worthwhile
goals for crime prevention. All of these ways of looking at the
burglary problem are useful and valid.

Information and Problem Indentification

Ideally, a group would begin the problem identification/'
definition process by looking at the entire life-cycle of a crime,
examining and evaluating all of t'e possible data sources to develop

a statement of the problem. Chart IV-1 describes a number of different
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% Chart IV-1: Elements of a Crime Problem Statement: Alternative
§§ Ways to Describe Crime Problems
é Focus of Problem Type of Data Which Might be Collected Data Sources
Z A) Crime Offenses 1) crime rates for different types of crime; Police offense
{ rates of increase or decrease reports,
% 2) where crimes occur knowledgeable
l a) geographical location persons (e.g.,
b) environmental factors police officers,
3) when crimes happen victims,
a) time of day residents),
b) any weekly, monthly, or seasonal victim surveys.
patterns?
4) how do they occur
a) modus operandi of criminals
b) contributing conditions/factors
E (e.g., for burglary, is entry made
through unlocked doors?)
B) Offenders 1) who are they: descriptive character- Offenders,
: istics police reports,
; a) age corrections
| b) sex agencies, vic~
! ¢) race tims, social
E d) previous criminal activity? service
_ 2) why do they commit crime? agencies,
; . 3) what services are already available in schools, and
the community? other juvenile
agencies.
C) Victims/ 1) number of victims, and who they Police reports,
Potential are (age, sex, etc.) hospitals, crime
Victims 2) seriousness of physical injuries victim crisis or
. 3) economic losses intervention/
: 4) psychological/emotional effects counseling cen-
: a) trauma ters, crime
; b) fear reparations
c) isolation board, etc.
- 5) wvictim services already available
o D) Criminal 1) police Federal, state,
N Justice a) clearance rates and local
Response b) response time govenment
; c¢) enforcement priorities agencies.
d) investigative procedures
e) budget and manpower data
' ; 2) prosecution and courts
! : a) sentencing practices
i b) budget and manpower data
c) caseloads
. d) backlog of cases
| e) court procedures regarding witnesses
| : 3) corrections
% a) recidivism rate
g' ] b) types of rehabilitation programs
| i available
g ¢c) parole practices
' d) budgetary and manpower data
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data sources and types of information which could be collected and
analyzed in the process of developing a problem statement.

As the chart clearly shows, it would be impossible to collect data

about all aspects of a problem. The sheer quantity of work involved

would be enough to deter almost anyone from doing it. Instead, people

and agencies begin with some ideas and a perspective on the crime

problem and build a program from there. The Port City project began

with senior citizens as its clientele.l Thig orientation suggested

defensive pPrograms and victim services as the focus of the program.

It also meant that the program did not consider some of the causes

related to offenders, nor did it consider system improvements. In

short, who you are often determines what you see as the crime problem.

How the probiem is approached also determines what methods can be

used to develop and analyze the information neaded to define the

pProblem. The types of data and the data sources listed above provide

the basic information. But the methods used to obtain that infor-

mation is a Separate aspect of problem definition. Chart IV-2 lists

several of the most common techniques used to collect and analyze

information in community crime prevention pProjects.

The choice of a technique is largely determined by two things.

First, the data sources chosen to define a problem are usually tied to

certain techniques. For instance, the problem identified by the group

may be straightforward and crime specific . . . one that can be

described by quantitative data analysis of aggregate data sources,

like police offense report summaries or the FBI Uniform Crime

Statistics. An elaborate profile of some crime problems can be

lSee Chapter 6, PP VI=99 - VI-114.
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Chart IV-2: Elements of a Crime Problem Statement: Methods of Developing Information
Method Collection Technique Advantages Disadvantages
Formal Questionnaires constructed to get -Representative opinions and —Expensive; up to $25 per surveyed
Attitude individuals' responses on 1lssues attitudes are obtained. person, unless volunteers conduct
Surveysl of importance to the project., -Timing may fit project's needs; the survey.
Surveys may be given by phone, in can be repeated later for -Requires expertise: formal surveys
person, or through the mail to a evaluation purpose. are not valid or reliable unless
sample of people scientifically -Designed to fit specific needs of correctly designed and executed.
selected to represent the entire program. ~Formal surveys are not an
population. ~A large population can be effective way to encourage
indirectly measured using the community involvement.
responses of a small group. —~Because initiative for getting
—Produces quantititative data opinions rests with thie survey
that can be used in tests, taker, some respondents may acquire
comparisons, and various mathe- "attitudes” on the spur of the
matical analyses. moment.
Informal Collection techniques vary. —Inexpensive. -Information generated may not be
Attitude People express opinions in many —~People motivated enough to attend representative; those who par-
Surveys settings: meetings, public meetings, forums, etc., are

forums, debates, task forces, in
testimony to committees, etc.

usually concerned about the
problems; provide authentic

‘opinions.

-Techniques can also be used
for building community spirit,
getting consensus, etc.

ticipate may be different in some
way from rest of community.
—~Responses may wander over many
issues; may be difficult to iden-
tify "the problem".

—-Manipulation of responses possible.

liraa's National Crime Surveys are formal which measure experience with crime and attitudes toward it. The victim survey is

useful oa a national or perhaps a city-wide basis,
jects to administer. City-wide projects located in

results, which may be useful for limited planning pu

WI-AL

but it requires very large sample sizes, and is too expensive for most pro-—
one of the 26 NCS cities may want to examine the survey
rposes.
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Chart IV-2: Elements of a Crime Problem Statement:
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Methods of Developing Information (continued)

Method

Collectiorn Technique

Advantages

Disadvantages

Analysis of
procedures,
regulations,
laws.

Statute books, agenciles'

published regulations and standard
operating procedures, and other
forms of policy statements are the
source for this kind of analysis.
These procedures are not always

on papsr —— informal rules also
operate in organizations..
Example: research on prosecutor's
procedures on rape cases may be
the basis for a system improvement
programe

-Most of this information is
accessible in published form.
-Inexpensive.

-No specialized statistical or
quantitative skills required.
~Can help pinpoint political or
bureaucratic responeiblity for a
policy.

~Legal expertise or credentials may
be required for some aspects.
-Procedures, laws, and so on, are
often subject to different
interpretations: the criteria are
especially vague,

~Less useful for crime specific
projects.

~Community members may be unaware of
or indifferent to the information
provided by this method; it is
often not visible or easily
understood.

Aggregate Data
Analysis
(Examples:
police offense
reports, census
data, court
statistics).

Summary reports are provided by
the collecting agency. For
example, crimes reported by citi-
zeng are collected, summarized,
and reported by police.

-Information already exists,
providing it is a function of

the collecting agency.
—Regularized collection creates
series of data: comparisons over
time are possible.

~Information categories may be
comparable across jurisdictioms,
e.g., Uniform Crime Reports or
census data.

~Inexpensive if the information
can be used in the form provided
by the collector.

—-Information is quantitative,
permitting use of statistical
analysis and tests.

~Data is taken from entire popula-
tion in the collecting area, so it
must be representative (if it is
accurate).

~Collection procedures may be imper-
fect. Therefore, information

may not reflect true status of

what 1s being measured. Example:
citizens do not report some crimes,
making crime statistics less than
accurate.

—Categories in the aggregate data
may not reflect the interests of
the project; members may have
different ideas about important
problems than the collecting
agency.,

~Geographical units used in summary
reports often do not match the
target area.

-Timing of summary reports may be
inappropriate for project.

~-Agpretage data requires some exper-

tise for detalled analyses.
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Chart IV-2: Elements of a Crime Problem Statement: Methods of Developing Information (continued)
Method Collection Technique Advantages Disadvantages

Key-Person
Interviews

Contact and collect the opinions
and attitudes of key persons,
experts, professionals, and mem-
bers of the target population on
matters of concern to the project.
Numerous techniques are available:
structured or open-ended ques-
tionnaires by phone, mail, or in
person.

-Interviews permit fuller
expression of ideas than surveys.
—Serve as a basis for Tecruiting
support for project among key
people during problem definition
phase.

-Helps identify other resources
in community that may be helpful.
—Shared experience, and expertise
may be important in several
aspects of program.

-Inexpensive.

—-No highly specialized expertise
required.

-Persons interviewed way not have
opinions or views which are
representative of the target area's
population.,

—-Interviewees may have strong but
biased opionions that do not reflect
the actual state of affairs in the

area. They may express their own
interests.

v
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assembled in this way. But if this kind of source doesn't provide
enough information to isolate problems, other data sources wust be
used. Excess fear, for'example, won't show up in police reports.
Good information is still necessary, but it will have to come from
other sources . . . most often, people. Tapping this source may
involve direct contact, from formal surveys to informal interviews
with key people in the community.,

The resource capabilities of the project is another important
factor affecting the selection of information collection methods. If
4 group doesn't have many resources for planning, it will not be able
to usé methods that Tequire expertise or big money. Instead it will
have to use low cost data collection methods.

The Problem Statement: A Summary

Once the problems are identified and defined, using the infor-
mation collected by the pProject, a problem statement should be
written. The problem statement Summarizes what is known about the
problem, based on the data and information collected. It iz a formal
Statement of the conclusions about the problem.

A written statement has several advantages. First, it clarifies
for all participants the evidence and the assumptions underlying the
Project, making purposeless disagreements down the road less likely.
Second, it provides a definite basis for the next steps in the
Planning process. Writing the statement forces planners to be
Systematic, clear, and specific in what they think the problem is and
how they know. A Separate problem statement should be written for
each problem. If more than one problem is identified, then several
Statements can be compared and used as the basis for choosing the most

important or pressing problem(s).
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In writing each Problen Statement

—Roughly Speaking, what is the problem?

~What do we know about the

roblem?
have apout it? P m? What sourceg o

. f data do
What inf, i "
Imation should we have?

How cap we

~Are other groups or a

gencies alread
If so, what are they g

doing?

based Program?

the 8roup or agency to tackle?

III. Qgggram Develogment

Logically, the next Step in the planning Process is

to design apg develop the Program,

The goal of any pro-
Ject is to golve 0T improve the broblem that i1s chosen.

Goals Day be quite limited,

goal,

Step—by-step improvement

in problep identification means g step~by—step refine~

ment of goals,

The following example illustrateg how the Process
IMPLEMENTATION

occurs. The €xample we have chosen ig vandalign,

—Y Y

~ EVALUATION
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To some, this may appear to be a petty crime not worthy of con-
sideration. But the fact 1s that many people in neighborhoods across
the country are very concerned about problems like vandalism. This
thoughtless crime shows a lack of respect and consideration of other
people that may be a symptom of much larger problems. If the example
seems to be absurd at times, this has been done to make a point about
program development: the problem selected and the way it's defined
limits the strategies which can be considered appropriate.

‘Suppose a number of people in a neighborhood complain about an
increasingly irritating vandalism problem. Let's assume they've
talked enough about it to know they are talking about the same
problem: intentional, petty destruction of others' property. The
first evidence that appears is the physical damage.

Example 1:

Problem: Wanton destruction of property, documented by
victim's concerns and physical evidence.

Goal: To reduce the incidences of vandalism and the value
of property lost by 50 percent within six months.

The goal here seems specific enough, but the numbers in it are
misleading. There isn't enough information in the problem statement to
say anything except that vandalism is happening here. And the goal,
as stated, doesn't logically follow and is probably unrealistic. On
this basis alone, th~ neighbors would be at a loss about what to do.
More information about the crime will help in a more specific defini-
tion of the problem. Let's assume there's data to show that 90 per-
cent of the vandalism occurs between the hours of 3 p.m. and 6 pe.m.,
and it is usually a matter of overturning garbage cans. Because the

neighborhood has no alleys, the garbage cans have to be kept in the
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front or moved there on garbage pick—up days. The garbage can targets
are plentiful, and only a small proportion are overturned at a time.
Example 2
Problem: The accessibility of garbage cans on trash pick-up
days makes them easy targets for vandals, at least
for those cans that are out between three and six

in the afternoon.

Goal: To reduce vandalism by reducing the number of garbage
can targets in the afternoon.

A more careful definition of the crime and how it occurs has led
to a more specific goal. At this point, the project may be able to
develop a viable crime prevention program. The next step would be to
specify measurable objectives and design strategies to achieve them.
Hopefully, the group would consider several alternative objectives and
select the best one (or ones). Here are four possible ones, given the

goal of reducing vandalism by reducing the opportunities for it to occur.

Objectives: 1) To persuade residents to take the garbage to the
dump themselves, perhaps through collective
neighborhood efforts, if their pick-up time falls
between three and six.

2) To have the garbage guarded, either in person; or
through a security system of some kina.

3) To get the city to make pick-ups at other times of
the day.

4) To have citizen patrols keep watch on the neigh-
borhood during the critical hours.

Undoubtedly, many other objectives come teo mind, perhaps
involving the police. But it's more likely the police would choose to
use their fimited resources on more critical problems. Based on these
concrete objectives, the project is then able to design strategies.

Strategies: 1) Organize a volunteer neighborhocd collection ser-

vice in the morning for homes whose pick-up
times are between three and six.
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2) Install locking systems for garbage cans and 1lids
that can be opened only by collection service
and customers.

3) Arrange with the city to change its collection
schedule so that full garbage cans will be eli-
minated from the street during the afternoon.

4) Organize volunteer citizen patrols on a rotating
basis to walk through the target area.

It becomes evident that objectives and strategies are very closely
related. The “objectives" of the project state as clearly and quan-
titatively as possible what you would like to see done, and the
"strategies” state specifically how those ends can be attained, often
using very similar language. Several strategies could be developed
for each objective, since there are usually many ways to do anything.

In deciding upon the strategy or strategies to use, the community
veeds to assess: 1) if the strategy is within the capabilities of the
community, 2) if it will be effective, and 3) if it is acceptable to
the community, given the predominant history and values of the citizens.
Chart IV-3 outlines some of the questions that might be asked during
the strategy selection process. Each strategy being considered should
be.analyzed == resource needs assessed, political cooperation
required, and so forth —- and then compared with the other possible
strategies. The best one(s) overall should be selected. If there are
enough resources available, several strategies may be implemented at
the same time, but care should be taken that they do not contradict
or conflict with each other.

Returning to Example 2 of the vandalism problem, the strategies
outlined can be evaluated using the questions in Chart IV-3 as a guide.
There's not enough space here to do a complete analysis of all of the

ahove strategies, but some remarks can be made which suggest how this

assessment process oOCCurs.

Iv-21

—

Chart IV-3: Strategy Selection: Analysis of Alternatives

l. 1Is it possible?

— Are the resources available?

Is it legal?

= Is it within the authority of the community, or can
that authority be acquired somehow?

Are there any obvious obstacles to this strategy, such as
physical barriers or related problems that have to
be solved first?

2. Is it effective?

- Will it really help solve the problem, and why?

|

Has it been effective in other areas?

When compared with the alternatives, is this strategy
more or less costly for the desired effects?

= Will it compete with other programs?

- Does it have undesirable consequences as well as the
desired ones?

3. Is it acceptable to the community?

Will other groups and organizations in the community
accept the strategy? Will they actively support it?

- Is it compatible with the dominant ways of life in the
community?

~ Does it pose a threat to any part of the community?

- Who is likely to oppose it? and why?

The first strategy was to organize a volunteer morning collection
service. But, how exactly? A truck is needed, but should it be rented
or bought? How much will it cost? Who will pay for it? Is it legal?
Does the city require a license? Can the citizens be exempted from
paying for the city collection service if they don't use it? Are

alternative private collection services available? Who's willing and

Iv-22




4

has the time to find out? 1Is it worth the time and effort needed to
Pursue this Strategy to prevent 8arbage can vandalisp (i.e., is it
cost-effective?). This first strategy obviously needs a good deal
more elaboration before any real judgment can be made about it.

The same assessment process should be used for each of the
alternative strategies. For example, the second Strategy ~- improving
security systems ~- ig an individual solution. It may be easier to
implement, at least for those people who can afferd it. It doesn't
require much organization or cooperation. The only joint effort
required would be the willingness of the residents and the city
collectors to use the lock—and-key system. The city or the residents
might object if it's too time—consuming. Furthermore, how strong a
lock is needed? Determined vandals could probably defeat anything
short of a fortress garbage can . . . but it may be that vandalism is
only committed op easy targets. If that's the case, simple locks
night work as long as they are properly used. That's important to
consider because people often buy and install good locks, then don't
use them because they're incenvenient.

The third Strategy would involve convincing the city to rearrange
its collection schedule. Even if it were possible to get the city to
Cooperate, there's 3 possible unintended consequence to be considered.
The city would have to change someone else's collection time to the
three to six slot. If that move resulted in their garbage cans being

vandalized, they would oppose it and community conflict would be the

of the targets, and frightening off or discouraging the culprits, or

possibly even catching them in the act. This strategy would not cost
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much money, but it would demand time and organization from the citi-~
zens. If citizensg Aren't willing to get involved, the Project would
be in trouble.

Each of the Strategies considered so far is developed from a
description of the crimes happening. Given this description, these
Strategies are basged on ﬁhe assumption‘that, in reducing the oppor-
tunities for the crime to occur, the crime problems in the neigh-
borhood will end. However, there is also the possibility that the
anti~vandalism Program agreed upon will enly be effective in
displacing the crime from one place or time to another, or pPerhaps in
turning the offenders to other crimes, such as splashing paint on
autos. Furthermore, it may work only as long as the strategies are in
effect. It's often difficult to tell if a8 program has made a real
impact on crime, or has merely deterred it in the short-run. 1In other
words, even if this program is well-defined and carefully researched

(as stated in Example 2), it may not finally solve the problem.

dents of the area. New information and approaches may be generated
from this source.

In fact, a very similar problem arose in one of the Projects we
visited. The citizens of a neighborhood were immediately aware of a
vVandalism problem. After discussions among themselves, they were
able to determine who was causing it.l They never seriously con-

sidered the need to explore the formal data sources implied in

1It is probably not uncommon at the neigzhborhood or sub-neighborhood
level for people to "know what's going on."
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Example 2, Instead, they moved directly to a very specific iden-~

tification 0% the Problem and potential goals,

citizens could provide about the culprits. Example 3 suggests the

kind of problem and goal statements that may come out of this process.

Examgle 3

Problem: Some teenagers from the local junior high some-
times spend the time between the end of the school
day and dinner vandalizing garbage cans.

Goal: To remove the vandals from the Street.
" The goal in Example 3 is deliberately vague. Even in cases where

direct information about who is causing the crime ig available, there

are no obvious goals —- let alone objectives and Strategies. For

instance, in our real-life example, some citizens wanted to move from

identification of the offenders to the strategy of removing the

offending youth from their homes. Thi 2es too much. Without a

conscious examination of alternatives, th... may be a tendency for

some citizens to Jump too quickly to conclusions.

Less punitive actions are preferable. The weakness inherent in

taking direct action against offenders is this: while you may be able
to force the persons who are the immediate source of the problem out

of the neighborhood, You are not necessarily removing or changing the

ultimate causes of the problem. Thus, eliminating the current crop of
offensive teen-agers may only set aside the problem temporarily, until
another group comes along to react to the same conditions. It may be
tempting to simply blame the problem on "bad" kids or irresponsible
parents. To some extent, such blame may be warranted, but a more

careful examination of the problem could yield some insight into its

Causes, and then perhaps lead to more acceptable goals, objectives and

strategies.
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To continue the Teport from the site visit,

wanted to removy

Tetaliation were persuaded by project staff to investigate a little

more thoroughly before taking action. Among other things, the youths

were invited to a neighborhood meeting so they could tell their side

of the story.

It turned out that most of the youths were bored, and

Possibly alienated.

Let us Suppose that the community used in thig illustration ig

like many other communitieg across the nation. Declining school

enrollments have forced cut-backs in funds. School officials have

saved their budgets by reducing after school eXtra-curricular

activities, Example 4 shows how t

Goal: To Provide alternative, interesting activities for
these youth that will divert attention from

trouble—making to more constructive or harmless
pursuits,

The problem and the goal associated with it have evolved con-

siderably from that stated ip Example 1 above. Each time

additional information is collected or the source of the information

changes, the problem definition changes and becomes more specific,

more precise. The goal statement hag similarly changed and become more

specific, reflecting the improved problem identification. Example 4 is

necessarily the end of the road in thig Process. A further exploration

the problen may show that other Causes are relevant and should be con-

sidered in developing the program.
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There is usually not enough time and information to consider and

assess all of the possible strategies. The selection of strategies

often occurs from only a few alternatives. The more alternatives that

are considered, however, and the more thorough the assessment process,

the more likely it will be that the best and most effective strategies

will be selected.

Once the problem is finally identified and clarified, and a

program of goals, objectives, and strategies is devised, the project

must move on to making the program work. This process involves

developing a plan for implementation that tells who will do what,

when, where, and how. It also involves setting up within the project

organization the means for changing the program if it doesn't seem to

be working well.

Politica

PROBLEM DEFINITION

-

Y Y

PROGRAAM DEVELOPMEN]

© Determire Goals
Y

® Sat Ojectives
y

® Select Stratepies

EVALUATION

IV. Implementation

Implementation is to planning as the performance
is to a play. It's where actions are taken to work
out the strategies chosen during program
development; where the intentions of the program
participants are put into practice.

There are two distinct sides to implementation.
One side is the thinking, talking, meeting,
organizing, and decision-making that goes into an
implementation plan specifying exactly what needs
to be done. The other side is actually doing or
carrying out those activities identified in the

plan.
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The Implementation Plan

Implementation can be planned for in the same logical and systematic
way that the program itself is developed. In an implementation plan
We try to anticipate the problems and conditions the program is likely
to face, and determine how best to carry out the strategies under these
conditions. Then we organize ourselves and our resources to follow up
on these decisions. The logic of planning is the same as it is at any
other stage.

It is the strategies which form the basis for the implementation
stage of planning. Each strategy requires that a certaiq set of
resources be available and that activities and tasks be performed in
order to make the strategy work. Here is ﬁhere planners get down to
the nitty-gritty details of figuring out how to get something done,
and what the project needs to do it.

Once strategies are selected it is necessary to define the

Strategies in very precise terms. Specifically, the project's

objectives, target population, scope, performance standards,

schedule, budget, and staff assignments should be clearly
defined.l

In other words, all of the numerous things that are required to
actualize a strategy must be considered and put into the plan. With
the number of participants and the variety of resources and activities
that go into making each strategy work, the implementation plan has to

be concrete and very specific. It should provide for the coordination

and timing of all aspects of the project.
A common device for helping with this part of the plan is the

workplan or task sheet, which is a tool for organizing resources. The

lBarry Masturine, "How to Effectively Plan Programs,” The
Grantsmanship Cen