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INTRODUCTION

HOW TO USE THE INFORMATION AND TRAINING MANUAL

In addition, we anticipate that you will want to transfer your new
information ang skills to your staff upon retwrn to your organization.,
The Information and Trainin Manual has been designed to assist you in
this effort, Therefore, it contains not only resource materials to
support and embellish the content presented in the workshop, but also

»

merely making a brief report on your attendance at this workshop upon your

return is not enough for you, that you want to actively encourage new

learning among your staff ang that you are willing to spend same time in
doing this, '

Epecifically, this manual contains the following items:
@ Cluster workshop goal
® Workshop agenda

For each of the five workshop modules, you will find a section which
includes:

e leaming Goals

.. Intended Outcames/Learning Objectives
® Qutline

® Narrative Overview

® Resource Materials

@ Bibliography

® Iearning Log

It is important to point out that you do not have to read this manual

as you would a novel. You can begin wherever you want, with any section,
However, the content of the workshop has a logical flow
SO does the manual. We Suggest that you read the table of contents and

- ‘then skim through the pages to gain a perspective on what the workshop ig
about and how it was put together,

and, consequently,




WORKSHOP GOAT,

TO ASSIST PARTTCIPANTS IN TDENTIFYING INTTTAL
STRATEGIES TO CONTINUE THETR PROJECTS EEYOND

I
1
i ;
i
Of course, we expect that the other workshep participants and the ; .
T Camunity Crime Prevention Services Project staff will serve as valuable (
M resources to you during the lifetime of the workshop. This should be true : el
with respect to the overall goal of the workshop —— assisting you in
identifying strategies to continue your crime prevention activities and in
developing the ability to convey this new information back to your staff. i .
The opportunity to learn fram others in the workshep setting and the ! ‘{
information contained in this manual should prove an effective canbination :
in achieving both of these outcames. j
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) LEAA/OCACP GRANTEE PHASE-OUT CLUSTER WORKSHOP DESIGN
DAY I " DAY TII " DAY 'III ,
9:30 Registration 9:30 -9:00 . '
to Coffee/Pastries to Coffee/Pastries to Coffee/Pastries
10:00  Informal Introductions 10:00 9:30
10:00 Opening of Workshops 10:00 Preview-Review 9:30 Preparing to Impact
to - Introduction of to : ' to Local Government
10:30 Participants ‘ 12:30 Networking and Coalition 12:30 Budgets
- Overview of Learning Building
Objectives
- Review of Agenda
10:30 Volunteer and Community
to Involvement
12:30
12:30 12:30 12:30 :
to LUNCH to LUNCH to LUNCH
2:00 2:00 2:00°
2:00  Volunteer and-Cmmnunity- 2:00 Network and 2i00 Preparing to Impact
to - Involvement to Coalition Building to Local Government
4:15 4:15 3:00 Budgets
4:15 ‘ 4:15 - 3:00
to BREAK to BREAK to BREAK
4:30 4:30 3:15
| X ‘ s
4:30  Volunteer and Community | 4:30 Network and Coalition 3:15 The LEAA Grant Close-
to . Involvement to  Building * te - Out Process
6:00 f 5:30 4:45
| . | 4:45 Workshop Evaluation
7:30 Developing to and
to  Strategies for Continuing 5:00 Closure
9:30 your Crime Prevention.
Activities
% Optional
. 7
Q
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VOLUNTEER AND COMMUNITY INVOLVEMENT

MODULE I

Learning Goals:

During the conduct of this session the facilitator intends to:

® Enhance partic.pants' awareness of the potential for
camunity involvement in the continuation of crime preven-
tion activities.

® Increase participants' awareness of how to generate and

utilize volunteer interest and capability within their
camunities.

Intended Outcames/Learning Objectives:

By the campletion of this session, participants should be able to:
o ® Identify areas of programmatic responsibility where
volunteer involvement is hecessary.

® Identify strategies for volunteer recruitment relevant to
their respective camunities.

® Detemmine training needs of volunteers and begin the design
of a relevant volunteer training program.
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II.

III.

VOLUNTEER AND COMMUNITY INVOLVEMENT

MODULE OU i\ INE

INTRODUCTION

A. 'The Concept of Program Instititlonalization

B. Developing the Capacity Withir the Camunity to Continue Crime
Prevention Activities

C. Extension of the Focus on Cawninity Organizing

D. The Classic Volunteer Program & Cfanpared to a Coammunity

Involvement Program.

DEFINING THE NATURE OF THE COMMUNITY W\)LVEMENE

A.

B.

C.

D.

Designing Volunteer' Roles

Roles Related to Goals and Object.wea\ of the Crime Prevention
Program ‘ , :

Assessing Current Volunteer Roles .

Designing Other Volunteer Roles

RECRUITMENT OF VOLUNTEERS

A.
B.
C.
D.
E.

F.

CAPACITY BUILDING ‘\\

Finding the People Needed
Motivating these Pecple to Became Irr‘rolve‘(.‘i
Gatherlng Information About the Commui mty
Potentlal Sources of Volunteers ; 1,\.
Techniques for Recruiting |

Motivation

A. Transference of Skills, Information, Res.pur:ces Necessary to
Continue the Program

B. Developing Volunteer Leadership \\
C. Orientation | \
[ \

D. Training «.\//‘ \\

: : \

SCMMARY - |

~ three aspects of developing a velunteer/cammunity involvement program.

This session is an exploration of the concept of program institu-
tionalization through the extensive involvement of cammunity wolunteers in
the conduct of program activities. The emphasis is on the development of
the capacity of the camunity to continue crime prevention activities.

A distinction is made between the classic volunteer program, in which
paid staff retain primary programmatic responsibility, and a genuine
camunity involvement program, in which cammunity volunteers assume major
responsibility for the program.

In the interest of time,this session will focus attention on only

These include: defining the nature of the cammunity involvement,., recruit-
ment of volunteers and capacity building. It should be pointed out that
developing such a program requires careful attention to many other aspects
of working with community volunteers, and .that these are covered in the
resource materials accampanying this workshop.

Defining the nature of the camunity involvement refers to the
development of volunteer roles which are meaningful and which reflect the
goals and objectives of the crime prevention program. A point of emphasis
is on the attempt to provide enough structure to assure that critical
activities are carried out, yet remain flexible enough to effectively
integrate the interests and skills of volunteers.

Recruitment of volunteers can only be done after it is clear who is
needed for the program and what they are to do. Recruitment refers to
locating the people that are needed and motivating ‘those people to became

involved in the program. The design of a recruitment strategy demands
attention to several steps:

@ Assessing the cammunity

e Identifying potential sources of volunteers

® Selecting techniques for recruiting

® Building incentives into the program and conveymg them to
potential volunteers

Capacity Building refers to the transfer of skills, information and
resources necessary to carry out crime prevention activities fram paid
staff to cammunity volunteers. To be successful in the attempts to
institutionalize the program, there must be a development of velunteer
leadership, to ensure that volunteers are capable of planning and
directing activities as well as carrying them out. Capacity building also
refers to the techniques of orientation and training, as mechanisms to

x
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ensure that volunteers will be prepared and will develcp the skills
necessary to carry out program activities. As a program moves towards
institutionalization throuch the use of camunity volunteers, paid staff
should begin to see themselves more as trainers and supervisors and less
as "dcers".

This session is built on the assumption that organizations are
camitted to the concept of cammunity involvement and that staff of those
organizations largely have faith in the ability of camunity members to
pPlay a rezgonsible role in programs that meet their needs. Therefore, the
content of the session is designed to reinforce this trust in the
camunity and to allow participants to explore ways of increasing the
canmmunity's capability.
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Exercise 1
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VOLUNTEER AND COMMUNITY INVOLVEMENT

Current Mechanisnis for Volunteer Involvement

Group members should list the roles currently available to
volunteers in their programs. :

List the program activities associated with each role.
Identify the program goal to which the activity relates.

Identify what has been demanded fram staff for the
implementation of this role.

TIME: 30 minutes

i

Exercise II

/

-
R

VOLUNTEER AND COMMUNITY INVOLVEMENT

Recruitment Strategies

Generate a list of recrui

tment strategies that
successful. €g at have proven

Identify three factors that often inhibit ¢ i
involvement. (Three fa rou)”

ctors for the entire group).
For each inhibiting factor,

: brainstorm a list of t i
which may help cambat it. Sehniques

40 minutes

A
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VOLUNTEER AND COMMUNITY INVOLVEMENT

Planning A Training Program

Exercise III

This exercise is designed to give you a chance to practice some of
the steps in planning a training program. Specifically you will be asked
to:

Assesg training needs.
Write- a learnin oal.
Write two Iearnli ng &jectives,

For purposes of the exercise I will ask you to think of a training
program with the following PURPOSE [ATEMENT. The PURPOSE of the training

pProgram is to enable volunteers to organize block clubs within their
neighborhoods.

Please camplete the following steps:

® TIdentify the volunteer role for which the training program
will be designed.

® Identify and list the skills- needed to éd‘;;:'ry out this role.
Do the same for information that is needed.

® Reviewing the two lists above, mark those items which
volunteers must bring into the program. The items that are
not marked are those for which training will be necessary.

® Fraom the list of training needs, select one or two items of
high priority and develop:

A. learning goal (1)*
B. Learning cbjectives (2)*
TIME: 1 hour
An example of these steps canpleted for a different type of training
program is attached for your information.
*Definitions:

A learning goal is a general statement of what is to take place
during the training.

et s e

()

A learning cbjective is a
participants should be able to

10

specific,

measurable statement of what

do as a result of training.
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PLANNING A TRAINING PROGRAM

ROLE of the volunteerti Public relations manager, -

NEEDED TO CARRY OUT THE ROLE

Pa

Learning Goal: 7o increase partici-

pants understanding of ways to convey
Program information non-verbally.

Information ‘ Skills

Program éctivities

Writing skills,
and results

Program impact on
the community

Names and contact
beople for local
newspapers, radio
and TV stations

The importance of
public relations

public speaking
ability

appointments

Ability to work with
others

Ability to respond
to requests for
information quick-
ly and accurately,

Ability to schedule

Learning Objectives: By the completion

of the training Program, participants
should be able to:

® Write an acceptableé public
service announcement for local
radio stations '

. ® Develop an outline for informa-

. tion to be i

ncluded in a Program
brochure .
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INTRODUCTION

This manual is intended to provide a framework for the planning and
implementation of a volunteer camponent to a cammunity-based organization,
given that there is the invclvement of paid staff in that organization.

It does not address the issue of camunity control of the organization
(Board of Directors), but does address issues of involving citizens in the
overall scope of work of the organization.

The information presented here is not intended to be exhaustive. Instead,

it should be used to stimulate discussion of some of the critical issues
involved in volunteer management and as a tool to organize your thoughts

a8 you move toward increasing citizen involvement in your activities.

Q
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Planning

Before an organization can effectively recruit and use camunity
volunteers, it is helpful to take the time to fully plan the volunteer/
camunity involvement program.

The success of recruitment efforts and the ahility td keep the
camunity involved in important activities largely depends on how clearly
the need for volunteers is conveyed, and how well organized the mechianisms
for volunteer management are.

Issues that are important to address in planning for the program
would include the following:

.....................

e Can camunity volunteers contribute meaningfully to the
organization's purpose and goals? Can they offer an aspeot
to the organization that paid staff cannot?

e Is it realistic to think of camunity volunteers assuming
primary responsibility for important organizational
activites? Why or why not?

e Is the organization camitted to providing a needed service
! to the cammunity or to enabling the camunity to identify
(C and address its own needs? Is there a camnitment {0 both of
these intentions? How does the involvement of camunity
members fit into this perspective? :

e Is there a desire to involve camnuniﬁy‘members in oryaniza-
tional activities because funds for staff are limited and
additional person-power is necessary?

e If sufficient funds existed, would there be an attempt to
involve the cammunity in the ‘conduct of organizational
activities?

The Involvement of Organizational Staff with Volunteers.

® Will staff retain responsibility for most program activities
and use volunteers to assist them?

® Will staff transfer program responsibilities to volunteers
and see themselves as trainers or supervisors?

e How will work done by volunteers be integrated into the
overall workplans for the organization? Will one person be
given the responsibility for developing program workplans
and to reflect volunteer involvement?

i
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e Is the selection and placement of volunteers as important as
the gelection and assigmment of paid staff? Why or why rniot?

e Will gtaff within the organization expect a certain levél of
perfomance fram volunteers? Why or why not?

Obviously, these are not easy questions to address and individuals
within your organization may answer them differently.

However, it is important to recognize that the answers to these ques-—
tions will determine the wwerall design and the implementation of the
volunteer/camunity involvement program. An organization's philosophy
toward canmmunity involvement will determine the roles and responsibilities
given to volunteers, will determine the emphasis to be placed on volunteer
training, and will dictate the relationships of paid staff to volunteers.

A suggestipniwould be te¢ involve organizational personnel in a
thorough discussion of the questions above, before a volunteer/camunity
involvement program is started or expanded. Encourage staff and board
members to examine their thoughts and perceptions of volunteers and to
examine the role of cammunity vblunteers in the efforts to institu—
tionalize program activities.

Even though there may be dififerences among individuals, the
discussion should produce scme agiweement on the direction to take in
designing the program.

It is also important to repeat. these discussions periodically.
People scmetimes change their attitudes as a result of experience and you
may f£ind that individuals develop different perceptioris of volunteers as a
result of interacting with them. By often assegsing the perceptions you
can continually improve your volunteer/cammunity involvement program.

The Final Question

Proceeding on the assumption that your organization has made a
decision that volunteer/camunity involvement is desirable and that you
have begun to address the question of how important such involvement will

be in carrying out the activities of the ¢rganization, there is one more

critical question to be confronted before the program can get off the
ground.

Who Will be Responsible for the Management of Volunteers?

o How much time will be necessary for the recruitment,
screening, coordinating, supervision, training and evalua-—
tion of volunteers?

V24
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® Will these responsibilities be spread out among several
staff members?

@ Will one person maintain all of the responsibility? Will
that person be able to use other staff members as resources?
Will that person have programmatic duties beyond the manage-
ment of the volunteer program?

This manual takes the perspective that volunteers are essential to
the purpose of an organization, that the organization will consist of paid
and non-paid personnel and both are important in meeting the goals of the
organization. Furtheyx, it is assumed that organizations interested in
institutionalizing program activities are transferring meaningful
responsibilities fram paid staff to cammunity residents. If this is a
valid perspective, then, the development of mechanisms for managing
volunteer resources is as important as that for managing paid-staff
resources.

In short, personnel managemgnt in an organlzatlon will necessarily
refer to volunteers as well as paid staff. While it is desirable to
create a high level of autonamy among volunteers, so that program
activities may be carried cut with minimal staff involvement, it is also
necessary to coordinate these activities.

The necessity for assigning responsibility for the management of the
volunteer program may became more apparent if we look at the f:.ve func—-
tions of a manager:

e Planning is determitiing whet has to be done.
e Organizing is determining how the job will be done.

e Staffing is determining who is going to do the job.

® Directing is enabling pecple to accamplish the tasks assigned

to them.

e Controiling is the process of evaluation which is essential
if the manager is to detemine whether goals and cbjectives
are being met.

Each of these functions are relevant and necessary if a volunteer/
camunity involvement program is going to serve the cammunity success—
fully. Needless to say, the allocation of organizational time to the
effective management of this program would be a critical factor in
ensuring its success.

A
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Designing Volunteer Roles

Effective recruitment of volunteers, and, ultimately, the success of
those volunteers in meeting goals and objectives will depend upon the
careful design of what the volunteer will be doing.

If the purpose of developing a volunteer/cammunity involvement
program is to ensure the continuation of activities initially performed by
paid staff, then it is critical that determination of what needs to be
done be given a high priority.

The key to a successful volunteer program is to assign meaningful
work to volunteers so that they, in turn may see how their efforts
contribute to the accaiiy.ishment of overall program results. As a manager
you must be clear about what activities need to be carried ocut and you
nmust be able to use available resources to maximum benefit.

The challenge of designing volunteer roles is to remain flexible
enough to accanodate varied interests and skills, to allow for varying
schedules and time camitments and to provide enough structure to ensure
that critical activities are being conducted.

Many volunteer programs fail to use volunteers effectively because
they allow volunteers to design their own roles, to determine when they
will be available and how much time they will cammit. This often produces
gaps in the program or duplication of effort by several pecple.

In contrast, other programs fail because roles are defined so rigidly
that volunteers with unique interests or skills are overlooked or given
roles they are ill suited for.

The ideal is to find the balance between these two extremes. This
demands making initial decisions about roles that must be filled and the
qualifications and cammitment necessary, but remaining open to the
consideration of other roles.

A worthwhile approach to this aspect of planning your volunteer/
camunity involvement program may be to establish a set of key volunteer
roles which contribute directly to program goals and cbjectives. Identify
the necessary activities (respon51b111t1es) associated with each of these
roles, and make a determination of what is necessary to effectively
implement that role (what information or skill must the volunteer possess,
how much time they should be prepared to contribute). Then, use this
information to recruit a core set of volunteers, and to select those that
most appropriately f£it the role.

This set of volunteers ‘then becames a resource to you in reassessing
the roles and responsibilities. They can offer input into the design of
additional roles for volunteers.
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In appendix 1, you will find a suggested process for designing
volunteer roles.. This involves two steps: assessing current volunteer
roles and assessing the potential for expanded roles for volunteers.

_ As you gain more experience with volunteers and as you gather informa-
tion fram those initially caming into the program, you will begin to see
where greater flexibility or greater structure is needed. You will become
more adept at breaking the work to be done into discrete units which can
be assigned to individuals and you will find it easier to define the
qualifications that are necessary.

As this happens, you may want Lo formally define job descriptions for
volun@eers. These will assist you in managing the work to be done and in
spelling out your expectations to volunteers. Job descriptions should
only be viewed as tools to assist you and should be reviewed and rewritten

periodically as needed. Appendices 2 and 3 are examples of formats for
volunteer job descriptions.

Recruitment

Strategies for recruiting volunteers will be determined by the nature
of the activities to be conducted.

The necessity of defining volunteer roles and qualifications before
recruiting any volunteers is to guide you in obtaining maximum benefit
fram your recruitment efforts.

For example, if you know that you can only use volunteers to answer
phones or handle correspondence, it would be a waste of your time to
design a recruitment strategy that may yield a number of professional
pecple who would be dissatisfied with a role involving so little
responsibility.

The relationship between defining volunteer involvement and

recruiting volunteers is emphasized by a description of two basic methods
of recruitment: '

Focused Recruitment

Focused or goal—-oriented recruitment refers to contacting particular
individuals or groups about specific jobs. After identifying work
that needs to be done; and, identifying the personal qualities and/or
skills needed to accamplish these tasks; lock for people who have the
necessary skills and talents.

Generalized Recruitment

Generalized or shotgun recruitment refers to general appeals for
volunteers aimed at broad public audiences. Such efforts typically
utilize the mass media and rely on public relations techniques. A
generalized recruitment presentation might emphasize:

® Contributions volunteers can make through working with your
Program

® The range of available volunteer cpportunities

e Incentives and resources available to participating
volunteers

Since generalized recruitment is not based upon recruiting people
with specific qualifications to £ill specific jobs, it does not serve as
an effective screening device. Rather, it is through the general entrance
interviews that you learn of the specific skills potential volunteers have
and that they learn of the specific jcbs available.
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Generalized recruitment increases the burden of other personnel
management activities and, thus, is not a desirable approach unless you
need large numbers of volunteers and/or have a wide range of volunteer job
opportunities. Recruiting volunteers and then finding things for them to
do based upon their skills is a case of being managed by resources rather
than managing resources. Generalized recruitment can place you in the
position of having to turn down or reject large numbers of volunteer
applicants.

Other points that may be helpful in designing a recruitment strategy
would include:

® . Encourage prospective volunteers to discuss their needs,
interests, and expectations. Give them time to think over
if, how, and when they might best serve.

e Do not over-recruit. Having long waiting lists or turning
down prospective volunteers you have recruited is bad public
relations.

e Show enthusiasm about the project and the role prospective
volunteers can play.

® Recruit within one month of the time you are ready to put
sameone to work. If there is a longer lag, they are likely
to feel they weren't really needed and to lose interest and
enthusiasm.

e Develop a systematic plan of rewarding participants and
camunicate to prospective volunteers how they can benefit
fram their involvement in the project.

e If possible, indicate your willingness to reimburse
volunteers for out—-of-pocket expenses like parking fees,
postage, and perhaps baby~sitting costs. If such reimburse-
ments are not possible, indicate that mileage, parking fees,
and sare other expenses are tax deductible.

The most important point to remember is that this is not your
program. Volunteers are not being asked to contribute their time and
energy to assist you but to improve the cammunity.

After thinking about recruitment in general terms, and thinking about
the needs of the program, it is time to design a recruitment strategy.
Elements of this design will include:

=
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Collecting information on volunteerism in your camunity
e Identifying potential sources of volunteers

® Selecting appropriate recruitment techniques

@ Building incentives (rewards) for volunteers into the

program and conveying this information.

Developing A Community Volunteerism Profile

The most important step in designing an effective recuitment strategy

is to gain as much information as possible about your cammunity.

. The answers to the following questions should guide you in making
dec151c_>ns about where to go in the camunity for volunteers and in
selecting techniques for encouraging participation.

1. Is there a history of volunteerism?

2. Are there sources of volunteers which have been
historically overutilized?

3. Are tl?ere potential sources of volunteers that other
organizations have overlocked?

4. Is there intense campetition for volunteers?

5. Where are you most likely to find individuals with the
skills necessary?

6. What segments of the cammunity have more time with which to

volunteer?.

7. What do pecple in the camunity do with their free time?
What benefits do they derive from this? Can this be
associated with benefits that could be derived fram
involvement in the program?

8. What other programs in the camunity have successfully used

volunteers? What can you learn fram them to enhance your
efforts?

9. What programs have failed in attempting to use volunteers?

Why? Can you gain insight into what to avoid in your own
efforts?

10. What do people in the community define as significant

Ehrobl?rs or needs? Does your program adequately reflect
ese?

PSRN
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poténtial sources of volunteers:

Organized groups:

Civic associations, tenants groups, neighborhood associa-
tions

Religious groups and their affiliates. Church leaders are
often excellent sources of information and entry to meber-
ships

Camunity service organizations

Business and professional associations

Corporations and businesses

Colleges, universities

High schools - classes and clubs

Adult education classes

Associations of retired persons

Other agencies

Voluntary Action Center or Volunteer Bureau

The local Chamber of Cammerce usually maintains directories of
organizations for various camunities.

'Ihe most overlocked source of volunteers are those individuals that
are not affiliated with some organization. These may include:

Individuals new to the community
Individuals that don't work or work part-time
Handicapped people

Ex~offenders

Techniques for recruiting:

Recruitment should be an on-going activity and should be linked to
any public relations activities.

et g s S 31 P e S
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Speaking engagements -

Contact leaders of cammunity groups and invite yourself to a
regular meeting. ‘ ‘

Newspapers -

Feature and news stories, ads, volunteer cpportunity column,
volunteer recognition, article, pictures. Don't forget
small newspapers or local newsletters.

Radio and TV -
Public service spots, interviews or talk shows, news stories
Posters, billboards, bumper stickers

Brochures, newsletters

Displays at community fairs, shopping centers, business or
campany lobhkies.

Camunity bulletin boards at laundramats, grocery stores,
cammunity and youth centers, employment offices.

Personalized appeals -~ letters or phone calls.

The most effective technique for recruitment is WORD OF MOUTH.

Current volunteers stiould be encouraged to participate in the
recruitment effort as much as possible.

They usually make the most effective spokespecple for the program.

Volunteers will talk to their friends about their experiences. A
meaningful role for a volunteer, with clearly identifiable benefits is the
' single most effective technigue for developing cammunity involvement.

A word about recruitment approach:

Remember that people will volunteer for a recruiter as much as
for a program.

In all recruitment efforts the recruiter must show enthusiasm.
Cqmni‘tnent to and excitment about the program must be apparent.
Benefits of the total prcgram should be emphasized.

Design yvour appeal to the audience you are addressing. People
will bé interested in different things.

Y
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Motivation:

Why do people volunteer?

Desire to help others

Desire for recognition or status

To feel needed, useful

To gain new knowledge, develcp new skills

To explore career possibilities

Desire to utilize special skills and knowledge

Need to be part of activities that have neighborhood
importance

To gain visibility and skills that will help advancement in
emplayment

Belief in the program and its mission
Desire to help create social change
To meet new pecple, make new friends

To reduce boredan or loneliness

Encourage potential volunteers to discuss their needs and motivation
and be clear about the likely benefits they can expect.

It is not enough any more to say, "Here's your chance to became
involved in samething worthwhile.®” Your program must provide concrete
incentives for pecple to became involved.

These may include:

Academic credit

Tax benefits (volunteer expenses are deductible)

Work credit (the federal Civil Service Cammission and
many states credit volunteer experience on job
applications)

Enabling funds (babysitting fees, gas allowances,
meal allowances)

B
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Work references
Training, education
Formal recognition

Being able to see a change in the camunity = be sure to
stress the program track record

A final word about recruitment.

Recruitment of volunteers will necessarily be an on-going activity.
The average length of camitment from a volunteer is about eight months,
and in many cammunities this will be shorter. Don't expend energy being
frustrated by this. Accept high turnover as a given and plan for it.
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Screening and Selection

In same instances, the necessi i ; .
we discussed in the sec’:tion o C-1‘_:.sj1_;:y for screening will be minimal. As

volunteer may not be suited to perfonmg volunteer roles, a prospective

have something to contribate ons canrm certain functions, but will likely

Extersive screening is also inap :

' . Lnappropriate when attempti

tt;l:k:ervéces of persons with particular skills to er fo::? ing to secure
« In such cases, the selecti , specialized

_ ve recruitme i
Sgscrlbed.as a 'talent search' ¢ ard the persong.]tf (;rflfgivtig;gr?; bgtter o
aracterized more appropriately as a personal plea for help.y ¢

Yet screening is an i
deal of responsbility is
resenting it, many pr
screening. Careful a

empts are being made to avoid placing
for many new volunteers,

In most instances, screeni i
: g will mean gathering e 1 1
aboui ‘t;hh:rgo&elzzlal volunteer so that yau can make gg derll?lgggaégfg?g?:igg
thaboue oroan o thgersgn can be used most effectively. You do not serve
it is open aad o ggrsuggetieg ggaziajl.:ging tléat person in a role just because
e. i
match the person's interests ang skills t ey vithin gnoome 2ttempt to

e o e et e 1
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attempting to "match™ not only people's skill areas with the work that
needs to be done, but attempting to match people's needs with the

rewards of the program. It is important to remember that an initial
assignment to a volunteer need not be the only role that volunteer can
assume while in the program. You may find that after several weeks the
assigmment should be reevaluated and the volunteer given increased
responsibilities. Screening is only a mechanism to help you to select the
most appropriate volunteers for your pregram. A system which provides for
the growth and develcopment of these volunteers can and should be built
into the program.

Since focused recruitment is the technique of going after only those
people who possess information and skills necessary to carry out certain
roles, when this technique is practiced minimal screening is necessary.

Another important screening technique is the personal interview. The
purpose of the interview is for you to became familiar with the person and
for him/her to became familiar with the program. Remember to design your
interview to collect all of the information that you need and to give the
person ample cpportunity to ask questions. Don't hesitate to check the
canpatibility of the person's ideas with the philosophy and intent of the
program —~— this can have as much of an inpact on how well the person will
support the program as the skills he/she possesses.

Also don't be afraid to ask sameone else to participate in the
interview or to talk to the person afterward. It is helpful to get
others' perceptions of how to best use the person.

A sample interview format and some tips for interviewing appear in
the appendices 4 and 5.

Before leaving the topic of screening, it is important to note that
the screening process often does not end with the interview and the
acceptance of the volunteer into the program. The orientation and
training of the volunteer also provides an opportunity to get to know that
person better and to make final decisicns about placement.

In addition, volunteer self-screening is important and should be
encouraged.

Self-screening implies that prospective volunteers are given adequate
information about the jobs available and their requisite skills and
canmitments. Such information should be provided during recruitment,
interviewing, and orientation training; each of these stages provides the
oppertunity for "honorable exits" by prospective volunteers.
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Orientation and Training

One of the most critical tasksconfronting you in your attempts to
institutionalize your program is to transfer the skills, information and
resources currently held by paid staff to the camunity residents that
have chosen to became involved in the continuation of program activities.

Your goal is to enable these cammunity volunteers to successfully
carry out the activities and tasks, with minimal support from paid staff.

The distinction between a classical volunteer program in which
camunity volunteers enhance the work of paid staff, and genuine efforts
at institutionalization in which cammunity residents will be assuming
primary programmatic responsibility is a critical point in the design of
orientation and training. To be successful, true capacity building means

more than the development of skills; the opportunity to develop autonamy
is also a critical aspect.

Orientation usually.is the first step in familiarizing the volunteer
with the program and with the organization. It encampasses the
recruitment approach, the initial interview and, perhaps, a short meeting
after a volunteer has been accepted into the program.

In designing the orientation, be sure to ask yourself:
& Vhat does the volunteer know already?

e What does the volunteer need to know?

Both of these questions are important and often ignored. Volunteers
often have same information about the program or the organization or the
concept of volunteerism and the information needs to be checked for
accuracy. Also, giving the person the chance to tell you what he/she
knows will make the orientation more meaningful, participatory and remove
you fram the role of the teacher. This is an especially useful technique
when orientation takes place in a meeting of several volunteers.

In designing orientation, ask yourself what the volunteers need to
know to effectively begin carrying out their roles. This will of course
include the expectations that you have of how they will conduct their

work, how their work will be scheduled and coordinated, and what expecta-
tions they should have of you.

But orientation should also include information on:
® The program and the organization

® The criminal justice system

P e
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® Crime in the camunity
e Nature of crime prevention

e The impact of your program

Orientation is a critical step in the effective integration of a
volunteer. However, it is important to remember that pecople may be easily
overvhelmed by too much information too soon. The best approach is to set
priorities as to what information is most critical to have right away, and
then continue to give information to the volunteers as they begin to work.

It also helps to vary the technique used to orient new volunteers.
Include written documents, verbal explanations from you and other staff

and the opportunity to learn fram others, especizlly expérienced
volunteers.

Training is the activity that goes beyond preparing a volunteer to
assume a role in the program. It is intended to develcp the capability of
that individual to successfully carry out the role.

The most important step in designing effective training is to be:
realistic. Taking a critical lock at the resources you have available
(staff, administrative time, money for materials, space, volunteer time)
aind determmining how much you can accamplish in the development. of

valunteers' information and skills is perhaps the most difficult task to
acoanplish,

However, being realistic about your training capability will be
important in determining what volunteers you will lock for and accept into
the program. If you need volunteers to plan activities for the upcaming
year, and determine that you do not have the time to teach those
volunteers how to plan effectively, then you know that you need to recruit
and select volunteers who already have same knowledge of planning.

It should be apparent that the training component of your program
will be affected by the design of the entire program. True capacity
building camiot take place if staff see themselves as the experts and
volunteer roles are designed with little autonamy and responsibility.
Further, the success of training will be affected by how willing staff is
to share the knowledge and the skills they have.

Of course, same activities, because of legal or ethical considera-
tions, or bucause of the amount of time they require, cannot be assigned
to volunteers, and should remain the responsibility of paid staff.

However, the training camponent represents the extent of the organiza-
tion's cammitnient to capacity building and genuine camunity involvement.
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Providing Incentivis and Support

It is obvious that people volunteer their time and energy for reasons
other than monetary reward. As we discussed recruitment, we listed many

of the reasons often cited (page 11).

Understanding the motivations of volunteers is important in designing
recruitment strategies and in placing volunteers in appropriate roles, but
it is even more important as you lock for ways to keep volunteers involved
in the program. Even though the typical volunteer will make a cammitment
of only a few months, it is not unusual for programs to experience turn—
over every few weeks. This is usually because little attention is paid to
ensuring job satisfaction for the volunteer once she/he has made a

cammitment.

Turnover is a reflection of how well you understand the motivation/
needs of the volunteers and the extent to which you can meet them.

To provide job satisfaction you should first determine what benefits
each volunteer seeks frairhis/her involvement with the program. This is,
in part, the purpose of interviewing prospective volunteers before
assigning them particular roles and responsibilities. Don't mislead
prospective volunteers by pramising more rewards than they are likely to
find in their assigned work. Such discrepancies are a major cause of job
dissatisfaction, low productivity, and decisions to withdraw fram
voluntary involvements. Variables related to job satisfaction are the
work itself and the opportunities for achievement, recognition, respon—
sibility, advancement, and growth.

If the motivation for using camunity volunteers is truly to increase
the capability of the cammunity to meet its own needs, then recognition of
these volunteers is a day-to-day practice. This motivation inspires
careful recruitment, purposeful orientation and training and well-con-
ceived, meaningful assignments.

The volunteer will know fram the work he/she is given, the way it is
presented and fran the interactionsz with others in the program whether the
work is useful or not and therefore whether he/she is walued.

Same typical tééhniqtié's for providing support and recognition to
volunteers include: .

® Provide feedback to the volunteers on their performance and
how it is contributing to the impact of the program.

e Provide the cpportunity for volunteers to camment on the
program, offer criticism, suggestions, recammendations.
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Respect them, make reasonable demands, voice expectations.

Let them know that they are important, valuable and trusted.

Involve the volunteers in decisions affectin the am
and their roles within the program. J pregE

Keep them informed of developments as they occur.

Pub.'.Licly thank every person who makes a contribution to the
project.

Presc_ant certificates of appreciation and achievement at
meetings. Consider humorous awards, also.

Share the limelight at every possible cpportunity.
Send thank-you letters and make thank-you calls to
volunteers who canplete a job or do samething spectacular.
Send carbon copies to employers, teachers, parents.

List vo?.unteers in news releases so that their names will
appear in local newspapers.

Make new volunteers feel welcame by including them i :
get—-togethers. 4 ng in social

Have teas, lunches, dinners ¢ €tc., in honor of volunteers.

Lock for same degree of success even in big failures, and
point these aut.

Write letters of reference or cammendation that can be used
When voluntc?ers are applying for paid employment, entrance
into educational programs, or other voluntary opportunities.
Send greeting cards on birthdays and other special occasions.
Involve praminent camunity leaders in recognition programs.

Provide the ocpportunity for continuing education and
enhancement of skills.

Provide.cgportunities for advancement and changes in
responsibilities or duties.

Don't ask for more than the volunteer can or has agreed to give.

The techniques you choose will be based on the individuals who

volunte sr,

What will mean a great deal to one may be interpreted as

belittling by another.
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On occasion, it may seem that the time and effort rgqulred to
recognize and mowil’:ivate %olunteers could be better spe\pt in "production
activities", and that volunteers should derive suff%c;;ent rewg.rd just fram
doing worthwhile work. This is not the case, espec:.al‘l.«;l.y not in the
beginning. Increased personal satisfaction leads to inhcreased produc—_-
tivity, and increased productivity leads to even greater personal satisfac-
tion. ‘ ;
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Monitoring and Evaluation

Work performed by cammunity volunteers is as important as work .
performed by paid staff and therefore should contribute to the accamplish-
ment of given goals and objectives. A program evaluation which did not

include volunteer efforts as part of program activities would be
incamplete.

However, the purpose of this section is not to address program evalua-
tion. It is assumed that an organization is interested in determining the

impact of its efforts on a given comunity problem and will develop
techniques to do this.

At this point, the emphasis is on the volunteer/camunity involvement
program specifically. Documentation of work performed by volunteers is

- often required by funding sources, is useful in public relations

campaigns, is helpful in the recruitment of other volunteers and is often
requested by volunteers themseives. Further, there should be an on-going
attempt to improve the volunteer program and to assess whether or not it
is actually bringing about institutionalization of the program.

The person that is responsible for the coordination of volunteer work
should alsn design a mechanism to document the work performed.

At a minimum, there should be a recording of the number of hours
contributed by each volunteer, and how that time was spent. In this way,
there is an accounting of individual contributions, which can be used in
providing feedback to that individual, and which should be given to the
volunteer periodically, or at the end of their service for their own
records. Often volunteers will ask for recammendations to be sent to

employers or teachers and these can be more effective if the specifics of
the volunteer service can be noted.

Keeping records of individual contributions is also important for the

overall accounting of volunteer imvolvement. These records are necessary

to document how much work is being performed by the camunity and the
nature of that work and will help pinpoint gaps in volunteer service.

All of this information is critical when relating to cther organiza—
tions and the general public. Statements can be made as to the extent of

Appendix 6 is an example of a volunteer data sheet which can be
adapted to obtain the necessary statistics on volunteer activity.

JP S UESE
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Evaluation

Beyond gathering statistics to document comunity involvement, there
should be an attempt to gather data to assist in the design of that
program.

The most critical element in evaluating the cammunity involvement
program is to obtain regular feedback fram the volunteers. BAsk them about
the strengths and weaknesses of the program. Ask them if roles are
adequately defined, if the level of responsibility is manageable and
realistic, if orientation and training adequately enable them to do the
job. Ask for suggestions and recawrendations. Ask for feedback
individually and in group settings.

Keep in mind that people are often hesitant to give feedback while
they are involved in the program. Therefore it is critical to arrange an
interview (person—to-person or by phone) as a volunteer is leaving the
program. Keep the interview open-ended or develcp a set of questions, but
be sure to gzt specific information about many aspects of the program.

Others who interact with the cammunity volunteers are another
excellent source for data on the program. If volunteers are required o
work with staff members of another organization, contact those staff
members and ask their perception of how well informed/trained those
volunteers are. Again, ask for suggestions and recammendations.

A second aspect of evaluation of the volunteer program is to take a
critical lodk at whether or not program institutionalization is taking
place. Are camunity members developing the capacity to carry out program
activities autonamously? Are there mechanisms being developed that ensure
the continuation of program activities despite turnover of individual
volunteers? Is there an emerging volunteer leadership? Is there a system
of shared leadership or a mechanism for transferring leadership? Does the
canmunity believe that the program is theirs?

These questions are difficult to answer and there will be little
quantitative data to draw upon. The dbservations and perceptions of
others will prove all important and it is critical to maintain clear and
open cawmunication with people involved in the program and those affected

by it.

~ The management of volunteers and the documentation of their efforts
is not effective if the original gosls for encouraging their involvement

" are not met. Do not be satisfied only with a program in which work is

well organized and everyone is busy. This is ¢nly worth the effort if the
camunity is experiencing a benefit.

APPENDICES
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APPENDIX I

Designing Volunteer Roles

The process of designing volunteer roles can be divided into two
major tasks. The first is to make an assessment of the volunteer roles
that currently exist within your program. The second is to identify
program activities which currently are only performed by paid staff and
assess the potential for volunteers to assume responsibility for these
activities.

It is important to remember that the intent of the volunteer/
camunity involvement program is to create meaningful ways for cammunity
members to carry out crime prevention activities with little or no staff
intervention.

I. Assessing current volunteer roles.

e List ail program roles that are currently available to
cammunity volunteers.

® List the activities associated with each role.
e Identify the proé;ram goal which each activity is related to.

e Identify the type and extent of the staff support that is
necessary for the volunteer to carry ocut the activity.

Obtaining input fram others (volunteers, staff), consider the
following questions.

1. Are there roles which you have difficulty finding volunteers
for, or that volunteers quickly became dissatisfied with?

a. What do you think is the problem with the role? 1Is there a
lack of clarity in what is expected of the person assuming
the role? Is there no clear association between the
activities and a goal (intended outcame) of the program?
Are the activities perceived to be busy work, for which
there is little perceived reward? Is the role so large that
a person assuming it is overwhelmed and doesn't experience
any success?

b. How can the role be redefined to correct the problem?

2. Are there roles that can be carried out with no staff interven—-
tion beyond orientation, training and record-keeping?

a. VWhat are the characteristics of these roles that makes this
possible?

=
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3. Is there a particular role which demands a great deal of staff |
time and suppoirt? ‘

a. Is this actually the role of staff assistant rather than one
that contributes directly to goal accamplishment?

b. Is the drain on staff time the result of inadequate initial
training of the volunteers assuming this role?

c. Would less constant staff support be necessary if the
volunteers were given greater decision-making authority?

d. Does the skill level of the volunteer affect the demand on

staff? Perhaps same volunteers are ill-suited for this
role. .

e. How can the role be restructured to allow for more autoncmy?

II. Assessing potential volunteer roles.

® Identify program activities in which no volunteers are
currently involved.

e Identify any activities which absolutely cannot be performed
by volunteers because of legal or ethical considerations.

® For each activity not identified in step two, identify the
information and skills that a volunteer must have to success—
fully carry it out.

e Identify the information and skills needed which can be
obtained by a volunteer after entering the program (through
orientation and training).

e Identify any specialized skills or information that a
voluntegr must bring into the program to successfully under-
take tk',a activity.

By campleting each of these steps, you may f£ind that there are
additional roles that can be fulfilled by voluntesrs. Additionally, you
have develcped the information that you need to design an effective
recruitment campaign to obtain volunteers suitable for these roles and you
have gathered base-line information necessary to develop an effective
orientation and training program.

Same additional points to consider would include:
® Be realistic about the resources and abilities available to

conduct volunteer training. It is better to spend the
energy to recruit sameone with specialized knowledge and
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skills than to inadequately prepare sameone to perform
work.

Solicit lnput fram staff that have been performing the
activities, their perceptions and ins ights into what is
needed will be invaluable.

Keep in mind that volunteers may not be able to perform the
activities to the same degree that staff has. Performance
expactations may have to be lowered to reflect the limita-
tions of their time cammitments and schedules.

Think of concrete activities rather than roles at this
point. Staff have been assuming roles with a given set of
actirities assigned. These activities will often need to be
regrouped to form roles that are better suited to
individuals having less time and (possibly) professional
skills to contribute.

Lock for activities that can be shared by two or more
volunteers, or which can be rotated among several
volunteers.

Lock for ways to involve volunteers in minimizing the
necessity for staff support. Pairing new volunteers with
experienced ones gives increased responsibility to one
(often desirable) and alleviates the need for substantial
staff time in orientation and supervision.

Be sure that each activity is clearly related to a program
goal (even if several activities build upon each other, be
sure the logic is clear and that there is sare degree of
Success associated with each).
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APPENDIX 2

VOLUNTEER'S JOB DESCRIPTION

TYPE OF WORK:

PURPOSE OF THE JOB/AND GBJECTIVE:

PIACE OF WORK:

ADDRESS:

AREA WITHIN BUILDING:

DUTIES AND/OR RESPONSIBILITTES:

DURATION OF JOB:
(Minimum)

HOURS NEEDED;:

VOLUNTEER QUALIFICATIONS: (Education, Training, Experience + Age, Health,
Talent, Dress, etc., — all when applicable)

ORIENTATION AND TRAINING REQUIRED:

RELATTONSHIP TO OTHERS:

AUTHORITY (or limits of authority):

OTHER:
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SAMPLE FORMAT — VOLUNTEER JOB DESCRIPTION

J&B TITLE:
ON-THE-JOB SUPERVISOR:

(Name or title of staff member responsible for assignment)

OBJECTIVE:

(Vhy is this job necessary? What do you hope to accamplish?)

RESPONSIBILITIES:

(What can the volunteer expect to do? List same specific tasks or
areas of responsibility.)

QUALIFICATIONS:

(What kind of person do you need to £ill the job? Are there specific
skills, interests or educational requirements?)

TRAINING AND PREPARATION FOR JOB:

(What kinds of training can the volunteer expect?)

EVALUATION:

(Who is responsible, vhen is it done, does the volunteer have a
chance to evaluate his/her experience and training?)

COMMITMENT s
(How much time will the job take, is it flexible, is it short temm or
on~going?)

Source: Basic Tools for Recruitment of Volunteers, Voluntary Action

Center, Chicago, Illinois, October 1977.

s
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APPENDIX 4
NAME: L - o Date:’
ADDRESS: PHONE:
cccomaTIon: A AGE:
EMPLOYER: . BUS. PHONE:

Related Training - Past Experience

..............

8kills, Interest, Hobbies

Past or Present Volunteer Service

Present Health: Excellent = Good = Fair

Recent Illness?

Languages Spakens = Written:
Car: Yes  No Willing to Drive for this Program?

Volunteer Work Desired

Volunteer Time Days

Evenings
Available

Weekends

Heard About the Program From:

Interviewerj' s Caments: '

Interviewer's Signature
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APPENDIX 5 . - | cipmedix B ~  VOLUNTEER DATA SHEET
TIPS FOR CONDUCTING INTERVIEWS | b * . Date Started
f ‘ Date Terminated
l, Have a plan. 1 N e Ce
2, Have adequate job knowledge. .
; ADDRESS
3. Decide what job requirements you can or cannot determine by the interview. _ A
1 = RECRUITMENT SOURCE R SRR
4, Have adequate background information about the applicant. : ¥ '
5. Schedule interviews so that you have enough time. | ‘;‘ YEAR Co . ‘ Pt
l No. of . . .. . .. 1 No..of. ' Total.
6. Insure that interviews are held in private. b Month Hours Job Performed =~ | Hours | 'Job Performed Hours _
! i ‘ ) "
7. Put the applicant at ease. . B I January
8. Listen attentively and show evidence of being interested. February
9. Adjust the level of your language to the ability of the applicant. March
10. Keep control of the interview. i April
1l. Be aware of your own prajudices and try to avoid their influence on your ,‘ May
judgment.
‘ June
12. Do not show off what you know, but talk only enough to keep the interview ; ' v
on the right track. _ é | July oo
13. Don't let the interview became mechanical and be on the alert for unexpected ‘ L August
information. ; -
. i September
14. Don't make too many notes during the interview. :
' October
15. Let the applicant talk. o
; November
16. Avoid leading questions. * ;
.. December o ' . .
17. Develop job oriented guestions and use them informally. ' . B " Year - -
Total .
18. Avoid trick questions.
19. Encourage questions about the work and working conditions. - Total
20. Ask questions that require thoughtful answers. L Training: Subject ° o | Source Dates Hours‘
21. Know when and how to close the interview. >>>> ~
22. Watch for additional clues or information after the close of the .
interview. b,
A\
23. Record the facts during the interview and impressions and judgments \\
immediately after the interview. . -
24. Provide for a second interview where necessary and practicable. L) k
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TRAINING OF VOLUNTEERS*

ini i i i teer's first centact with the
ning begins with a prospective vol“un. 5 fix act :
progrrgrrna;ndn?:oniginues throughout his assoc:.atlzn w1’cl;.s;’;é T;:ér;tr;%‘éit
i i i 1 management proo . Nt
inextricably tied to other personne 5 e ening

i i tion to the program, and a quality .
begins the volunteer's orienta : nd & ALl etivated

i powe cruiting lure, since most volun
gfrogtgznd]:éw‘ie to i:lmr:\nd groi:l? A p;:o‘spective Yolxmteex:."s atten?;;gi t:.?l?:
TInan o i i d pre-service training sessions are i '
perfo ce at orientation an : e e 2 scooening
ss, while the placement 1Nt y
Barts O e major ro B in ort i ctive volunteer to the
or role in orienting the ;_:rosge : :

;:'oog};m?tlaygnigﬁgg training serves as a major incentive for continued

participation for many volunteers.

TRAINING GUIDES AND PRINCIPLES

Presented below are a number of factors to consider when planning and
conducting training programs.

raining should be on—going. While a major training event
* giagégraxih I?Ja;dbe offered initially, tralning cannot bgll
treated as if it were a one—shot.affalf: 'Volgnteersdw%f
continue to learn throughout their participation, gn if you
want to pramote positive learning and the contcllméellm-up
development of campetence ,on—going trailning an (o)
opportunities must be planned.,
rraining should be relev ant. The training design should
° Trca,;ng;g il“fmltl;l:}lg ge;'egzﬁvpr@ram design and be directly
?:Faordinated with the needs of the volunteers and the needs
and resources of your particular program.

e Training should be realistic. The training progiamtshouli.g
attempt to duplicate real—li.fe situations .the VO uthn eert.cal
likely to encounter on the job. Deeuphas.lze_thet' egre ax]';d
aspects by using real incidents, aut:_hentlc s:Ltga_lgn r
actual conditions as training exercises or activities. e
On-site visits of similar and d:_.sg,lmllar operating progr
can help during pre-service tralning.

. o toto ek aloate in plannings con-
Volunteers should activel : r_‘tlcn. ate in p.

ducting, and evaluating tralnlrgtpn.:ograms. Volunte_ers
should be treated as active participants, not passive a1
recipients. Who knows better than they what they do and do
not understand, and vhat has meaning?

*Source: Benjamin Broox MclIntyre. Skills for Impact: Voluntary Action in

Criminal Justice. pp 155-157. Reproduced with permission
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Training programs should be flexible. Different volunteers
have different knowledge, skills, interests, and needs. The
needs and priorities of the organization are also likely to
change as you go along. Training must be flexible and

responsive to changing and current conditions and individual
circumstances.

considered sacrosanct once developed. Be willing to modify
the training sequence to respond to the spontaneously
expressed needs or interests of the participants and to
changes in program circumstances. A desirable approach is
to assess the expectations and needs of the trainees at the

first session or two, and to design later sessions to
respond to these.

The training leaders should act as a group facilitator — a
guide — not as a dictator with superior kncwledge and
authority. Mutual respect and a feeling of equality should
be encouraged. The leader's personal opinions and
preferences must be identified as such when presented to the

group and not assigned superiority over those of group
members. ,

or a team spirit. The development of an esprit de corps
among volunteers facilitates cooperative efforts and
reciprocal support for individual participation. It also
sexrves as a powerful incentive for continued participation.
Team building is pramoted by an enviromment that pramotes
friendliness, informality, and interaction, and discourages
rigidity and ceremonial structure. The first meeting or so
of a training group might be devoted to "ice-breakers" and
activities that require involvement and exchange.

canfortable. Atmosphere is so important to some pecople that
unless they feel camfortable with their surroundings, they
block everything else out. Consider such factors as
lighting, sound and noise, arrangement of furniture,
temperature, availability of supplies, water, meals, and
rest roan facilities. The location should be easily
accessible to a majority of the trainees. Such places as

churches, schools, private hames, and camwunity facilities
might be used.

Training sessions should not be ovérlong. Most pecple have
limited concentration spans of one to one and one-half
hours, and typically a number of shorter sessions is prefer—

able to long ones. Provide break and rest periods with food
and drink.
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® The size of any one training group should typically not
exceed twenty persons. Generally, a group of eight to four-
teen persons is cptimal for one leader. Too large a group
discourages participation and the development of group
identity; a very small group may intimidate members.

e The scheduling of training programs should take into con-
sideration that volunteers are part—-time and have a number
of other important roles. The training objectives should be
considered when-determining whether training should be
concentrated and intensive or segmented and spread out.

e Various types of materials (handouts, manuals, films, tapes,

bocklets, etc.) can enhance training. Training aids and
materials should be obtained, reserved, and previewed, or
developed well in advance of the target training session.

® Assistance in identifying training needs and develcping
training programs to meet them can usually be obtained fram
local professionals and nearby universities. You may be
able to recruit volunteers to train other volunteers.
Potential trainers and guest speakers at training programs
include volunteer program coordinators from other programs
and agencies, veteran or experienced volunteers, coammunity
professionals and resource people, college professors, local
business trainers, and personnel specialists.

e VWhen the project is institutionally or agency based, or when

it includes salaried staff, it is desirable to invite
salaried staff to attend training programs for volunteers.
This helps pramcte a cohesive working relationship among all
parties involved.

TRAINING AIDS

Generally, when we think of training or education, we think of the
traditional format of the teacher lecturing to students. There are,
however, many other ways to learn and, accordingly, many other ways to
teach, such as:

& Role playing, where trainees spontanecusly act out a situa-
tion relating to a probable work situation involving inter-
perscnal relationships;

e Dramatization, where a carefully planned and rehearsed act
is executed to illustrate specific points of a problem or
situation; .
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© Round robin, where each trainee responds for a specified
time to a topic or problem presented by the leader;

e Case study, where trainees analyze the important factors of
an actual situation presented to them as a written case
record;

° ngonstratiqg, where trainees hear about a technique or
piece of equipment and observe a demonstration of it

@ Observation, where trainees observe a technique or activity

ig %ts real world application, perhaps including on-site
visits and tours;

& Simulation games, where trainees simulate or "duplicate” a

rea; life situation and observe the consequences of their
actions;

® Group problem solving

® Brainstorming

® Audio visgal aids, where trainees view or listen to audio
tapes, slide shows, films, television, video~tapes, records,
charts, graphs, etc.;

e Panel discussions;

o Symposiums; and

® Lectures,

The range of teaching techniques is limited only by imagination and
creativity. Each of the techniques listed above can be adapted to the
special circumstances of a particular program.

Trainees should be included in decisions about which training aids to
use, The be§t approach is to use a variety of techniques, since any one
of.the techniques can be averused. In selecting techniques, consider
whlch.can best help you to present your abstract, theoretical, or
technical material in a practical, understandable manner.

TYPES OF TRAINING PROGRAMS

There are numercus types of training programs and numerous names for
eac@ gf thgse typgs. Discussed below are orientation, pre-service
training, in-service training, and continuing education.

W Won v
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Orientation

An orientation program is typically designed to provide information
that all voluntezrs must have in order to participate in the program. .
Although different volunteers may perform very different tasks, there is
sare information pertinent to all of them.

Orientation, like any other training, will be determined by your
specific program. In general temms, it might include:

— Philoscphy, objectives, policies, and history of your
program and/or organization;

— Definition of basic terms and jargom;

— Organizational structure, including boards, coammittees, and
task forces;

—— Connection and relationship with other agencies, groups,
organizations, and agencies, particularly as related to your
funding sources;

—-—~ Description of the overall criminal justice system and of
how your program relates to it;

— Tour of relevant facilities — your own and other agencies;
— Reporting requirements and why they are important; and

— Future training to be provided.

Sametimes enthusiastic volunteers are the best persons to orient the
next group of volunteers because they know both sides of the fence.
Whoever is resporsible for orientation must be sinceraly interested and
enthusiastic about volunteer services in addition to being knowledgeable
about the program.

Volunteers Manuals. Packages of written materials are increasingly being
developed and used as part of orientation programs. They can be used as
an cutline for the orientation program and also as a continuing reference
for volunteers throughout their involvement. In addition to including
sane of the information already listed, the manual might include:

- Organizational chart of your program;
— Flow chart describing your action plan;
— List of board members:

—-— List of project leaders and contact persons:

(RN
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— List of key temms and definitions;

— Rules and regulations;

-- Information about insurance, reimbursement guidelines, etc.;
—-— Copy of a current newsletter; and

— Evergency information, such as what to do if you can't

report for an assignment, if sameone becames injured, if
there is a fire, etc.

Each volunteer should be given a copy of the manual to keep. Using

looseleaf binders allows easy updating and the addition of new material
and notes to the manual.

Pre-service Training

Preservice or prejob training differs from orientation in that it is
used to prepare volunteers for specific jobs requiring technical or para-
professional knowledge and skills before they begin work. For example,
all incaming volunteers would receive orientation, but only those to be
involved in psychological testing would receive Pre-service training; the
remainder would go straight to work. The number of different preservice
training programs needed will be determined by how many different
specialized, technical job areas your program includes and how selectively
you recruit volunteers. If you recruit volunteers who already have

experience in the necessary areas, after orientation they can move into
on-the-job training.

Pre-service training can include new volunteers being paired with or
observing experienced volunteers in action. There is little rmerit in
lengthy, theoretical pre-service training where you attempt to give the
volunteers all the answers before they know most of the questions.

In-Service Training

In-service or on-the-jcb training provides assistance and feedback to
volunteers who are actually performing the duties outlined in their job
descriptions. The volunteers' supervisor and/or an experienced volunteer
provides routine instruction to the new volunteers on their work assign-
ments. Frequently, new volunteers doing similar jobs are assigned to
small groups that meet regularly to discuss their work and to learn fram
one another. Supervision and evaluation, to be discussed later, are
integral to on-the-job training. Individual conferences, attendance at
group conferences, and special reading assignments may be part of
in-service training.
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Continuing Education

Continuirg education (sometimes also called in-service training)
provides new and old staff with additional knowledge that does not
necessarily directly relate to the jobs they are presently performing.
Continuing education can serve as a major volunteer incentive, because it
is directed toward enhancing the volunteer's understanding of and skills
in current and critical issues. It may focus on developments related to
the criminal justice system or segments thereof, special concerns and
problems facing the voluntary movement, particular problems and concerns
of your program, or development of new and specialized skills.

Techniques for continuing education are practically limitless and
include:

-— Rap sessions or group meetings where members share
information. (These can be formalized as study clubs by

having members responsible for program presentations on
different issues.);

— Conferences, seminars, workshops, or classes organized by
other groups and organizations;

—— Inhouse newsletter; and

— Sharing relevant periodicals and bocks.

Evaluation of Training Programs

To improve and update training programs, they must be evaluated. The
true test is how well trained volunteers perform. Yet, the training
process itself can be evaluated by asking volunteers such questions as:

o That was most valuable?
e Vhat was least valuable?

o That would you have liked to see more of?

Suggestion boxes, group discussions, and questionnaires may be used
to assess trainees' ideas about training. In same instances a more formal
evaluation of the training program may be desired. You may want to focus
on how much information was gained through training or what training had
on the attitudes of trainees. In such situations, a pre-test and post~
test may be needed.

-

PLANNING AND CONDUCTING EDUCATION
AND TRAINING PROGRAMS

A SEVEN STEP PROCESS

Miriam Seltzer
Richard Clugston
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OUTLINE OF THE TRAINING PROCESS

STEP 1
ESTABLISH A GENERAL SENSE OF WHAT NEEDS TO BE DONE

A. Specify overall purpose and design of program
B. Clarify positions on educational and training issues
1. role and responsibilities of planners
2. type of knowledge and skills to be taught, and anticipated
program impact
3. teaching methods to be used
4, how learning will be measured

C. Outline practical limitations that must be considered
1. budget and timetable (amount of money and time available for
training)
2. planner's knowledge
3. demands and expectations of other significant persons

D. Develo an advisory group
1. contact knowledgeable individuals
2. set up mechanics for gathering information fram advigers
(meetings, telephone contacts)

STEP 2
SELECT PARTICIPANTS AND DETERMINE THEIR TRAINING NERDS

A. Develcp a list of participants

1. define criteria for eligibility (type of job, level of
canpetency, geographic location)

2. locate eligible persons

3. select desired number of participants (if not. all eligible
persons can be accammodated, develop secondary c¢riteria for'
selection) ‘

4, invite participants

B. Detemmine areas of crucial need in target population
1. conduct needs assessment (consult experts in the field,
intexview potential participants, review literature, conduct
direct job analysis by observing participants' daily
performance)
2. prioritize expressed needs (list needs most frequently expressed
by each source; develcp a rank oider of needs to be met)

STEP 3
WRITE PROGRAM GOALS AND OBJECTLVES

A. DPpply criteria for selecting goals and ¢bjectives (most relevant,
most cammonly needed, most difficult, most likely to be retained and
used, feasible) ‘ ‘

v
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B. Detewmine and write goals

Cc. Formulgte and write objectives 4
l.  differentiate between end-result and pProcass objectives
2. apply criteria for well developed objectives
3. consider merits of precise versus open-ended objectives.

STEP 4
DEVELOP THE MEANS TC REALIZE OBJECTIVES

A.  Select content
B. Arrange mateI':ia.l in best crder to learning
C. Select teaching methods to be used (list alternative methods;
georxglggr gigu;e ofb cgbjectlve and content, type of involvement
Sired, and feasibility of each method; sel : late met
o ooy ! ty ¢ Yelect appropriate method
D.  Make physical arrangements (locate Place fer training, arrange timing

of program, arrange meals and meeting roams, &
materials) | ng rooms, select sppropriste

E. Write program documents to clarify content of program
(lesson plans, brochures, programs)
F. Maintain contact w1tb participants (notify them of schedule in
< gs{gnie, make sure they are clear on responsibllities)
. ECt résource persons and instructors (check put e rtise and
ability to teach; brief instructors prior to ses\xsion}){pe =

STEP 5
DESICN EVALUATION

A. List major cbjectives to be evaluated, define measu;
: : rement standards
(knowledge and‘behavz.ors that will indicate mastery of the material)
B. (jhoosimzs:h suitable evaluation methods
. is @ various methods (interviews, questionnajres, tests
observation, expert cpinion, job-relat ials, informal
2 fe 5 ' op r 3 ated materials, informal
+ define strengths and weaknesses of methods validity
reliability, feasibility) ( e -
3. select. the best method or cambination of methods
C. Design or find evalt;atlve instruments (develop clear instructions '
sample J.temg; expla:.r} use to which evaluation will be puty plan when
the evaluative materials shall bg distriluted and collecteyd)

STEP 6
CONDUCT THE PROGRAM

A. Keep.program on course
B. Fulfill planners' responsibilities
L. insure that content is covered
2, wersee physigal arrangements

:\;3. maintain participant interest and invol{\zanent
4. ;| manage the process
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STEP 7
ASSESS PROGRAM EFFECTIVENESS

A.
B.

o]
‘\ o @

Campile data from evaluative instruments

Prepare impact statement:, including

1. inpact measured by objective data

2. impact measured by subjective data

3. strengths and weaknesses of training process

Finalize assessment (provide for immediate and follow-up evaluatiopns;
ask participants to read impact statement and camment; summarize
Yesponsas: )

\\\\
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PART ONE

THE TRAINING
PROCESS:

A SYSTEMATIC
APPRCACH TO
PROGRAM
DEVELOPMENT

Seven basic steps are involved in developing, conducting
and evaluating a training program. In proceeding through
these steps, individuals responsible for the program

move fram general ideas abcut the needs of the persons to
be trained to a detailed schedule of activities designed to
meet those needs. Many critical. decisions must be made
en route. The purpose of the seven-step process is to
raise systematically the issues involwed in these decisions
and to offer suggestiens for their resoluticn.
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STEP 1

..........................

ESTABLISH A GENERAL SENSE
OF WHAT NEEDS TO BE DONE

SPECIFY OVERALL PURPOSE AND DESIGN OF
PROGRAM

The first task in the plamning process consists of ansvyering a series of
questions on a general levely Persons to be involved in the program must
have some idea of what they are cammitting themselves to before details

are fully spelled out.

WHAT IS THE PURPOSE OF THE PROGRAM? The statement of general purpose
describes briefly what the program aims to address and accamplish.

It makes explicit, in general terms, who will be involved and what
they will be expected to learn and do.

WHY IS THE PROGRAM BEING DONE? WHAT NEEDS OR INTERESTS WILL IT MEET?
The rationale for the program states why the program is needed, who
identified the need, and why spending time and money on such a
program is justifiable.-

WHO WILL BE INVOLVED IN THE PROGRAM? Included are planners,
participants, and others. Planners are those individuals who take
primary responsibility for designing and carrying out the program.
They are the staff of the program; they mahage the process and make
final decisions. Participants are the persons for whom the program
is designed. They are the trainees, the students who learn fram the
material presented. Other significant persons are those who are not
directly responsible for planning or for attending the training
sessions but who can provide variety of useful perspectives on the
training process. They include experts in training methods, content
and techniques, as well as individuals who know the participants as
supervisors, co-workers, or teachers.

WHAT KNOWLEDGE AND SKILLS WILL BE TAUGHT? BY WHAT METHODS?
HOW WILL. LEARNING BE MEASURED?

WHAT IS EXPE‘.CTED OF THOSE INVOLVED IN THE PROGRAM? Included are the
time camitment (number of hours program will take, dates, times):
cost to participants, salary for resource persons; where program will
take place; what participants will be expected to do before, during
and after sessions.

Having considered the overall purpose and design of the program,
planners are ready to discuss educational and training issues, take
note of practical limitations, and form an advisory group.

o e s et o v
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CLARIFY POSITIONS ON EDUCATIONAL
AND TRAINING ISSUES

ROLE AND RESPONSIBILITIES CF PLANNERS

Planners must decide what their roles will be in developing the program.
Their roles are heavily dependent on the nature of the program.

The program may be designed exclusively to define and meet the needs
and interests of the participants. In this type of program participants
are involved in all stages of the process. Objectives, content and
methods are tailored to their needs. The planners' role would be to evcke
participants' honest appraisal of their cwn strengths, weaknesses, and
central needs. Planners would then design a program to meet those needs,
constantly asking participants for feedback on whether they were in fact
being met. :

Alternately, planners may decide they have a special expertise in a
certain area and it is that knowledge they wish to teach. They then would
structure the curriculum without participant input.

Or planners may feel it is their job not only to meet the partici-
pants' needs but to train them to do more effectively what their super-
visors or other significant persons expect them to do. In that case
training would focus on imparting knowledge that experts in the field
consider essential.

Plarners must establish the relative importance of these different
orientations early in the planning process.

TYPE OF KNOWLEDGE AND SKILLS TO BE TAUGHT,
AND ANTICIPATED PROGRAM IMPACT

Depending on the orientation of the program and the planners' philosophy
of learning, different types of knowledge and skills will be taught.
Planners may believe that the only valid learning involves mastering
specific techniques for the performance of clearly defined tasks. In that
case the training program would emphasize the step-by-step mastery of
practical techniques.

Or planners may place a reduced emphasis on imparting such concrete
skills and place primary emphasis on helping parivicipants acquire more
general skills. This could involve teaching basic theories with an
emphasis on applying them to the unique situations in which participants
find themselves.

The relative weight attached to these different positions depends on
what planners believe is a desirable balance of concrete, how-to skills ’
general knowledge, and personal insight.
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TEACHING METHODS TO BE USED

The design of the program is influenced by planners' assumptions concern—
ing what motivates people to learn, what moves them to develcp new habits
and camplex skills, what stimulates increased self—-awareness and

sensitivity to others. If it is assumed that the participants are highly

‘motivated, a program emphasizing flexibility and individualized learning

may be preferred. However, if planners regard learning as a tedious or
unpleasant task, they may structure the program with many check points to
see if participantsare paying attention and mastering the material. The

teaching methods chosen will develop out of these assumptions.

HOW LEARNING WILL BE MEASURED

Planners must determine how they will know if participants have learned
anything. Emphasis may be placed on objective performanze or on
subjective feedback. Proficiency gained in certain clearly specified
skills is best measured through tests. Development of personal insight or
basic understandings can be measured only by relying on the individual's
testimony.

Each of these issues will be resolved in greater detail as the
planning process progresses. A variety of positions can be taken, each
with its strengths and wealnesses. The important question to resolve is
not which position is best, but which position do the planners believe
most honestly and accurately represents their expectations for training.
The ease with which planners can move on to the niext steps in the process
depends on the extent to which they have worked cut these basic issues and
agreed upon a general statement of philoscphy.

OUTLINE PRACTICAL LIMITATIONS
THAT MUST BE CONSIDERED

BUDGET AND TIMETABLE

The budget and timetable settled on for the program will have implications
for the size and salary of program staff, the caliber of resource persons
to be utilized, the quality of physical arrangements, the amount of
preparation, and the number of topics which ¢an be dealt with in the
sessions. The length of time allowed for the program and the cost to the
participants will be determined by these considerations.

PIANNERS' KNOWLEDGE

The planners' practical knowledge, skills and creativity will determine
the extent to which they can actualize their idgals. Planners need to be
familiar with how to design, implement and assess programs; be aware of
the problems and job realities of the target pipilation; know where to

i
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find valuable resources for the program and be skillful in soliciting
the:p.. If planners have to develop this knowledge as they go along, many
decisions will be made at the last minute in an uninformed manner. The
result will be a poorer program.

DEMANDS AND EXPECTATTIONS
OF OTHER SIGNIFICANT PERSONS

Planners_rarely develop a program without being constrained by the
expectations of others. Planners operate within an agency or institu-
tlona.l framework which has general philosophical commitments and imposes
certain restraints. Planners are accountable for funds fram agencies who
also have a philosophy and purposes of their own. Funds are allocated
bgcause these agencies believe the planners' efforts will be congruent
w:.t.:h the ggeency's philosophy and purpose. Planners — with their own
phJ.J..osophlcal camitments -~ need to work out how they will address these
various expectations.

DEVELQOP AN ADVISORY GROUP

CONTACT KNCWLEDGEABLE INDIVIDUALS

Slnce.ar_my planners' philoscphy, knowledge and skills are limited, it is
beneflcz.«?l to fc?rm a group of knowledgeable others who can supply input as
to what is realistic and desirable. To be optimally effective an advisory
cammittee must represent the crucial points of view impacting on the
program. It should include persons speaking for the agencies and groups
to which pla}nners are accountable and for the target population, as well
as e}_cper‘f'.s 1n program develcpment and assessment. They will be able to
provide 1nformation_that can significantly reduce the amount of trial and
error. They can criticize the planners' ideal, suggest practical ways to
make it real, and point to useful resources and techniques.

SET UP MECHANICS FOR
GATHERING INFORMATION FRCM ADVISERS

{3y arranging regular advisgry camittee meetings, calling special meetings
if necessary, and telephoning when indicated, planners can clarify the
rationale for their own decisions and give others a feeling of being part

of the process. Wise use of an adviso ®p will increase s
the final program. Y gro HppOrt for
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.STEPZ»,~.‘....A..,...-.

SELECT PARTICIPANTS AND
DETERMINE THEIR TRAINING NEEDS

DEVELOP A LIST OF PARTICIPANTS

The first question is: approximately how many participants would be
desirable? This will depend on the size of the training staff, the
budget, program expectations, and planners' preferences, e.g., working
intensively with a small group or reaching a large group with less
personal contact and involvement.

DEFINE CRITERIA FOR ELIGIBILITY

Criteria are needed to specify the characteristics of the target group:
their jobs, their level of campetency, their gecgraphic location.

LOCATE ELIGIBLE PERSONS

Once the type of job, prerequisite knowledge, and location of participants
are specified, planners can choose persons to invite. This could involve
a survey within the specified region (nation, state, county, city) to
locate individuals who meet the criteria. Planners could rely on existing
lists of qualifying facilities and personnel. Planners also could contact
the central agencies responsible for supervising, funding, or evaluating
the target population and develop a list fram these” contacts.

After a list of potential participants is campiled it is necessary to
verify their qualifications and check them against the criteria, The best
way to verify qualifications is to talk to the individuals by telephone.
In this initial contact planners are also cammunicating the overall
purpose of the program and getting a feel for trainee needs and interests.

SELECT DESIRED NUMBER OF PARTICIPANTS

If the list is small and resources are available, everyone on the list ¢an
be invited. In most instances, however, onlv a limited number of the
potential participants can be accommodated.'*¥aricus strategies can be
used to narrow the field of poteritial participants:

CHOOSE A REPRESENTATIVE SAMPLE of the total group. This insures that
the program will address the needs of the entire target population
and not merely those of a special sub-group.

INVITE THOSE WHO WILL PROFIT MOST FROM THE TRAINING: persons with
definite and pronounced needs which the program could meet, persons
camitted to remaining in a related job, persons showing interest in

the program and eagerness to participate.
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DEVELOPING STRATHGIES FCR CONTINUING YOUR CRIME PREVENTION ACTIVITIES

MCDULE 3

Iearning Goals:

During the conduct of this session the facilitator intends to:

Assist participants in the identification of needs
and/or issues within their communities that will
not be met if their projects were to cease
functioning due to the temmination of LEAR/CCACP

Help participants draft recameendations as to how
LEARD/CCACP carn non=figcally support their projects'
efforts to improve or maintain the quality of life
within their cammnities.

INTENDED QUTCOMES/ILearning Objectives:

By the campletion of this session participants will be able to:

®

Articulate and list current ccmmunity needs and/or
issues being addresesd by their projects.

Articulate and begin to identify resource development
strategies that they can individually or collectively
Implement to ensure that they could contimie to impact
vital cammunity needs and/cr issues.

Formulate recomendations that can give LEAR/CCACP
sane direction as to how it can continue to sapport
local crime prevention efforts without providing
finding and costly material assistance.

poeuy

II.
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MCDULE QUTLINE

Articulation of Problem

Corgress has failed to appropriate funds far OCACP in the
FY '8l Federal Budget; therefore, that office will be
unable to award grants during that fiscal year.
Resolution of Problem

A, Same, ar cjtlJ., of LEAA/OCACP grantees can contime to
survive without funding fram that agency.

B. “mA/OCACP may still be of benefit to participants*
crime pravention activities without providing funding.

JII. Summary
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DEVELOPING STRATEGIES FOR CONTINUING YOUR CRIME PREVENTTCN ACTIVITIES

" NARRATIVE OVERVIEW

LEAA/OCACP will no longer provide funding to its current grantees
during FY '8l. Those grantees are, therefore, faced with the challenge of

surviving without financial support freom that federal source.

This module is designed to engage participants in a problem-solving
process that will assist them in identifying strategies for the continua—
tion of their program activities without financial assistance fram

LEAA/OCACP.

EXERCISES

140
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DEVELOPING STRATEGIES FOR CONTINUING YOUR

CRIME PREVENTION ACTIVITIES

EXERCISE I

The Problem

The Office of Community Anti-Crime Programs will

not have monies to fund its crime prevention pyrograms
for FY'81.

TASK

et Vet

Identify and list the needs and issue$ that will
be unmet as a result of the problem. ‘

........................
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DEVELOPING STRATEGIES FOR CONTINUING YOUR

CRIME PREVENTICON ACTIVITIES

EXFTCISE {1

Please complete the foiiowing' exercise by campleting the information requested in the following chart.

THE PROBLEM

VIABLY
CPTIONS

BARRIERS
IDENTIFIED

STRATEGIES TO
OVEROOME BARRIERS

RECOMMENDATTONS
FOR OCACP

OCACP will not have monies
to fund its prograns for

F7 '81
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WORKSHOP NOTES

LEARNING LOG

e

 INFORMATION LEARNED DURTNG THE
CONDUCT OF THE WORKSHOP
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\ o  PREPARING TO IMPACT LOCAL GOVERNMENT BUDGETS

MODULE 4

oM <yt i 4

Learning Goalsi‘
During the conduct of this session the facilitator intends to:

e Increase participants' understanding of the budget making
Processes of local goverrments.

® Enhance participants' skills in making critical analyses of
local budgets.. ‘

@ Provide participants with techniques for citizen involvement:
in local budgets. !

Intenided OUEfcomes/Learning ob jectives

AN

By the completion of this session, participants
should be able to:

@ Prepare a budget calendar and identify key
_actors for their local budget-making process.

® Analyze revenues and expenditures in local budgets.

@ Develop a strategy for influencing local budgets.

S e

w
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.ﬁ«"~EREPARE§§“TOM;¥PA¢? LQCAL GOVERNMENTS ~ MODULE OUTLINE |
I. BACKGROUND RESEARCH |
A. Finding information on local governments <
B. Understanding the budget-making process i
|
l
l. Structures of local goverrments ;
2. Types of budgets |
3. Budget formats and oudgeting techniques |
4, Revenues and expenditures ' |
5. Steps in the budget preparation process {
II. MAPPING YOUR STRATEGY ‘
i
A. Types of strategies and basic rules for influenci ocal |
budgets noing 4 i
B. VWhere and how to impact the budget: process | 1
C. Examples of citizen involvement in budget issues ‘
III. SUMMARY ' : :
/ ‘
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PREPARING TO IMPACT LOCAL GOVERNMENT .BUDCA;‘VE';'S

NARRATIVE OVERVIEW

Camunity based organizations get involved in the local budget—
making process for a mumber of reasons. They may wish to secure new
facilities or better services in their neighborhood, more equitable taxa-

tion, funds for their organizations, or more accountability by local
officials.

In order to impact local government budgets, camunity groups must
understand the local government structure, be able to decipher and analyze
both the revenue and expenditure sides of the budget, and 1dent1fy key
actors and dates in the budget-making process. This knowledge is critical
so that your group can approach the right officials at a time before
decisions are final, and so that you can make an articulate plea for your
issue or ougam.zatlon. (Refer to Center for Cammunity Change, Citizen

Involvement in the Local Budget Process in the Appendix for details on
when and how to intervene).

There are two typical forms of city governments:

1. Mayor-Council - executive and legislative branches have
separate powers. .

2. Council-Manager — council appoints a city manager and
supervises his/her work. The Mayor is largely ceremonial.

A third, less cammon, city structure is the commission form.

Camissioners administer one or more departments and serve jointly as the
municipal legislature.

Local budgets are usually divided into cperating and capital budgets.
The operating budget covers salaries, supplies and other items for every-
day operations. The capital budget covers public improvements such as
construction and property acjquisition.

Public budgets are usually presented in one of these ways:

l. Line item - lists expenses by category (e.g., personnel,
supplies).

2. Program ~ groups expenditures for each department by
services provided {e.g., issuance of building permits,
housing inspection).

3. Performance - same as program, but includes measurable gcals
for each service (e.g., issuance of 500 building pemmits,
100 housing inspections).

149

Other budget-making concepts used by local goverrments include:
1. Planning - Programming Budget Systems (PPBS)
2. Management by Objectives (MBO)

3. Zero-Based Budgeting (ZBB)

Since your organization wants to influence where the money goes, it
is crucial that you study where the money cames fram, that is, the revenue
side of the budget. You need to know what money the local gcwvernment has
to work with so that you can tell what demands on the budget are reason-—
able. Options for the types of revenues that local government can collect
are usually limited by state law. These revenue options include: property
taxes, sales taxes, incame taxes, fees and special service charges,
proflts fram municipal enterprises, state and federal shared revenues, and
debt in the fomm of bonds and notes.*

Your organization or coalition may wish to target its request to a
speclific revenue source, particularly Federal programs such as General
Revenue Sharing, Cammunity Develcpment Block Grants, or Canprehensn.ve
Employment and Training Act.

Local govermment expenditures typically include: education, cammon
municipal functions (police, fire, streets, parks, recreation, sanitation,
general administration), fringe benefits/pensions, capital costs and debt
service. Most cities spend 85% of their revenues on "musts" such as

payroll, fringe beneflts, debt service and utilities, leaving only 15% of
their budget that is more flexible.**

The preparation of local budgets is usually coordinated by a central
budget office. The process is as follows:

The chief executive (mayor or county executive) sets general
parameters for each vear's budget requests. About six
months into the fiscal year, the budget office instructs all
administrative depariments to submit their budgets. The
budget office reviews departmental requests and may revise
these requests before submiting a budget document to the
chief executive, who may further revise the proposed budget.
Then he/she submits it to the council which holds hearings
and meets in executive session, then adopts the budget. The
chief executive approves or vetoes the budget.

*(For a thorough discussion of public budgeting techniques, refer to Fred
A. Kramer, Contemporary Approaches to Public Budgeting listed in the
Bibliography

** (See Cities in Crisis: Taxes, Budgets and Services in this manual for
rmore information on the urban financial squeeze).
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Using this understanding of the budget-making process and the
additional information you've learned through researching your own local
government and its budget-making process, you can now begin to map a
strategy for influencing the budget. Same of your strategy might include:

1.

2.

A
P)

4,

5.

6.

7.

Prepare calendar of your local budget process, with names
of key officials responsible for each phase.

Organize our supporters; choose your most articulate
spokespersons.

Identify support within local government departments or
councils. Meet with officials in the department(s) you are
interested in and discuss your request.

Testify at departmental hearings, if these are used in your
locality. -

Mget with officials in the budget department to discuss the
part of the budget you wish to change.

Get: your views to the chief executive by petition, letter or
personal visit. Try to get your ideas incorporated into the
chief executive's budget message to the council.

Meet with council members and staffs. Testify at the
couneil®s public budget hearings.

As with all other kinds of citizen action, the process of influencing
the local government budget is most likely to succeed if you follow the
basic principles of citizen action: sustained action, early intervention,
Clear definition of targets, effective use of the media, show of support
fram other groups, and effective organization of an active constituency.

S ——

EXERCISES
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PREPARING TGO IMPACT LOCAL BUDGETS

EXERCISE T

ey

For each of the two excerpts from loval government budgets, ans\, i the
following:

1. vWhat kind of a budget is it? (e+g., capital)

2. TWhat format is used? (e.g., line item)

3. What concepts or techniques are uged? (e.g., ZBB)

4. If this was part of your local government's budget, what improvements
in its presentation would you suggest:? '

e et <
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PREPARING TO- IMPACT LOCAL GOVERNMENTS

Exercise IT

Your organization serves a neighbiorhood which has very few social
services, either public or rivate. You would like the city to establish
a neighborhood service center which would house public and private human
sexvice agencies, as well as neighborhood organizations.

The city has a council-manager form of government and uses the

executive budget process. The city council is elected at large on a
partisan basis.

l.  What part(s) of the budget do you wish to impact and why?

2. Who are same of the key people you wish to approach in order to
influence the budget? Include city officials and those outside
of the city govermment.

3. Develop a list of key steps in influencing the budget process so
that the neighborhood facility is included in the budget.
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TIOCAL: GOVERNMENT

e DBudget office projections of

revenues/expenditures.

@ Departments prepare for the
formal budget-making process.

® Budget office senéis forms and

instructions to departments.

(o Departments prepare their

budget requests.

@ Departments line up support

for their budget request.
They may also hold
hearings.

WHERE AND HOW TO INTERVENE
IN THE LOCAL OPERATING
BUDGET PROCESS

e

=

Val
i

-opportunity. I you can con-

mm:'-—’-

p 7’-‘"

OCOMMUNITY GROUP

Compare these to past years;

look for policy implications.
Comunicate your views (e.g.,
new programs, lower taxes) to
chief executive.

Find out who/in the relevant
department(s) is working on
the budget. Meet with them.
You can also meet with division
chiefs and department heads.
Begin forming |alliances with
other organiz&t\ions.

Get copies of these - they are
public information. Prepare
your own request_in & similar
format. e )

1%

This is a tirﬁe\of max

vince a departmen\\\to include
your request, it should make
it to the final buflget. Sub-
mit your proposal/in writing
with a clear Justification.

Try to get on department's ad-
visory comittee if there is
one. Maybe you can tie into
their network of contacts. If
you can't penetrate the process,
use pressure tactics and the
media, Find out whether there
are hearings and how to testify.

e e i

s




156

IOCAL: GOVERNMENT

Budget office reviews department -

requests.

Caief executive makes policy
decisions on proposed budget.
Budget office prepares budget
document. :

Chief executive and budget
director meet with council
members and others to brief
them on forthcoming budget.
Chief executive prepares a -
budget message.

O

Budget is formally published.

WHERE AND 7"JW TO INTERVENE

IN THE LOCE, OPERATING
BUDGET PROCESS

Council holds public hearingé.:

-

AN

o

- COMMUNITY GROUP

b
Explore ways to influence -
budget director. Meet with
persons working on the por-
tion of the budget you are
interested in. Stay in con-
tact with department staff to
f£ind out what is happening to
your request.

Get your views to the chief
executive by letter, petition
or personal visit. If you
are denied access, use pro-
test tactics. Enlist support
from council members., Broad
commnity support will be
needed to influence the chief
executive.

Try to get a plug in the chief
executive's budget message.
If budget briefings are held

_ with civic leaders, ask to be

represented.

Get a copy and analyze it
carefully. If you weren't in-
cluded in earlier briefings,

your coalition can request a

meeting with chief executive
and budget director for a
briefing.

Find out the council's pro-
cedures for budget review. ILearn
the influences and factions

among council members. Line up
supporters on the council.’ If
there is council stafh, meet with
them. -~ Y

G

3\

e ey
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IOCAL GOVERNMENT

Council further considers
budget in private or public
sessions.

Adoption of the budget by
council.

Executive veto

i

Budget goes into éffect

WHERE AND HOW TO INTERVENE
IN THE LOCAL OPERATING

BUDGET PROCESS

A\

OOM:AUNITY ;GROUP

)

' Exert pressure on council

menbers. Feed information on
your request to sympathetic
council members. If necessary,
try to get amendments introduced
through the most influential
members.

Have a delegation present when '
the final decision is reached.

Mayors are permitted in some -
cities to veto all or part of
the budget. This ig your final
chance to-influence the budget

. before it goes into effect.

The finance office or depart-
mental staff may delay a program
you've supported. You need

to maintain the pressure and
monitor whether the budget is
being implemented.
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SQURCE: Lynch, Thomas D., Public Budgeting in America, (Englewood
Cliffs, New Jersey: Prentice-Hall), 1979.

BUDGET CALENDAR, LOS ANGELES

Date

January 2

February 1

February 15
March 1

April 10

April 10

April 10-30

April 10-17

April 18-28

Y

4

Action to be Campleted

Mayor's Budget Policy letter requesting Department
heads to submit proposed work programs and

budget estimates for ensuing fiscal year.
Necessary forms and revisions to budget

manual are transmitted with that letter.

Clty Administrative Officer approves staff budget
assigmments which are thereafter distributed
to the staff.

Current level work programs and budget
estimates received from department heads.

Service betterment: kudget estimates, if any,
received fram department heads.

City Administrative Officer reviews tentative
Capital Improvement Expenditure Program and,
upon approval, transmits it to the Public -
Works Priority Cammittee by April 10th.

City Administrative Officer submits annual salary

recammendations to City Council by April

10th.

Hearings conducted by the Public Works
Priority Cammittee to determine final
priority of capital projects to be included
in Capital Improvement Expenditure Program
for ensuing year.

Preliminary budget hearings held by City
Administrative Officer and Budget Coordinator
with the Assistant Budget Coordinator and
staff analyst for each department.

City Administrative Officer assisted by Bud-
get Coordinator conducts departmental budget
hearings with each department head at which
time the staff analysts' recammendations for
that department budget are presented and
departmental head is given an opportunity to
express his viewpoint.

(?. .

i

(;"}

P

May 1 1/

May 1 1/

May 1-5

May 5-12

May 12-31

June 1 1/
June 1-20

June 25-28 1/

July 1 1/

159

Final date for submission by City Controller

of the official estimates of revenue fram all
sources (other than general property taxes).

City Administrative Officer submits his
official estimate of revenue fram general
property taxes.

Mayor, assisted by City Administrative Officer,
conducts budget conferences with each
departmental head. Attended by Council mem-
bers, press and taxpayer groups.

Final budget decisions made by Mayor assisted
by City Administrative Officer.

Budgeﬁ printed under supervision of City
Administrative Officer.

Mayor submits proposed budget to City Council.

Mayor considers any modifications made by City
Council and may veto such changes.

Council considers Mayox s veto of any item
and may override Mayor's veto l;;y two-thirds
vote, .

Beginning of fiscal year - bud}\get takes effect.

1/ Charter requirement.
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Chart lIl. REVENUE-- PROS AND CONS‘*

Collection and . Intergovernmental
Tax Fairness Enforcement Elasticity Dimensions
Takes a larger proportion | Based on an assessrient of Less responsive to changes Dififerences in
of income from lowand | market value which is in the economy than the property taxes
moderate income families| difficult to make and arbi- | Income tax or sales tax. between neigh-
Some states have passed | trary at times. But admin- in times of inflation. prop- boring com-
“circuit breakers'” to re- | istraticon is relatively easy erty tax revenues don’t munities may
. duce property taxes for | once assessed values are increase as fast as revenues affect move-
' elderly or low income estabiished, from other sources, In ment into or
rasidents. times of economic decline, | out of a com-
PROP- property taxes provide a munity.
ERTY Has soma refationship to stable source of revenue.
TAX services received since .
many Gty services such
as police and fire protec-
tion, benefit property
ownars, However, this
relationship is imprecise
and indirect compared
to user charges.
Takes a larger propor- Collection depends on More responsive to chaiiges | Loss of busi-
tion of income from local retailers; enforce- in the econaomy than the ness and
jow incoma than from mant can be difficult. property tak, but less re- revenue may
high income people. sponsive than the incoma resuit if neigh-
This effect can be ra- Payments are spread tax. bor:qq come
duced by exemgpting over many purchases. miunities do
staples such as food not use the
and drugs. tax or have
lower rates.
Reaches tourist, com=* Coordination
muters, and other non- - of rates
SALES residents who benefit bptwggn muni-
s TAX from sorme city cipalities helps
(¢ services dimiinish this
i ' effect.
State admini-

. stration for the
benefit of local-
ities can reduce
duplication of
effort and en-
forcement
problems.

Takes a larger proportion | Requires an audit, compli- More responsive to Even if sur-
of income from higher ance, and administrative changes in the economy rgun_d:_ng muni-
income tax payers. structure beyond the _than the property tax cipalifies don t
means of small cities ‘or sales tax. use thje tax, it's
Reaches commuters if hard for tax-
wages earned in the Withholding pravisions pavyers to change
locality are taxed. help avoid lump sum jobs to avoid
INCOME paynents, the tax.
TA !
X .",5/" Local tax may
/ ) " be plggybacked
' ¥ on §¥ate Income
tax. This ap-
proach reduces
enforcement
problems.
May limit services to Rates are sometimes hard Responsive to some Often need to
lower incormne citizens. to 30t and maintain extent to changes in the be coordinated
USER Scholarships and special economy, but fixed costs with other
CHARGES/ passss can reduce this somatimes makg it h.afd districts and
SPECIAL |effect. to cut back services in governments
ASSESS- . response to decreased in the area.
; MENTS Relates costs of demand
~ services to benefits
T . recieved.
W3

*Chart from: Ann Brauston, Financial Management: An Overview for Local

Officials (International “City Management Association), 1979,
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*From: Financial Management: An Overview for Iocal Officials
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Chart IV, PRODUCTIVITY POSSIBILITIES

Dosas an oppom;nity
existto...

For example ...

¢ AUTOMATE?

.

Partially mechanized solid waste collection systems have cut costs
in cities like ALBEMARLE, NORTH CAROQLINA and SHORE-
WOOD, WISCONSIN, Fully mechanized systems have worked in
many mare places such as PHOENIX, ARIZONA and ALLIANCE,
NEBRASKA.

* STANDARDIZE?

MT. KISCO, NEW YORK developed a standard form to replace 16
different license and permit forms, cutting printing costs and elimi-
nating clerical positions,

- ® CENTRALIZE?

PLAINFIELD, NEW JERSEY, established a central word processing
center which led to elimination of 14 clerical positions through attri-
tion and transfers and enabled the city to avoid hiring new clerical
personnel for two years.

 COOPERATE?

WEST MILFORD TOWNSHIP, NEW JERSEY, coordinates its annual
order of paper supplies with the board of education, thus saving 30%
over the cost of individual purchasing.

*CAPITALIZE ON
EMPLOYEES?

NASHVILLE-DAVIDSON COUNTY, TENNESSEE, offers cash
prizes to employees who make cost saving suggestions. Prizes average
$50/idea, savings average $2,500/idea.

¢ CAPITALIZE ON
CITIZENS?

WORCESTER, MASSACHUSETTS, draws on part-time volunteer
services from executives in private industry. For example, 20 execu-
tives have contributed 900 hours to the development of a financial
control system.

¢ REDUCE
IDLE TIME?

WINSTON-SALEM, NORTH CAROLINA, and a number of other
cities have cross-trained employees in some police and fire activities.

o USE LESS EXPEN-
SIVE EMPLOYEES?

ELK GROVE, ILLINOIS, is emploVing para-professionals to perform
routine tasks such as traffic control and dispatching; this frees trained
police officers for crime prevention and investigation.

S AVOID
DUPLICATION?

DALLAS, TEXAS, cross-trains personnel conducting fire, health,
zoning, rehabilitation, plumbing, electrical, and building inspections.
Multicode violations can be spotted by one inspector at sites which
would previously have been visited by many more.

* MAKE SURE EQUIP-

MENT AND SUPPLIES

ARE ON HAND
WHEN NEEDED?

GAINESVILLE, FLORIDA, purchased a portable concrete mixer .
and reduced idle time and overtime caused by late delivery of
concrete.

*CUT OUT UN-
NECESSARY AND
NONPRODUCTIVE
ACTIVITIES?

HAMILTON, OHIO, uses a transfer station to cut down time garbage
callectors spend driving between collection and disposal sites.

*BALANCE
_ WORK LOADS?

NEDERLAND, TEXAS, converted to 10-hour rotating police
patrols which allowed the department to concentrate manpower
during peak periods of the day by averlapping shifts.

- -
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5. Citizen-Initiated Mechanisms *

Mechanisms originated through citizen initiatives have relative freedom from influence by another
orgamzat:on and the possibility of greater objectivity. On the other hand, they have even fewer

" sources than the mandated or government-initiated groups and have no direct access to decision-
makers. They are often accused of being unrepresentative and accountable to no.ane, although it
~ would be more accurate to say that each group’s stand is representative of its own membership and
is accountable through the process by which members are selected and positions determined.

Citizen-initiated mechanisms inevitably place the citizen in the active role—making decision about.
what issues to tackle and what stands to adopt—rather than in the role of reacting to governmentai

initiatives,-

5A. Citizen Organizations

Mechanism

Description/Function

cvaluation

Issue
Organization

- A citizen group organized around a
single issue, such’as better schools, tax
reform, or water pollution control.

Success varies widely depending on -

ability to analyze problems,
propose solutions, find access to
decision-makers and maintain
interest in the issue, Other skills
discussed in this manual are
useful here,

Organization

housing, health care, jobs, and recrea-
tion. May be a neighborhood organ-
zation or a coalition.

L3
L
L]
[
£
H
b
Q
®
s
3
Multi-Issue An organization which addresses See [ssue Crganization above. [t

becomes especially important with-
in a multi-issue prganization to
develop a consensus about project
priorities.

Neighborhood

Organization,

Block Club,
_.Gommunity
{4 rganization

Membership is determined geographi-
cally rather than by interest in a parti-
cular issue. May combine social and
recreational activities with those of a
multi-issue organization. Sometimes
created by government initiative,

See issue and multi-issue organiza-
tions. Success is also influenced by
the degree to which residents identi-
fy with the geographical region
selected as the organization’s
boundary.

- ¥gxcerpt from Duane Dale; How to Make Citizen Involvanent Work (Cltizem Involvemen‘t Training

—-Project ;-University-of Massachusetts, Amherst), 197s.

Reprinted w:.th permlssmn.
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B. C-‘;éizén—Grmxp Strategies

Many types of group might choose these strategies. |f one strategy is the exclusive or predominant \
method of a group, it may be an appropriste descriptive name for the group, although the name can
be restricting if the group decides to change strategies.

Mechanism

Description/Function

Evaluation

Study Group; .
Research or
Action-Research
Group

An organization to gather inforsnation
and/or analyze a particular issue or com-
munity. A study group is generally a
small, informal group; an action-research
group combines its information-gathering
with organizing or political action.

Provides an important basis for
citizen group action, especially if
the group can develop an indepen-
dent understanding of social prob-
lems and their causes.

Citizen Program

A citizen group which evaluates the plans

Success depends on the

Evaluation and activities of another organization, such  relevance of the findings as well as
as a governmental agency. the use to which they are put.
Citizen lobby An organization for citizens to counter Success limited by existence of

corporate lobbying within a legislative
body. May also use legal pressure within
the courts to assure enforcement of exist-
laws. The Public Interest Research Groups
which exist in many states combine
citizen lobby methods with research

and program svaiuation,’

competing lobbies and by appro-
priate legisiative action as a solution
to a particular probiem.

e

o

Direct Action
Organization

Uses various strategies, ranging from
community education to piztition drives
to demonstrations or ctvi disobedience,

Success depends on appropriateness‘
and power of strategies selected anc
the number of people involved,

Petition

Formal or informal request for legisla-
tion or for changé in executive agency
procedures.

Relies on weight of public opinion
unless some legal requirements
(such as number of signatures re-
quired for a ballot referendum; can
be fulfilled. if a formal petition,
limited to registered voters.

- 5C. Temporary Convenings g

The next two rmechanisms are temporary convenings initiated by citizens.

Mechanism

“Description/Function . °

Evaluation

Ad hoc Committee

- A temporary, informal citizen group

organized around a particular issue.

Success depends on strategies ’
chosen and degree of power and
influence attained, See issue organ
ization (section 5A, above). -

'S .
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. Problem-Solving

Conference

A community-wide conference, either

open or invitation-only, designed to
davelop new options or negotiate new
solutions to a specific problem. May
utilize planning/futures techniques
listed earlier. Useful in calling the
public’s attention to a problem- and
generating publicity,

Success depends fieavily on whether
decision-makers participate, and
whether they.are willing to accept
the input of, or negotiate with, the
citizens, /

. e

..

-6D. Community Information and Education

Citizen groups often try to educate their fellow citizens about an issue.

Mechanism

Description/Function

Evaluation

Community Resource
or Information
Centers

A citizen-run information service, pro-

viding referrals to social services, facts

about commumty problems and possi-
bly assistance in forming an orggniza-
tion to deal with problems. Mi it be
housed at a public library or in a store-
front. «

In itself, usually does not represent
citizen mput into public policy, but
may stimul Je such input. Depends
on individual intiative and interest

to first use the facility.

‘Resource Banks

An information bank of individuals’

skills, learning interests, social concerns
etc. May be housed at a community re-

source center to put people with simi-
lar concerns in touch with each other.

.+

See preceding list.

Media Campaigns

«

Use of mass media by a citizen group

to promote wide awareness of an issue,

to shift opinion or to bring public
opinion to bear on decision-makers.

Al
A
\

[

Depends on accuracy or cooperation

of media workers, and whether the
media chosen convey factual informa-

tion or merely an exciting story,

Community Schools

Although usually started to provide
adult education and to make f’ulher
use of public school facilities, corn-
munity schgols sometimes are a S’rht-g y
ting for the education of and i mpm it by
citizens regarding community |ssues
. u

i
Vi
“

Depends on individual initiatives to
lead and participate in community
affairs courses and on the accuracy
of staff estimates of topics of interest.

0

Conferences,and
Institutes

These educational forums can alsq he
used to orgamze citizens concernec!
about an issue. \

Generally attract only committed
and more affluent people because
of time and expense required.

b

5

~
T

(

165

L}

Consciousness-
raising or leeratxon
Groups

. This approach which became popular

in the women'’s liberation movement, is
being used also by men, homosexuals
workers and members of various minor-
ity or oppressed groups. The approach
is generally used to understand one’s
personal situation. It is similar in some
ways to a study group but usually has
more emphasis on personal experience.

Powerful because personal experience
of social problems is generally the
most motivating factor in stimulating
citizen action,

5E. Coalitions

A

Citizen groups often 'join forces to support each others’ efforts. Sometimes the liaison will acquire

' @ name.

Mechanism

Description

Function

Coalition,
Federation,
or Alliance

Cooperation of several citizen organiza-
tions based on shared interests and needs.

Larger membership and increased
resources may increase power. |t
may also be possible to hire one or
more paid staff. Depending on the

formality of cooperation, participat- .

ing groups may have to give up some
of their autonomy.

5F. Demonstration Projects and Alternative Institutions

Especially when citizens have found government officials unwilling to act meaningfully on an is§ue,
they have sometimes developed demonstration projects of their own aimed at providing the desired
services or problem-solutions.

Mecl\\\anism

Description

Function

”Citizen-Based

-~ Social Services

“Alternative’’ social services initiated
by an issue organization, neighborhood
_organization or study group. Generally
incorporated as a non-profit organiza-
tion;-mayveceive public or private
‘monies. Usually establishes a distinc- -
tive style of service delivery, such as
the extensive use of non-professional
{“’para-professional’’) workers.

.o

. Difficult to start. Often skims off
" a segment of service clients who are

comfortable with the new service’s
style, without influencing the pro-
cedures of established services. May
demonstrate the feasibility of differ-
ent methods.

.
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Community Owned
Corporations

1

Community residents become owners of

a new or existing business within their’
community through purchase of usually
low-cost shares. This fresh capital zan
be used to expand or diversify the busi-
ness, provide needed community im-
provements or finance citizen-based
social services. Possible structures
include cooperatives and community

development corporations. Housing acqui-

sition and rehabilitation have beeri done

by community owned corporations in
several cities,

When the relevant decision-makers
are corporate executives it may

be near-impossible to change policies.

This option can work well with pro-
per technical assistance and can pro-
vide a community with capital re-
sources. ,

Government in
Exile {Shadow
Government)

RS

Perhaps the most notable case was the
‘exiled Vichy government of France
during the Nazi occupation during
World War 1. However, citizen groups
have set up informal shadow govern-
ments to clarify policy options and to
specify the consequences of choices
other than those being made by the
formal government. Similar to citi-
zen program review and to Tomorrow/
2000 Projects. Lends itself to media
campaigns.

Since-a shadow government has no
direct power, success depends on the .

ability to influence decision-makers
directly or to mobilize public
opinion.

People’s Courts

A citizen’s judicial branch; a variation
on the “shadow government’’ idea. {f
citizens are not able to ‘’get a hearing’*
in any other way, they may be able to
publicize an issue by staging an informal
trial. One example is the ‘’Russell
Tribunal,” {organized by philosopher

‘Bertrand Russell, which heard extensive

testimony, regarding “‘crimes against
humanity” in the Viet Nam War.

May be criticized as a self-created
platform for the beliefs of the organ-
izers. However, may provide an
oppartunity to present detailed facts
and arguments, and to demonstrate
the possibility of different courses of
action. Shortcomings can be miti-
gated by bringing in testimony from
all sides or by taking an open
advocacy stance.

Discussion Questions:

o Identify the mechanism or organizational type of your own citizen group.

o What other forms could it take?

you?

What would be the most powerful ar effective form.to use in addressing the is

sue which concerns

((-- « What combinatio}) of mechanisms would be most helpful in working to'Ward a society conducive to
X, the full development of all its people?

What would have to happen to change present mechanisms to more power\gl and appropriate ones?

L)
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80 Ways
to Enhance

Your Group’s Clout

This manual has featured only some 0
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*

£ thie ways to make your citizen group more effective. Hereis -

a “laundry list” of ideas—a review of those in the manual, plus a good number of _others which may turn
out to be mare appropriate for your situation. Qnly you and your group can decide what steps yo.u

need to take.

It's a matter of having

enough hands and minds

to get the job done, and

a broad enough base of

support to win the respect
~xof decision—makers.

s

If problems persist, it

is praobably because
established solutions don‘t
address the root causes.

B

‘._«f/

*Excerpt from: How to Make Citizen Involvement Work: Sfféfegiéé'for ‘Developing Clout

Membership

. Get more rnembers.

2. Get more diversity of membership.

3. ‘Get members more involved: put everyone
in charge of something.

4. Determine whether membership represents
an appropriate cros—seqtion of the community.

5. Involve families in your projects. ) o

6. Try to build a solid consensus of suppgrt for activities,
when someone consistently wants to go off ina different
direction, ask him either to stop blocking consensus or
to leave.

7. Provide ways for people who aren’t active members to show
support, such as petitions, associate memberships or
financial contributions.

Analysis

8. Develop an independent understanding of the causes of
social problems.

9. ldentify and challenge the assumptions about problems
made by decision-makers.

{0. For a part of every meeting discuss analyses of sc .ial
problems and their political and economic roots.

iI.  Understand national trends, especially those which concern
many people; build support for your program by showing its
relationship to major trends.

'12. Understand their concerns, viewpoints and priorities of your
enemies and allies. .

13. Define your ideal; envision a society in which your group's issue,

and other problems which concern you, have been resolved.

Structure .
l4. Research government requirements for citizen involvement in
~the issue-area which concerns you.

.(see _previous excerpt for complete citation)... Reprinted with permission.. . -
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The question of structure

is the question of your group's
relation to power—your
ability to see your decisions
put into effect.

Fulfilling the letter of the law
regarding citizen participation
may not be enough; you want
them to fulfill the spirit of

citizen participation requirements.

If yourcan't go through, go
around.

IT you can’t get control
over the agency budget,
develop your own

budget analysis and a
"counter-budget.” Show -
how you counter-budget
would be better.

Restaurants advertise “new
management’’ to project

a more exciting image.
Citizen groups could issue .- .
press releases about their
“new management,’’
projecting a tougher more
powerful image.

19.
20.

21
22.

23.

24,
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Identify ways in which requirements for participation are not
being fulfilled.

Present a list of inadequacies to the agency, with
recommended improvements.

Publicize inadequacies and desired changes through the mass
media, ‘

. Take legal action to hold agency to citizen participation

requirements,

Identify ways in which requirements are inadequate.
Lobby for more stringent requirements for citizen
participation.

Confront agency attitude toward citizen participation.
Press for dismissal or reassignment of ageney citizen
involvement personnel who are unresponsive to citizen
views or unwilling to advocate for citizen views within their
agency. .

Go directly to decision-makers; by-pass anyane who seems
 act only as a buffer between agency and citizens.

Go to the top if you need to. Also, don’t overlook the

- possibility that the direct service worker—the highway

25.
26.

27.

28..

29.
30.

3l

32.

engineer, the social worker, the school teacher—may be more
accessible and more willing to change than ‘the boss” is.
Take a mayor to lunch. '

Assign one citizen group member to each relevant decision—
maker—to lobby, to research (voting record, interest, etc.)
Develop new ways of solving a problem which by-pass
uncooperative decision-makers.

Acquire direct control over some decisions (through legislative
lobbying or agency delegation of power).

Acquire shared control over some decisions.

Especiaily, acquire some degree of control over budget—not
just a “sign-off"” (veto power), but a say in what does and
doesn’t go in. ' “

Becomé more independent from any agency you wish to
infiuence. For instance, if you depend on that agency for
funds for you citizen group operations, acquire an
independent source of funds.

Brainstorm other structural alternatives which would give your

group more power; decide which ones to implement and then
implement them.

Image; ‘‘Posture’”

33.

34.
35.
36.

37.
38.

39.

Develop a more forceful image—tougher language, a clear
impression that you'll stick to it until you get what you’re
after. in general, a more vigorous stance or “posture,”
Elect new leaders willing to adopt s more forceful image.
Change the name of your group; choose a “tougher” name.
Consider not using the phrase “citizen participation,” which
is sometimes connected with polite, advisory forms of input
with little influence.

Become better known (a ““household word"’).

Launch a public education campaign.

Get radio and TV stations to help you develop your own

-

Wi amae 4w )

See the table of Forms of
Citizen Participation in
Part | of this manual,

9

Another CITP manual,
Planning, for a Change,

~~Will pravide a procedure

‘or “force-field analysis" "
and help you clarify
goals.

40.

4l,

42,

43.

44,
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public service announcements for broadcast,

Go on local cable television.

Get listed or featured in other groups’ newsletters.
Start or improve your own newsletter and send it to as
many inﬂuential~ people as possible,

Leaders and other members should adopt the attitude
that “we are a high"profile group” —the public needs to
know about us, our thinking and our positions on issues.
Raise the consciousness of the general public: what it
means to be an active, effective citizen.

Strategies and Forms of Involvement

45,

46..

47.

48.

49,

50.
5l.

52.
63.
54,
55.
56.
57.

Understand the form of citizen participation which your
group reptresents. :

Decide whether your group would be more effective by
taking a different form of involvement or using a different
strategy. If so, figure out how to change and do so.

Demand to be heard at the times YyOou want, not just the times
the decision-makers invite you to speak.

Set up a demonstration or “‘alternative” project. Decide how
a probiem should really be dealt with, get funding if you
really need it, and show ‘em how it ought to be done.
Canvass neighborhoods to gather opinions and build support.
Support community issues and concerns,

Celebrate community events ( holidays, local history,
successes). .

Hold block parties.

Get police and other local officials on your side.

Choose winnable issues, ~

Hire a lawyer and an ad agency.

Threaten to take legal action.

Take legal action on your issue.

Citizen Involvement as an Issue

58.
59.

60.

6l.

-62.

€3.

64.

Announce a campaign for better citizen involvement,

List past citizen requests and recommendations;
distinguish those which decision‘makers did and didn"t
respond to.

Identify types of input which may not be respondad to in
the future. A

Issue a white paper of findings from previous three steps.
Plan to negotiate with decision-makers on those decisions
which have consistently not been responded to, plan to use
strategies which put additional pressure on decision-makers
or plan to by-pass them. )

Get the support of other citizen groups who also feel they
haven’t been given a fair shake.
Analyze the forces which are limiting your power, holding

" you back from your-goal of an appropriate, significant

65.

level of influence.
Clarify your goals for imprq\(ing your citizen participation
mechanism—your access to power, to information, etc.

)

e

AN



‘e are not listening to your
demands until you agree to

. 1]
accept what we offer.’

change In the status
continued
harpen the
lon and
in which
recalcitrant
ed to admit

Any real
quo depends on
creatlve action to s
conscience of the
establish a climate
even the
elements are forc
that change Is necessary.

' — Martin Luther King

-
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66. Assume that you have the power you would like—start
i i ave it. -

67. gz’:f;%a: ;Ii:::whgovernment or shadow ag?ncy—a f:|t|zen
committee which would make all the de.«?lsnons which
officials are making, presumably with different outcomes.
Analyze the impacts of their decisions and yourf, and issue
a report comparing the desirability of the two different
sets of policies.

Resources and Assistance
68. Acquire a budget for your citizen invol.veme.nt
activities, breferably from a source yvhlch Yvn_ll not
want to sway your decisions regarding poh‘cxes and
activities. .
69. Assess organizational history and strengths; they are
. " i t resources.
among your most importan -
70. Use community resources such as school building for
space. » ‘ .
7l. Draw on technical experts for advice and testimony.
) i ith clout.

2. Enlist the support of people wi .
;3 Use process consultants and faciliators when appropriate.
74‘ Seek in-kind services (free printing, auditing, legal

assistance, etc.).

Organizational, Develppment

75. Take cha#&ge of your cwn agenda; detelml-ne y9ur own
priorities and long—range goals; allocate time in
accordance with them. | .

76. Develop a stance of initiating plans and pelicies rather than
reacting to those of some governmerit agency or other
organization. o o .

77. Mgnage time carefully and realistically, both within a single

. meeting and over months and years as you attempt to
implement your plans.  ° o o
-78. Develop leadership and membership skills. Make training
" an Gn-going par tivities.
. an 6n-going part of your ac . .
79. Run your organization in ways which anticipate the sort of

world you are trying to create. For example, you may want

+o minimize top-down decision-making and emphasize

consensus decision making. You should attempt to avoid th

prejudicial behaviors commor in society at large regarding

class, race, sex and age.
80. Evaluate your progress regularly and take whatever steps

are necessary to keep events headed toward the goals you se

N
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EXAMPLES OF CITIZEN GROUP INFLUENCE ON LOCAL BUDGET ISSUES

Massachusetts Fair Share went to Court in Boston and other cities to
make the list of tax delinquents public. Through a series of actions

and demonstrations, it forced corporations to pay $8.3 million in
overdue taxes.

Public employees in the city of Hartford, Connecticut, decided to
change the way in which their pension funds were invested. They put
up $250,000 for a locan to create a city-owned Citizen Energy Corpora—

tion, which is weatherizing haves of low—incame and moderate-incame
persons.

St. Paul, Minnesota, established a formal structure for citizen
participation in the capital budgeting process by city council
resolution in 1975. The city is divided into 17 districts, each of
which established a council with an elected board. Councils were in
sane cases existing organizations, in other cases ccalitions, and
others were newly formed new organizations. Each council receives an
annual budget of $10,000 - $35,000 fram the city.

Each district develops a general district plan for capital improve-
ments, They also receive early notification of licensing, zoning,
budgeting and other activitiesk.

Districts participate in a Unified Capital Improvement and Budgeting
Process which funds neighboriood-initiated capital projects.

All capital budget requests are received by two city-wide task
forces. The city Planning Cammission reviews the projects proposed
by the task forces for campliance with the city's comprehensive plan

only. Then the capital budget items are submitted to the mayor and
council.

In Cincinnati, the League of Wamen Voters launched a project in 1973
to train camunity leaders in the city budgeting process and to bring
neighborhood priorities into the budget. This effort produced a $1.1

million neighborhood improveiment project and more dollars for neigh-
borhoods generally.

This project has now been formalized. Cammunity councils now receive
technical assistance fram city planners in making budget requests for
proje,g;f:s to be included in the next year's budget.

. workForce
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} THE LEAA GRANT CLOSE-OUT AND

PROPERTY DISPOSITION PROCESS
MODULE 5

learning Goals:

During the conduct of this session the@facilitator intends to:

e Describe the required reporting and record-keeping procedures
for IEAA grant close-out.

° Describe the regulations governing the use and disposition of
property purchased with LEAA funds.

Intended Outcomes/Learning Objectives:

By the campletion of this session, participants should be able to:

s ) Prepare the reports they are required to submit to LEAA to close
Ef ¢ out their grantsj

e Identify the required time period for maintaining grant records;

° Identify the proper procedures for the use and disposition of
property purchased with LEAA ‘grant funds.
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THE LEAA GRANT CLOSE—OUT’%ND DISPOSITION PROCESS

MODULE OUTLINE

Introduction

A. Definition of "close-out"

B. Four cl;se—out tasks

Final Property Inventory and Property Disposition
A. Inventory listing

1. Date Due
2. TWhat to include

B. Property disposition
1. Items costing underx $300
2. TItems costing $300-$999
3. Items costing $1,000 or more
4. Intangible property

Cs Maintaining property records

Final Financial Report
A. Date due

B. How to construct

Final Narrative Report
A. Date due
B. Suggested cutline and examples of content

C. Supplemental materials to submit

Maintenance of Grant Records
A. How long to maintain grant‘records

B. Why maintain them

[N

C. What records to maintain
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THE LEAA CLOSE-OUT PROCESS

NARRATIVE OVERVIEW

"Close~cut" is the administrative process of ending your LEAA grant.
Grantees' close-out responsibilities include submission of a property
“inventory, a final financial report and a final narrative program report,
and preparation of their grant records for ongoing maintenance and
storage.

Ninety (90) days before the grant expiration date, grantees must
submit to OCACP a listing of all property purchased with grant funds that
had a unit acquisition cost of $300 or more. Grantees may keep this
property without campensating LEAA as long as they can still use it to
accanplish the purposes of their project, whether or not the project is
federally-funded. They may also keep it without paying LEAA if they can
use it in other programs funded by LEAA, an SPA, or another federal
agency. .

When the property is no longer needed for one of these purposes, the
grantee may use it for other purposes without campensating LEAA if it had
a unit acquisition cost of under $1,000. If it cost $1,000 or more,
However, the grantee may keep it to use for other purposes only if LEAA is
canpensated for it. If the grantee does not want an item that cost $1,000
or more, LEAA should be consulted for disposition instructions. LEAA may
send instructions to sell it and reimburse LEAA, to ship it to another
grantee who will pay for it, or to transfer it directly to LEAA.

Property records imust continue to be maintained for three (3) years
after the final disposition of the property. Every two (2) years, a
physical inventory should be conducted to reconcile the results with the
property records.

The final financial report is due ninety (90) days after the grant
expiration date. Either the H-l Financial Report Form or the H-1 Turn-
around Document (camputer printout) may be used for the report. Along
with the original and two (2) copies of the report, a check should be
enclosed, covering the amount of money received fram LEAA that has not
been spent. These are the funds that will be "deobligated;" that is, the
grant will be reduced by that amount.

The final narrative program report must also be submitted ninety (90)
days after the grant expiration date. It should be structured similarly
to the quarterly reports, except that it should cover the whole grant
period. Also, even more than quarterly reports, it should analyze the
results of your project's activities as well as the activities themselves.

The final narrative report should include a statement of the problems
addressed by the project, the project's goals and objectives, a summary of
the major activities of the project, a description of prdblems en- -
countered, an analysis of your findings and results, and a description of
documents produced by the project. Along with the original and four (4)
copies of the report, seven (7) cwopies of all information decuments
produced by the project should also ke enclosed; as well-as a listing of
property purchased since the first inventogy listing was submitted. \

> »

of the final reports.

examination by federal

] audit
during the next three ( oSy

3) years.
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.THE" LEAA CLOSE~OUT PROCESS
EXERCISE I

Yoau ﬁ)uréhésed ;a“$1-50 typewriter with LEAA funds to use in your

_project. Now that the grant has expired, your staff is only half as

large as m,? was, and there is no longer a need for that extra type-
writer. Can you sell it? If so, can you keep the proceeds?

You purchased a used van for your crime prevention escort service
for $4,000. LEAA funds covered half the cost, and a grant from a
private foundation covered the other half. Now that your LEAA grant
has explred, your board decides that it is too costly and troublescme
to keep up the maintenance on the van and pay for gasoline, and they
direct you to sell it. Can you sell it? If so, can you keep the
proceeds? :

Zou have a $1,500 copying machine, purchased with LEAA funds, that
has broken down so many times that it no longer functions efficiently

' or reliably. You still need a copier, however, to use in your on-

going crime prevention project. Can ycu trade in the old one toward
a new one? If so, do you have to campensate LEAA at the tiwme?

Videotaping equipment costing $8,000 was purchased with LEAA grant
funds and used by Youth~Flicks, Inc., one of your subgrantees, for
crime prevention v1deo—tapes during the project. Now that the grant
has ended, Youth~Flicks is no longer focusing on crime prevention,
but wants to continue to use the equipment to make tapes on
skateboarding, with the financial support of a skateboard
manufacturer. At the same time, one of your other subgrantees, who
never used the equipment during the grant period, has asked to use
the equjpment now, to make training tapes for use in a federally-
funded social service project. As the grantee, responsible for the
use of LEAA-purchased property after the grant expires, which sub-
grantee do you allow to use the video equipment?

The $1,200 camera equipment that was purchased with LEAA funds to use
in the crime prevention project has dlsappeared. Apparently, it was
stolen. You still need the equipment to continue your project

activities. Can you pay for its replacement with funds remaining in

- your LEAA grant, if you can get a budget adjustment?

If you continue to use property purchased with LEAA funds after yourh
grant ends, how often must you conduct a physical inventory of that
property to update your LEAA property list? How long must you main-

‘tain the property records?

Yhat are some other property disposition problems ‘that you have faced
or that yau antlclpate facing? Please share them with the group, for
discussion.
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THE LEAA CLOSE-OUT PROCESS
WORKSHOP NOTES

EXERCISE 1iI

When must each of the following be submitted to LEAA? LEARNING LOG

(1) Inventory of LEAA-purchased property

INFORMATION KNOWN FRICR TO: INFORMATION LEARNED DURING THE

(2) Final financial report
WORKSE
QP CONDUCT OF THE WORKSHOP

(3) Final narrative program report

How long must grant records be stored after the final reports are
submitted? Why do the records have to be kept that long?

When must you return the money that you have received fram LEAA that
has not been spent?

\\‘,)






