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ABSTRACT
This training package, which centers on effective

e-

management -and the operation of valid prevention programi, presents a
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substance-abuse prevention programs. In this trainer manual, the

.
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/
PURPOSE-,

PREVENTION PROGRAM MANAGEMENT

0 r

The purpose of Prevention Program Management is to provide those individuals
who have . current management responsibility 'for drug abuse prevention pro-
grams with .practical inform tion on and practice in programming, managing_
planning, resource developing and dealing with the needs of special populations
for the 'continued maintenance d growth of their' programs.

A

AUDI ENCE

This training program is besi gned" f or individuals who carry operational or man-
agement responsibility for drug abuse prevention program.

4

LENGTH OF- COURSE '0

Prevention Program Management is designed as a five-day course.

p
'3 0'0U,RSE MATERIALS

. *,

Trainer ITAnual

o, The Trainer Manual is designed to be .used in conjunction with the Partici-
pant Manual. The Trainer Manual includes (exclusive of front matter) a
sequence' of topical . areas and exercises, instructions for conducting the
various activities, and approximate' times required for each activity.

e The Trainer Manual allows for flexibility in the delivery of Prevention Pro-
gram Management for specific training groups. However, the training team
must engage_ in a planning process prior to the training eent.

Participant Manuar

e
.

The Participant /Manual his twb primary purposes: (1) to proide the
articles that are tessential_to uhderstanding the. content areas of the course
and (2) to provide the directions., tests, and pther forms that participants
need:

The directions in the Participant Manual are intended to supplement those
giVen by the tFainer(s).

ti
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INTRODUCTION
. ."

Rationale

4

ioreVentibn Program Management' is revision of the NAtional_Drug___Abuse Center_ _

for Training and Resource_ DeVelopment training package, Prevention: A
. Course foq Local Program Survival, developed by Ann Bauman in 1977'.

s

. These revisions( reflect the growth and maturity of the prevention field daring .
the past ,3 years, and are symbolized by the ;title change. No lOnger does the:

. focus of prevention need to be survival. The concerns of prevention sprofes-
sionals how center on 'effective management and the operation of.sound and valid
programs. The issues are maintenance and groWth, rather than survival.

-

The ontent revisions echo this development: the revised 'course is designed to
utilize informatiOn .4nd ,knowledge derived from thpories of generic m nagement
and o ganizational develb ment- new resources ,within 1.

additional, opportunities to build upon the successes and experiences of program
managers, and practical applications of prevention and management concepts to

, issues of program growth.- . ,. . .
. 4 . ,

The Prevention `Program Management training program is based on the assump-
tion that; once established, pf-evention programs are subject to the samelprinci-

. ples, that govern all organizational life. Without special regar:d stc the unique
nature of programmatic elements (e.g., change focused on the\inclividual,
Change focused on some aspect of the social env:ironment, 'etc.), the dynamic
forces that impinge on drug-abuNe prevention, programs pre the same forces tFat
impinge on all Organizatio,ns. . r _

. t ,, '.

This course has Wen' influenced by the theories of organization/aleveloped by
Weber (1957), Etzioni (1963),, and Rice (J973),an.d extended by Wells. (1974) and
others. These theories describe the primary goals and objectives that any.
organization must achieve in order to maintain itself end to accomplish its tasks
effectively. The major propOsitiou of this groupof theories are:

The organization must have primary tasks and p rposes that ,justify its
existence, , .
The forms anti processes *of an organization must be consistent_ with the

soci structure within which the organizat1n exists.

The organization and its goals and objectives. must be consonant with the
cultural environrierti in which the organization, exists. .:

.
The organization must have a means of generating and allocating ,resources
that is consistent with the goals 'and objectiVes of both the organilation
and the social and political climate of its community.

\ ,
The 'organization must have the appropriate technology (human competence,

technical
skills, and material) to Support the work of the enterprise.

'' t t,

7
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- Tie organizatibnal form must include clear definition and assignment of
work based upon a diNiision of labor in combination with a division of
authority.

The organization must have the means to evaluate the effectiveness of its
work. It must, b.e, able to evaluateit5_...effectLveness_from_within--(erfficrenty----________ ____________
of process), and from withOut(impact on clients and community). R

.s. .
,

.

Finally, the training program assumes that program survival can be approached
4 . in much the same way as drug-abuse prevention--by focusing, on growth,' at. the

organizational, community, and staff levels. Prevention Program Management is
designed to provide both specific and generic knowledge about drug abuse pre-, ii
vention - and skills to the individuals who are responsibile for the survival of
thete programs. . J.. i ... r

Corse Description
*I

Prevention Program Manageftent is a 5-day training, experience designed to help
managers of substance-abuse prevention programs to maximize the 'efficiency and
effectiveness of their programs. The course emphasizes.the need to p4an for
continued growth by increasing resource utilization in, current programs,
improving individual management and pldnning skills, and exploring alternative
program strategies, funding sources, and efforts directed at special popula-
tionS.

The intention of the course is to provide c Rformation that has been
tailored and adapted to the experiences, philosophies, and issues of the train-
ing participants. Theories are presented that will entourage participants to
examine creative options in programming, management,. and planning which will
make a difference in their individual situations.

Prevention Program Management, like the prevention field itself, depends upon.
the energy and commitment of the trainees; the success of .the trainin experi
ence relies upon the willingness of the participants to share their exp riences,
successes, and frustrations, their. openness to new program and management
opportunities, and their application of the experiences of the training to their
-work environment.

Course Goals

The overall gtal of this course is to_provide those individuals, who have .cur-
rent operational or management responsibility for ongoing drug-abuse prevention
programs, with the knowledge and ski)ls necessary to keep the program moving

(\ ahead. To realize this goal, the course, will provide participants with the
opportunity to gain an understanding of: mob

Effective. iirug abuse prevention strategies.

New directions' in drug abuse prevention.

Multicultur I considerations in drug abuse preverition.
x

, .,
, ---\
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Networking and inter agency collaboration.
,..

Human se vices banagement and organizationardevelopment.

Grantsmans ip arifl arte rnatives to grarits.
....____ , .... '\ ', .

New resources 0 i,) needS assessment, pkanning, and evaluation for ,drug,
, abuse prevention 4prograA. "' .

.> .

.

. . .. .
The course is also designed to develop'' and- enhance participants'_ skills in:

Community organization
Program manadement . .

Fund raising
( Public relations

WorIng with .other agencies and organizations
Goal-setting ',..
Problem-solving

\ Resource identification and utilization.

Module Summary

MODULE I This module' orients' participant's, to. the training program,
helps to develop a climate -conducive to learning, and pro- .
Vides an opportunit' for participants to exchange's irrforma; .

Von. The pretest is' also conducted during this module.

MODULE II The history of drug abuse prevention and definitions of
prevention' are covered. The concept of critical incidents
that contribute to or mitigate against survival and growth
of prevention programs is presented and 4xplor'efi. Partici-
pants are given the opportunity to share program growth
strategies.

MODULES III & IV These modules relate drug abuse prevention programming to
the body of alowlecige concerning' organitational develop- .

.ment. The modules incorporate situational leadership
theory, Sherwood's model of planned renegotiation, and,

4 Lerojt Wells' Ten Domains for Understanding Organizations
in an overview of management. Theory. Participants are
given the opportunity to examine their prevention programs
in light of the ,management theory presented and to graph
their own persohal management/leadership styles..

MODULE V The concepts and applications of needs assessment, plan-
ning, and evaluation. Pare presented /to acquaint participants_2
with the program development process: Time is allotted for .
practlice in developing program objectives and-setting short-
and long-term goals.

MODULE VI This module differentiates between, the concepts of inter-
.

agency Collaboration'" and networkin-g- and describes tech-
niques and strategies that program managers can use to

t

44
4.44
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overcome obstacles" and- improve networking and collaboratiOn
efforts. Participants are afforded an opportunity to
develop a plan for a prevention support network within'-

1\ *
their communities.

. . .
../ .

3. . I .

MODULE VII The core of this module is an experiental laboratory in
L which teams' have the opportunity to design a pilot preVen-

tion* program for a particular target population. Consider-
4 able attentiOn ,is given, to exploring ,assumptions, opinions,

and facts, that surround various cultural grolips and the
implications of these issues' for drug abuse prevention pro-
gramming.

.I- .- . .

MODULE VIII This module provides exer cises and simulation activities to
give -'participants practice in developing a funding propos9I* /
and approaching funding agencies. Material covereb

...-- . includes practical information on fund raising, how to use
appropriate resources. in trying to obtain support, formu-
lating funding strategies, and proposal planning and ,devel-

Opment,.

MODULE IX, r This module is an application of the !earnings of the pre
ceding module's. _It pro'ides each participant with an
opportunity to select a program strategy 'based on his or
her highest-priority program need and to design an action
plan for implemefiting the chosen strategy.

MODULE X Symptoms and causes of burnout and coping strategies to
preyent burnout are presented in this module. It allots
time for participants to review, their action 'plans Sand incor-
porate appropriate 'burnout prevention" strategies. The
module concludes with .administration of the post -test.

Objectives, . i .

At- the copclusi6n of this coprae, each participant will be able fo:

List 'five 'Critical incidents in the development of his or 'her drug-abuse
preveption progr'am.

Identify 'at least three "developmental issues" common to represented, drug-
abuse prevention prOgrams. a

Describe at least one successful "coping strategy" for each critical issue.

List three major 5-year goals for his or Ver prevetition program.

Identify 3-, and 5'Year milestones fdn' his or her programs.

Demonstrate his or her familiarity with NIDA prevention pl8nning, needs
assessment, and evaluation resources by completing a draft workplan in
one. of the three' areas.

4
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. List at "least five other local organizations and agencies in-his or her corn-
munity With whom

.
the potential for collaboration , exists.

scribe the basic assumptions behirid networlging.

Develop a plan for. a prevention support network within his or her own
community."

Identify at least one program objective which might be achieved through
networking or interagency collaboration.

Identify at least five pieces of information, that should be known about a
.,' funding source before an approacli is made.

Identify at least two >eligibility criteria that any private organization should
meet before, approachinb, private or, public fundors.

List at least, six categories that should be covered in every 'proposal.

Develop a community fund-raising strategy. ,. .

4 -.

Identify the present stage of organizational development of his or her pre-
vention program in terms of current'theory and practice: P

Graph his or her own pers'okal management/leadership style as a preven-
tion prograrii manager. t ) , -

-

Describe a pilot prevention- prograrn fOrat-pecific target_ population of his
or her choice 'developed b team effort in. which, he or she participated.

, -
Identify at least five cultu al issues which need to be considered in ale' el-

programs for special populations.

Identify his or her highest pAlbrity program need and give three reason's
for his or her selection.

. Describe a growth strategy which might most effectively address that per-
ceived need. .

Write a,n action plan to implement that strategy Within his.or her own pro-
gram and/or communit4r.

Identify at least three coping strategies which he or she can utilize for
personal and/or organizational replenishment.

List at least one person within the training and one person outside the
group whom he b.or she, can call: upon for support.

4 1



Notes to the Trainer

1

A. Desired/Training Team \
.

Given the strong emphasis in ,the course on "hands on experience, action 'plan-
-ning, and group process, the trainer(s)" will be required to have outstanding
skills, in group facilitation... Ideally, the course will be offered by a three;
persOn training team- consisting of a drug abuse professional 'and at least one.
other trainer who has Mad actual (preferably extensive), e,xp,erience managigg a
prevention program. Formally involving the State Prevention Coordinator in the
training process will also ensure the practical application pf the training, par-
ticularly in the areas of resource, identification, networking, and evalUation.

.B. Creativit* and, Flexibility

Like the field of primary prevention, this course- is open-ended and evocative.
Your .are encouraged to use your own experience and imagination to tailor the
materials to your perceptions of your training, population and your owntWisdom
around doing prevention in schools. The designers have attempted to provide,
'you, with options and stimuli,* not to ;restrict you to lifeless design which con-
fines. you. '

,
,

4- 4
4. C. Cross Cultural and Rural Issues

Trainer's notes throughout this. course attempt to 'reinforce our intention to
address the 'specific needs and concerns of ethnic and racial .minorities and
rural populations. As NDACTRD's Cross-Cultural 'Adaptation 'Task Force com-
mented .about the existing prevention courses, "Prinfary prevention for radial/
ethnic minorities must include a focus on empowering communities so that the
health. of their m'embers will iinprove. This"concept indicates that Political and
economic issUeS, as well as personal and social ones, are appropriate subjects
for prevention efforts.4* to addition, the Task Force outlined the specific
training considerations which need to be considered in creating an effective
learning' environment for individuals from racial and ethnic cultures. These
include: comrhunication issues (language, ,space/distance questionS.; culture-
specific verbal' and non-verbal cues, values assumptions of the trainer); trainer 4 3'

behaviors ,(attitudes; interventions, self-awareness, lack of cultural bias);
group dynamics (differences in homogenous or heterogenous populations, differ-
ing cultural norms on appropriate group behaviors); learning styles (depend-
ence on print media, level of training and educational experience.. acceptance of
alternative learning styles); power, authority, and influence ( sfyles cf leader-
ship,, individualism vsi. collectivism biases); sex roles, relationships, and identi-
ties `(the interplay of male/female issues and ;tidal/ethnic issues);- and .socio'-11
economic,' political, and legal influences (nationalism, legal issues, generic corn-.
munity transformation issues). The challenge to the trainers, then, is to cri-
tically examin&every component of the trainih4 experiencehis or her behavior,
the manuals and exercises, the information and example'i presented, the logis-
tics of the training--to insure a maximized learning opportunity for every par-

_ticipant.

*Cross Cultural Adaptation Task Force, Summary Report, National Drug AlDeffse
enter for Training and Resource Development, Washington, D.C. 20015, 1979. ,

r

L.
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X.

S

.D. Trainer Preparation Notes

Because the emphasis of Prevention Program Management is on practical and
useful learning, you need to provide participants With information relevant to
their -local community. In order to prepare effectively for the training session
we urge that you (or at least one member. of the training team) become familiar
with and obtain- necessary resource materials on:

The Single State Agency definition of prevention and any State guidelines/
-restrictioh,s/priorities in programming.

Legislative mandates (if any) ondrug prevention programming".

Posgible local funding sources for: ,prevention programs, including local and
State foundations, State grant prograths, etc.

, The"riame and address of the,State Prevention Coordirzatbr.

Most of .the above inforMation can be obtained front the State Prevention Coor-
dinator; .usually charts,: graphs,' or additional resources- can 'also be obtained.

Trainees should be encouraged to bring materials from their progr-a)ns to create
a Context for the presentation of the course. You might want to familiarize
yourself With Community BaSed Prevention Specialist (NDACTRD, revised 1980)
and 'Basic Management Skills (NDACTRD, revised 1979) which many participants
may have taken prior to this course.

Trainers need to be attentive to the fact that participants will be corning to 'the
session with considerable experience in managing and operating prevention RN(--
grams and 411 have much information and knowledge to share with each othqr:v.
Participants should 'be encouraged to generate answers to questions, informa-
tion, and examples to support and' expand upOn course content.

J
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I: 'ORIENTATION, OVERVIEW, AND CLIMATE r, 3 HOURS
MODULE SETTING . " TI M r 35 MINUTES' 1

.

GOALS ,
. -

o
.

,
. . , .

To orient participants to the training prograVm
.4 owt

I ,

To develop a pliinate conducive to learning
i . . .

jr

To 'provide an poportUnity - for participants to exchange information about t eir
programs. f

OBJECTIVES
,..

,

4 .

. .

At the end ilf this Module,: participants will be able to: . /I'Describe at least two sz:als and two objectives that they have for the course
....... - a,

4 Describe at least four different approaches to prevention.

MATERIAL' :
. _

...--

Name Tags t .* $

Magic Markers
* Newsprint iva - i

. Tape
,Participt List .-

eegistration Forms,' _

° Participant Manuals t i .
.

' Pretest .

', Figures . . .

Reference Sheets ... ... . .
Wor.kshet ., .1/7 .

e , .
... _ .

.

. .
. ,. ' ,, ier' .

.

.
k

4 i

_ ..
I

. .
.

. . . .

.

. . . .

. .

..
......---...._ .

-. -. ...,

r

...

.



MODULE I OVERVIEW '\

EXERCISE TIME METHODOLOGY

1. REGISTRATION

2: PRETEST

3. NAME CHAIN

4. INTRODUCTION

5. SHARING
SUCCESSES,
NEEDS, AND
EXPECTATIONS

6. COURSE OVERVIEW

7. SUMMARYsv?

30 MINUTES

30 MINUT1S-

15 MINUT,L

20 MINUTES

45 MINUTES

20 MINUTES

1.0 MINUTES

INDIVIDUAL ,

INDIVIDUAL

LARGE-GROUP EXERCISE

LARGE-G,O.UP LECTURE /DISCUSSION

INDIVIDUAL EXERCISE AND LARGE--GROUP DISCUSSION

4

LARGE-GROUP LECTURE/DISCUSSION

LARGE-GROUP LECTURE

rt

tl

12
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MODULE I
OR1-ENTATION,,OV,ERVIEW, AND CLIMATE SETTING

AND 'MATERIALS

30 MINVES

Name Tags
Magic Markers
Participant List
Registration Forms

OUTLINE OF TUNING ACTIVITIES

-1. REGISTRATIOt'

NOTE: Registration takes place no later than 30
minutes before Module I is delivered.

Greet participants as they arrive.

Ask each participant to sign the registration
form.

Check names off the.' list of pr--ticipants.
. .

Ask each participant to fill out and. wear a
name tag .

Ask participants to procged, into the -large
group meeting ribort and help themselves to cof-
fee or tea if they ,4,sh.

30 MINUTES

"Test Administration
Information"

Pretest

Form I-A

15 MINUTES

2. ADMINISTER THE PRETEST y

NOTE: The lead trainer should not administer
pretest.

Explain why the pretest atid post-test are
administered. (Refer to Figure I-1 on page
19.)

o.

Read the pretest instructions and answer. any
questions. The pretest is located on page 17
of the Participant Manual and on page 27 of
,this Manual along with the answer key.

Ask participants to' complete the .pr etest pnd to
:,`-1.0treturn It to you.

When participants hand in completed tests, ask
them to sign Figure 1-2,` on page 21. Specifyz,
ing which pretest was completed.

,

-land out-sthe Participant Manuals.

3. EXERCISE: NAME CHAIN

NOTE: Feel: free tp substitute for 'thee Name Chain
or .any iebreaker ezercise that serves the

13

8
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MODULE ORIENTATION, OVEdIEW, AND CLIMATE SETTING

TIME, MEDIA,
AND MATERIALS OUTLINE OF TRAINING AC:TIVITIES

0

Va.

.

).'purpose df inteoducing. all Of the partici-
pants.

Explain the Name Chain:

Script:

The purpose of the Name Chain is to intrQduce
everyone. You will be' asked to say your name
and a de-word adjeaive that begins with the first
letter of your name. First, repeat the names and
adjectives of the Persons preceding you, ending with
your name af6d- adjective. This process is continued
around the circle until it reaches the trainer : who
introduced the game. The trainer eng..s the exercise
.by reciting the adjectives and names of all the Par-
ticipants.

Example:
,

Trainer A: Hello, I am Patient Paula.
6

Trainee I: Hello, Patient .Paula, I'm Nervous Ned.

T irtee 2:ai Hello, Patient Paula, Nervous Ned,
I'm Confident Connie.

,

.
Trainee 3: Hello, Patient Paula, Nervous Ned,

*" Confident Connie. I'm , Curious
Charlie.

Participate in the Name Chain.

NOTE: This exertise can be used most effectively
with training grodps of up to 25 partici-
pants.

20 MINUTES 4. INT.RODUCTION

beserktle the rore of the strainiers tiurind the
trainiKa program.

GiVe a' very, brief description of the role and
function of NIDA, the Manpower Training
Branch, the Prevention Branch, the Regional
Support Centers, the .State Training Support
Program, and the .State Prevention Coordinator.
Identify whom you epresent- and explairi why

1'4

*a,
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MODULE ORIENTATION., OVERVIEW, AND CLIMATE SETTING

'TIME, MEDIA,
AND MATERIALS

Scheme of the \
National Training/
System

I.

V

OUTLINE OF TRAINING ACTIVITIES .

you are c9nelucting this training prograrri.
(Refer .participants to Figure 1-3 on page 11
of the Participant Manual, )

1
Include in your overview of the Prevention
Branch and its affiliated projects the following
information:

The focus of N I DA's Prevention Branch is a
research/demonstration thrust designed to
insure evaluation of whatever prevention
services are provided, and now concen-4
trates. upon: (1) the acquisition of new
knowledge, (2) dissemination of knowledge
models and strategies, and (3) *the devel-
opment of the capacity of States and local
communities to effectively deliver drug
abuse prevention services.

The Prevention Branch's technical assis-
tance resource sharing network is called
Project Pyramid. This Branch effort
serves to collect and categorize knowledge
relevant to drug abuse. preverition and to
disseminate it by telephone, on-sitevisits
and in written form so that consumers of
the service discover what is known in such
areas as alternative projects, community
development models, peer counseling, pre=
ventiort of misuse of drugs by the elderly,
and the effects of drugs in school curricu-
lum projects. , Where oh-site consultation
is needed, arrangements are made by the

.13ranch. Such services are easily accessi-
ble through a toll-free number.

The Center for Multicultural Awareness
(CMA) is also a technical assistance'
resource sharing projelet, which emphasizes
strategies and programming with clear
emphasis on multicultural needs by ethnics
of color. lts "focus is State agencies for
drug aVise (SSA's), telephone communica-
tions Vritten information, on-site technical
assistance, a6d program strategy, all of
which are available through this program.

15



MODULE

r

ti

ORIENTATION., OVERVIEW, AND CL).MATE SETTING

OUTLINE OF TRAINING ACTIVITIES .

TIME, MEDIA,
AND MATERIALS'

"Basit Prevention
Library" Reference
Sheet

0

1

The National Prevention Evaluation
ResOurce . Network (NPERN) 'is an evalua-
tion and related information/dissemination
system and is being developed for, nation-
wide use. It has completed a pilot phase
in six States.

Addresses and telephone numbers` for these
services are listed in Reference ,I-1, on
page 13 of the Participant Manual: ,

.." Discuss the following ground rules for this
course:

If you have a question, or if something
seems to be unclear, feel free to s.ay so at
any time. Each of us can learn from
others and should feel free to share our
thoughtos and ideas.

Each person brings to these sessions dif-
ferent knowledge and experiences thk can
enrich the group.. For this ,reason, dif-
ferent points of view should be explored in
a nonjudgmental way.

Let the trainer know when you want a
break!'

Discuss logistics for the , training program.

NOTE: As part of the exercise below, discuss
with participants how .their learning expeb-
tations for this course can be met either4
throu9h course content or throug4. othig
informal information sharing tecliriiques.

45 MINUTES.

Newsprint
Magid Markers

"Successes, Needs,
Expectations" Workshe

EXERCISE: SHARING SUCCESSES, NEEDS, AND
EXPECTATIONS ,

Refer 'participants toWorksliget I-1 on page 12
of the Participant Manual.

.

Ask participants to begin by. listing indiviual-
1Y: . .,

Three " succ ses" they've
abuse,,preventio ,

'I

16 s

in drug
a
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MODULE ORIENTATION, OVERVIEW, ADCLI'MATE SETTPNGe

TIME, MEDIA,
AND MATERIALS OUTLINE OF TRAINING ACT VITIES

$

O

k.

fk.

pressing program needs

< NOTE: Apply nb- constraints; 'needs don't have to
be related to program succebses.,

Their three major learning expectations for
this' course.

In the large group, ask-:,..ieacti participant to
are the following information: A

His or her name
His or her program and/oragency
One prevention" success
One program needy
Three expectations.

NOTE: Stress that "success" is pertsonally
defined, that it can range from signifi-
cantly changing one person's behavior to
si'gnificdntly affecflog an entire community.

- On newsprint, record successes, needs,. and
expectations. .

411

NOTE: Attend to data gener=ated;' specific exderii[
ences will become reference pointsfor later
'modules, exercises, and "examples.

Discuss expectations for the cour. Not
which expectations listed on the newsprint will
)be realistically met by the course content and
which' will not. .

e---"-"Incoutage participants to. propose creative
strategies, such as, special sessions, informal
communications, .to help meet their needs and
expectations within the cOntext of 'training.

Process exercise, noting the variety oft experi- : *
ences and backgrounds represented .within the
training community:

Begin totlook,at cross - cultural and rural issues
that may surfaCe during this ex-erc4e.

. x

Zs

17
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MODULE 1:

5

ORIENTATION, OVERVIEW, AND CLIMATE SETTING

TIME, MEDIA,
AND MATERIALS

.\

20 M iNUTES

Newsprini -
Magic Markers

OUTLINE TRAINING' ACtIVITIEI

6. COURSE OVER VI EW

_

4
Iraroduce the goals and styucture of thi
course, in light of the e)kpectations t ur--
fated during the p)v'jouS exercise. As the
ten modules are, described, you should note
which of thes,,e expectations kill be met during
the training period, as well as which will not.
Also, discuss alternative ways for participants
to meet their needs., For example., the lists of
individual strengths mi441-4 lead one person.with
a specific set of skin to -another person who
needs to know more about those skills.

NOTE: A pick-up list might be useful in this pro-
cess. Using a sheet. of newsprint,
of ,,the participants' expectations that will
ndt be directly -addressed during. the
course of. the *training. , Explain that
informal technique for,- -addressing those
expectatiQns, .indirect, relationlhigs-
between - course *cpntent and particiiSant
expectatAs, will aid- in addressing the
expect ions on .the pick-up list.- addi
tion, ncourage individuals to propose ,c4-
ativ st1-ategies ,to he10. meet theirs, own
needs ,during training.

"Vs,

1010INUTES

t'

11;

$s,

0

7. SUMMARY

Summarize the module. -Stress wha. t the group
ha .learned aiiout each of "its members--espe-
cially, the prevention program that each repre-
geicts. , Points of emphaii

sr
s .shouicl include:

The learning opportimities 'provided by the
experiential, progranimati,c,, culturaj, and
geographic diversity of the training popu-
lation

/

The individual strenehs and skills which
each trainee bririg%,. to this experience

The responsibility. of the"trainee to insure-
that the training meets his/her expecta-
tions.

END OF MODULE I

18
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MODULE OR.IENTATION, OVERVIEW, AND CLIMATE SETTING-.1 FIGURE I

TEST ADMINISTRATION INFORMATION

INSTRUCTIONS FOR TEST) ADMINISTRATION .
4

Wlien administering the pretest, inquiries about test items should not be answered.
It should be . explained that the course .will provide the answers in a way that wills
enable pargclpants to understand what is correct, end, pore importantly, why it is

correct. Alter post-testing, feel free to discuss any and all items on either the pre-
test-Tr the post-test. ___.-

a /
.1

.

DEVELOPMENT OF THE PRETESTS AND POST-TESTS "'

too

The pretest and post-test "developed for °P'revention Program Management had to meat
''three requirements, First, anq most important, each item was to .measure a specific
course objective. A test meeting this condition can be u§ed to measure the extent to
which trainees have mastered the intended skills, attitudes, and knowledge.-

. A second requireMent was that instruments would measure the trainees' ability:

To interpret situations in terms of the principles taught;

I
To apply these principles' to specific management situations; and

To recall the specific principles themselves.

Third, the test had to be one that could' be sconessl laaectively, quic1by, and easily.
There is vast' I3Ody of research literature that suggests that this4requiremeht is
virtually . impossible to achieve through open-ended (free-response) items. This
requirement, then/suggested some fo'n't o' forced - choice instrument. To meet these
'three requiryments, it was decided to design a- test containing true false,, Multiple
choice, and matchitig items. The ,specific objective to which each item applied woUld
be4ientified. Each item would al's° be identified as measuring knOwledge at one of
-three levels of 1phistication.,:

.
Simple recall of -material contained in the course

Interpretation, of situations and actions in termsof principles contained in the
,course

App lication of these principles to problem situations.
. .

It was decided that one half-hour would be available for testing at the beginning and
end of the course schedule.

Items appropriate to each objective were written and assigned to one of the three
levels of sophistication according to the type of problem to be solved. Preliminary--
items were reviewed.for.accurac'y and to ensure that only one resp \nse was correct.
Members of the Natiopal Drug Abuse Center staff reviewed the tests; based on their
performance and comments, items were revised where requird. Two forms of equal

r 90.
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length with the same number of items .measuring each ,lev-el of knowledge of each
objective were der loped.



MODULE I: ORIENTATION, OVERVIEW,' AND, CLIMATE SETTING 2 FIGURE

,

0

..0

Trainees:

Name.Of Test

Test Control\ Sheet

Form I-A

Please sigl2 your-name under the appropria-te form as
you turn in yobr pretest.

_

Form A Pretest
...

Form B
Posttest Form_ B Pretest

Form A____

1.
_ _

,
_

1.

I?.
)

2.

3.

t .

3. .

4. 4.

.

5.
'L--.. ,

, 5.

06a .

t. .
, .

6..
_.._,

7.
.

7.

, .

?
8. .,, . 8. .

'9. .
.

,

10. 10.

11."
.

11. '

12. . 12..

13. . 1 .
. \

14. . ..-

/

15.
./.

15.

16.
. .

16.

,

17. ,
. .

18. 18. .

19. 19.

20. 20.

21. . 21. .

22.
2-1

22. ,
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MODULE I: 'ORIENTATION: OVERVIEW, AND CLIMATE SETTING FIGURE
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4

N.

Scheme of the Division of Training' and
Prevention 'Brarich Programs,

"NIMH

ADAMHA I

NIDA

TD

a

RPC

RSC

\

NI

Prevention
Branch

NPERN

1

PYRAMIN=I-J,

CMA

iy

STSP .SSA SPC

NOTE. NlAM funding stkctures vary fro
system, similar to tf one depicte
system shown here
'

Local Program

J

A

e to state In some states, NAM programs are funded through a sepatate
ere In others, NIAAA and AIDA prograMs are both funded through the single

r

2
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SUCCESSES, NEEDS, EXPECTATIONS
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maj,tritvffsr, ORIENTATION, OVERVIEW, AND
11/11J141./LC CLIMATE SETTING-1 REFERENCE

Resource Publications

A BASIC PREVENTION LIBRARY.

Ardell, Donald B. High .Level Wellness: An Alternative To Doctors,_Drugs and
Disease. Emmaus, OA.: Rode le Press, 1977.

Center for Human ServiCes. 0,Prevention 'Needs Assessment Workbook: Rockville, MD.:
National' Institute or Drug Abuse, Prevention Branch, 1979.

Leiter fOr,Human Services. Prevention Planning Workbook. Rockville, .MD.:
Nationat Institute on Drug Abuse, Prevention Branch, 1978.

r
Center for Multicultural Awareness. Administered by Development Associates, Inc.

Multicultural Drug AbUse Prevention (Booklet 1). Rockville, MD.: ,National
Institute on Drug Abuse, 1979:

Center for Multicultural' 4\41reness-. Administered by Development Associates, Inc.
Needs Assessment' (Booklet 2) . Rockville,' MD,: . National Institute oh Drug
Abuse,' 1979.

Center for MulticutturpLAwareness. Administered by Development Associates, Inc.
Multicultural Strategies (Booklet 3). Rockvilpe, MD.: National Institute on Drug
Abuse, 1979.

Center Thr Multicultural Awareness. Administered by Development Associates, Inc.
Funding Strategies' (Booklet 5). Rockville, MD.': National Institute on Drug
Abuse, 1979.

, - ., . ...
Center for Multicultural Aw areness. Administered by Development Associates, Inc.

Building in Evaluation (Booklet 6). Rockville, MD.: National ,Institute on Drug
Abuse, 1979. /

National Center for Alcohol Education. Decisions and Drinking: An Ounce of Pre-
vention. (DHEW Publication NO. ADM-77-454). 'Rockville,. MD.: National
Institute on Alcohol Abuse and Alcoholism, "1977. e

.*National Center for Alcohol Education. Decisions and Drinking:.. The Power of Posi-
tive Parenting. (DHEW Publication No. ADM-77-.453). Rockville, MD.: National
Institute on Alcohol Abuse and Alcoholism, 1977. (.

. , . .

National Center for Alcohol Education. Decisions and Drinking: -Reflections in a
Glass. (DHEW Publication, No. ADM-77-452). RockVille, MD.: National Institute
on Alcohol 'Abuse and Alcohcilism, 1977.. ,

r t
National Clearinghouse for Alcohol Inforniation. Alcoholism Prevention: Guide To

Resources and References (DHEW Publication No. ADM-79-886) and Refer-
ences. Rockville, MD.: National Institute on Alcohol Abuse and Alcoholism;__ ..... -''"
1979. 'I
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Reference Sheet 1-1 Continued

National tristitute on Drug Abuse, Prevention Branch. Primary Prevention in Drug
Abuse. (DHEW Publication No. ADM-76350). Washington, IX.C.: U.S. Govexn-
ment Printing Office, 1977.

(
. . .

National Institute on Drug Abuse Research Monograph Series. Rockville, MD.:
National Institute on Drug Abuse. - . . ,

National Prevention Evaluation Resource 'Network. Preventieh Evaluation Guidelines.
In publication: Rockville, MD.--: -National Institute on Dryg Abuse,-1979.__

Public Health Service, Office of the Assistant Secretary for Health and Surgeon Gen-
eral. Healthy People: The Surgeon General's Report on Health Promotion and
Disease Prevention. (DHEW Publication No. 7955071). Washington, U,S.
Government Printing Office, 1979.

Pacific Institute fok Research and 'Evaluation: Pyramid Project. Balancing Head and
Heart: Sensible Ideas for the Prevention of Drug and Alcohol Abuse. Lafayette,
CA.: Prevention Materials Press, 1975.

Pacific Institute for Research\, and Evalu'ation: Pyramid Project. Teaching Tools For
Primary1Prevention: A Guide To Classroom Curricula.. Lafayette; CA.:. Pre:
ventionMaterials Press, 1979.

Resnik, Henry S. It Starts with People: Experiences in Drug Abuse-Prey-dr-al-6H.
(DHEW Publication No. ADM-79-590). Rockville, MD..: National 'Institute on
Drug grouse, 1978. -

. b

Audiovisual Resources

National Institute, of Mental Health, Drug Abuse Film Collection. The Social Seminar
Series. Washington, D.C.: Natiortal Audiovisual Center'(GSA), 1971.

.

Local Resources

State plan -- available from the State Prevention Coordinator in theSingte State Agency

State Media Directory--available frorPthe:telephone company business office

Local directory of community agencies--available through United Way

statewide substance abuse program directory--available through the Single State
-Agency

Technical Assistance Sources

PYRAMID Project (West)-3746 MH, Diablo' Blvd., Suit 2001 Layfayette, CA.
415-284-5300.

PYRAMID Project (East) 7101 Wiiconsin Avenue, Suite 1006, Betheda, MD.
301-654-1194

te
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fip
Reference Sheet 1-1 Continued

Center for Multicultural Awareness,' 2924 Columbia Pike, Arlington, VA. 22204
703-979-0100

National Drug Abuse Center, 5530 Wisconsin Avenue, Chevy Chase, MD. 20015
.301-654-3582

'Regional Suppo4t Centers

Single_State_Agencies

Professional Associations

National Association of Prevention Professionals, 176 W. AdaM; Street, Chicago, IL,
312-782-3479.

,

National Asociation of State Alcohol and Drug Abuse. Directors, 1612 K Street, NW,
Washington, D.C., 202 659 -7632

NOTE: For, information on minority coalitions/associations, contact the Center for
MultiCultural _Aw eRess

--Newsletters N

Training the Human Resourcespublished by the National Institute on Drug Abuse,
Manpower and Training Branch, Rockville, MD. 20857

The Prowentie:iia Resource Bulletin -- published by PYRAMID, Lafayette, pot.., underAconfract to the National Institute on Drug Abuse, Prevention BranchA

4
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PREVENTION PROGRAM MANAGEMENT

PRETEST.

4"

General. Instructions

-Consider the following questions a "preview" of the
training you are bout to begin. They will include
terml and concepts that may be unfamiliar to you now.
This test is meant to measure your current knowledge
of the material that will bei- presented , in this course.
Thus, if you do' not -know the answer to a question, go

__ on to the next:. Do not linger over questions. guess
at the. answers. .

I

F

. .

27,
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TRUE and FALSE
. .

The following statements are related to aspects of Prevention Program Manage-
ment. Please circle either "True. or False" on the answer sheet. REMEMBER:
this will not be graded, so please do not guess; skip the item and go on to the
next.

1. Information- giving approa5hes have been previously shown to result in an
increase rather than ,decrease in drug use.

2. /:\ survey conducted in 1974 by Dr. Robert DuPont concluded that the prevention
efforts as. they exist in drUg education programs in schools have been effective.

30 Program management_theory suggests that effective managers should not need to
spend more than nethird of their..time on planning and evaluation.

4. Since funding sources are gerilei--ally interested in the least expensive method to
get a job done, alternative approaches should be considered and the choices jus-
tified.

5'. Trainers must attend"to differences which may reflect differing values or norms
of various cultuies represented within the training population; however, urban-
rural distinctions need not be addressed.

_p rimary_prevention_ is a constructive process designed to intervene in patterns of
drug use and experimentation.

7. In following action planing procedures, one. would use the She;-wood Model,
.;_which assists in program planning.

8. Staff burnout 'in the human services field occyrs in less severe forms because its
onset is recognized sooner and experienced, effective prevention workers gre
readily available to deal with, the 'problem.

9. The Program Developmen't Logic Model, as developed V. C. Lague and Karen
Trisko, outlined one of their planning tools as "De-mystifying the Planning."

10. Even after the time drugs become an integral part of one's lifestyle, he/shi
shoutdstitl beconsidered for a prevention program.

11. In general, burn ut emanates from the individual's inability to cope when under
pressure to meet gaily demands. '' 4

12. A ,good proposal for funding .would concentrate on a problem statement for exam-
ining the problem.

13. An essential skill that an effective manager should possess is the ability to antic-..ipate his or her staff's readiness to complete a task.

II. MULTIPLE CHOIET4.."
alb

a-

, Choose the correct answer(s) to the following questions and circle the appropri-
ate letter(s) on the, answer sheet. More than one answer may be selected to
complete the question.



14. All of the examples b4lowtalre types of ,networks except:

a. Persdn-Family
b. Organizational
c. Letter .

d. Human Service

15: Networks are intended to be;

a. Process-oriented, member- supportive, decentralized learbing systems
b. Task-oriented, competitive, decentralized learning systems
c. Centralized learning'systems, process-oriented, mind-,building
d. None of the above

S.

/)

16. Which of the following statements, is/ an assumption?

a. Alcohol is the predominant drug chosen by rural populations._
b. tow income people drink because they have, no options, either social or

c. Thirty percent of the people living in the lower East side of New York City

J
economic.

are, Hispanic.
d. All of the above.

17. Obstacles to collaboration are:

a. Individual
b.. Situational
c. Cannot be moved, avoided, or negated
d. Susceptible to external action.

18. Whep .preparing to address or actually addressing a- loCal funding source, you
shoqld:1 .

% o ,
,

. . o

a. Use your board of, directors to help you gain support for ,your programs or'
to prepare for your presentation. -/

b. Read local newspapers and attend public meetings to,learn appropriate pro-
cedures and protocol. . .

c: Make your programs "saleable" .and "understandable" to the public.
d. All of the above.

19. Select the three sets of behaviors identified in the Managerial Behavior Model
below:

'61

a.. Transferring Behaviof-; ShAping Behavior, Climate-Setting Behavior ,/
b. Climate-Settinr. Behavior, Structuring Behavior, Transferring 'Behavioir
c. Structuring Behavior, Climate-Setting Behavior, Mind-Setting Behavior
d. 'Structuring Behavior, Transferring Behavior, Learning Behavior

20. All of the items listed below are effective approaches for-evaluating, a mass media
campaign.of a prevention program, EXCEPT: nio

.
,

a. A control group composed of a random sample from a similiar Community
nearby.

b. A narrow - target -audience sample not yet exposeg to the media presentatiA.

304*
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c.
d.

The pre- and post-tegt control- group design.
A mail "survey to a random sample of households drawn frot4r the ne bad(
in target areas. .

21. Complete the followirig statement.

Wheif planning a program evaluation, the--

a. .Program staff should help to develop objectives and crite4a.
b. Program staff participation in evaluation planning violates the objestivity, of

the evaluation. .
c. Evaluation data collection should be built, into ordinary procedures of the

program. ,
,

.0,.d. Evaltietion data 'should becollected using special procedures.

22. In /measuring program objectives.:
. ,- .

a. One should use a siggle,rtieasure fore each objective.
b. Multiple measures for. objectives should be used whenever posiible.
c. Measurements of impact should be schtedule. d only at the 'beginning agd end

of 'the program. a.

d. Measurement should be scheduled according to the time during- which you
expect prograrp effects to.emerge. . .

. t ti
..

.,

.111. MATCHING

Match the appropriate
may be selected,

A. Match each of the terms below ,with the following
term: °

z°
Q.

a. Objectives
b. Criteria .
c. Measures

a
23. Increase the amount of interpersonal' comp&

in three apartment complexes

24. Fifty percent of the persons over 65 living in

0

item to the statements provided., More than one answer

:)25. Cost of serving the elderly'
6

26. Identify all Hispanic elderly
o

in need of health care

B. Match the correct' type of evaluation to the following statements

0

examples that best fit each

among the socially Isolated elderly

three apartment complekes

7 , e

a. Impact
b. Process
c. ,,Outcome

Pt

27. information on, client change

iJ
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o

o 4

- -

28. Information on program organization, operation, and management
- I

A29. Frequently need toNvtisfy accountability purpbses
Ago

30: Eliminates alternative explanations of results by experimentaP control
- .

31. Can supply diagnostic and interpretive data about a program .

a
yap

a

4

4
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PRETEST

Answer Sheet&

TROE AND FALSE

Circle the correct-,,response(s)

AP

HI.

-

20. a b

21.a b

22 a b

MATCHING

c

c

c

c

c

c

c

c

c

c

d

d

d

d

d

d

d ,

d

d

'4 1.

2._

3.

4.

5.

6.

7.

8.

9.
10.

11.

12.

13'

True

True

True

True

True

True

True,

1Y rue

True

Tlue

True

True

True

'

False

*Fa ls7

False

False

-False

False

False

False

. False

False

Fa|ae

False
(-

False

b

24.a b

25,.a bcd
-26. a b

27. a b

28. a

29. a _b

30.a b

31.a b

H. '.MULTIPLE CHOICE

,14.a b c d

15.a b c d

16.a b c d

17..a b c d

18. a b c d

t19..a b c d

33
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1. True

2. False

3. False

4.` True

5. False

6.. False

7. 'False

8. 'False

'9.

10. True

11. False

12. False

PRETE*

Answer Key

t

25. c
4

26. a ti

27. a, c

28. b

29. b, c

30. c

31. b, c

Is/

14. c

15. a

16. b

172 p, b, d
a

18. d

19.

20. b, c

21. a, st

22. b,

23. a

24. b

. 38
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II. PREVENTION: YESTERDAY/ TODAY, AND 3 HOURS
30 MINUTES.MODULE .TomoR,ROVJ

.. TIME'
. .

:

GOALS . . 4.

4 . .
. . .

To expose participantsLto critical issues and common problems that affect the sur-
vival and growth of prevention. programs, while building upon their individual
experiences with their own programs

. _

6 To share successful growtn"strategies and discuss new options
. .

,

',
,

OBJECTIVES
.

.,
At the end of this Module, participants. will be able to:,

.

List five critical incidents in the development of their drug abuse prevention
programs

4-
. .

.4, Idehtify at least three "survival issues" to each of the drug-abuse pre-
vention programs that are represented

Describe at least one successful "coping strategy;' for each critical issue
\..

Identify at least one resource,. person within the training population who has
dealt successfully with a similar survival issue.

0.
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MODULE OVERVIEW

EXERCISE TIME . METHODOLOGY

0.

1. THE HISTORY OF
DRUG ABUSE
PREVENTION

2. DRUG ABUSE
PREVENTION
DEFINITION:
OPTION, #1

3. DEFINING DRUG
ABUSE
PREVENTIVI:
OPTION #2 .

4. GROWTH OF DRUG
ABUSE.

S. PROGRAM
LI FELINES

6. REPORT OUT

7. OVERVIEW OF THE.:
GROWTH AND

-1-11STOqY OF
DRUG ABUSE
PREVENTION

8. PREVENTION
TODAY-

9.,. ORGANI2ATIONAL/
PROGRAM
INTERVIEW

10: ,.REPORT OUT

0

ad*

1 HOUR'

10 MINUTES

3CMINUTES

45 MINUTES,

1 HOUR

30 MINUTES

1 HOUR

30 MINUTES

30 MINUTES

30 MINUTES
.

46,

LARGEGROUP LECTURE/DISCUSSION .

INDIVIDUAL AND LARGE-GROUP
LECTURE /DISCUSSION

INDIVIDUAL /SMALL GROUP DISCUSSION

LARGEGROUP LECTURE

INDIVIDUAL' AND DYAD 'EXERCISE

LARGE GROUP DISCUSSION

LARGEGROOP LECTURE/DISCUSSION

LARCE:GROUP LECTURE /DISCUSSION

DYADGROUP EXERCISE

LARGEGROUP DISCUSSION

40. .

41



MODULE = ti. PREVENTION: YESTERDAY, TODAY, AND TOMORROW

TIME MEDIA,
AND MATERIALS

1 HOUR

it

OUTLINE OF TRAINING ACTIVITIES,

A

1. LECTURE/DISCU SION: THE HISTORY OF DRUG
ABUSE PREVENTION

Thd goal of this section is to help pRrticipants, create
a context for prevention sand for their individual pro-
grams, as growing, evolving entities'. Choose one of
two options when presenting this material :

NOTE: The two options below suggest alternative
ways to present the material on defining
drug abuse ,prevention. OPTION- 41 Uses
established definitions and generalized
group discussion; OPTION i$2 requires a

group effort to 'arrive 'at a common defini-
tion of ,prevention. Choose the option
most appropriate. to the 'activity and
involvement level of the training popula-

. tion, also considering their familiarity with
and experience in drug abuse prevention.
In conducting OPTION i2, emphasize. the
process of developing a definition 'rather
than the actual development of a final defi-
nition. For example, what, were the major
areas of agreemeot and disagreement within
the groupabout their definitions? How
did individuals attempt l to resolve them?
Remind participants that the NIDA Preven-
tion Delphi definition resulted from almost
2 years of deliberations among established
experts. Defining it may indeed- be much
harder than doi1-ig it. This course
assumes that participants are familiar with
the history and -general concepts of drug
abuse prevention. If your training group
seems particularly unfamiliar with ,primary
prevention as Currently understood and
practiced, you may, choose to provide a
brief (5 to 10 Minute) historical overview
of the development of drug abuse preven-
tion. The lecture material in Module II of
the NDACTRJ Community-Based Preven-
tion,Specialipt course may be helpful in
structuring that overview.

r

e
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MODULE PREVENTION: YESTERDAY, TODAY, AND TOMORROW,

TIME; MEDIA;
AND MATERIALS s, OUTLINE OF TRAINING ACTIVITIES

10 MINUTES

Newsprint
Magic Markers

a

"N'IDA's Drug Abuse
Prevention Definition" '
and "Primary
Prevention Definitions"

2. DISCUSSION:, DRUG ABUSE PREVENTION DEFINI-,
T1ON: OPTION #1

Ask the participants to think for a few minutes
about prevention and then to jot down a one to
two sentenceNdefinition.

.Ask the following questions (rhetorically) to
help them in their thinking:

What are some examples of prevention
`activities?.

What is the target population for preven-
tion programming?

How is prevention different from treat-
ment?

How is prevention of drug abuse like pre-
vention of other problem behaviors?

- Ask participants to discuss their definitions
'with the group. List them on newsprint for

N--rater discussion.

Ask participants to study the definitions of
drug abuse prevention. 'See Reference Sheets
11-1 and 11-2 on pages 29 and 31 of the Parti-
cipant Manual.

Ask participants to compare these definitions,
with those on the newsprint.

Ask the ,following questions to stimulate ditcus-
sjon

In what ways has your reading of the
,definitions in the manual changed your
views about possible definitions?

What. are come examples of prevention pro-
gramming that fit the definition(s)?

What assumptions , and/or rationales are
implied by the definitions?

42



MODULE 11 PREVENTION: YESTERDAY, TODAY, AND TOMORROW

TIME, MEDIA,
AND MATERIALS OUTLINE OF TRAININGACTIVITIES

30 MINUTES

Newsprint-
Magic Markers
"Defining Prevention"
Worksheet

3. DISCUSSION: DEFINING DRUG ABUSE PREVEN-
TION:.:.OPTION- #2

Allow participants 15 minutes to fill 'out Work-
sheet 11-1, page 37 of the Participant Manual.

DiVide participants into small groups to shat'e
and process their worksheets. Ask each group
too begin to develop a, common definition of pre-
vention. .

Ha've 'small groups return, and report their ciefi-
nitions. Ask the following questions and record
the responses on newsprint: ,

What are some examples of prevention
activities?

Wh:at is the target 'population for (preven-
tion programming?

How is prevention different from treat-
ment?

How is prevention of drug 'abuse like
vention.of,other problem behaviors?

45 MINUTES

Newsprint
Magic Markers

"Critical Incidents in
the Growth of Drug
Abuse Prevention"
Reference Sheet

4. EXERCISE: TFI GROWTH OF DRUG ABUSE PRE-
VENTION

Ask participants to think for a moment aboUt
drug abuse prevention--where it came from,
how it got where it is today. Ask paeticipants
to then list five critical incidents in the growth
of drug abuse preveation.

Record these incidegts on newsprint, making
sure that the majorl developments listed in
Reference Sheet, 11-3 on page 34 of the Parti-
cipent.Manual are included (i.e., scare tactics,
drug-specific information/education programs/
moratorium'on prevention activities, the Delphi,
and programs to reinforce' positipe behavior).

Frdm the' information corded on newsprint,
generate a lifeline' for revention, placing the

43
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. MODULE
m.

II. PREVENTION: YESTERDAY, TODAY, AND TOMORROW

TIME, MEDIA,
AND MATERIALS OUTLINE OF TRAINING ACTIVITIES

critical incident on a chronological timeline like
the one belowet.

,war on
driug's moratorium

1 I 1

...

_....___!

1960 1970 1 1.982
e, prevention..

scare inform tion/education modalities
,:. tactics campaigns

1 HOUR

Newsprint
Magic Markers

5. - AXERCISE: PROGRAM LIFELINES

Ask participants to begin the sane process for
their own programs; they should list;

The critical , incidents in their program's' .
.growth and development

Their own critical incidents as staff mem-
bers/managers/drrectprs of their programs.

Divide participants into dyads to help each
other flesh out their incidept inventories and
create program lifelines for their programs.

30 MINUTES

tt3

m

6. REPORT OUT

Ask, participants to individually describe the
results, of the above exercise, particularly
information about:,

their programs
tr

o Theiir place in the history of their pro-
grams

Their programs- places in the history and
context of drug abuse prevention.

NOTE: Point out that pro everipon, and individual
programs, have past histories, present
situations (both of which. influetice the
process of program management, planning
and development), and futures. The thrust
of this course is to create through sound

44
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MODULE 1I. PREVENTION: YESTERDAY, TODAY, AND TOMORROW

TIME, MEDIA__
AND MATERIALS -OUTLINE OF TRAINING ACTIVITIES .

1 HOUR

Newsprint
Magic Markers .

4

management and careful planning--a suc-
cessful future for prevention programs.

7. LECTURE/DISCUSSION: HISTORY OF DRUG ABUSE'
PREVENTION

Present a general' overview of the growth and
history of drug a abuse prevention, from scare
tactics, through information programs, to, affec-
tive education and developmental efforts.

NOTE: Use the following material adapted- from
Drugs in Perspective, NOACTRD, 1979, to
guide your discussion. Where appropriate,
use the "Successes" generated in Module I
to reinforce your points.

Script:

History of Prevention

Society has searched for an easy way to pre-
vent substance abuse. Initially, we thought
that if We showed people frightening movies
and told them horror stories about drug abuse,
they $.4buld be too scared to use drugs. There-
fore, early drug- education programssconsisted
primarily of information about the dangers of,
specific drugs, and warnings about the physi-
cal, social, and psychologidal consequences of
drug abuse--with special emphasis %on the legal
sanctions discouraging sale, use, and posses-
sion of drugs. (Remembe Reefer'Madness, a
film which implies that smoking marijuana wiij

.make you "mad," and .end. with yopr arrest.) .

This 'type of program was labeled "Scare
Tactics." Similar, programs were developed
that Dr. Walter M. Mathews labeled "con -
verting" programs. They attempted to

'dissuade the adolescent from using drugs
by directing, preaching, convincing, and
scaring:

Directing"Teacher tells, students what
they must believe2 value, and do.

45
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MODULE II. PREVtatION-1 YESTERDAY, TODAY, AND TOMORROW

TIME MEDIA, ,

AND MATERIALS OUTLINE OF TRAINING ACTIVITIES

t

Preaching"--Similar to directing, but
teacher appeals to the students' sense of
duty to a vague, exte ,'nal authority.

ConvincingTea'cher applies logic to lec-
turing method.

Scaring--Teacher emphasizes dangers of
drUg use.

Similar methods included an emphasis on
the hazards posed to your health by
drugs, admonishment, indoctrination, per-
suasion, distortion, and fear. However,
"scare tactics" and,' similar approaches
proved ineffective as prevention strate-
gies. Much of the information was invalid,
thus, participants, particularly youth,
began to question the ,credibility of the
presenters and of the program itself.

We then thought that if we provided
factual information about drugs (i.e.,
"drug-specific" information that ,emphasized
the drug and its pharmacology-the physical
and psycholOgical properties of drugs),
people would make responsible decisions
about drug use. But these drug-specific
programs, too, adversely affeEted -preven-
tion efforts. Individuals began to regard
drug,' use more favorably... The' more
knowledge people possessed about drugs,
the more their attitudes favored drug use.
Some researchers even found that exposure
to "drug-specific" information resulted in
an increase of drug use. As Swisher,
Weiner, and Herr noted in 1972, "Straight
information giving approaches have been
previously shown to result in an increase,
rather than a decrease of dra. use:"

"Drug specific" programs were thought to
alleviate fear of drugs and to heighten
curiosity, thereby leading to more experi-
mentation. Students often us'ed the
knowledge they acquired to attain high
levels of intoxication.

46 ,
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MObULE II. PREVENTION: YESTERDAY, TODAY, AND TOMORROW

TIME, MEDIA,
AND MATERIALS OUTLINE OF TRAINING ACTIVITIES

t

a

(

4.e
In April throiJgh October of 1975, what
was then the Federal Special Action Office
for Drug Abuse Prevention (SAODAP)
declared a moratorium on 'all preventiOn
materials and activities. During this
period, we regrouped to reevaluate our
prevention strategies. As a result of the
moratorium, we learned that scare tactics

.and drug-specific information alone do not
deter drug abuse significantly; they are
ineffective strategies.

,In 1974, Dr. DuPont, former director of
the National Institute on Drug . Abuse,
surveyed drug" education programs; he
concluded that both educators and stu-
dents believed the majority of existing
drug education Rrograms in their schools
to be ineffective. Furthermore, they
wanted to abolish these programs. In his
review of the research on school-based
drug . education programs, Michael
Goodstadt concluded that:

"There is an almost_ total lack of
evidence indicating beneficial
effects of drug education; very
few educational programs have
been evaluated p.nd almost none
have shown any significant
improvement in anything other
than levels of knowledge; atti-
tudes and drug use have gen-
erally remained the same."
(Schap, Cohen, and Resnick,
1976)

.

Consequently, a change of emphasis occurred
--a shift away from pharmacological

effec s to the meaning and function of
"dru g/Use/abuse behavior. This new orien-
tati n focused. on the individual drug
abuser in his or her own environment.

In 1974, the Prevention Branch. of NIDA
ginitlated a nationwide, .14-month modified

"-Delphi"' policy-planning process; involving .
over 406_,prevention specialists in a series
of nine planning conferences; the Oat was

I. 47
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MODULE II. PREVENTION: YESTERDAY, .-TODAY, AND TOMORROW

TIME, MEDIA,
AND MATERIALS

Drug Abuse Program
Continuum'

O

OUTLINE OF TRAINING ACTIVITIES

to develop a national. strategy for primary
prevention. In 1975, the resulting recom-
mendations were published in Toward -A
Natiotial Strategy For Primary Drug ,f\buse
Prevention, Final Report, Delphi II. The
report defined primary ,drugabuse preven-
tioh:

"A constructive proCess designed
to promote personal and ,social
growth of 'the individual to full
human potential and therbby
inhibit or reduce physical, men-
tal, emotiongl, or social" impair-
ment which tfesUlts in or from
the ' abuse of chemical sub-
:stances.'"

. .

NOTE: I) Write the above definition on newsprint
and insert Center'#or Multicultural Aware-
ness' qualifications where appropriate,
using Figure 11-1 on page 35 of the Par-
ticipant Manual, and 2) refer participants
again to Reference' Sheets 11-1 and 11-2
primary prevention definitions.

4 1

Further, the report established three basic
themes for primary er,..venticin:

I. Primary prevention must. be under-
stood in terms of the development and
reinforcement of positive behavior.

2. Primary prevention programs must be
responsive, in both design and opera-
tion, to the needs of those whom they
are ,intended to serve or support.

3. Primary prevention programs shoiild,
wherever possible, employ collabora-
tive efforts to utilize 'the already

available capacities and resources of
existing human' service institutions
(Delphi II, 1975).

The first of these themes promotes the
concepts of developmental school and
.community-based alternatives, as well as,
educational) programs thatpromote personal

; 48
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MODULE, II. PREVFNTIO .4 Y FST F RDA Y -itonAv NM Troncoot.1

'OUTUNE OF TRAINING ACTIVITIES
TIME, MEDIA
AND MATERIALS

4-

.
growth -and eesponsible decision-making.

` Educational programs should integrate both
cognitive and affective educational 7tech
niques. The cognitive approach inA,eases
knowledge of facts about substances, and

, information concerning the , use of sub-
stances.. Facts and information can support
,efforts to develop a 'respect for sub-

; stances; affect attitudes, and aid reiponsi-

'
ble decision-making. The :coAnitive
appcoach'stresses the deVelopmhnt of
knokledge, comprehension, application,
aralysts, Synthesis', and evaluation, of
drugs. and drug abuse.

The affective component focuses on
the individual's needs,. feelings, and
emotions. This approach develops

' 'skills and helps the individual, to clap-
!A/ values and to improve decision
'raking; to improve self concept; to
increase the ability to communicate
and 46' relate more effectively 'alone
and in groups; to solve personal ,and
interpersonal problems; to deal effect

',''tivgly With feelings of anger, depres-
,sion, and anxiety; to +ax and enjoy
cjaily,aalvtties; and tq expluee and

7 ,.participate ip alternatives.

The -integration of these two C
aptir'oec4is provides individuals with
knowledge and skill's needed to MAW

Jife (processes where thinking and
CZZ, feetituglike integrated. An individual

can :14er to .understand his or her
basrew/loakos-, to develop a good self
concept, Ito make responsible deci,-
sions, AAcloto discover alternatives to

;ful'ill hie or hir,ne-eds..

30 MINUTES-
a 8. L ECTU R E/DiCUSS I ON": - PR EV EST ION TODAY

Describe e spectrum of programs r and .

approaches}" called "drug abuse prevention," it
relating the , to:

V.

49 .
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MODULE II . PREVENTION: YESTERDAY, TODAY, AND TOMORROW

TIME, MEDIA, .

AND MATERIA4S

"Drug Abuse Pr(!s.ram
Continuum," -
"Prevention Programs,"
and Multicultural Drug
Abuse Prevention-
Implementation Design"
Figures

OUTLINE QF TRAINING ACTIVITIES

4 r-

N I DA's Continuum
11-2, on pages 35

. pant Manval)

(See Figures 11-1 and
and 36 of the Partici-

- The Center for Multicultural Awareness
(CMA) Model Figure 11-3, page 38 of the
Participant Manual.

s Use the CMA definition of primary, prevention
as part of the discussion:

0

"Primary preven,tion of drug abuse is a
constructive Process designed to promote
personal, social, economic, and political
growth of the individual toward full human
potential; and, thereby, inhibit or reduce
personal, social, economic, or political
impairment ,writch results in or from the
abuse of chemical substances."

Psychosocial Perspective

1. Goal--Individual accepts responsibility
(develOps insights) for his or her behavior
and. attempts- to change.

2. Emphasis--The individual is "active." Use
and nonuse are seen as complex and 'vari-
able kinds of human behavior. The mean-
ing and function of the drug, as well as
the need that is satisfied by drug use,
are stressed.

3. The Mode of Prevention is Education--Drug
specific' and nondrug specific, with an
emphasis on the values and behavior of
the individual.

4. Drawback--Decisions to use drugs are
often impulsive, rather than rational, and
are often influenced more by social factors
than by information.

Sociocultural Perspective

1. Goal--To change the environment and/or
social-economic conditions .

. 50
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-MODU II. PREVENTION: YESTERDAY, -TODAY, AND TOMORROW

TIME, MEDIA,
'AND. ATERIALS OUTLINE OF TRAIN1NG ACTIVITIES

C

Emphasis--1) The adaption of the individ-
ual to the cultural and social context of
his/her environment; 2) FEIctorS in the
sociocultural context shoOld be adapted to
the individual and his or her needs; and
3). The way in which society defines and
responds to drug use and users determines
the orientation of, individual to drug use,
(e.g., differences in the responses of
Eastern and Western' cultures to drugs.
Western-'-alcohol is legal; cannabis is ille-
6al. Eastern--cannabis (hash) is legal;
alcohol is illegal).

NY

3. Drawbacks--Social and cultural changes
often develop slowly and social/cultural
institutiohs are often reluctant to change.

4. Drug-Specific Vs. Non-Drug Specific
Approaches.

30 MINUTES

4

EXERCISE: ORGANIZATIONAL /PROGRAM I klTERV1 EWI

Ask, participants to form self-selected dyads,
intdviewing one another about the histories and
approaches of their respective programs.

Explain that this exercise is divid into two
*rounds, each consisting of an interview, analy-

.
sis and discussion. ,

During' each round, one person is i the inter-
viewer and the other supplies information about
his or her-iprogram. The interviewer analyzes
the information by identifying:,

4.

Five to seven critical incidents in the
development of that program' (e.g., a major
grant award, .hiring a' new director, an
anti-drug bill passed by the city council,
a decrease in funding, a shift in ,demo-
graphics, industrial development, etc.)

Three sigia-i4gant surViv-aWgrowth issues for
that program

One coping strategy which the program is
currOltly implementing.

5-



MODULE II. PREVENTION: YEST.E'RDAY, TODAY, AND TOMORROW

TIME, MEDIA,
AND MATERIALS OUTLINE OF TRAINING ACTIVITIES

43i

In other words:

ROUND 1: ° A interviews B
7 A analyzes B's pro-/Ths gram history

A records on news--
print
A and B discuss.

- .ROUND 2: Revers,e-roles.,

Explain that each person Will tape up his/her
analysis arid that programs will be identified by
name and representative. I

30 MINUTES 10. REPORT OUT
.

Discuss thegollowing points:

The interview process
Three areas of data collection
Participant's. insightrito own program.

NOTE: Compare and contrast the growth issues
and coping strategies xepreserrted within
the training population. Identify' similari-
ties and differences, perhaps beginning to
link up, .individuals whose problems and
successes are complementary (foundations
for networking).

END OF MODULE II
q

_
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. II. PREVENTION: YESTERDAY, TODAY, OD
MODULE TOMORROW-) REFERENCE -

'4

AN OPERATIONAL" DEFINITION_ OF DRUG ABUSE PREVENTION

- as conceptualized by
the National Institute on ,Drug Abuse's Prevention Branch

-
The fundamental objective of drug abuse preventionis o. assist youth to develop
and mature into healthy productive members of our socie y. Toward that end, pre-
vention involves the process of "enablement," in which prevention professionals,
lay-persons, family members. and friends who are concerned, help youth create
pOsitiveattitudes, valuealr-behaviora, skills and lifestyles that will enable them to
mature into happy and competent citizens who need not resort to the use of drugs.
The desired outcome of prevention programs is the reduction,, delay, or prevention
of drug use behavior that is not within the parameters of medical therapy and tht
disrupts the normal developmental life cycle leading to human competency.

Over the last five years, the concept of drug education has expanded beyond pro-
grams that provide youths information or advice concerning drugs and their use.
Thecurrent conceptual framework for drug abuse prevention programming at NIDA
has evolved from the many prevention programs currently operating at the
State and the community level. This framework for prevention operationally
defines drug abuse preventiOn along a continuum of ,health care programs. The
four prevention modalitiesi" are information, educaticin, alternatives and intervention
programs, with each program'type best serving youth at different stages of the
dr.u,g(oLabuse problem. Treatment and rehabilitation programs complete the con-
tinuum and focus upon the drug addict and the recevering drug abuser./1/

Prevention Modalities are definedv follows:

Information Modalities--Approaches that involve the production and/or distri-
,bution of accurate and objective information about all types ot. Ougs and the
effects of those drugs on the human systems. Examples include drug infor-
Mation seminars, pamphlet. development and distribution.

Education Modalities--Approaches that focus on skill building through use of
well- defined and structured affective learning processes. Examples of skills
that are to be enhanced include values clarification and awareness, problem

*solving, decisionmaking, coping with stress, and inte-personi?I communica-
tion. The affective learning processes that are used -focus on helpins6 people
Who may be deficient in the above mentioned skills, but may also serve to

. reinforce already existing skills. Examples Include role playing, peer facilita-,
tion, and cross-age tutoring.

/1/ Bukoski, Dr.. William J., "Drug Abuse Prevention: A Meta-evaluation Pro-
cess," paper presented at the American Public He/ith Association Conference,
November 4-6, 1.979.

553,



Reference Sheet '11-1 Continued

Alternatives ModalitiesApprpaches that provide growth-inducing_ _experiences,
through which individuals develdp increased levels of confidence and self-
relia e. Enhancement in these areas is provided through social, occupa-

onal, esthetic, affective, and cognitive -experiences. Alternatives-based
activities area designed to provide exposure to a variety of rewarding activi-
ties that offer positive alternatives to drug-taking behavior. Examples
include hirman service, delivery in the community, restoration,' conservation,
and preservation of the environment.

Intervention Modalities-E-Approaches that focus on the reduatiOn, elimination,
and/or delay of drug use, drug use-related dysfunctional behavior, and,other
problems beiaviors prior to onset of serious; chronic,. debilitative behaviors.
These prevention approaches are able to provide assistance and support to
people -during critical periods in their li bs, when person-to-person communi-
cation, sharing...of experiences, and emp thic listening 'could contribute to a
successful adjustment of' a personal or fami problem. Examples include pro-
fessional counseling, rap sessions, and peer counseling.

Prevention settings are defined as follows:

School settings are those in which the majors percentage of activity takes place
within a school system, and where there are direct linkages to, and involve-
ment wiih, school 'officiali" ,and functions, often during normal school hours.

Occupational Sittings are those in which the activities take place in an organi-
zation that has legal status as a profit 'or' non-profit making corporation,
'partnership, or. other. formally-defined income- generating, entity.

Family settings are those in which the major focus is on strengthening family
relationships. The family is- seen as, the group 'through whith the desired
outcomes should be addressed.

Community settings are those in which the majority of activities are provided
under community auspices, and are concerned with activities which impact on
both indiViduals and the community- as a whole. /2/

/2/ N IDA, Prevention Branch, "State Prevention Coordinator Grant Program
Guidejines," May 1980.-
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11. PREVENTION: YESTERDAY, TODAY, AND
MODULE TOMORROW-2 . REFERENCE

-

of

-
DEF INITIONS OF PRIMARY PREVENTION

"Primary drug abuse 'prevention is a constructive process designed to pro-
mote personal and social growth of the individual toward full human potential
and thereby inhibi,t or reduce ,physical, ,mental, emotional or social impairment
which results in or from abuse of chemical substances."

Drug Abuse Prevention Delphi, 1975.

2, "The Trarpose of prevention is to increase the likelihood that individu als will
develop drinking-related behaviors that are personally and socially construc-
tive. Negatively stated, prevention programs are aimed at reducing the nom-

-her 'of persons whose alcohol-related behavior adversely affects the way they
carry on the roles and responsibilities of. everyday living."

--from Planning Prevention Programs, National
Center for Alcohol Education

3. "Primary prevention of drug abuse is a constructive process designed to pro-
mote personal, -social, economic and political 'growth of the individual toward
full human potential; and, thereby,,, inhibit or reduce personal, social, eco-
nomic or political impairment which results in or' from the abuse of chemical
substances."

--the Center for Multicultural, Awareness/ a

project of NIDA's Prevention Branch
. .

4. "Primary prevention\ encompasses those activities directed at specifically iden-
tified *vulnerable high -risk groups within the commUnity, who have not been
labelled as psychiatrically ill and for whom measures can be undertaken to
avoid the onset of emotional disturbance and/or to enhance their level of posi-
tive mental health. Jrograms for the promotion of mental health are ,primarily
educational rather t an clinical in conception and operation with their ultimate
goal being to increase people's capacities for dealing with crises_ and for tak-
ing steps to improve their own lives." ,

o.

--:Stephen E. Goldston, EdD., Coordinat9r for
Primary Prevention Prograins, National
Institute for Mental Health

5.. "The Alcohol, Drug Abuse,, and Mental Health Administration (ADAMHA)
requires the description of two types of behaviors behavioral antecedents
and consequences - which are useful in designing primary prevention activi-
ties, parttcurgriy with regtd to health promotion and disease prevention.

Prevention of behavioral antecedents refers to interventions to reduce
high _risk behaviors such as teenage drinking, smoking and experimental,
drug use, which increase the probability of developing physical, emo-
tional and behavioral problems.
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Reference Sheet 11-2 Continued

Prevention of behavioral consequences refers to interventions to prevent
the deleterious effects (consequences) of high-risk behavior, such as
accidents resulting from drinking which 'driving, .or suicides or homicides
resulting from emotional disorders, excessive drinking, or substance
abuse."

.ADAM HA Prevention Policy Paper, August 17,
1979

w

6. "An aggregate of community education and social action programs which within
an identified length of time an& for specified groups of, people., are able to
measureably reduce the likelihood, frequency, seriousness, or duration o
chemical use problems by means other than referral or recourse to the chemi-
calcal dependency. treatment system or correctional services."

--(The content of this definition, was/developed
by the Michigan- Office of Substance Abuse
Services, prevention staff.)

(7. Primary prevention of social and behavioral problems is accomplished through
ongoing processes that provide opportunities for individuals,-small groups and
organizations to increase: I) knowledge or awareness of personal and collec-
tive potentials; 2) skills necessary to attain those potentials; and 3) creative
use of resources to the end that all people have the ability to effectively cope
with typical -life problems and recognize, reduce or eliminate unnecessary or
debilitating stre;s in the community without abusing themselves or others and
prior to the onst of incapacitating individual, group or )organizational prob-
lems.

--(The content of this definition was developed
by the Human Services Training Inslitute,
MiChael B. Winer, Association Director;
Spokane, Washington.)

8. PreVention includes purposeful activities designed to promote personal (emo-
tional, intellectual, physical, spiritual, and social) growth of individuals and
strengthen the aspects of the community environment which are supportive to t,
them in order to preclude, forestall, or impede the development of _alcohol and
other drug abuse problems.

--Wisconsin State Drug Abuse Plan

9: Another way to break down the concept of health promotion IS to consider the
community as well as the indMdual. We are accustomed to think of an indi-
vidual's, health, both in terms of treatment and building resistance, but we
can extend this to the community. Often people succumb to ill health in part
as a result of forces in the social content. Such could include unemployment,
insensitive institutions, including schciols, or prevalent attitudes which win-
force unhealthy behaviors. if. this is the case, then it makes sense to design
programs which deal with these factors.

--Vermont Alcohol and Drug Abuse Division
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Reference Sheet H-2 Continued-

10. The, National. Association of Prevention Professionals' defines prevention as a
proactive process utilizing an interdisciplinary approach designed to.mempower
people with the resources ,to constructively confront stressful life conditions.
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II. PREVENTION: YESTERDAY, TODAY, AND
MODULE TOMOR ROW -3 REFERENCE

CRITICAL 'INCIDENTS IN THE GROWTH OF
DRUG ABUSE PREVENTION

Scare'Tactics ha.

"DrugTspecific.'!.information and education programs

Moratorium on prevention activities

The Delphi

Programs to develop and reinforce positive behavior

community-based alternatives
integrated cognitive and affective education approaches

Critical*-hitorical incident

i4

9
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I MODULE TOMORROW-1
11. PREVENTION1 YESTERDAY,,TODAY, AND

WORKSHEET

1. Prevention is

.DEFINING PREVENTION

2. Prevention programs are

3. Preven ion is different from . "intervention" because

$
4. Drug abuse prevention is different from drug education because

5. The age range for whom a prevention program is likely to 'be most successful is

Ire

6. An example of a "drug abuse prevention activity".that isn't called drug abuse
prevention 6

7. Indicators that a prevention program is working might be

8. Based on the above, my definition of drug abuse prevention is
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DRUG ABUSE PROGRAM CONTINUUM

(-
PROGRAM
TYPE INFORMATION ----EDUCATION ALTERNATIVES----INTERVENTION...----TREATMENT REHABILIYATION

\ .

TARGET , NON-USE EXPERIMENTAL INTEGRAL,NTEGRAL PART
AUDIENCE OF DRUGS OF LIFESTYLE
V1S-A-V1$

.

EMERGENCE
OF DRUG INITIAL DRUG OCCASIONAL/
USE EXPERIENCE FREQUENT USE

°4

DRUG ABUSE

RECOVERY

MAINTENANCEOF
DRUG -FREE LIFESTitE tO
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'MODULE II: PREVENTION: YESTERDAY, TODAY, AND TOMORROW -2 FIGUPE

Th

PREVENT(ON PROCRAMS
Se%

,INFQZATION ALTERNATIVES

Accurate information

-Legal and illegal dru
and their effects

Const)uctive activities, that meet

developmental needs of youth

Ownq"ship and self-investment

Target specific for maximum Constructive peer pressure

results

EDUCATION

Process to help individuals
develop skills to help themselves

-Decisionmaking skills

-Values awareness 4.*

-Communications

-Self-understanding

- Parent- family involvement:-

--Curricula

Counseling

61
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INTERVENTION

Specific assistance an support foi-

youth uS1.411,1 at high risk

-Counseling

-.Hot lines
4

.r

-Cress-age tasring

peer group creation

.b°
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MODULE II: PREVENTION, YESTERDAY, TODAY, AND TOMORROW FIGURE
MULTICULTURAL DRUG ABUSE PREVENTION- -AN IMPLEMENTATION DESIGN

PRCCOS fing

1. KNOWLEDGE Slat!)
Ph

RL151;$ EC
r- --

1

.

. .

,

crYorrewr cATEGopies

PER5CNAL

.
1.

6CCI AL-

EiC.ON/Omic,

,,
POLITIC-AL.,

COMPUTATIO N

COMMUNICATION

VALuint

1:1541510N-MAKI NU

5th-F-1AEI.CPMEX

ANALYTICAL-.

MANIPULAil ON

SELF

.

.

On-1ER5

_,
'_

coom,Ka y pr. DIFFERENCE Di FFERENcn DIFF6Z94CV

.

N.A.A.JoRn % .
DRUG Ate.
PRevENTIo,F_P2211__

PRW 1141:ORMATION

ALTERNAllv

INTERViiinC\NI

ALTERNATIVES

INTERVWCVON

4

ALTERNATIvts .

- INTERVENTION
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,.
III: PROGRAM MANAGEMENT THEORY AND r 4 HOURS

MODULE . PRACTICE TIMc,
15, MINUTES

GOALS
./...

... To relate the growth issues being experienced by drug abuse preventin pro-
-grams to the body of knowledge. concerning organizational development and
human services management ,

-...,._ .I

OBJECTIVES
... .

At the end. of this Module, participantswill be able to: _ .
t 0 t'''' . . F, Help participants identify the present ,stager or organizational development of"....,

their prevention -program in terms of current theory and practice
. ..Describe the basic functions of management as applied to human service . pro-

grams. _ .

.

MATERIALS
.

Paper
Pencils , .

,,
Newsprint
Magic Markers , -

Participant Manuals ° - , .
.

Worksheet .
Figures r .

Sele Reading
. .- i. .

.
. 4a ,, .

-
. f ....

.1.,

.,. .

C

C '...
.

lit
.

^ _ .

,

,

. .
,, I..

.

: .

. ,o ' .

/

F
.. .

AS

.

4

..

6 -
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M6DULE Hi

EXERCISE TIME

OVERVIEW

METHODOLOGY

1. UNDERSTAN G
THE COLT T OF
YOUTH
PREVENTION
PROGRAMS

2., TEN DOMAINS FOR
UNDERSTANDING
ORGANIZATIONS

3. THE NATURE OF
MANAGEMENT

4.. MANAGEMENT-
,WHAT IT IS

5. MANAGEMENT
FUNCTIONS.

6. REpORT. OUT

7. A SITUATIONAL
APPROACH TO
MANAGEMENT
STYLES OF
LEADERSHIP.

'
9. ASSESSING THE

READINESS
LEVEL

' 10. SUMMARY.
44'

30 MINUTES 1tAIRE-GROUP LECTURE /DISCUSSION

30 'MINUTES INDIVIDUAL/SMALL GROUP/LARGE GROUP
EXERCISE/DISCUSSION-

30 MINUTES LARGE-GROUP LECTURE /DISCUSSION

20 'MINUTES LARGE-GROUP AND SMALL-GROUPLARGE -GROUP

20 MINUTES

1'0 MINUTES LAR

P-30 MINUTES LARGE-GROUP LECTURE

GE-GROUP AND SMALL-GROUP
URE/DISCUSSION

E-GROUP DISCUSSION'

50 MFNUTES LARGE-GROW' LECTURE/DISCUSSION

20 MINUTES LARGE-GROUP DIS6U:SSI-ON

15 MINUTES LARGE-GROUP DISCUSSION

66
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MODULE PROG[kAM MANAGMENT' TI-IFORY ANn PRACTWF

TIME, MEDIA,
AND MATERIALS

30 MINUTES

"Ten Domains for
Understanding .

Organizations"

OUTLINE OF TRAINING ACTIVITIES

LECTURE/DISCUSSION: UNDERSTANDING
CONTEXT OF YOUR PREVENTION PROGRAMSc't

Using the material generated durink the. exer-
cises in the preceding module, where partici-
pants looked at the histories and characterS of
their individual programs, provide a framework
for, looking at organizations based upon Ten
Domains for Understanding Organizations, by
Leroy Wells, Jr,. (See SeleCted Reading I I L-1,
on page 47 of the Participant Manual. )

Wells analyzes organizations in terms of ten
major "domairas"' which s synthesize aspects of*
psychoanalytic, social, psychological, psychody-
namic, and sociological theories of organiza-
tions:

1. Origins and history
2. Major task(s)
3.. Social structure
4. Boundary management -.
5. Culture
6. Social process
3. Technology
8. H$w an enterpr?ise geneFates, allocates,

and utilizes resources
9. Effectiveness and efficiency (output)

10. Demographic characteristics.

Describe each domain of Well's approach: Ask
participants to review- their organizational -life-
lines or interviews. Look at which of the
domains they have already begun to collect data
aborit; as' they viewed their organizatiod's .

growth,, activities, responses to change and
crises, and otherceitical,,incidents in the life of
,their prevention program.

Point out the relationship ofpthe "domains"
approach' to the training design, .as. we explore "°
the .roles of program managers in coordinating
and shaping these characteristics of your °Nan-
izatioh.

67
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MODULE III: PROGRIVI. MANAGEMENT THEORY AND PGCTICR
.

TIME, MEDIA,_,
AND MATERIALS OUTLINE OF TRAINING ACTIVITIES

30 MINUTES
Newsprint
Magic Markers

"Ten Domain for
Understanding
Organizations" Worksheet

c

2. 'EXIRCISE: TEN DOMAINS FQR DUNDERSTANDING
ORGANIZATIONS

Introduce Woj'ksheet III-1 on page 43 of the
Participant Manual, which is based on 4yells'
Ten Domains for Understanding OrganizatfbELs.

Ask participants to individually generate dqta
from their programs for category #2, Major
Tasks, and category #8,. How an Enterprise'
Generates, Allocates, and Utilizes Resources.
Allow no more than 10 minutes for this exer-
cise.

c

Ask participants to form groups of five to dis-
cuss their worksheets. Each group will record
data on newsprint.

Reconvene large group and ask small groups to
report out on data listed on the newsprint.

Encourage participants to coms.lete their Work=
sheet on their own for the other domains as
more data surfaces in. later moduleg.

Process this exercise by relating it to the next
lecture/discussion on management theory and
practice:

Management is the activity that allocates
and utilizes resources for organizational
tasks.

The preceding 'exercise was intended to
get participants thinking about:

1. How an organization,'s tasks establish
parameters for the generation, alloca-
tion,. and utilization of resources, and

4

2. How the manner; in which resources
are allocated and utilized affects the
accomplishment of tasks. . °

4
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-MODULE' III: PROGRAM MANAGEMENT.'THEORY AND PRACTICE

TIME; P EDIA,
AND MATERIALS OUTLINE OF TRAINING ACTIVITIES

30 MI N

Newsprint
Magic Markers,

,r-I

LECTUREZDISCUSSION: THE NATURE .OF MANAGE-
MENT

NOTE: The lecture material below is excerpted
froin Basic Management Skills (Revised-

-NDACTRD, 1979).

Management is the 'activity that allocates and utilizes
resources to achieve organizational goals.

NOTE: Write thi.s definition on newsprint.

,Every society, from the most primitive to the
most advanced," establishes certain economic
institutions or organizations that ,perfOrm the
productive function of converting resources into
usable outputs to satisfy needs. -

It would be possible to, carry out this produc-
tive process on a helter skelter, "do the best
you can" basis. Howeter, to, utilize limited
resources to optimal advantage and, to create
the best value possible for the users of eco-
nomic outputs, we need someone to manage,
that is, to allocate and utilize resources effec--'
tively.

Thus, the importance of managenient is clearly
evident: the manager is the primary factor
behind the pattern of, resource allocation that
occurs in the many' and varied profit and non-
profit organizational systems existing in our
society. No cooperative enterprise can exist
without management; someone has to see that
resource_ activities are planned, that work is
divide" and assigned, that the human resource
is acquired and maintained, that resource activ-
ities are controlled, and that the-whole resource
system is guided toward the accomplishment of

., objectives. This is the job of the manager,
who thus becomes a very special resource that
will be called the management resource.

The management resource' can greatly. influence
the environment in which we live. As Peter
Drucker (1954) has pointed out:

1 69



MODULE III: PROGRAM MANAGEMENT THEORY. AND PRACTICE

TIME, MEDIA,
AND MATERIALS 'OUTLINE OF TRAININ6 ACTIVITIES

The manager is the dynamic,
giving element in every business.
Without his leadership, the 'resources
of production' remain 'resources and
never become productioR. In a com-
petitive economy,' above all, the qua.
ity and performance Of the managers-
determine the success Of a business,
indeed they 'determine its survival.
For the quality and performance of its
managers are the only effective
advantages an enterprise in a com-
petitive economy can have."

The essence of this concept is that the manager
is one who organizes and determines the utiliza-
tion of resources within his/her system, e.g.,
program, unit, etc.

20 MINUTES

Paper
Pencils
Newsprint
Magic Markers

4, EXERCISE: "MANAGEMENT--WHAT -IT tS"

Divide 'participants into small groups and ask
them to generate a list of all activities ,involved
in program management,.

NOTE: Emphasize quantity not quality; you may
give a prize for the longest

Process the work of the small groups and com-
pile a list that identifies:

Considerations for special populations
Ethnic differences' . -

Possible urban/rural distinctions

20 MINUTES

"Management Functions"
Figure

5. LECTURE/DISCUSSION: MANAGEMENT FUNCTIONS

Using Figure III-1 on page 44 in ;he Partici-
pant Manual, discuss the list generated by !Par-
ticipants. Group the activities into these five
major categories:

I. Planning
2. Organizing
3. Staffing
4. Directing

70
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MODULE/ 111: PROGRAM MANAGEMENT THEORY AND PRACTICE

TIME, MEDIA,
AND MATERIALS

elk

OUTLINE OF TRAINING ACTIVITIES

5. Evaluating ("Evaluating" in this context
refers to assessing the effectiveness of the
management process, rather than evaluat-
ing program process or outcomes. )

'vide participants into small groups and ask
hem to list qualities associated with each par-

ticular leadership style. Each individual should
select his or her predominant leadership style
(the style he or she perceives him or herself
usually adopting in wprk settings), and the
style which h or she would like to see super-
visors employ. Discuss in the group.

10 MINUTES 6. REPORT OUT/DISCUSSION

Ask for a count of predominant leadership
styles. Human service workers tend, at least
in terms of self-perception, to be collaborative
and delegating. Discuss this tendency in terms
of the situational aspects of leadership that are
described in life cycle leadership theory.

30 MINUTES 7. LECTURE: "A SITUATIONAL APPROACH TO MANN
. AGEMENT"

NOTE: The model to be examined here is adapted
from the revised edition of Basic Manage-
ment Skills, NDACTRD, 1979. It is a
modification of the work done by Blanchard
and Hersey; it offer's the manager some
tools to assess his or her *articular situa-
tion and to determine the management style
most appropriate for that situation.

Time Management Theory suggests that 80%
of a manager's time shquld ye spent on
planning and evaluation (Alan Lakein, How
To. Control Your Time And Life).

State that most people in management positions
erg currently spending 30-40% *of their time on..
those activities. Participants should View P80%,"
as a goal.
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MODULE III: PROGRAM MANAGEMENT THEORY AND PRACTICE

TIME, MEDIA,
A'ND MATERILS OUTLINE OF TRAINING ACTIVITIES

Ask trainees to give specific examples of the
kind of activities that currently occupy their
time.

NOTE: You may ask participants to asterisk those
activities which constitute a major compo-
nent of their jobs.

50 MINUTES

Newsprint
Magic Markers

a

8. DISCUSSION/EXERCISE: STYLES OF LEADERSHIP

List on newsprint the four generic styles of
ship:

I. Directing
Consulting
Collaborating

4. Delegating

NOTE: These four functions are detcribed in the
life cycle leadership theory developed
below. At this point, you should brigfly
describe each style. This view of manage-
ment presumes that there is no "best"
style of management. The most effective
leader is able to vary his or her leader-
ship i9,ie havior in response to the specific
task hd to the readiness level of those
people who will be expected to accomplish
that task.

Script:

What do we mean by readiness level? By con-
sidering the following Tour factors, a manager

rfican look at the task at and then determine
his or her staffig readiness to complete that
task.

Achievement motivation: Consider your
staff's past performances. Do they seem
motivated to excel?

2. Willingness and -ability to assume responsi-
bility for task completion; There is a dif-
ference between willingness and ability.
Both . factors must be considered when
mking the assessment.

72
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MODULE %

III: PROGRAM MANAGEMENT ThiEORY AND PRACTICE

TIME, MEDIA
AND MATERIALS ao- OUTLINE OF TRAINAG ACTIVITIES

.-.

..

c._

der

3. Task relevant education: The issue here
is not the general educational background.
The key question is: "What does the per-.
son or group know in relation to complet-
ing this task?"

4. Experience as an individual or group work-
ing on similar tasks: Consider how long
the group has been together. The introduc-
tion of one new member into a group will
significantly affect the nature of Qle
group. If thatoew person is the leader,
his or her impact becomes even more sig-
nificant. In the case of an individual, ask
yourself, '"Is this person a self-starter?"

The leader can grade the readiness level of his
or her staff in the following manner:

1. Low Readiness Level: Sta0ff scores low on
three 'of the four indicators.

2. Low Average Readiness Level: Staff
scores high on one indicator (but not the
first), and average to low on the other
three indicators. ,

3. Average Readiness Level:* Staff scores
high on two indicators, including the first,
and average ,on. the two remaining indi-
cators. 4.. k

4. High Average Readiness Level: Staff
scores high on three indicators, including
the first two, and average on the fourth
indicator. .

5. High Readiness Level: Staff scores high
on all four indicators.

This is obviously a subjective assessment, and
a very rough one at that. But we must make
these kinds of assessments, anyway, and we
usually make them with no explicit guidelines.

It is 'critical that value judgments not be eon -
nected with the assessment of readiness level.
A staff whose readiness level is low is not a

73
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MODULE ill : PROGRAM MANAGEMENT THEORY AND PRACTICE

TIME, MEDIA,.
AND MATERIALS

ti

A

OUTLINE OF TRAINING ACrIVITIES

poor staff', but one who needs different things
from the manager than a, staff with average or
high readiness would.'

Stop at this point and a sk for questions or
comments from the trainees.

Script:

What is needed? A staff with a low readpess
level needs STRUCTURE from the manager.
They will not provide the structure themselves;
therefore, the effecthrgmanager must provide it
for them. Since 'there a tendency for many
people to attach a negative connotation to the
word "structure)" let's look more closely at the
behavior associated with the term.

"Structuring behavior" entails:

1. Definirig and clarifying the task or prob-
lems in terms of scope and specificity

2. Organizing and defining the roles bl*group
members

3. Defining, clarifying, and assigning what,
when, where, and how tasks are to bp
accomplished

4. Ettablishing patterns and channels of com-
munication among group members and
between the group members and the leader

5. Establishing procedures for reporting
which should be Used to,,monitor. progress
toward task completion and to evaluate
task accomplishment.

NOTE: The trainer may choose to give a' specific
example to illustrate one or more kinds of
structuring behavior:. ,

at this, point and ask for questions and
corriwents from the trainees.
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MODULE III: PROGRAM MANAGEMENT THEORY AND PRACTICE

TIME; MEDIA,
AND MATERIALS

4

OUTLINE OF TRAINING ACTIVITIES

Script: ;

The theory we're discussing speaks of creating
an environment which will enable a person or
gi'oup to move, toward a 'higher leNiel .of gccomp-
lishment. How can an effective manager facifiz
tate this process?

/1
One way is to respond in a manner: that is
Appropriate for the readiness level of the staff
or individual. For example, for a low readiness
group, the leader must provide structure. But;
the leader, must do .something else as well. He
or she must initiate the kind of work environ-
ment that fosters growth in the staff members
and which can generate a higher level of readi-
ness. Let's look at some kinds of climate - settings
behavior that leaders can initiate.

"Climate-Setting Behavior" occurs when the
leader:

1. Promotes acceptance of views which may be
new and/or different.

2. 'Models and promotes -- through acknowl-
edgement and praise--the exchange of
constructive feedback, as well as positive
feedback.

3. Builds trust *among group members and
between the group and him- or herself.

4. Promotes social and emotional support,
friendship, and mutual concern.

NOTE: Once again, you may choose to give a .Spe-
cific example of one or more of these
leader-initiated behaviors.

To summarize, a ' oup or an individual .whose
readiness.level is low needs a high level of both
structuring behavior and climate -setting ,behav-
ior from the manager; they'- will not provide it-
for themselves. Without this behavior, the task
will not be accomplished and the work environ-
ment will not proinote rowth.
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MODULE
III : PROGRAM MANAGEMENT THEORY AND PRACTICE

TIME, MEDIA,
AND MATERIALS OUTLINE OF TRAINING ACTIVITIES

Stop at this point and ask fore questions and
comments from the trainees.

Script:

There a third category of managerial behav-
ior which is equally necessary -- "Transferring
Behaviors." Let's talk about them.

" Transferring Behavior" occurs when the
leader:

1. Solicits ideas from the group which are
used when planning and/or completing the
task

, 31

2. Seeks out and utilizes the reviurces and
skills of group members wh.en planning
and/or completing the task

3. Provides opportunities for group members
to develop and use their abilities when
defining and solving the problem or task

4. Provides opportunities for group members
to assume responsibility for task comple-
tion

The kinds of transferring behavior listed h-ere
follow each other sequentially. The first can
be Used even with a low-readiness group. As
the level of readiness goes up, the manager can
integrate the other behaviors into his or her
style.

To summarize, with a group or individual whose
readiness, level is low, the manager must pro-
vide a higher level of structmte ango,climate-
setting behavior and a low level of transferring
behavior.

Stop at this point and ask for questions and
comments from the trainees.

Script:

What about groups or individuals whose readi-
ness' level is average or above? They need
much less structure from the manager, simply
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MODULE I II: PROGRAM MANAGEMENT THFORY ANn PrutrTIrc

TIME, MEDIA:.
AND MATERIALS OUTLINE OF TRAINING ACTIVITIES

because\-they have the willingness and the com-
patibility to provide their own. In fact, if the
manager provide; high structure for this staff
they will resent it and respond negatively.
'The higher the readiness level, the more trans-
ferring is necessary.

,Climate-setting behavior by the leader needs to
remain high with a group whose readiness level
is average but decreases as the group becomes
more able to provide for it themselves.

-

Therefore, the effective manager is able to:

1. Diagnosewith the help of the factors we
have discussedthe readiness level of the
staff or individual for the specific task to

, be accombliIhed.

2. Match his or her, managerial style to the
needs of the group for the specific task at
hand.

20 MINUTES

"Matching Managerial
Style to Group
Readiness Level
Figure

DISCUSSION: ASSESSING THE READINESS LEVEL

Use Fig re 11-2 on page 46 of the Participant
Manual fo the follbwing sectin. The arrows,
on the diagram represent the direction that
the manager follows -to raise the readiness,
level of hiS staff and/or, individual staff mem- .

bers. The effective manager is always slightly
ahead of the group, guiding and directing them
in a direction,hat will promote growth.

Stop and ask for questions Sand comments
the trainees.

Script:

A few points need to be emphasized:

The assessment of the level. of readiness
must be made for each task to be accomp-
lished. The' same. person might be at a
different level of ^readiness N.' different
tasks. Or, if a group is high/average on
sore tasks, their readiness level may be
low for another task. If this happens, the

0

from
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MODU .
III: PROGRAM MANAGEMENT THEORY AND PRACTICE

TIME, MEDIA,
AND MATERIALS OUTLINE OF TRAINING ACTIVITIES

manager simply moves back to the closest
appropriate quadrant (e.g., from Quadrant
III to quadrant =II, to provide mb,re leader-
initiated structure). However, Quadrant
III behavior would be maintained for the
other tasks.

Some groups or individuals will al ys be
at a low-readiness level. This fact m y be
explained by external or historical fa tors
over which the manager has little o no
control. In this case, the manager ust
maintain the Quadrant I behavior.

A special word- about Quadrant IV: A
'manager would use this style only with a
group or individual whose level of readi-
ness is high. It is more likely for ah
individual to , be at a high ,readiness level
than for an entire group to be. However,
there certainly are some high level groups,
and they delight their managers.

However, Quadrant IV, often creates in a
manager what can be labeled the "Quadrant
IV Existential Crisis." The manager in
this quadrant- maintains a very low profile;
he or she is more a resource than any-

( thing else, simply because the group needs
nothing more. Often fl'Temans zeribegins
to question his effectiveness--or
wonders whether he or she is ;till neces-
sary. Hence, the crisis. In reaction to-
these feelings of insecurity, some managers
will-4begin to ,initiate more structure than

4he group needs; this creates serious
problems and--is a pitfall to be avoided by
a manager.

Stop at this point an sk fdr questions ,and
comments from- the train .

15 MI UTES 10. SUMMARY

.

Summarize the module and overviN the content
of Module IV:
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MODULE Ili: PROGRAM MANAGEMENT THEORY AND PRACTICE

TIME, MEDIA,
AND MATERIALS OUTLINE Of TI?AININGACTIVITIES

Application of the situational'model

Managerial style profile

The model of planned renegotiation and.its
applications.

O

41.

4 6
0

END OF MODULE' III
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III: PROGRANI 'MANAGEMENT THEORY AND
MODULE . PRACTICE-1 WORKSHEET

a

1'EN DOMAINS FOR UNDERSTANDING ORGANIZATIONS
'(Adapted from Leroy Wells' article,

Ten Domains for Understanding Organizations)

.liistructions: Analyze your' program in terms of the ten organizationak domains listed
below. Insert data specific to your program in the boxes to the right °.
of, the domaini.

4

1. '4Origins and ,history

2. Major tasks

3. _Social structure
r

4

4. Boundary management

5. Culture .

6. Ocial process

7. Technoldgy

& How an enterprise generates,
allocates and- utilizes resources

9. Effectiveness and eff,ncy
(output)

10. Demographic characteristics

PROGRAM DATA

;8q
o



' V T1,
MODUL PRACTICE-1

V 1 V A D

I MANAdEMNFUNCTIONS

I
FlGURE

ft

FUNCTION ACTIVITY DEFINITION

1. , PLAN (Predetermine °Forecast Establish where present course
course of action) will lead'.

Sit objectives Determine .desired end results,.

r a. Develop strategies - Decide how and when to
. achieve goals.

v
Program Establish priority; sequence

' "timitag of steps.
r .

% . .

Budget Allocate 'resources.

Set procedures Standardize methods.

Develop policies Make. standing decisions on
important recurring matters.

2. ORGANIZE (Arrange. Establish organjzation Draw up organization chart.
and relate work for
effective -accomplish- Delineate relatio hips " Draw liaison lines to facilitate
ment of objectives) coordination. ,..: -

4' 1% ,,../
..

. / Create° position Oa I Define scope, -relationships,
. .° descriptions responsibilities; and authority

..
Establish position. Define the .

i qualifications
qualifications, far 4°-

qualification persons in 'each position.

- STAFF' (Choose
competent people for
positions in organiza-
tion )

gm °

Select Recruit qualified people for
each position. ... , .

$
Orient Familiarize flew people" withj situation.

Train proficient by instruction e

., , and practice. -
. '

f
. r

° o Develop Help improve knowle,dge, atti- '
0

'''tudes,and skills.
, C

,1

0

fi
gt

Sf
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4

4

Figyre III-1 Continued

4. DIRECT (Bring about
purposeful action
toward desired
objectives)

p,47

Delegate

Motiv-ate

4

4C-oOrdinath

Manage differences

Manage change
.

O

A

.4

Assign responsibility and exact
accountability for results.

PerSuade -and inspire people to
take desired action.

Relate efforts in most effective
combination. '
Encourage, independent thought
and resolve, conflict.

Stimulate ci-eativity and innova
_ Pion, in' achieving goals.

5. ,EVA1UATE (Ensure
progr &ss toward
objectives according
to plan)

4

Establish reporting

Develop pel-formance
standards,' ,

MeaAr-e results

Take corrective
action

Reward
4

Determine what critical data are
needed, how and when.

. Set conditions that will exist
when key ties are well done-.

-Ascertain extent of deviation
from goals and standards.

Adjust plans, counsel to attain
standards, .replan, aid repeat
cycle.

Praise, remunerate and disci-
pline.

4

/la

0

0

Tif

es

O

ti
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MODULE P

III: PROGRAMAANAGEMENT THEORY AND
E-

M2 FIGURE

MATCHING MANAGr2IA-L STYLE TO GROUP READINESS LEVEL

3

QUADFeANT II %

., .
Structuring Behaviors:

.

Po

i

QUADRANT III

'Structuring Behaviors:

.

.

f
.

, MODERATE .

e
Climate- Setting: HIGH

MODERATE/INCREASING

Clim- --Setting Behaviors:
0

Transferring Behavio s:

MO b RATE/DECREASING

Transferrin HIGH

MODERATE/ CREASING

QUADR NT I

Structuri a Behaviors: HIGH

QUADRANT IV

Structuring Behaviors:

.
.

CIima Setting Behaviors: HIGH Climate-Setting Behaviors: LW

Tr nsferring Behaviors: LOW Transferring Behaviors: LOW

LOW READINESS
LEVEL

41 I

la

AVERAGE'READINESS
LEVEL

4

HIGH READINESS
LEVEL
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MANAGERIAL STYLE AND PLANNING FOR
MODULE

IV:
CHANGE' TIME'

2 HOURS
35 MINUTESGOALS. .

.

To enable p4rticipants to relate their own program issues to such concepts as
situational .,leadership theory and erwood's Model of Planned Renegotiation.

OBJECTIVES
,

..

At the end of this Module, participants will be able to: . ,

Describe the elements of a "planned renegotiation" process which participants will
yse to deal with organizational change

Graph their own personal management/leadership styles as prevention program
managers.

MATERIALS
.

115 9

V
-

to

I,

.

.

%

.

.

-

.
.

..

Newsprint
Pens .

Pencils 0 . .

.Magic Markers
.

Participant Manuals . ..

Worksheets
Reference Sheets
Selected Reading

) 0

1

..
.

. ..

,! ' . , . v

1 ;
. .

. ..

A4

. .
4 ,
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MODULE iv .0V VIEW

EXERCISE TIME . METHODOLOGY

1. APPLYING THE
SITUATION
MODEL

2.. SCORING THE
'MANAGERIAL
STYLE PROFILE

3. PROFILES -

4.
Ci

THE CONSTANT
IN PREVENTION

ow CHANGE

5. 'THE MODEL OF
PLANNED
RENEGOTIATION /

6. APPLYING THE
CONCEPT OF
PLANNED
RENEGOTIATION

7. SUMMARY

O

0

s ;.

30 MINUTES

'20 MINUTES

,I4

25 MINUTES

15 MINUTE

SMALL -GROUP AND LARGE-GROUP
EXERCISE /DISCUSSION

INDIVIDUAL EXERCISE

SMALL-GROUP DISCUSSION

LARGE-GROUP LECTURE/DISCUSSION .

20 MINUTES LARGE-GROUP LECTURE/DISCUSSION

30 MINUTES

15 MINUTES

SMA LL-GROUP\EXE RC ISE

LARGE-GROUP DISCUSSION
.

88
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MODULE IV. MANAGERIAL STYLE AND PLANNING FOR CHANGF

TIME, MEDIA
AND MATERIALS

30 MINUTES

OUTLINE Of TRAINING ACTIVITIES

Pencilt
"Managerial Style
Profile" Reference Sheet

A

s)

4.

I. EXERCISE: APPLYING THE SITUATIONAL MODEl.

.--

Divide the group into subgroups of four to fiVe
members.

Ask the trainees to complete Reference Sheet
1V-1 on page 67 of the Participant Manual.

Assign each subgroup three of the problems
from the profile. Make sure all, problems are
assigned.

As,k the groups to dscuss their three problems
and to reach consensus on the rfrosp. appropriate
managerial response, based on the model.

I NOTE: , The trainees will get the best results if
they:.

kit

!".
1. Read the, problem:

2. Determine the readiness level of the
group.

3. Place their manager in one' of the
quadrants.

. 4. Seldct an option.

NOTE: Caution the traihees riot to change any of
their answers to reflect the group deci-
sion. Their answers will be .used later in
the module to determine their individual
style profiles. .

After 15' minutes, re-forfri the large group.
. .

Ask each subgroup to reveal both the option
they selected and their rationale for the selec-
tion.

.AI}m for questions and discussions from the
group.

NOTE: You can find the option which is consid-
ered'. the 'best' in Volume IV of Step III of
the scoring guide.*

O

89

86

a
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MODULE IV. MANAGERIAL 4YLE AND PLANNING FOR CHANGE

TIME, MEDIA
AND MATERIALS OUTLINE OF TRAINING ACTIVITIES

20 MINUTES

Pens
'Scoring the .Managerial
Style Profile"
Worksheet

tr

:

2. EXERCISE: ''r`SOFIING THE MANAGERIAL STYLE
,PROFILE .

Explain to the. trainees that the Managerial Pro-
file is not a test of their intelligence of .knowl-

_edge of this theory. It ,is intended to provide
them with feedback about their styles as man-
agers.

Ask the trainees to turn to Worksheet'IV-1, on
page 67, of the Participant Manual.

I

NOTE: To avoid confusion, the trainer should
walk the trainees through the scoring pro-
cess.

a
STEP 1: . INTERPRETING THE PROFILE,

Script:

The 'problems on the profile are written in such
a manner that if answered -perfectl,y, th.e-
'''esporise- in each quadrant would' be "three."-

.

But it is rare that anyone's score looks this
way. Usually, the distribution of responses
reflects a preferred style end a backup style.
For example: this person's preferred style is
`Quadrant II, with Quadrant III as-a backup. He
or she also has the flexibility to use Quadrkzt I,
but less often. He br she does not naturally
use Quadrant. IV. It is not unusual far peciele
to. havea zero or a one in Quadrant IV.

- This part of the profile reflects the persop's
preferred style anyi indicates hisor her flexibil-
ity to use c4ithr styles_When appropriate.

NOTE: Emphasize that no value judgmen't should
be placed .41,the results; it is simply.dati
to be examined in the light of a particular

4 thepretical model:t
-

_25 MINUTES

31)

` 4

DISCUSSION:r PROFILES
a

- Ask the trainees to return to, the
formed for the previous exercise...

90
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MODULE IV. MANAGERIAL STYLE AND PLANNI FOR -CHANGE

TIME, MEDIA_
AND MATERIALS OUTLINE OF TPAININGACTIVITIES

AlloW lo minutes for the small group to
examine the relationship" of profiles to personal
experience, ci-isCuss their profiles, clarify points
of confusion, and explore some of .the implica-
tions of their scores for their work.

NOTE: During the smalkgroup, disCussion period,
the ''trainers should make themselves avail-
able to answer questions.

. a After 10 minutes, .re -form the large group and
as trainees to discuss what they have learned.

Trainer processes; relate the four quadrants to
'generic Ittyle description as outlined below:

Quadrant I - Directing 1-

Quadrant If - Consulting
Quadrant in - Collaborating

-Quadrant.IV - Delegating.

4

15 MINyTES

Newsprint
--,Magic Agarkers

16

4

4.4

0

4

IECTUREhDISCUSSION: THE CONSTANT IN PRE -'
VENTION CHANGE

"In a world characteriied by constant .

change,. fhe learner will inherit the world,
while the learned will be equipped to cope
with a worlds which -hp longer exists."

Eric Hciffer.
Using the earlier exercises, during which par-
ticipants placed their programs (and the drug
abuse prevention movement) in a historical con-
text, reinforce the participants' awareness of
the constant impact Of change on 'their pro-
grams. makes the concepts of such
theories as cycle leadership particularly
applicable for prevehtion managers.

In the large group, discuss the followihg: How
do you andyour organization-cope with change?

pi'

.4

4

/ C 90.
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MODULE IV. MANAGERIAL STYLE AND PLANNING FOR CHANGE

TIME, MEDIA
AND MATERIALS OUTUNE OF TRAINING ACTIVITIES

NQTE: You should list, on newspri
organizational consequence
including both the ne

'(fear, resistance, co
return -to the "good
the positives '(c

the normal
of change,

tive responses
usion, desire to

d days") as well as
enge, excitement, crea-

ConclUde discussions with the following state-
ment:

at - As managers, if we assume that change is
going to happen, we have two choices: to
struggle against it or plan. for it. Nan-
ning for change significantly enhances the
possibility that the consequences of change
will be positive.

20 MINUTES

"'Plann'ed Rene

5. LECTURE/DISCUSSION: THE 'MODEL OF .PLANNED
RENEGOTIATION

(Some of the material in 'this lecture is directly
excerpted from Planned Renegotiation: A Norm-

, Setting OD Intervention, by John J. Sherwood and
John C. Gildewell from The, 1973 Annual Handbook
for Group Facilitators. This material was originally
reprinted from the Warner Burke edition of Contem
porary _Organization Development Approaches and
Interventions, Washington, D . C . NT L Learning
Resources Corporation, 1972.)

Introduce "planned renegotiation," .a. ategy
which encourages individuals, and organiz ions
to develop mechanisms for taking mS imum
advantage of changes in programs, staff, and
funding. (see Selected Reading IV-1 on, page 71
of the Pa-rticipant Manual).

Cover the following points:

S.

Organizational systems repeatedly cycle
through:

92

The sharing of information and the
negotiation of expectatiops. I

91
-



MODULE IV. MANAGERIAL STYLE AND PLANNING FOR' CHANGE

TIME, MEDIA
AND MATERIALS,

;C.

I

OUTLINE OF TRAINING ACTIVITIES

(

The commitment to a set of expecta-
tions which governs behavior during
a variable period of stability.

A period of stability and productivity
when, for the most part, everyone
does what is *expected of them.

A disruption, at which point the .pos-
sibility of change enters the system.

2. It is at the point of disruption that
expectations can be renegotiated and
change can occur.

3. But, at the' very time the sylferrirgrnOst
open to change, there are forces working to
maintain the "status quo."

4. This is because disruption engenders anxi-
ety, uncertainty, and an almost, instinctive
drive to return to normal.

5. As Sherwood and Glidewell state in their ,
article:

"The system must be held open
if change is to enter. If new
information is allowed to enter
the relationship and is treated in
a problem-solving way, it
provide the basis for renegoti t-
ing the expectations governing
the relationship. The newly
renegotiated expectations are
therefore more likely to be in
line with the current realities of
the situation, and once commit-
ment occurs, the (ensuing)
period of stability is lik ly to be
more enduring before the 4lext
. . . disruption."

6. , Without renegotiation disruptions, are
.lkely to 'occur' more frequently and with

FP

potentially destrycf e consequenceg.

7. The concept otv planned, renegotiation is
grounded in ,anticipating disruption,_so

v-
. ,

v

A



MODULE MANAGERIAL STYLE AND PLANNING FOR CHANGE

TIME, MEDIA;
AND MATERIALS

fl

30 MINUTES

t
4

OUTLINE OF' TRAINING ACTIVITIES

that expectations, can be renegotiated in
,advance. It circumvents the stress of
reri6gotiating in the midst of disruption.
It allows for controlled, change which is
Ultimately more comfortable for all people
in the system.

8. The key to effective planned renegotiation
is tct take responsibility for initiating the
process of renegotiation when .you feel a
"pinch " - -a, signal of impending disruption.

.

9. Working with this model, you will discover
that "'anxiety bedomes controlled and tolpr-
able when there is a commitment to prob-. lemsolving."

10. Planned renegotiation is particularly useful
to people working with fluid, rapidly
changing systems (such as drug preven-
tion programs) in that it provides a mech-
anism for rapidly integrating new informa-
tion and responding quickl and construc-
tively to problems.

6. --EXE12.gISE: APPLYING THE CONCcPT OF PLANNED.
RENEGOTIATION

e.t..

Ask participants to apply the concepts of plan-
ned renegotiation to their situations as mana-
gers of prevention programs in one of two.
ways:

EITHER:
co

Participants form small groups, and dis-.
cuss poteQtial situations in which the plan
ned renegotiation model would be applic-
able, and strategies for thOse' situations;
small groups report out and the trainer
processes the results.

OR:

In smallikkgroup's, volunteers role-play
actual siVtions wf ich May hp,./e arisen in
their prevention programs. ',They should

94 rawlimIsmIL



MODULE IV. MANAGERIAL STYLE ANID PI ANNINr PAP ( 11-1ANC.F

TIMEIMEDIA.
AND ,MATERIALS OUTLINE OF .TRAINING ACTIVITIES

try tq apply planned renegotiatio n to, posi-
tive results from changes. Small 'groups
report out; trainer processesY

N TE: Attention should be given to any particular
ethnic/racial minority concerns, or urban/*

0
0

rural differences, which surface.

15 MINUTES

4

7.'

4

O

S UMMARY

0,:g Wrap up the management and or izational
development models presented. Ke in mind

v
the specific context of prevention program&
within an environment of constant change, and

--pTil-n-1-0-anTerp.6-n-rt to odierresaurce-g, including-
,NDAC's. Basic Management Skills course.

END 6F,, OODUI.E IV
°.

t

4.
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ly. MANAGERIAL STYLE AND' PLANNING .FOR
MODULE CHANGE-1 14/ORgilEET

SCORING THE MANAGERIAL STYLE PROFILE

STEP I: a.
Use the chart below to transfer Your answers from thePproblem sheet by circlirig the
letter you selected as your preferred option. Add the number of circles in each

column and record that number in the column total Pox.

.

Problem Column I. Column I-I
.

Column III I
. -

Column IV .

1 A . Ci - B ., D
,

2 ( B
.

C D A

3 C A, D 13 .

4, .
B . A' C - D

5 C B D
, -

A

-6, B C. D .
,

'A

7 t C .. .B , -I? .

8
.

/
B D

4 `.

A C
0 ,

9' . ''
.

C .. .. B
.

D
______

A

- 1 0
.4

'A '
' '4

,.
i

,
' ' C

.
D

1 1 A C B . ., D

;1,2
4,

. :
.
d . °

c

'. A 4
ColUmn otals 1,

e ..,,
, ,

...t ,. 1 .,, s 1 c
,.. t ,

..` til ..
t'

.1. : , il ' ,

:?.,.
q+s

.1 ''''?. 't4 "EC l' )
ti-- 4: ,

# 4

,.* , 4., .
.-.. . .-1 ' -

4t . .

tit

. .
.3, Iv the cli6rarn below4 place the,,, You. show as a total' in.toluinn 1:41frthe*apace

'marked 'Quadrant I. 7 clliow the gplite prOaidure for Zolymns, 1.1, III, tand ? I V . 1Thie a.allow
.4.10 . diagriaM is.'complete mhen there isia 5-lumber trr.pach qUadrar.1. .0 -') 1

,,s.: 4,,,' s

. e s1s . f $.. it ,,, .4 4' 4 e 2,1' ' '
;4C .44t4 ' Ir...*

;:a 1 .. $ *
e : .. "" . ,. 1 .4 1' ''' : . *

)

. , .
`''Quadrant,1 ,

-4,
.4.0 ;,a, '.

:'

' 'Quadrant., l I' " .
,- :.,,,,;.

,
uacIraQnt I I I

.4.
..,,,, *.

s ^s

udtleen-Vtt/
1.

- %

4.

a

96
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Worksheet IV-1 Continued
7

,

a .1

0.7

a
.

at

Step III:

3

a

.44.`

ti-.Once again, use, the chak .below to- transfer youranswers.from the problem sheet by ."'
circling' the letter° you selected as your preferred option. Add the nunger of circles
in east:I-Column and record- that number in the column total box. N

40 .
. .I,

-.... a - :, ,

1(,

.

.

Problem Column I

. .

, Column I I

.-/
Column!' 1,1 I- :,-4Gtolumn k-V..<

-, 4

'
.

, B -,. A " 't ..S4. 4q

.t; - a

. , -,.,

C . B:
.

, A . . D i , -
_

4 B i..
A .1

1

. -
.

' ii,
,:::,

D

,

B.la
--...

,

A. ,
.

Ti,
D . G .:- a,

.r1 A '0

.. ,0

. 01
C 1 "--., D

.
.-- :' b,

. , .

8
.0..

B\ D '
N

,
.Ai-

41 3

*, *, -,,, C ,

. ...
. , .

. A
,

> ..
_

.
°

'`I ' ',.

' 1 °O . A
e , '4 0

4 , .: D ,l ' 4.C
4- . 11. .,

,

.
1

.
a 4 , ,

O, ,
.

. -- .,
44

. . ,-,- , ..; ., $

* 43B .* %
_ t" ,. t ...1 is

. .1
le ; 24 \ .1 D ----.=

rvii Z 1 L., L. 1. \
. e

°t- .,4. s' -
° . t4i

..' :
, . .

°
y - _.

,i,
-1.1h °.

. , .

.1x .'Column Taals . . '0 0
1._,. V

.' . - ,'
!?,, ,,.54,

.

. .._

tc:, 4.

a- , 4

'-, ,,e ) ' ,, '°

a :1 4 . **/ ' .0:, .tri
;

,

'mu i Ty .45.y *'''
404,-_..,, .',. ., vt . .

a .
, .

. , 4 ,, i a

"pow
v :

4

!,

e * 110$1 s r.

lot

Total.._'

4 The next step is to% do. some arithmetic. 'rake the .number
multiplication as indicated. For example, if your total in
multiply 2 by -2, and your answer would be -4.. Follow the same procedure for 'each
column. -

'gtsp V:

-

in each column aid the
Column I is 2, you would

1," ..
2 4

F. a

Now add the figures in each column. For example, Column I is
ColumnN11. is 5; CqIumn. IV :is +10. Your tOtal, score will be +11.

I

.

.07 9

-4; Column 11:is 0; -
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Worksheet IV-1 Continued

SteiD,, VI :
0

Using th,e scale below, locate th4 number which corresponds to the total you received
after the addition of the figures in Columns. I-IV. Place an X on the scale at the
corresibonding number.

t

.
-24 -20. -15 'r-10

I #1 I I I

+5 '+10 4-15 +20 +24

Interpreting the Style Profile

1. The problems on the profile are written in such a manner that if answered per-
fectly",; there would be three responses in each quadrant.

-

3

Quadrant II .

3
Quadrant III L

1

,

31 .

Quadrbnt I

.
.

3
Quadrant_IV

2. It is rare that anyone's score sheet lqoks that way/ What usually happens
that the distribution of the responses will reflect a preferred style and
back-up style. Fpr, example:

. 6.
Quadrant I.1

. 4
Quadrant III

°
.' 2

Quadrant I
e,

.

0
QuSdrant\ IV

I

;

is

The person's preferred, style' is 'Quadrant II with Quadrant III as a back-up
style. He/she alsd has the flexibility to. use Quadrant I., but less often.
He/she, does not naturally use Quadrant IV.

3. What this part of the profile reflects is the person's preferred style and ,an
cation of their flexibility to use other, styles when appropriate.

- ,

4. No value judgments' should be placed on your results'. It is simply data to be
examined in the light of a particular theoretical model.

98 9
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Worksheet ity-1 Cdntinued .

5. Step IV on the scoring 'sheet determines an effective rating baSed on the number
of responses which fell in the +2, +1, -1, -2 columns. Those responses in Col-
umn IV (+2) are considered to be the most appropriate: ,

6. The effectiveness rating could range from :24 to +24. It- is quite possible
that a lower effectivenfts rating will' correlate with a strong tendency toward
one participant _quadrant. For example, if a person has a score of 9 in QUad rantic-
I I , he/she will have selected that option at least 6 times when it was not the .

most appropriate response, therefore, a lower effectiveness' score.

' \-... . .
e,

f IP

10

t

r

ro'

r I.

9L)
9g

1

ii

VP

31
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IV. MANAGERIAL STYLE AND PLANNING FOR
MODULE CHANGE -1 . REFERENCE

THE MANAGERIAL STYLE PROFILE

DIRECTIONS: Read each problem description carefully. Then look at the options
offered as a response to the problem. Select the option, which MOST CLOSELY,
REPRESENTS WHAT YOU WOULD DO if you were the manager in the situation
described. Circle the option you select.

1. The- prevention team leaders in your prevention program appear to be having,
serious problems getting the job done., ,Their performance has been going tclOwn-
hill rapidly.. They have not resp9nded to your-efforts;to be friendly or to your
expressions of concern for their welfare.

2.

Whatowould you do?

a. Re-establish the 'need for following program procedures and meeting the
Zxpectations for task accomplishment. ,-\

b. Be sure that staff members know you are /Iv ailable for discussion, but don't
pressure them.

, \ 1
c. Talk with your team, leader and then set performance goals.

ord. Wait ,and Ae'e, what happens.

4'During' the past few months, the quality of Work done by staff members has
been increasing. Recordkeeping is accurate and up-to-date. You have been
careful to make sure that all staff members ar.e"..ware of your performance'

'-vpectations. What would you do?

.%,

,
a.' Make no changes.

-
,_,,

1\.4 b. Continue to emphasize the importance of completing tasks and meeting dead-
lines.

c. Be supportive and provide clear feedback. Continue to .make sure that
staff members are aware of performance expectations.

d. Make every effort to let ,staff 1members feel important and involved in the

A
d4ision.making process. 1.

3. Performarfce'and 'interpersonal relations among your staff have been good. You
have normally left them alone.' .However, a. new situation has developed, and it
appears that The staff ,is unable to solve tjie problem themselves. What would
you do?,

a: Bring the group together and work as a team to solve the problem,

b. Continue to leave them alone to work it out.

100



A.

Refere-nce Sheet IV-1 Continued

c. ,Act quickly and firmly to identify the prdblem and, establish procecliirA to
correct it.

- 0

.

neotiage the staff to -Work on 'the problem, letting them know you are
available as a resource and for discussion if they need you.

4. You are co)lsidering a major change in your' prevention approach. Your staff
has a fine record of accomplishment and a strong commitment to excellence. They
are supportive, /of the need for change and have been involved in. the planning
What would you do?

Qa..c_Continue to involve the staff/ in the planning, but you direct the change.

b. Anrkounce the changes and/then implement them with close supervision.

c. Allow the group fo be involved in developing' the ciAge, but don't ores-
sure them.

d. Let the staff manage the change process;
.1

5. You are aware that staff performance hazy been gbing down during the last
several months. , They need continual reminding to get tasks done on tiine'iand

. seem unconcerned about meeting objectives. In the -past, redefining procedures
and role expectations has helped. What would you do?

a, Allow your staff to set their own direction.

b. Get suggestions from the staff but see that the objectives aFe met.

c, Redefine gdals and expectations and supervise carefully.. .01

d. ,Allow the staff to be involved in setting the goals, but don't pressure
them.

talr

You have just taken over as the director of an alternatives program that had
been running smoothly under the previous director. He had the reputation for
running a tight ship. You want to,maintain the quality of the program, but,you
would like to begin humanizing the environment. What would you do?

a. Do nothing at the present time.

b. Continue with the admirqrative pattern s'et by the Prvious director, moni-
toring the staff and emphasizing the importance of task accomplisheent.

c. ° Gat the staff involved in de'cision-making and planning, but continue to see
that objectives are-met and quality is maintained.

d. Reach out to staff members to let them feel important and involved.

7. You are considering expanding your school-based pl'ogram to incorporate_ a bew
community-based program. Your staff, members have made suggestions about the
proposed change and are enthusiastic. .They operate effectively on a clay-to-day
basis and have shown themselves willing to assurrle repongibility. What would
you do?

1
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Reference Sheet IV-1 Continued
41.t

p

a. Outline the changes
./ and monitor careft.y.

b. Reach consensus with the sta.tf on the proposed changes and allow the 'Staff
members to organize the implementotion.

c. Solicit input from the staff on proposed changes, but maintain control, of
the implementation. .

d. Let the staff handle it.

8. Staff Kaye been working well. Interpersonal relations_i_and_ moral.e..ar_e_good The.
quaffty of servicecletivery- -ek-cetrent.S7-6u are somewhat unsure of your
apparent lack of direction of the group...=(What Would you dol

a. Be careful not to hurt your relationship with the "staff by becoming too
directive. .

,

4
b. Taff steps to assure that staff members are working in a well defined' man-

ner..

c. Leave the staff alone to work as they have been.

thed. Discuss the situation with the staff and then initiate the changes.

9. The Director of the Single State Agency has appointed you to replace the opair-
man of a task force that is long overdue in making requeste rec mendations
fot state prevention' grant priority. The group is not cle r on its goals.
Attendance at meetings has been pliK. Frequently, thd meetings are more social
than task -ioriented. Potentially, t ey have the knowledge and experience to
complete the task. What would you do?

a. Let the group members work out their problems.

b.. Solicit recommendations from the group, but see that the.objectives are met.

c. Redefine and clarify the goals, tasks, and expectations, and- carefully
supervise progress toward -task completion.

-
d. Allow group involvement in setting goals, but don't push.

10. Your team leaders are 'usually able to take responsibility. However, they are

-not respondirkg well to your recent redefinition. of performance standards. What
would you do?

a. Supervise carefully to assure that standar ds 'are met.
41

b. Solicit input from the staff on performance standards. Incorporate their
suggestions and monitor their progress toward meeting the standards. .

e ,. .

-c. Allow/
/
stiff involvement in the redefinition of performance standards, but

. don't' push. , (
...

. . - '
. d. Avoid confrontation,. Apply no pressure and see what happehs.

.

4
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Reference Sheet IV-1 Continued

I . ,...,
st' \ .

I
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11. YoU have been made 4superyisor of a staff of eight group facilitator's. The pre- '

vious .'supervi§or appeared to be- _uninvolved in, the affairs of the staff. They
have adequately. handled their tasks and responsibilities. Their mprale is latigh.
What would you do?

\
.. 1

- 1

a. Become aetivejn directing the staff
manner. ,

I .
...

b. Involve your, staff in decision-making and consistently reinforce good con-.
tributions.,

toward working in clearly 'defined
. -

J. '. . .. ,
Discuss past 1-.ierformanc with your' staff and then 'examine the need for

. A

new procedure.
fr

d. Continue to leave the staff alone.
-

12. You have recently 'become aware of some internal difficulties in your staff . They
had been . working well \together for the past 'year. The staff has an excellent
record of accomplishment. Staff members have consistently met their perfor-

, mance goals. All are well qtSalified for their roles in the program.
What would you do?

a. Allow your. staff to deal with the new problem themselves.

Tell' the staff how you propose- to deal with the situation and discuss the
necessity for theie procedures.

c. ; Make yourse lf available for discussion but don't jeopardize your relationship,
with the staff-by forcing the issue.. .

d.. Act, quickly and firmly to nip the --problem inthe bud. fr

9

1 ,
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4 HOURS.MODULE V: MANAGEMENT TOOLS ,
. TIME'

GOALS .

.- , . -.-

., - . ,

To 'familiarize participants with the concepts of needs assessment, planning, and
evaluation to prepare 'diem to work cooperatively with prevention, evaluatort.

. , .

OBJECTIVES- .
) .

At the end of this Module, participants will be' able to:'
/ . .

Identify the three basic phases of a needs assessment process ,

WrIreeinr,. specific, and measurable program objectives.
...'

Enable participant; to list the five components of a, logical 'program development
process i .i

Ac'quaintNpartitipants with the three texpes of evaluation described in ,NIDA's
PreventiOn Evaluation- Research Model

,
Enable participants 'to list 1-,. 3-, and 5-year goals for their programs.

MATERIALS .
. .

. Pencils o, '
Newsprint
Magic Markers
Participant Manual ,

Worksheets
Figures
Reference Sheets
Selected Readings

. . .
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MODULE OVERVIEW

EXERCISE -TIME METHODOLOGY

1. INTRODUCTION

2. 7HE REAL/IDEA1

3. 'NEEDS ASSESSMENT

4. GATHERING NEEDS
ASSESSMENT
DATA

5 MIN.UTES's-zt ,

30 MINUTES "

10 MINUTES

20 MINUTES'
1/4

5, P,LANNIN1G

6.' WRITING SPECIFIC
PROGRAM
OBJECTIVES

7. FUTURE PLANNING

8. EVALUATION

9. EVALUATION
RESOURCES

10. POLITICS AND
EVALUATION

'11. WRAIS-UP

Le

20 MINUTES

30 MINUTES
P

30 MINUTES

30 MINUTES.

25 MINUTES

20 MINUTES

5 MINUTES

C

LARGE-GROUP '

INDIVIDUAL EXERCISE

LARGE-GROUP LECTURE/DISCUSSION

INDIVIDU91L/SMALL-ROUFI EXERCISE

LARGE-GROUP LECTURE /DISCUSSION

INDIVIDUAL EXERCISE

-INDIVIDUAL /TRIAD .EXERCISE

LARGE-GROUP LECTURE/DISCUSSION \

LARGE-GROUP EXERCI,WDIS.CUSSION

LARGE-GROUP DISCUSSION

LARGE - GROUP LECTURE

108
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5 MINUTES

30 MINUTES/
-The Real /Ideal
Worksheet

4.

10 MINUTES

e

Re?vlew"the context of change and the necessity
for plqpning the change.'

2. EXERCISE: .THE REA /IDEAL

Introduce Worksheet' V-1 on page 85 of the
Participant -Manual, asking participants to com-
plete it for their own programs.

r
Point out th6t 'participants will probably .take
different appro\ches to completing the Work-'
sheet .\ Some ,,may begin with. the "ideal" and
work their way back to the-"real." Others will
begin ,with the "real" and use that as a spring-
board for sketching out .the There is
no "right way" to,fill out the worksheet.

NOTE: ReTy on participants to provide information
on their own needs assessment activities
(i.e., what's working; what is , not, and
why) jn the.discussion that follows.

3. LECTURE/DISCUSSION: NEEDS ASSESSMENT

Explain that needs assessment is what you do to
get from where you are to where you want to
go and ,that two levels ofsneeds assessment will
be examined--program and community needs
assessment.

3,z
\+-

\ The folli3wing points should be considered'
\doing needs assessment:

Identify changes in program and community
needs, by performing needs ,assessment..

Consider doing needs assessment when Modify-
ing current proglams and when adding new
services.

It is advantageous_to do needs-assessment -when
'de94ning goals, developing/refiming program
plans, selecting appropriate program strategies;',
and evaluating activities.

109
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MODULE MANAGEMENT. TOOLS

TIME. MEDIA,
AND MATERIALS OUTLINE OF TRAINING ACTIVITIES

L

4

4

S.

a

1

Types of needs assessment data needed are data
on problems and on plaograms and services.

Needs* assessment and .cross-cultural considera-
tions: .

.

it is impossible to develop a generalized "multi-
cultural" program; since each culture or special

pof/i.11-atien -has uni.que c rTrWEteristics to be con:
sidered, in program design and development.

Program planning for a specific target group is
best accomplished by an individual(s) who can
closely identify with the group in queStion.
Such an individual has the advantage of being
aware of subtleties in'"cultur'al values, attitudes,
norms; and behaviors. However, simply
because spmeone is a member of a particular
'poPulation'troup does nqt mean he/she automa-
tically understands the groups needs and prob-
lems.lems. 'For e'xample, a Puerto Rican from a mid-
dle-class background who has never:lived in or

l

le from the barrio may not able
to und s the problems of people

e
iving

known

' there,,

In .conducting needs assessments for special
populations4kok at these issues:

1. Is the identified problem an actual problem
for the target population?

2. What is the' target group's perception of
its' needs and of the problem?,

3. ',Can underlying causes of the problem be
C identified?

4. What resources are there within the target
population community that can be mobilized
to help address the problem?

Is another agency providing__Dee<ded serve
ices, or could another agency provide ,
services to the target group?

S. Is-the- population in question using avail-
able services? If not, explore reasons,
that may be culturally-specific, for _non-
u'se or under-us9 of services.

5
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I MODULE

TIMETIVEDTA,
AND MATERIALS

V: MANAGEMENT TOOLS

OUTLINE OF TRAINING-ACTIVITIES

7. in conducting a community needs\ aSsess-
ment survey of a special copulation' group,
enlist the support' of RersOns who are like
the target population in language, socio-
economic class, cultute, etc,. , to assist in
and facilitate data gathering.

"Needs Assessment
Process" and

"Functional Analysis
of the Prevention
Planning Process"
Figures

"Conducting a
Community

-Assessment" and
"NPERN Guidelines"

is.

a- paaaa-a
assessment process are:

1. Identifying purpose

?. Idenfitying existing data

3. Establishing information requirements and
selection criteria,

4. Selecting and implementing
ment rechniques

a. Key infA4rmant
b.. Community survey
c. Demographic analysis
d. Inferential indicators." .
e. Program,data

needs assess:

5. Converting/analysing data
/

6. Translating resuiS for planning.
to Figures ''V-1 and V-2 on, pages
96 of the Participant

NOTE: Refer participants, to
V-1 and V-2 on 'pages
Participant Manual for

Refer
95 -and
Manual.

Selected Readings
99 and 143 of the
additional reading.

20 MINUTES

Newsprint
Magic Markers

-r.

. EXERCISE: GATHERING *-NEED ASSESSMENT DATA,'

Script: 'T

Needs assessment provides data with which we begip
to plan programs. Then, we must determine' how to
plan them. .

. do ..
Ask participants to ,list the steps which they
now employ. in a' planning program. Steps

. listed should reflect the realities of thei4 exist-
ing planning/decision-wking process.

111
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M O D U L E V : MANAGEMENT -TOOLS

TIME, MEDIA,
AND MATERIALS ,

20 MINUTES

"Functional Analysis of
Preyention planning
Process" Figure

-

115'
.e 1

cL

OUTLINE OF TRAINING ACTIVITIES

Divide participants into grqups of four,_ and
record their similar:Wes and differenCes.

Process common assumptions about planning. 1'

NOTE: Again, trainees music attend fo differences
which may ''reflect differing values or
norms of various cultures represented
within the training population; similarly,
urban /rural distinctions need to be ack-
nowledged and built upon rather than, dis-
counted.

Identify any parts 'of the planning process
which Individual participants find difficult..
Discuss ways to minimize those difficulties.

5.' , LECTURE /DISCUSSION: PLANNING

Planning: If you don't know where you're
going, you ain't gonna get there.

o' Introduce the' importance of an overview of
planning ' to program development, Citing the
eight 1§teps of the prevention planning, process
that are described in the Prevention Needs
Assessment Workbook (seed Figure ,V-2 on
page 96 of the Participant-Manual): .

5'

1) Assess needs

2) Generate problem statements
, .4v

3) Generate go,a1 statements the reverse
of problem statements).

4) Generate. objectives trlilestones lead-
ing to the accomplishment of goals)

5) 41' Generate tasks/activities (i.e., specific
steps leading to ,accomplishment of objec-
tives)

6)' Analyze resources needed for tasks

7) Identify needs for outside help (i.e.,
training, technical assistance needs),



MODULE ,
V: MANAGTIVIZAyT T9ni s

TIME, MEDIA
AND MATERIALS

AIL

OUTLINE. OF TRAINING ACTIVITIES

'4

8) Design evaluation comporeent (i.e., deter-
mine measurement 'strategies and identify
help needed to design ?valuation).

List' definitions of problem statements,k goals,
objectiveS, tasks, as outlined above, on news-
print.

Emphasize the followi4g:

The importance of clear,. measurable objec-
tives

N

The need for community/client involvement
the 'planriing process

The status of planning as the foundation
for accountability and evaluation.

30 MINUTES

NDACTRD's
"Writing Specific
Program Objectives:
A Self-Instructional
Learning Package"

30 MINUTES -

"Planning Ahead!'
Worksheet

6. EXERCISE: WRITING SPECIFIC PROGRAM OBJEC-
TIVES

-Explain that particip4nts will now have an
opportunity' to pracice writing objectives, a

Oak
skill they will apply, in developing action plans.'
Refer 'participants too the Worksheet V-2 on
'page 87 of the Participant Vanual.

Ask. for questions.

. Process exercise by asking vplunteers to supply
objectives for their prbgrams to be listed on
newsprint. Discuss these,objectives in terms of
specificity, measurability, and time Limitations.

7. EXERCISE:, FUTURE, PLANNING

Introduce Wor6heet V-3 on page 94 of the
Participant Manual.

.Give participants 10 -minutes
begin completing worksheets. .

011

4
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MODULE V: MA NA GEM EN TOOLS

TIME, MEDIA,
AND MATERIALS OUTLI OF TRAININGIACTIVITIES

Select a volunteer from training audience to
complet- the planning workheet on newsprint.
Voluntee may be...9)n with the, 1-year, 3-

, 'year, or 5 -ear plan,, whichever is most
comfortable

*II. Ask, volunteer o list:

'a . [ . 1-, 3-, and -yepr goals
2. 1-, 3-, and year 6bjectjves
3. Resources avai able and: needed
4. Assumptions for\ forecas'ting (e.g., fund.- /

ing, changes in he "probltm"), staffing,
community growth.

f

\ _P'Discuss the hypothetical pin. *
, \ ---

\ .Ask participants to form triads and provide
technical assistance to each other in developing
short- and long-range program plans.

. ( .

Ask the small groups to report out.

Process exercise, covering the following points:

Difficulty of looking far ahead
Instability of funding, 'staffing
Differences among 5-year plans
Difficulties -individuals may
when trying to deterinine ways
"here" to 'there."

N
experience

to get from

Relate this exercise back to the program lifeline
in odule II. Programs .have, a past, present,
and future, which creates the context for plan-
ning.

1

30 MINUTES 8.. LECTURE/DISCUSSION: EVALUATION

NOTE: The trainer should introdtke evaluation
not as an alien and 'intimidating p4oces-s-,
but as a natural outgrowth of a logical
process of program development. - Most
participants are already doing evaluation
and will be able to share with others what
has wOrked for them'.

114 : /11



MODULE
: MANAGEMENT TOOLS

TIME, MEDIA,
AND MATERIALS OUTLINE OF TRAINING ACTIVITIES

The "Ideal
Evaluation Plan"
Figure

dit

Script:

Evaluation ) is a means of assessing the success
of the different components of .your plan..
There are three levels of evaluation:

Proces$ evaluation: /"Looking at your achieve-
ments in terms' of tasks and activities

'Outcome evaluation: ooking up. at how -you
did in terms of mee4ng your objectives and .',
your goals.

Impact evaluation: Looking at the impact of
your program and other community prevention
programs on the community as a whole.

. Discuss Figure V-3 on page 91 of the Parti-
cipant Manual. Supplement the discussion of
types of evaluation with examOies of models cur-
rently in use. r
Discuss potential indicators olf effectiyeness for
the three types of evaluationproCess, out-
come, and impact. .

Discuss potential barriers /obstacles tp evalua-

Di
1stinguish between evaluation and research:

The focus of evaluation is on measuring
program effectiveness (i.e., coes it do
what it was designed to do?),=

the focus of research is on testing a

hypothesis (e.g.., improved , self-esteem
rectu9esedrug abusd). .

r

115
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MODULE V: MANAGEMENT TOOLS .

TIME, MEDIA;
AND MATERIALS 00T.LINE OF TRAINbVG ACTIVITIES

1:*

25 MIALUTES

- 'Newsprint
Magic Markers

of

1'

A

1/4

9. - EXERCISE: EVALUATI N RESOURCES

Elicit information fr participants on what they
are Currently doing n evaluation. List evalue-
tioh activities on new \print u der the headings
process, outcome, and impact,

NOTE: The purpose of this piece is to familiarize
participants with available evaluation
resources, not to try to explain- "every-
thing you ever wanted to -know abciLit eval-
uation." Stress that the resource materi-als- -- e.g., the appendix of ,evalUation
instructions, the NPERN guidelines, the
technical assistance resources available
through NPRN and PYRAMI Dm-- are all
available to help them meet: the specific
needs of their programs

Where possible, use the "State Prevention
Coordinator as a- resource to give partici-
pants additional assistance for understand-
ing the evaluation needs, criteria, and
research priorities atat are outlined in
their. State plans.

4
10. DISCUSSION: POLITICS AND 'EV LUATION

"Where Politics
rd Evaluation.
Meet"

Lead a participant disc sion of the concepts
presented in Carol Weiss' article, SelectedReading V-3 on* page iiti of the PekicipantI Manual. As. for. questions, comments, other

.:perspectives. z-NN:, , .

,1 r
NOTE:' There areithree matt) concepts to be-famil-

iar with in leading he discussioA: "'

r

1. Prevention programs are "creatures of
political decisilons" and immersed in
the "politics' ""Of organizational sur-
vival." This pOses a number ofr prob-

-terns for the e%:(alu tor:

Program goal are often inflated,
unrealistic' p omises, which have
evolved .through the political
proces es of persuasion and

116
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MODULE V: MANAGEMENT TOOLS

TIME, MEDIA
AND MATERIALS OUTLINE OF TRAINING ACTIVIPES
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of

).
- Program goals are often "diffuse

and sometimes inherently incom-
patible," because they were
devised to win over "diverse
values and different interests"

With such ambiguity in goals,.
program people proceed to inter-,
pret and- act on the same
goal in many different ways

Even while the evaluation study
is in progress, the program, can
veer off on another course undel-
political pressure. -

2) Evalt.lation reports feed into the politi-
cal arena, where "evaluative evidence
of program, outcomes has to compete
for attention with other factors that
carry weight in thg political process."
The evaluator must be aware of the
folloWing:

:- A program, shown tope 4neffec-,
tive by evaluation results, `may
be, nevertheless, perpetuated to,
satisfy vbters, pay off political
debts, etc. .

z'
Positive evidence of program

_ effectiveness may not -"shield a

program from dissolution"

"Maximizing program effective-
ness is only one of many values
that enter decisions"

,
..., When decisions on funding have

ti, 'to be made within 12 months,
there is little .time to gather or
considgr,, evidence won program
outcomes.

3) Evaluation, itself, has a political. .

stance:

4

117 .

- Evaluation incorporates a series
of - assum Ions% Some of these
are:
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MODULE V: MANAGEMENT TOOLS

TIME, MEDIA,
AND MATERIALS OUTLINE OF TRAINING ACTIVITIES

4

4

a) That the program goals are
"right"

b) That given program strate-
gies are the most reasonable
way of approaching the
problem

c) That the "social diagnosis
and prescription" that the
program represents is valid

d) .That the program has a
realistic chance of reaching
its goals.

Evaluation studies generally
focus on program variables to
the exclusion of other social and
insti.utional structures that
affect the lives of groups receiv-
ing services

Criteria for selecting programs to
evaluate are political

Evaluator (nay have the tendency
to interpret his/her data tn light
of the expectativs or stance of
the agency commissioning the
evaluation, which is almost .F1ever
the program itself.

r

'5 MINUTES V, (RAP-.UP

Review and preview: As Lily Tomlin said,
"We're all' in this alon,e together." Our next
modules concern ways to get help in making
your plans into real programs.

...END OF MOINLst V

4 118
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MODULE

e

MANAGEMENT. TOOLS-2 WORKSHEET

-
o

NATIQNAL DRUG ABUSE CENTER- -

WRITING SPECIPIC"IrROGRAM OBJECTIVES* 0

14% A Self-Instructional
Learning Package

I

-0

A

4

Adapted from BasieManagement Skills: ResbuCe*.Manual, pp. 217-249, National Drug
Abuse Center for Training and Resource Development, Rosslyn, 'Jamey, 1977.

121 .113.

4t."



INTRODUCTION
4

.

This self-instructional module is designed to help you lern how to write Objectives
that are clear and specific.

When you have completed this .learning package,....you will be able to do .the following:

1. Distinguish a goal from an objective;'

'2. Identify program objectives thdt are specific, measurable, and time - phased; and

3. Write program objectives that are. specific, measurable, and time-phased.

If you. are confident (hat you already know how to write specife program objectives,
please take the pretest. When you have finished; check your
results with the trainer., If both' your objectives are approved by the trainer, you
will have met the objectives of the learning package. ..

Or-, if you prefer, skip the pretest and turn immediately to the .instructions.

* * * * * .*
S.

INSTRUCTIONS

Complete each part before turning to the next part. Read the material and answer
the -question in each part; then check your answer.

Now begin.
..

Am&

* * * * *

*

What is the difference between' goals and objectives? .

A goal is a general, statement of wbat we intend to do. Because goals are stated in
general terms, they can be interpreted in -many, different ways.

An objective is much more specific thati a goal. A well-stated objective leaves little
doubt about exactly what° wIl e done, Fow this will be measured, and when it will be
accomplished.

Is the following statement a goal or an objeCtive? "Drug abuse will be reduced."

Answer:

3122 11
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Worksheet V-2 Continued "".

If you said foal, you were right. The statement is-too general to be a good objec-
tive' r
If you said objective, take another look at the sVatement. Does it tell you how drug
abuse will be measured, or how much it will be reduced; or by what.date?

Is. the following statement a geal pr an objective?
....9The incidence of arrests for drug abuse Center City will be reduced by 10 per-

- cent within one year."

Answer: (4-
4'

If you said objective, you were right. The 'statement clearly specified ,what the
result would be (incidence of ,arrests for drug abuse in tenter City will be reduced),
how this. will be measured (reduced by 10 percent), and when (within one year).

4
- In the Space below, write the difference between atgoal and an objective..

Ai

List below the three essential characteristics of a ustful 'objective.

1***

Now go to the next page.

1
21. 2
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Worksheet V-2 Continued

The three essential characterisSics of a useful objective are the following:

It states specifically the'result to be accomplished.

2. It is expressed in measurable terms.

3. It identifies when the result will happen.

Let's concentrate on the first two ,characteristics of a good objective:

1. ,It states specifically the result to be accomplished.

2. It is expresseed in measurable terms.

Put an X in the box beside each of pose statements below that:
r

SPecificilly state a result;, and

Are expressed in measurable terms.

1. (41) Establish drug abuse referral systems in the five largest police departments
in this State.

2. ( ) Provide drug abuse prevention training to school teachers. ,

3. ( ) Design four weekend recreation activities to involve 25 inner city youth.-

4. ) Reduce drug abuse -to a level acceptable to the public.

5. ( ) Conduct a ,campaign to increase public awareness of substance abuse-related
problems.

6. ,( ) Increase by two the nymber, of domm groups voluntarily contributing
goods or services to the drug abuse prevention program on a regblar basis.

7. ( ) Reduce by 20 percent the number of drug emergencies at the hospital
through drug education in area schools.

8. ( ) .Explore formation of a State drug abuse prevention program association.

9.° ( ) Initiate Sn assessment of substance abuse prevention problems .in the corn-...
munity.

10. ( ) Establish a peer group rap meeting for junior high students that is accept-
able to the students.
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Worksheet V-2 Continued .1*

You a

Owe

uld. have placed an X before statements 1, 3, 6, 7', 1.0. ,
. Take another look at, any yeu missed. bo those statements tell- you specifttally what
the expected -result is and hour it is to be measured?

* A *
;

The third characteristic of a useful objective is the time framer which ,states exactly
when the result will happen, or by what date it witll be* completely accompligfed.

Which- of the following statements specify a clear .time frame?
to

1. As soon as possible

2. By the last day of each month

3. Immediately

4. When feasible
/ 'it

5. By July 1, 1977

Answer: a

* * *

45, ,4i:
.

Numbers 2 and 5 specifically state what time or dine could expect, a result to
happen. The other statements don't tell us how soon *ble," when is "immedi-
ately" (today?-thiS.week?), or how soon "feasible" is. 40

t AUseful objectives must specify when a result will happen 'by stating a date 'or givinb
the number of days, months, or years.

List again the three characteristics of.a useful objective.-

4
If you are not sure,,,,check your answe

;or
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lennuallY1

WOrksh'eet V-t Continued

(j- Now fry to 'find each of the three characteristics ii the objective below.

Objective:

Provide 40 hours of in-service training annually to all elementary school teachers
within five years.

1.
.

Underline the parts of this objective that state the intended result.

2. Place a

3.

arokind the parts that are measur.able.

the time frame.

Your answer should look like this..

Provide 40 hours of in-service training
within Jive year

Now. )el the same. with the following objeCtives.

1. inderline the. specific result intended. ....,----...r. '1

2. Put a around the measurable p4rts.[square]

3. the ti e frbme.
- .

1. Develop prevent on pro
program within e year.

'
elementary school teachers

ectives tbat are consistent with the goals of the

2. Establish a recordk. g system or prevention activities acceptable to NIDA by
the beginning of the nex year:

3'.-----Provide 30 hours of training -to 359 shop foremen in identifying and counseling
potential and actual drug abusers bw September 30, 1979.

* * * * *

The answers are:

1. Develop prevention prograsm objectives (that are consistent with the oa s of the
program (within oney!t-D,

2. Establish a recordkeeping 'system for prevention activities 'that is acceptable Ito
NIDA e nex uge year.

3. Provide 30 hours of training each to 50 shop foremen in identifying' and coun-
seling potential and actual drug abusers y ep em er , 2.D
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Worksheet V-2 'Continued

Write two specific program o actives for. your- prevention program that you consider
important. .

Your trainer wilt give -u instructions for checking the specificity and usefulness of
your, objectives.

- ..0, 4 ,

10

I

0

ti

0

4.

1 2
127
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MOD U14 V: MANAGEMENT TOOLS- FIGURE

4

NEEDS ASSESMENT PROCESS

Decision Is :nade co con u

a needs assessmer.t study

De fine the ou t-pose 1
of the needs
as sestment

Identify data requirements

)

Define the resources 1
availaOle for the ne.-;
assessment

7.der.tify desired' -e-
oorms and analyses

Nts

Select a data
col or.

- Key Informant
-- .tommun ty Su rveN,

Demograpnic Anal' sis
-- Inferential Indicator!

Program 'Oats

Crgar.ize tne effort

41

Develop workol,en and budget
.

obtain
SSA

coroval

Collect Data

Analyze Data

Develop material,

reports and brie
packages

19"
129

.
Convert data Into
format _:se

planners
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MOD was MANAGEMENT TOOLS -2

Detenmin easure-

ment strategies

FIGURE

Identify evaluation
help needed

Training
and TA,

Needs

\,..,

Identifie

F4iiCTIONAI. ANALYSIS

OF THE PREVENTION
'PROGRAM PROCESS -

ti

" Identify needs for outside

help
Training
Technical assistance

Resources
Analyzed

..///

Analyze resources needed
for tasks

e. Human FinanCial

Materi Othet

Identify available

resources

8

NEEDS ASSESSED--STATE IEVEL

Data used to:
Refine philosophy
Determine appropriate
'goals and objectives
Identify appropriate SS)k
roles and activities ,

Plan programs

NEEDS ASSESSED--LOCAL LEVEL

Data used to:
Ensure the relevance
of programming.
Respond to funding
guidelines
Determine appropiate
g6als, objectives, and
program activities
Provide baseline
data for evaluation

Break down objectives
specific steps to be

undertaken

into

Determine purpos
of assessment

Design' as sment

Refine techniques-

Collect data

Analyze data

(

4.,
2.

Problem
Statements
Generated

Determine philosophy of
preyention

Determine role of SSA
Assess community condition!
Analyze legal mandates

. -3

Reverse problem statements

Express as jobs to be

accomplished

4

11.:Ireak'dthal goal statements into milestones

Express milestones in measurable terms

Milestones express observable conditj.ons
which lead to accomplishment of goal
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'EVALUATION ACTIVITY

9. Feedback for

'Utilization

. Develop
Alternative
Evaluation
Designs

Select Evaluation
Design Analyze

Decision
. Operationalize Making

Evaluation Design

Test Evaluation
Design

I

Revise
Evaluation
Design

Collect and
Analyze Data

DECISION MAKING ACTIVITY

4
Individual FocEes

Organizational Forces

, -

-PROGRAM

1.

2.

3.

4.

5.

DEVELOPMENT

Needs Assessment
Policy DevAkyment
PrOgram Deign,
Progr*-Initiatiop
Program-Operation2. Analyze

Program
Activity

Socio-Political environment

(r]

,

External
Forces

Reprinted from the National Prevention Evaluation Guidelines, National Institute on Drug Abuse,
August 1979.
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VI : NETWORKING APO INTERAGENCY'
MODULE -- f COLLABORATION TIME: 4 .HOURS'

0

GOALS

4
Tit? explore options for program growth through networking and interagency col-
laborationIJboration . ' \
To apply these concepts to participants' programs ancr communities.

a,

OBJECTIVES . .
a

. .

At the end of this Module, participants will be, able to:

List at least five other local organizations and agencies in their community with
whom the potential for collaboration exists

---, r . ,

- Describe the basic assumptions behind networking
...

,. . : :
Develop a plan fpr, a prevention support network within tlieir own community`

Identify at least one program objective which might be: achieved through network-
ing or interagency collaboration.

,

MATERIALS . .,.

.
Paper .

a Pencils ..
I o . <

Newsprint . ,

Magic Markers .
Tape
Participant Manual -7.Supplementary Material .

Selected Readings ..
' .

'
. .

. .
" .

.
' :

.

. & ..
8 - e

e
,

.

s
l .

. 0
-

" L'

11 s e. .
' f

....._.
.

.

- 0 ,

o

.
. ;

.

. .
. .

'1%

ili . e4.

,

,

...-
.., e

135
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MODULE vi 'OVERVIEW

EXERCISE TIME METHODOLOGY

1: OBSTACLES AND
CONSTRAINTS TO
INTERAGENCY
COLLABORATION

2. INTERAGENCY
COLLABORATION

3 NETWORING ANID
COLLABORATING

4. APPLYING IT TO -*
YOUR OWN
PROGRAM

5. CAVEATS OF .

NETWORKING/
INTERAGENCY
COLLABORATION

6. \ WRAP-UP/SUMMARY

1 HOUR

1 HOUR
10 MINUTES

1 HOUR

LARGE-GROUP LECTURE AND SMALL-
GROUP EXERCISE

4V

LARGE-GROUP LECTURE/DISCUSSION/
DEMONSTRATION

LARGE-GROUP LECTURE/DISCUSSION

30 MINUTES SMALL-GROUP DISCUSSION

10 MINUTES I LARGE-GROUP DISCUSSION

5 MINUTES LARGE -GROUP LECTURE

136
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moSup VI: NETWORKING AND INTERAGENCY COLLABORATION

TIME, MEDIA,
AND MATERIALS OUTUNE OF TRAINING ACTIVITIES'

I HOUR

Paper
Pencils
Newsprint
Magic Markers
Tape

k

X

EXERCISE:. OBSTACLES. ANIp CONSTRAINTS TO
INTERAGENCY'COLLABORATI

Introduce the exercise

Script:
p

For most prevention programs, interaTency communica-
tion and collaboration are necessary. Without the
continuing support and assistance of the community
and local public and private agencies,' the prevention
program will hey% difficulty accomplishing its objec-
tives. Module I I discussed some of the problems
faced by prevention prograQs in the turbulent field.
Ways in which the techniqLes- of networking and
interagency collaboration can aid in overcoming some
of these problems will be examined in this module.

Balancing Head and Heart (1975) points out:

"The program ,operator will make a careful
assessment of the political and 'soci.s1 .
dynamics of the environment he wants to
change. Who are the key decision makers?.
And what are their views about drug
abuse prevention and edtdcation? Who,
within the school .and the community, are
the behi d-the-scenes power people? Has
anythin like this ever been tried in the
school r 'community before? If so, what
were the results? How active are the par-
ents in the school or community? If they
are influential, are they likely to Support .'
the new strategy? The program operator
cannot be too well infprmed about/ itclese
factors, for all of them will affect his suc-
cess."

For the purposes cif this training, barriers to col-
laboration can be 'viewed as either obstacles or con-
straints. Obstacles. to collaboration are individuals or
situations that seem to block collaboration, but that
can be removed; avoided, or negated. Constraints,
on the other hand, are preestablished conditions that
impair collaboration and that are difficult to change

, at a particular point in time.

Identification and classification of barriers as obsta-
cles or 'constraints" can help when analyzing one

137
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MODULE VI: NETWORKING AND IATERAGVICy COLLABORATION

TIME, MEDIA,
AND MATERIALS OUTLINE OF TRAINING ACTIVITIES

a

agency -'s relationship with another agency, and when
trying to enhance collaboration with that agency.
Obstacles and constraints are not fixed: In fact,
what is an obstacle for one person may be perceived
as a constraint by someone else. Attempts to change
some constraints into obstacles or to ameliorate the
effects of some obstacles are of ,ten beneficial.

The purposes of this exercise are:

I. To help you to identify and place in priority
possible' barriers to collaboration, and

2. To help you to understand the differences
between obstacles and constraints to collabora--
tion and the implications of this distinction.

Ask each participant to list on a sheet of paper
five problems or barriers that he or she has
ncountered when trying to collaborate with

other agencies. Ask each person to identify
these barriers as obstacles or constraints.

After the participants have written their lists
(about 10 minutes), divide them into small
groLtps of six persons, and give them news-
prine, tape, and, markers.

Explain that each group will have 20 m i nutes to
develop a list of what the'4 consider to be the
top five barriers to collaboration and to order_
these barriers by their priority. 'All group
members should agree on these barriers. The
process for obtaining this consensus is left to
the discretion of the group. The final list
should be generated from the individual lists-
and, if possible, should include problems that
are familiar to all members of the group.
Groups should choose a reporter to pr,esent the
Hit and to describe briefly the process that
occurred as decisions were made.

Begin the exercise. . Observe member and group
behavior. After 20 minutes have elapsedi call
time.

Ask each small group to report. Ask the fol-
lowing questions if the reports do not.contain
these points:

; 138
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MODULE . : %NETWORKING AND INTERAGENCY COLLABOWATION

TIME, MEDIA,
AND MATERIA4S1 OUTLINE OF TRAINING ACTIVITIES

O
.

0 -

Are the top five problems generally
cles or constraints? Can the
members of an agegsy disagree
:Status of a situ -- whether
obstacle or a constraint -- impede
tion?

How difficult is it to be faced with
else's ,problem of collabo,ration?
some personal expeilences illustrating
these top five barriers?

- How does the act of differentiating
cbstacles and constraints' pave the
developing strategies that deal effectively
with barriers -to collaboration ?

What was the procegs by which
five barriers' were identified?
groups attempt to solve their pro
this manner'

If the members of each group generally
on the top five obstacles and constraints,
stress the importance of achipving
perspective as a basis for future
there are considerable differences of
within the group, point out the difficulties
the benefits of trying to establish
ground for enhancing collaboration

obsta-
fact that
about the
it is an

collabora-

someone
What are

between
way for

the top
DO most

ems in

agree

a common
work. If

opinion
and -,

a common
between

I
..

ones own agency and ouTstde agencies.
may wish to summarize in this way..

Script:

1W.1

;Five major areas in which obstacles and constraints
often develop include:

I. I ntraorganizationel arrangements

2. Program goals or philosophies .
a

3. Characteristics of other organizations
size, policies, eligibility criteria, etc. )

(agency

4. Environmental factors

139
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MODULE VI: NETWORKING AND INTERAGENCY COLLABORATION

TIME, MEDIA,
AND MATERIALS

oft

OUTLINE OF TRAINING ACTIVITIES

5. Progra image (in terms/-of program success,
staff professionalism, client coping as a result
of the program, etc.)

I HOUR,
10 MINUTES

"Interagency
CollaboratiOn"

LECTURE/DISCUSSION/DEMONSTRATION: INTER-'
AGENCY COLLABORATION

NO E. Tell participants th at thi aterial". is
adapted from Interagency Collaboration Pro-
ject (1976). See Selected Reading VI
page 1814 of the Participant Manual.

Introduce the lecture/discussion.
e

Script:

The need for better 'interagency collaboration arad
communi,Cation is becoming an increasingly familiar
topic among the personnel of various community ser-
vice agencies. Although almost everyone agrees with
the concept of collaboration, few agree on its meth-
ods. (To date, the one systematic study on the topic
is the Interagency Coliaboration Project, Bureau of
Drug Rehabilitation, sponsored by the State of V

Pedple frequently cite bile need for ter-
agency collaboration, but they engage- in it too
infrequently.requently. ",

The purpose of this lecture/discuSsion is to describe
some concepts and techniques,. that might be used in
yoUr program to' improve interagency collaboratiori.
These techniques are helpful to prevention program
managers who are concerned with the following
issues:

How ,can we work with the school board, city
(or county) council, the administration, etc.,
so that they understand the value of our pro-
gram?

How can we improve our chances to increase
our staff, budget, `and/or ficilities?

140
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MODULE , VI: NETWORKING AND INTERAGENCY COLLABORjkTION

TIME, MEDIA,-
AND MATERIALS OUTLINE OF TRAINING ACTIVITIES

How can we be proactive, rather than reactive?
How can we combat apathy? How can we
improve our credildlity?

-Disctiss the concept of collaboration."

Script:
.

Although it includes elements of both coordination
and cooperation, collaboration requires greater ,inter-
action, and equality between partners in a particular
undertaking. For example, collaboration woulial>
require that various individAls work togdther to
deal with a person's drug - refitted problems. To col-
laborate, individuals in different agencies must
establish a reciprocal relationship and give mutual -

aid.

Obstacles to collaboration are many and varied.they
can range from the unav 'lability of key prevention
staff to a negative telepho contact with a center's
receptionist.

The Collaboration Model itself is based on three
major concepts: reciprocity, roles, and systems.
These ideas and techniqUes are not new. You prob-
ably are aware of and practice many of them every
day on the job. By using the Model,, we can
increase our awareness of interagency relationships
and improve our ability to institute, maintain, or
change an agency's level or pattern of collaborative
activities.

Discuss reciprocity.

Script:

Reciprocity is such a well-known 'social phenomenon
that some sociologists consider it .a phenomenon com-
mon to all cultures. Reciprocity consists of a Mutu-
ally satiafying exchange between" two indiViduals
wherein the needs of both parties are met. Giving
gifts and doing favors are common examples of reci-
procity.

Effective interagency collaboration is based on the
ettablishinent of mutually' gatisfying, reciprocal rela-
tionships among individuals . in different agencies.
There can be many different medium's thrbugh which

141 m
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MODULE VI: NETWORKING AND 111TERAGENCY COLLABORATION

TIME, MEDIA,
AND MATERIALS

"Role BehaviOr Needs"

OUTLINE OF TRAINING ACTIVITIES

to exchange information, compliments, pre-
sents, equipment, funds, etc.), and two individuals
may use different mediums of exchange with each
other (e.g., if you help the staff- member of another
agency with a client problem; that person might
share information with yciu about potential sources of
funding). Howpver, each interaction does not result
necessarily in a mutual exchange, satisfying or
otherwise. There may be a series of unilaterial
exchanges that only eventually balance out (i.e.,
one may have to give a good deal. before getting
anything)

Ask participants to give some examples of reci-
procity.

- Discuss roles.

Script:

The concept that individuals occupy certain roles
within the context of their jobs represents the sec-
ond major aspect of the Collaboration Model. We are
all quite familiar with the more common family roles
of wife, father, son, daughter, etc., and many occu-
pational roles, such as 'those of the policeman, .
teacher, ankilsetretary. Each person who occupies a
certai position within an organization forms a' per
ceptiohh of what his or her role is or is not. This
role has been defined by his or her own perceptions
and by those, of superiors, co-workers, and sub-
or inaies. "- -/

/To carry out a role as it has been defined, the indi-
vidual must obtain certain things Snd develop or eli-
cit certain behaviors froM others in his or her
environment. Thus, the individual has certain needs
that must be met if he or she is to engage in the
behavior, that is considered appropriate for his or

-rier occupational role. In the Collaboration Model,
these needs are called _Role Behavior Needs or RBNs.
The important point is that individuals who occupy a
position within an agency are playing or fulfilling a
role that depends on .actions' and input from others.

Ask participants to turn to Selected Reading
VI-3 on page 209 of the Participant Manual.
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MODULE VI: NETWORKING AND INTERAdENCY COLLABORATION

TIME, MEDIA,
AND MATERIALS

"Profile of a Nurse"

"Profile of a Sheriff"

7

OUTLINE OF TRAINING ACTMTIE8.:

Discuss the paper; Note that this list .of eight
RBNs is not exhaustive and that some overlap
arises among the categories.

Script:

An understanding of RBNs helps us to conceptualize
and formalize,,an approach' for assessing Other indi-
vidual(s) in all .intersgency contact. We would like
y,ou to try to apply this RBN analysis to the profiles
of two individuals.

. .

Ask participanti to turn to Supplementary ,
Material on page 179 of the Participant,
Manual. Allow participants time to read the
profile and to identify the RBNs.

Ask for volunteers to identify various RBNs
And to indicate, which phrase or. statement ip
the profile suggested that RBN. , (

,. I ,

r Repeat the same procedure for SuppleMegtary
Material VI-2 on page 180 di the Participant
Manual. Individuals may identify more than tour
RBNs; enco,urage discussion.

.

. ,

Examples of RBNs: Nurse--Professional
Competence, Status, and Support;
SheriffControl of Information, Status,
Task ;Attainment' ,

NOTE:

Summarize'this section,

Script:

For the purposes of this training session, the pro-7,
cess of determining where others_ari."coming from"
(that is, of identifying their p,Articular RBNs in a

given situation), is referred to AIS "individualizing."
Although all individuals who occiy a similar position
within an agency may share some RBNs, some of
their- RBNs' differ.. Successful application of RBN
,analysis, depends on treating each individual and his
or her role in the agency as a unique case.

Discuss systems.
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MODULE VI: NETWORKING AND INTERAGENCY. COLLABORATION.

TIME,- MEDIA;.
AND MATERIALS OUTLINE OF TRAINING ACTIVITIES

Script:

Systems--t e third and final part of the Collaboration
Model., c sists of applying systems concepts to your
own a« ncy, and the other .human service agencies
within the, Community: More specifically, it consists
of ., inking about your own agency in terms of
in is into the agency (e.g., funds, clients, infor-

tion, personnel, etc.) and outputs (e.g., informa-
ion, better client- coping referrals, provision

of ,serVices, etc.).

The entire collection of human service agencies
within a.cotrimunity can be viewed as a social systems
network wherein changes in input or output in one
agency in the system effect changes in other parts
of the system that may or may not be directly
related to it. This effect is similar to the way a
hanging mobile behaves. If one of the suspended
,objects (an agency), is pushed or pulled, it will
cause movement (changes) in all the other objects
(agenFies). Change will be greatest in those objects
that are linked directly to the Abject that is moved,.
but those objects further away also. will be affected.
gor example, changes in Federal funding policies
toward the local school system may affect client
referrals to a drug program that deals with adolet.,--
tents.

Using .the "systems view" of human service agencies,
the Collaboration Project developed the idea of Social
Systems Relatedness (SSR), which can be defined as
the degree to.which ah individual, working within an
agenty, perceives him or her self and his, or her
agency to be Working within, and affecting, the
human service _delivery system. This includes the
individual's awareness that, many of his clients are

. involved with other parts of the human service deli-
very system.° AVIV the SSR approach, interagency
contact becomes a-joint effort among agencies to pro-
vide better or more efficient sfrvices to a particular
client or to the community at large. When conceptu-
alizing interagency contact in term's of SSR, under-
stand that the staff of other agencies 'may haves a
different and perhaps narrower view of their own
roles in the service delivery systgm.

, Discuss Social Systems Relatedness Techniques,

,144

141



MODULI Vi: NETWORKING AND INTERAGtNCY COLLABORATION

TIME, MEDIA,.
AND MATERIALS

"Social Systems
Relatedness'
techniques"

4

OUTLINE' OF TRAINING ACTIVITIES

Script:

To engage in interagency contacts that lead to iden-
tifying and meeting the role behavior needs _of an
individual. from another agency, the person who
wishes to collaborate can use social system related-

,a ness techniques or SSR.

Refer participants to Selected Reading VI-2 on
page 205 of the Particizent Manual. Give them
time to read.,this paper; then discuss,it.

Script:

These techniques, which most people use every day
in a haphazard fashion, are the methods through
which an individual who wishes to collaborate can
develop opportunities to identify and meet the RBNs
of staff from other a encies. In term's of your use
of the SSR tech ique , you might ask yourself:

I. Do' you wait f r otherT to come to you?

2. Do you go out and sell the program?

3. Do you vary your contact with community
agency people from formal to informal? Do you
take others to .lunch, do you talk to them on
the plib.ge, do you haye meetings?

4
4. Are you available for other agency personnel?

Can they get in touch with you or iodr agency?,

Like RBNs, the value of .the SSR techniques lies in
formalizing and systemizing methods through which a
collaborative relationship can be established. Apply
these techniques in a conssious and .planned manner
to p'omdte closer interagency relationships.'

1 HOUR

"Networks: Key to
Person-Conimunity"

. LECTURE/DISCUSSION: NETWORKING AND COL-
LABORATING*,

NOTE: This lecture will. lay out the theoretical
concepts of networking /collaborating . with
groups and agencies. A variety of differ-
ent works provide a wealth of resources in
'this area. 'Anne Dosher-zIs iniork,- Selected
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'MODULE VI: NET ORKING AND INTERAGENCY COLLAB TION

TIME, MEDIA,
AND MATERIALS OUTLINE OF TRAINING ACTIVITIES

Reading VI-4 on page 213 of the 'articipant
Manual, will be highlighted. tome audiences
may have difficulty with the terminology used
'in networking theory. You may need to trans
late -- -some of Dr. Dosher's terms by using
examples of encouraging participants to come
up with their own examples.

Script: .

The idea of "network" and "networking" is basic to
those of us who have been working in communities
and movements over the decades. Organizing is the
process of bringing together vari us elements in
order to develop a whole, a combi "ation of nodes
(people, groups,. organizations, syst ) for a com-
mon purpose. We develop networks s ongoing
organizations and carefully attend to these three
variables:

Nodes of the network (people, organizations,
systems) "

Informatio'n flow (feelings, facts, data)
Linkages (pathways for information).

Types of Networks: ' 4

Person-Family Network
Organizational Network
l'nterorganizational Network
HUman Service Networks.

Networks are intended to be "process-oriented,
member supportive, decentralized learning systems."

It is important to make ,a distinction between network-
ing arkj collaboration. Networking, as stated above,
is process-oriented, whereas collaboration is task-
oriented.

A collaborative effort is an effcit organiied to wo'A
, toward a specific goa). Collaboration, then, is time-

limited,. in that mice the goal has been met the col-
laboration ends.
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MODULE VI : NETWCARKIIIG A14 INTERAGENCY COLLABORATION

TIME, MEDIA,
AND MATERIALS OUTLINE OF TRAINING ACTIVITIES

A ,network, on the other- hand, is an ongoing sup-
port system, not directed at achieving one specific

s' goal, but at the continuous flow of information and
, resources among members of the network.

Functions of the network:

To provide communication linkages and informa-
tion channels

To provide participants with support systems,
and means for resource sharing

To provide participants with means for coordi-
pation collaboration, person/program actualiza-
tion, training, aria .capacity-building

To provide participants with means for Collec-
tive action.

Roles essential to the design, creation, negotiation,
and management of networks include:

Systems_ negotiators
Underground managers
Maneuverers
Brokers
Managers
Facilitators.

Skills include:

Interpersonal cummunications
Group procus
Organizati develop.Ment and management
Negotiation
Mobilization
Planning
Change process conceptualization.

Models for networking:

An?le Dosher's diagram
- The Minnesota Prevention Support System

The Missouri Prevention Network.

IMR,MI1X
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MODULE VI: NETWORKING AND INTERAGgNCY COLLABORATJON

TIME, MEDIA,
AND MATERIALS OUTLINE OF TRAINING ACTIVITIES

a-

Lead group discussion on networks by:4
Describing the networks you are familiar

*th

iscussing their purposes

Analyzing how, these networks have dealt
with barriers/constraints that have threat-
ened to interfere with the networking
process.

NOTE: Be ready 'to answer. participants` questions.

30 MINUlcES

Newsprint
Magic Markers

4. EXERCISE:0 APPLYING IT to Yi3UR OWN PROGRAM

Ask- the small groUps to discuss personal experi-
ences creating networks or, trying to collaborate.
Keep discuisions within the context of the par-
ticular training community.

instruct participants to brainitorm and try to
come up with lists of agencies and organizations
with which prevention programs might want to
network.4,4

Individuals select a goal from their 1-, 3-,
and 5-year plans and develop their own lists of
possible network participants around that partic-
ular objective.

10 MINUTES

Qt

f

p

5. - DISCUSSION: CAVEATS OF NETWORKING/INTER-
AGENCY COLLABORATION

Know what you want to accOmpiish

yA

Lead discussion on the .caveats of networking/
interagency collaboration:

Determine whether the 'goal is worth the
time...and energy spent attaining it

Remember coritYpi issues

Remember cultural issues

148
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MODULE VI: NETWORKING AND INTERAGENCY COLLABORATION

TIME, MEDIA,
AND- MATERIALS OUTLINYOF TRAINING AOTIVI.TIE44

I

.
Kia,b in mind that networking in terms of

4.yotit: individual programs is a means--not
an end, ': -

. ,,....
- -A. 4,,-..-,-

-:-'-'4 ,._

,
-.4-Know the levels of networking:

0
a.. Personal
b. Peer

Intra- and ihterorganizational, a

5 MINUTES
.49

6., WRAP-UP/SUMMorY

A

END OF MODULE VI
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MODULE
vi: NETWORKING AND INTER-

SUPPLEMENTARY MATERIALAGENCY COLLABORATION-1

-PROFILE OF A -NURSE

You are a nurse in the e aency room of the'community hospital. Being a nurse has
been both a rewarding and frustrating experience for you. Lately, things have not
been going well for you.

One of your best friends who is also a nurswwas transferred from the emergency
room to another floor. You miss his/her company and his/her counsel. Even worse,
you know that you are capable of doing a better job. You 'find that your greatest
difficulties are with those who 'come to the emergency room because' of drugs. To
help these patiepts, you feel you need additional knowledge and skill concerning drug
abOse, but you are not sure of how to go about getting it.

,

You are very concerned now because you are being 'considered for a promotion, and
your abilities are being evaluated. This promotion would make yOu the head of the
nursing service in the emergency room. The status that accompanies the new position
is something you want very much. You hope that as head nurse. you would be able
to do more 'and command more respect.

(9.

O

1-4

A

Adapted, with pefmission, from Games Agencies Play; EnhancingkInteragency Colloraboration
in Drug Rehabilitation, pp. 216-17, A gust, 1976. Interagency Collaboration Project,
Bureau of Drug Rehabilitation, Virgini Department of MentalgRealth and Mental Retarda-
tion, Richmond, Va. This project was funded in part by Grant-Number 75A3137 from the
Virginia Division of Justice and Crime Prevention.

150
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MODULE vI: NETWORKING AND INTER-
AGENCYKING

SUPPLEMENTARY MfATERIAL

PROFILE OF A SHERIFF te.

,

You are a sheriff for the local community. Over the past few months, you .have
noticed that the number of drug abusers being arrested has been steadily increasing
and that community concern with the drug problem is on the rise.

IV

The large number of drug related arrests concerns you because you would like to
retain yours influence in the community and to be seen as a proponent ofi drug reha-
bilitalion efforts. Moreover, your credibility and presti.ge within thaccimmunity is in
the balance since the community feels you are not adequately handling the problem.
Because of the growing drug problem, your budget is in question; and ;you are wor-
ried about the money to be allocated to the sheriff's office.
..

"if- \*1'

Yet, you have had very little contact with the local drug rehabilitation program and
have' minimal knowledge concerning ug traffic in the local community. Ii' yOu were
able to find out what was going oein the street and in drug rehabilita,tion efforts in

the community, it is possible you would be able to do more.
.

V

40$

Adapted,- with permission, from Games Agencies Play; Enhancing Interagency Colloraborettion
in DrBg_Rehabilitation, pp. 216-17, August, 1976. Interagency Collaboration Project,
Bureau of Drug Rehabilitation, Virginia Department of Mental Health'and Mental Retarda-
tion, Richmond, Va. This project was funded in part by Grant Number 75A3137 from the
Virginia Division of Justice and Crime Prevention.
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MODULE
VII: TARGETING PROGRAMS FOR SPECIAL

POPULATIONS TIME' 34,

HOURS
' 0 MINUTES

.

GOALS
.

.... .4 . .

,

To provide participants with the opportunity to explore program options for
target populations' that are relevant to their program and/or community needs

. . <:
To give special consideration to cross-cultural issues and iMplications for the pre-

,. ventioriof drug abLise. P',
. - .

I :OBJECTIVES
, )

At the end of this Module, will be able to:e, p4.....-

Describe a pilot prevention, program for a specific target population of their
choice developed by a team effort in which they participated

, ,

Identify at least five cy.iltural issues which need to be considered when develop-
ing programs for special bopulations.

. .

-MATERIALS ..
..Newsprint ....

Magic Markers
Paper and Pencils - . ,
Participant Manual r
Worksheets .
Reference Sheets

..1 . .
. b. .

.
, -,.

.. -,..
. .

. ,..

.

.
.

.

Q.
. , n

I . .
,

-
.

' .

. ,.
.

,.
,

-
t - , ,

- . .

- .
.

.

..
.

.

. .
, \ 6.

LG.

.

-,.
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-MODULE vii OVERVIEW

EXER CISE r TIME METHODOLOGY

3

1K .I., 1NTR AUCTION

2. DESIGNING A'
PILOT
PREVENTION
PROGRA

3. STEP ONE:
DEVELOP1N
PROBLEM
STATEMENT

4. STEP TWO
DEVELOPING
PROGRAM GOALS .

.1

5. STEP THREE:
DEVELOPING
PROGRAM
OBJECTIVES

6. REPORT OUT

F

s

.

Is

.

s.

.5 MINUTES

25 MINUTES

-f
°

1 HOUR

30 MINUTES

30 MINUTES

...
1 HOUR

10 MINUTES

LARGER -GROUP LECTURE

SMALL-GROUP EXERCISE

INDIVIDUAL AND SMALL-GROUP-EXERCISE'

SMALL-GRsu

7.

SMALL-GROUP EXERCISE
.

6
.

s

SMALL-GROUP AND LARGE-GROUP
DISCUSSION

LARGE-GROUP LECTURE

156
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MODULE VII: TARGETING PROGRAMS FOR SPECIAL POPULATIONS

TIME, MEDIA,
AND MATERIALS

.

OUTLINE OF.TRAINING ACTIVITIES

5 MINUTES INTRODUCTION

Traineiz deicribes this module as an experiential
laboratory in which teams will haVe the oppor-
tunity to design a pilot prevention program for
a particular target population.

,Ttie goals of this exercise a're to prepare us to
use the experiences of the preventors during
training and to "stimulate their creativity when
applying their knbwledge to the needs .of a par-
ticular population. Also; this module will. pro-

% vide participants with a non-threatening
environment in which to examine their knowl-
edge, ,beliefs, and assumptions about the par-
ticular community in which they would like to
work.

25 MINUTES

Newsprint
Magic Markers

"Special
Populations"
Reference Sheet

. EXERCISE: ,,DESIGNING A PILOT 'PREVENTION
PROGRAM

Ask participants to 'form small groups of 4-6

Record on newsprint the following" special target
populations (refer participants to Reference
Sheet VH-1 on page 232 of the Rtioticipant
Manual):

Asians/Pacific Islanders
Blacks
Chicanos
Gays
Handicapped
Elderly
Industry
Low-Income Groups
Native Americans
Puerto Ricans
Rural Populations
Schools
Women
Youth

Ask. each small group to select (using. any
methOd that will achieve consensus) one special
population for which they would like to design a
pilot:

;
prevention program. Each group announces

157



MODULE VII: TARGETING PROGRAMS FOR SPECIAL POPULATIONS

TIME, MEDIA,/
AND MATERIALS

1'

OUTLINE OF TRAINING ACTIVITIES

its choice, which the trainer notes on the news-
print.

Encourage each group to discuss why choices
were made. For example, did the groups choose
the most populous specipl populations, the ones
they were most familiar with? Do the same
special populationS. "slip through, the cracks"
again? a youth and women were chosen, how
doeS that affect other special populations (i.e. ,-
special populatiohs in the more traditional sense
of the word)?

Review the eight steps in the process for plan-
ning program development that was outlined in
Module V. This will provide the framework for
the group proessPduring this module.

0*

I HOUR

.4

3. STEP ONE: DEVELOPING THE PROBLEM STATE-
MENT

L

Script:

There are three phases in developing a problem state-
ment: (1) community diagnosis; (2) looking at assump-
Voris; and (3) identifying further research needs.

NOTE: Perhaps the most difficult part of this
exercise will be overcoming the partici-
pants' reluctance, to attempt to define the
problem. When designing this module, we
conside'ed providing participants with
'!issues of concern" or "model programs"
for each target group; the difficulty of
ideqtifying such resources, as well as the
tendency of training groups to rely on
resources. as "the answer," changed, our
direction.' The' trainer's task is to encour-
age participants to utilize the process of
"heeds assessment" and' problem identifica-
tiOn" in this part of the exercise. This is
an opportunity for participants to reflect
on the level of- their knowledge about the
particular' populations with which they are
working or would like to work. When
using the social compass,.stress that iden-
tifying the 'gaps in your knowledge about a

158
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MODULE VII: TARGETING PROGRAMS FOR SPECIAL POPULATIONS

JJME, MEDIA,
AND MATERIALS OUTLINE OF TRAINING ACTIVITIES

!!Center for .

Multicultural
Awareness
Social Compass
Worksheet

"What Do We Really
now?" Worksheet

community is a' critical first-step both for
doing 'effective needs assessment and for
developing meaningful programs. Encour-
age participants to challenge their own
(and other group members'') assumptions.

1j117.oduce Worksheet VU -I on page 225 of the
Participant Manual 'as a tool for describing and
understanding "communities," however you
choose to define that term.

NOTE.: All of the categories on the social compass
may not be appropriate for each target
populatipn. Again, urge participants to
complete these worksheets as well as they
can at the present time.

Explain that participants st set bound-
aries for the cOmmuni that will be the '?
focus of their program development
efforts.

First, individuilly, and then in the small
groups, participants attempt to complete the
social compass worksheet for the particular
population which they, have selected.

Script:

Separating "Facts, Opinions, and Assumption"

While completing the social compass worksheet, you
will find that a number of statements will surface
which engender disagreement or skepticism; also, the
statements of different members within each group
may -be contradictory. Using, Worksheet VII -2 on
page 226 of the Participant Manual, instruct members
of each group to separate the statements which they
have written on the social compass worksheet
three categories:

1
FACTS: Statements which they can substanti-
ate (i.e., "thirty percent of this particular
target group lives in the Adams-Morgan areas
of Washington, D.C.").

OPI1419NS: Statenfents which participants
believe could be substantiated, but which are

159
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MODULE VII:-TARGETING PROGRAMS FOR SPECIAL POPULAITIONS

TIME, MEDIA .

AND MATERIALS OUTLINE OF TRAINING 'ACTIVITIES

"Questions for Further
Research" Worksheet

based primarily on conjecture, anecdotal exper-
ience, or socially accepted judgments' (i.e.,
"Alcohol is the predordinant drug chosen, by
rural populations.").

ASSUMPTIONS: statements which reflect the
belief systems and values of the participants,
which may include generalizations, stereotypes,
and other culture-bound positions (i.e.,
"Low-income people drink because they have
no options, either social or economie.").

Discuss diffitultts of defining prevention tar-
get groups for panning, program identification,
and evlauation. Highlighting the cultural issues
revealed in the exercise:

What do we really know about other popu-
lations?

How muc do we base our program deci-.,;
sions on our own values and assumptions?

what were the sources of any disagree-'
ments within the small groupS?

Script:

Planninsa Needs Assessment

Ask- particips'ants to complete Worksheet VI I -3. on
page 227 of the Participant Manual, which
becomes a background document to plan a needs
assessment. .

'NOTE: Ask the small groups to look at their
"opinions 'and 'assumptions" from the previ
ous workgheet. Examine which of those
need to be further investigated and/or
substantiated before the prevention pro-
gram aimed at that specific population can
be implemented.

Remember, both the members of thy target
population group and "outsiders' have
opinions and assumptions about that
group.- Point out that both sets of issues
need further investigation and research.
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MODULE VII: TARGETING PROGRAMS FOR SPECIA-L POPULATIONS

TIME, MEDIA, .

AND MATERIALS OUTLINE OF T1141NING ACTIVITIES

"Program Planning"
Worksheet

/

I

Ask participants to complete the "Questions for
Further Research ,Wqrkslieet"; ask the small
groups to qiseuss ways of answering th
questions, both in terms'of research or ne ds
assessment strategies (REFER BACK TO THE
NEEDS ASSESSMEN PROCESS IN MODULE IV)
and also in term of "expert" resources, within
and outside the arget community.

Introduce Worksheet VII-4 on page 228 of the
'Participant Ptanual.

NOTE: Admit the limited nature of our information;
it may be helpful to ask, participants to

,consider this next exercise as the effort to
create a program hypothesis which they can
test against the realities of their own popu-
lations when they return home after the
training.

Ask each small group -to develop a problem
statement, based upon the information generated
during'tht exercise.

Process responses while asking each 'small group
to discuss its problem statement; note similarj-
ties and differences in emphasis and tone.

---§0 MINUTES /
rt

Ye

4. STEP TWO: DEVELOPING PROGRAM GOALS

NOTE: The following steps should be Hssigned to
the small groups. be available to provide
assistance to the groups as they work.

For the purposes of these exercises, ask
the groups to conclude with objectives.
Because of the hypothetical nature of the
exercise, it may be difficult for .them to
continue into tasks and activiitie-v., ;
.. , .

Developing program goals follow's the develop-
ment of problem statement.

A goal is the reverse of the problem statement.

r
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VII: TARGETING PROGRAMS FOR SPECIAL POPULATIONS

TIME, MEDIA, A

AND MATERIALS OUTLINE OF TRAINING ACTIVITIES

30 MINUTES 5. STEP THREE: .DEVELOPING ,PROGRAM OBJECTIVES

Objectives are those milestones leading to the
accomplishment of the goal.

I HOUR 6. REPORT oul-

Each group will describe their pilot preVention pro-.
gram, in terms of problem statement, goals, and
objectives. Each group will have, ten minutes to
present its program; allow tenlifninutes for feedback
and comment.

10 MINUTES 7. WRAP-UP

3.7Summarize the isses 'raised during the exerskse. -
Remember P the special considerations that must
be taken into account when doing prevention
programs for special populations well as the
actual prevention models oriVe-.ed by the
groups. Look for _similar concepts or
approathes; look for differences that may
reflect group bias about a particular population;
relate the programs conceived to the prevention
models reviewed in Module II.

4

NOTE: Remind participants that the process of
.developing programs which they have prac-
ticed as a group in this exercise will form
tne basis of their action planning in Mod-
ule IX, where they will translate all of the
infdrmation into a management action plan,

, for their own program.

END OF MODULE VII

4
162



MODULE VII: TARGETING PROGRAMS FOR SPECIAL POPULATIONS-1 WORKSHEET

A

CMA Social compass

iota

Adopted from Conner, Desmond M: Understanding Ydur Community.
Ottawa: Development Press,1969.

163
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UM
VII: TARGETING PROGRAMS FOR SPECIAL

MODULE , POPULATIONS-2 WORKSHEET

"WHAT DO WE REALLY KNOW"

. I 'Facts (1 know

2. Opinions (It seems to me that

3. Assumptions (Well, everyone knows that

.

164
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VII: TARGETING PROGRAMS FOR
MODULE SPECIAL POPULATIONS-4 WORKSHEET

PROGRAM PLANNING

PROBLEM STATEMENT: State what the problem is, to whom, and for what reason.
Cite any evidence or indicators which support your statement.

4r
.1

GOAL STATEMENT: °State the long-term end - result desired.

166
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WORKSHEET V114 Continued
c

PROGRAM ACTIVITY: Use one page for every prol'am activity. Each activity
should contribute to the accompliShment of one or more objectives: Describe the
activity:

This activity-related to objective(s)

TASKS: In order to implement the activity, the following tasks Phust be completed.

WHAT WILL BE DONE----r-TD/WITH, BY WITH WHAT° 13Y WHEN&

(in chronological-sequence) WHOM o WHOM RESOURCES WHEN bON.E
r

$

V

I



WORKSHEET Vil-4 Continued.
0.

OBJECTIVES: List and
desired. Each objective 9 uld
GOAL. Objectives should be: (
(3) time-limited; and (4) measu a

4

4

ti

s /JR

ti

o

;

I the short-Wm and end-results or outcomes
lo molly contribute to the accomplishment of your

1) concrete and specific; (2) realistic and attainable;
b e. (How will you know the objectkie is achieved?)

168
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VII: TARGETING PROGRAMS FOR SPECIAL'LDULE POPULATIONS-1 REFERENCE

SPECIAL TARGET POPULATIONS

Asians/Pacific Islanders

,Blacks

Chicanos

Gays .

Handicapped

Elderly

Industry

Low-Income Groups.

Native Americans

Puerto Ricans

Rural Populations

Schools

Women

Youth

4
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7 OURSVIII: RESOURCE DEVELOPMENT AND
TIIWE'' 15.HMINUTESMODULE GRANTSMANSHIP ,

. .GOALS
IC

To provide participants with information about fund-raising

To teach participants from both local and national sources how to use the appro-
priate resources as they try to obtain support

,

To help participants formulate funding strategies for their prevention programs.

OBJECTIVES

At the end of this Module, participants. will beable to:

, Identify at least two criteria for eligibility that any private organization should
meet before attempting to secure funds from a private or public source

Identify at least five pieces of pertinent information about a foundation or a
government agency before they attempt to solicit funds

..

Identify at least three reasons for a support base to be developed for a preven-
tion program

Identify at least seven categories that should be covered by any proposal.

MATERIALS

Newsprint
c Magic Markers r ,,

Tape . .4;$
I

Participant Manuals
Reference Sheets
Selected Readings

. 1
. .

...4
. .

.
.. . .

.

. ./

. _

-
.

A.
, .

.

.iiAumw 111

ti

16,



MODULE VII I OVERVIEW

EXERCISE TIME METHODOLOGY

1. OVERVIEW

SIMULATION

3. WINN'AS MUCH' AS
YOU CAN

2.

4. FUNDING
RESOURCES

5. SECURING LOCAL
FUNDS AND
OTHER
NON-FINANCIAL
SUPPORT

6. GUIDELINES FOR
SECURING.
FINANCIAL
SUPPORT

7. FUND-RAISING
CLINIC

8. BASIC
COMPONENTS OF
AN EFFECTIVE
GRANT PROPOSAL

9 WRAP -UP

15 MINUTES

1 HOUR

30 MINUTES

30 MINUTES

1 HOUR

3 HOURS

45. MINUTES

15 MINUTES

15 MINUTES

I

.4

LARGE-GROUP LECTURE

SMALL-GROUP EXERCISE

OCTETS/DYADS EXERCISE

LARGE-GROUP LECTURE/DISCUSSION

LARGE-GROUR LECTURE/DISCUSSION.

LARGE-GROUP LECTURE/DISCUSSION.

SMALL-GROUP EXERCISE

LARGE-GROUP LECTURE

LARGE -GROUP LECTURE

174'
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MODULE VIII: RESOURCE DEVELOPMENT AND GRANTSMANSHIP

TIME, MEDIA,
AND MATERIALS OUTLINE OF TRAINING ACTIVITIES

15 MINUTES

1 HOUR

. OVERVIEW ,

Give an overview that describes the topics to
be covered and processes to be followed for
this module.

NQTE: It is extremely important that the State
Prevention Coordinator or State represen-
tative attend this session to provide infor-
mation about the funding and grants pro-
cedures used by the State. Before the
session, meet with the representative and
discuss both the information presented. in
this module and the role that he or she
will play during the training. Modify your
presentation to ensure that it supports
State procedures.

EXERCISE: SIMULATION
it

Ask participants to re-form the small Agroups
who worked together to develop program plans
for special populations (see Module VII).

Ask small groups to develop a 10-minute pro-'
gram presentation aimed .st getting funding for
the Tb.ilot programs they planned-in Module VII.

Ask each small group to select a representative
to present and discuss its ,proposal with ther"city council" composed o the training -team for
pilot program funding.

The "city council" will make "funding deci-
sions" based, on. proposal content and the
rationales for funding presented by the
"pilot program representatives."

The training team may choose to elaborate
upon this scenario, by deyeloping a demo-
graphic profile for the city in which these
programs would be funded. This profile
could include locale, population, political,
structure, major industry, indigenous
minorities, local issues, etc. The trainers
may ahso assume roles of city council
members, i.e., prevention ally, devil's
advocate, the Up-and-coming polities, etc.

175
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MODULE VIII: RESOURCE DEVELOPMENT AND GRANTSMANSHIP

TIME, MEDIA,
AND MATERIALS

1.

di

4

y

1

OUTLINE OF TRAINING ACTIVITIES-

Present the exe cise as follows: The City
Council is aocepti proposals for special drug
abuse prevention projects, to be awarded from
a State revenue-sharing allocation of $100,000.
There are no guidelines on how the money is to
be allocated (i.e., whether to one or several
programs, or how much an individual program
can request).

Allow each group 20 minutes to prepare a pre-
sentation, then allow 10 minutes for each pre-
sentation.

In conclusion, announce the decision of the city
council, which will` award ea6R.'project $5,000
seed money and announce a new funding cycle,
with new criteria and guidelines for this cycle,.

Introduce the next exercise, "Win as much as
you can," as the vehicle for programs to raise
funds to implement their programs.

,

30 MINUTES

i

"Win as Much as
You Can Tally"

Worksheet

3. EXERCISE: WIN AS MUCH AS YOU CAN

Ask participants to form octets, then divide
them into dyads seated as follows:

0(2),
1

(2)0 0(2)'
1

0(2)

IntrOduce Worksheet VIII -1 on page 237 of the
Participant Manual; ask each participant to study. it, then share his/her understanding of,the garrie
with partner.

-Explain that dyads must not communicate with
others in the octet cluster unless instructed to
do so.

-4.
.

Expjain tha ach dyad will be .asked to privately
agree upo a single, choice for each round.

,
I*

176
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MODULE VIM: RESOURCE DEVELOPMENT AND GRANTSMANSHIP

TIME, MEDIA,
AND MATERIALS OUTLINE OF TRAINING ACTIVITIES

J

4

I

EXplain that there are 10 rounds to the exer-
cise. Duririg each round, dyads will have 1

minute to mark their choice for that round.

Instruct dyiad§ to begin.

Make sure each dyad has finished, then ask
dyads to share their decisions with others in
their octet cluster.

Dyads should mark their Tally Sheets for round
1 using the payoff schedule.

Continue as above for rounds 2, 3, and 4.

. On round 5 (bonus round) all amounts won or
. lost will be multiplied by three.

Give octet clusters 3 minutes to discuss this
task.

Allow dyads 1 minute to discuss a decision, 3
more minutes for discussion in the cluster, and,
finally, 1 more minute for dyads to mark their
decisions for round 5.

Conduct rounds 6 and 7 like rounds 1 through
4.

Conduct round 8 like round 5; but ask dyads
to multiply by 5 instead of 3.

Conduct round 9 Ill* rounds 1-4 and 6-7.

Conduct round 10 like rounds 5 and 8, but ask
dyads to multiply by 10.

Ask each cluster to compute its net score from
the total of the dyads' .scores.

Process exercise by discu ng the effects of
competition and collaborat for funding and
how this experience relates to other group situ-
ations.

177
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MODULE VIII: RESOURCE DEVELOPMENT AND GRANTSMANSHIP

TIME, M DIA,'
AND MATERIALS OUTLINE OF TRAINING ACTIVITIES.

Allow individual fund seeking experiences.
to surface.

II
30 MINUTES

"Catalog of Federal
Domestic Assistance"

s . A.

.1

LECTURE/DISCUSSION: FUNDING RESOURCES

1

V

Tell the pkrticipant's that they should consult
various reference documents before they actu-
ally write an application. For example, the
Catalog. of Federal Domestic Assistance and the
Foundation Directory.

Refer participants to the sample pages from the
Catalog of Federal Domestic Assistance, Selected
Reading VIII-1, page 241 of the Participant
Manual, and show them howl to use:

The subject and agency indices

The information listed under each Federal
assistance program.

Concentrate on . the following categories of
information:

Objectives .`
Use. and Use Restriction
Eligibility Requirements
Application and Award Process
Assistance Considerations '

Financial Information
Program Accomplishments
Information Contracts
Related Programs.

Explain that the amounts of money authorized
for each program (as indicated in the Catalog)
may not reflect actual dollars available.

411*
NOTE: Ask the State Prevention Coordinator to

assist you in identifying relevant programs
listed in the Catalog.

178
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MODULE VIII: RESOURCE DEVELOPMENT AND GRANTSMANSHIP

TIME, MEDIA, ,

AND MATERIALS OUTLINE OF TRAINING ACTIVITIES

"The Foundation
Directory"

Refer participants to the next sample pages
that are provided in Selected Reading VIII -2,
page 247 of the Participant. Manual, and teach
participants how to use:

The indices for fields of interest, donors,
and foundations

The information provided for each founda-
tion that is listed by State.

Note that t e difference between grant dollars
expel-y:1 d an allotted indicates how much money
foundat ns pend to administer their progra-ms,
and th s h w extensive their review process
may be.

Remind participants that the Foundation Direc-
tory lists only the largest foundations and that
there are many small community foundations in
their State and locality.

NOTE: Try to research names of foundations in
the State and locality in which you ahe

1,training. If possible, have, someone who is
familiar with local foundation funding
attend the discussion.

Inform participants that many State uriversities
or libraries have compiled directories of all
foundations in that State: EncoUlage them to
explore their State, local, and university librar-
ies for more detailed information on Government .
and private funding. Refer participants to the
following documents:

PRIVATE:

The Big Foundations,. Waldeman Nelson,
Columbia University Press( .1972.

Foundation Directory, Columbia University;
Press, 1979.

Foundation News, Council on Foundajflns,
NeW York, New- York. Vv

I .R . . Tax Reports on Foundations

179
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MODULE kill!: RESOURCE DEVELOPMENT AND GRANTSMANSHIP

TIME, MEDIA,
AND MATERIALS &TUNE OF TRAINING ACTIVITIES

t A

Is There Life
After Seed Money?"

ti
PUBLIC:

Catalog of Federal Domestic Assistance
Superintendent of Documents, Goverrinient
Printing Office

Commerce Business Daily, Superintendent
of Documents, Government Printing Office

The Federal Register, Superintendent of
Documents, Government Printing Office

County and City Data Book, Superinten-
dent of Documents, Government Pririting
Office

NOTE: Find out where the participants can fir-id
the above information in, their communities
and State.

Conclude by emphasizing the importance, of
diversified funding sources for program growth.
Use as an example the Teachers Center's article,
Selected Reading VIII -3, page 253 the Partici-
pant Manual, which shows how to develop strat-
egies for program funding and how to diversify
funding sources.

1 H

4

LECTUR/DISCUSSION: SECURING LOCAL FUNDS
AND OTHER NON-FINANCIAL SUPPORT

1144itroduce 'the topic of local fund-raising.

i As you discuss . each topic, encourage partici-
pants to speak about their experiences with
local fund - wising.

. . ;-'-

Highlight the follow'ing: -r

When preparing to add s, or actually
addressing a local ding source,
remember these guidelines: °

BEFORE:*

1. Use your board of directors tik, help
you gain support for your programs
or to ,prepare for your presentatipn.

180 .
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MODULE VIII: RESOURCE DEVELOPMENT AND GRANTSMANSHIP

TIME, MEDIA,
AND MATERIALS OUTLINE OF TRAINING ACTIVITIES

a

.3
°

2. - Read local newspapers and attend public
meetings to learn appropriate procedures
and protocol.

3. Make your program "salable" and "under-
standable" to the general public.

4. When preparing your appeal, keep in mind
loc-al economics and a sense. of timing.

DURING: (Taken from Grantsmanship Center
News, Jan.-Feb. 1978) .

1. Be concise: Prepare written and verbal
presentations in such a way so that all
facts and needs are established as quickly.
and briefly as possible.

2. Be prepared: Know what you want to do
and the role your proposed funder, is to
play.

3. Be polite: Should the questions seem
uncaring or hostile, remain courteous.

4. Be specific: ,Think of the points you want
to make, as well as those made by the
group, and present your responses suc-
cinctly.

..,

5. Don't use jargon: Take the .mystique out
of your program and use understandable
terms..

6. Don'.t be intimidated: Be prepared to
answer pointed, direct questions without
getting fluste'red.

7. Be adept( Make strong, direct points,
which illustrate. the need' for and value of
your program.

8. Do some homework: Try to find out where
the organization or co4ncii stands on the
particular issues related to your program.
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TIME, MEDIA,
AND MATERIALS OUTLINE OF TRAINING ACTIVITIE

3 HOURS

Wit

tvi

t

-.... .9. Have press statements eady: Whenever
addressing public offici Is, have a brief
press release ready to s port your c tise.

6., LECTUI2E/DISCUSSION: GUIDELINES FOR SECUR-
ING FINANCIAL SUPPORT

NOTE: Select from this lecufe/discussion the
topics and funding sources most 'appropri-
ate to your training preference.-

Highlight the following:

,There are times when most prevention pro-
grams need between $50 and $5,000 in
funds or other support to develop news
activities or to expand current ones ..

ti Because Federal and State funding may not
., always be available, programs should

investigate early the various funding and
support sdurces within their cOmmpitiaties.
The following guidelines can aid- this
understanding.,

Budget Analysis. Because local fund-rais-
ing takes time, a program should begin
considering possible . sources well before
the money is needed. As a first step, .the
present budget should -be analyzed: What,
items are mandatory for operation at the
present level? What would happen if fund-
ing were cut by 10 percent, 25 percent,
50 percent, or altogether? What items in
the budget could be eliminated? What
items are necessary? For example, one of
the biggest, 'tens in a budget is usually
personnel. If the budget were cut, what
items could be eliminated to pay salaries?
Must staff positions be dropped?

Such an analysis takes time, but it must
be done to ensure thorough understanding
of a program's needs. Because prevention
programs differ greatly, budget analysis
methods will vary; any methOd that pro-
duces a detailed examination .of essential
needs will suffice. 6'Once needs are deter-
mined, steps can be taken to try to meet
those needs throug_h_Aptal funfl

182
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MODULE v RESOURCE DEVELOPMENT AND GRANTSMANSHIP

TIME, MEDIA,
AND MATERIALS OUTLINE OF-TRAINING ACTIVITIES

O

----

4

4

4;<

. 7-1k
Research -Local Sources. A secon)1 step is
to..research various local sources of fund-
ing: M5ny different locdt sources of fund-

. ing exist; generally they can be categbr-
ized as: local .gOvernicent,. budiness and
industry, -unions, fraternal , and civic
organizations, and the community (general
public). It. ,is important to research each
.possible source to learn how to Approach
°each source Iv funding and what can be
expected from them in the way of support.

A

Local Government. For example, when
considering funding from lOcal government,
you should know when the budget is
passed by the city council, ych'ool board,
or % board of supervisors; What" kind of
budget each uses (annual, biannual, semi---.
annual).

Who is responsible for drafting the human
services part of the budget? What forms
must. be completed,? What are the time

. frames for 6pplic4iiin.? Must a .presenta-
tion be Made? Know all procedures and
deadlines sc the the prevention program
can take the necessary steps at the appro-
priate time.

Business and Industry. For business and,
industry,. miry'. of , these same 'res'earch
questions ne_.d to be addressed, along with
some other considerations. When does a
company's fiscal year bagin? When. is the
yearly budget approVed? Are .charitatale
contribution expenditures part of the total,
budget? l-kow can a program become con-
sidered for charitable contribution's?
Answers to these basic questions will guide
fund-raising plans for the business sector.

Another important question concerning
..._liviness and industry: Is the k,local bus-

s or industry part.of a 'larger corpora-
tion? If so, the ability of the company to
contribute money and the time it needs to
Teach a decision may be affected' This
information may 'be. stated in a corripariy,
advertising ,a subsidiary of
if it is.tnot, be sure to find out.

M.?
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MODULE VIII: RESOURCE DEVELOPMENT AND GRANTSMANSHIP .

ssTIME, MEDIA
AND MATERIALS

e0

o°

triReseerching -

v- Corporate Gifts"

: . 4.

.

. e *--4.

OUTLINE 0 TRAINING/ACTIVITIES

foundation whose stated interest is to give
.money to wort-fly organizations. Although
it maintains ,strong contacts with the par-

t ent company, the foundation is rim as a
separate entity with itS own boards of
directors, business offices, and staff. It,
too, is a' business; therefore, many of. the

e same questions 'arise, which You will need
to answer.

Although you may find it difficult to obtain
financial or other support from business

industry, you should pursue this
_source. When they do conibute, they
.often give donations worth far more than a
one-time gift 2f money.

Ano ther business or .corporate resource is
the loan executive program. SeveTal large
businesses will loan a company, ,employee to

pa :qualifying agency for up to a year.
While the agency quite'often has screening
criteria, prevention programs may qualify.
Such ,a connection will link your program
with the industry as well, since you will
enjoy the services of the executive.

NOTE: With reOrd to corporations, refer partici-
pant's to the Selected Reading, .page 267 of.-
the Participant Manual. Participanti,
should read this material at a later' date._

4.

c

60

o

.;

Unions and Fraternal and Zivic-Organiza-
o ticins. Unions and fratern4i and civic

organizations (the U.A.W. y '=Lions Club,
Downtown Merchants Association, etc.) are
other possible sources of funding and
Other nonfinancial support. These organi-
zations have, Ong histories of supporting
worthwhile causes. Again, as with
government,and business, research various
questions. / Where are they located? Who

4 are their officers? What do they con.-
tribute? 'To Whom? What kljn0_,O'f presenta-
tioh should be made?' Re,bemeer, rainy
organizations might - prefer_ to contribute
tclunteers, materials, and equipMent,
rattler than money. Research your

184
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MODULE VIII: RESOURCE DEVELOPMENT AND GRANTSMANSHIP

TIME, MEDIA,
AND MATERIALS OUTLINE OF TRAINING ACTIVITIES

0

approach carefully. A list of local frateri
nal and, civic organizations and their offi-
cers can te obtained from the' kcal
Chambers of Commerce. Also, because,
many national fraternal and civic organi-
zations have focused on drug abuse as a
priority, find out which 'organizations
express this interest.

One very important aspect of fraternal and
civic Organizations is their ,spin-off effect.
Members of these 'groups are community

o leaders. Many represent business and
industry, local merchants, and govern-
ment. By reaching one organization, you
may be able to -tap many othei- avenues of
funding.

General Public. The final `category of
funding sources is the community, which
probably .is the most difficult to research.

' If the program is located in a large urban
area, the "communit\r" must be defined
(e.g.., school district, political subdivi-
sion, judicial district, or other small geo-
graphical, division). If large populations
and large cities, or counties are your
focus,, you _must be prepared to devote a
dot of time, energy, and money to devel-
oping and carrying out the fund-raising
campaign.

,
..

The way to
.
reach the general public is

through a direct, mail campaign--a grief
letter explaining the program (its audience
and how they are ruched) that is mailed
to the local community. The letter should
specify the programIsiname, address, tele-
phone number, and yhe requtsted amount
of the donation (e.g., ,nlf each :person
would 'give just one dolla'r, then . . .11).
Although, some nay give more, most

. respondents will give the stipulsated dona-
tion. If the program is lassifie'd by IRS
as non - profit, be sure mention that all
donations are tax-ded tible. A unique
form of the di.rect-mail method is to ask
pharmacies, department stores, the tele-
phpne company, etc. , to enclose the fUnd-
raising letter in their monthly mailing .

185
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TIME, MEDIA,
AND MATERIALS OUTLINE OF TRAINING ACTIVITIES'
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Media also can be used effectively for gen-
eral public fund-raising drives. Prevention
programs u ?ally are nonprofit programs
that rfo public service. As such,
they may receive fre publicity, called
"public service announcements." For
information about how to obtain "air time"
through . public service announcements,
contact the program director or direttor of
public affiars at your local radio encl.( tele-
vision stations. Ask for his or her help
when .you* develop the announcement.
Radio stations often like the information
written as ag, press release that is broken
down into 10, 30; an ; 60-second time-
frames. Press releasermust be submitted
by a certain deadline and.should contain a
release date and a "pull" (end) date.

One drug program, used the "telethon"
technique; the program was fortunate to
have a local television personality who was
able to secure air .tirne serving an its
board. Such efforts, however, may
require months° of work: you must pre-
pare the format and secure the talent.
The National DrUg Abuse Prevention Week
proyides another source for media cover-
age. , Design 'our fund-raising campaign
around this vent; use, the- prepared
media spots with a tag .line giving the
program's name, address, and telephone s
number.

Alcoholics Anonymous. Ask your local
Alpholics Anonymous chapter whether, youi.
can make a presentation about your pro-.%
grace Many AA membert have expertise
And skills that could benefit your program.
As recovering alcoholics, they may have a
special interest in substance pbuse preven-
tion.

Fund-raising Implementation. Once you
complete your research of local funding
sources, you can begin the process of ,

obtaininhe funds. This step involves
the prebaation of anje required- presenta-
tiohs, proposals, reportst or forms, a ,pd

0
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TIME, MEDIA,
AND MATERIALS OUTLINE OF TRAINING ACTIVITIES

ifR

the ation of good rapport with the
va tous local sources of °funding ..

R pport, is developed thrOugh personal
contact, through goo'd public relations. It
begins by making an appointment to meet
with an apptpriate person (e.g ., a school
board member, an officer of a fraternal or
civic organization, etc.)._ At this time,
the program representative can explain on
a one-to-one basis `the _program,. its goals,
accomplishments,, and needs.. Also, this
meeting' may provide an opportunity to
discuss the' purpose. and accompliihments
of the program with other members of thee
organization. For instance, civic and
fraternal groups are always looking for a
speaker and topic that will bring members,
to a meeting. ,

NOTE: The following. "don'ts" are adapted from
Pacific Institute for Research and Evalua-
tion (1.975): b

When approaching various sources for
funds, remember several "don'ts." First,
avoid taking a ,militant approach when dig-..

cussing the problem of drug abuse with
potential funding sources. Whether in the
school system, the community, a corpora-
tion, or a foundation, people who grant
funds and other support are riot likely to
have especially radical views of contempo-
rary society. Avoiding a discustion of
political aril social views need not be dis-
honest it can be considered a matter of
respect for the views of. another. Those
who feel compelled to discuss these issues
shotld try to do. so reasonably, in such a
way that their - audience will not feel.
threatened. This same admonitioN applies
to discussion about particular methods of
drug abuse.

#

Don't oversell the program. Funding
,sources have heard- tdo many . unfulfilled
promises of miraculous changes.- Ydur
approach hoUld be low-key' and realistic.
The progr m initiator'', should present \

e 187
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TIME, MEDIA,
'eAND MATERIALS OUTLINE OF TRAINING ACTIVITIES
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r

strong rationale for prevention without
guaranteeing results.

Various Vio!s" also apply to the im4emen-
tatiolkprocess. One is to be specific-when
requesting funds. The research process NA
should have indicated the amounts_of funds 1*

and ther support that can be expected
from a particular source. Therefore, be
specific about the program's needs and
how each source can help meet _ those
needs. For example, because fraternal
and civic organizations usually (JO not have
an abundance of capital, ask for money to
fund a particular item (i.e., for prirAd

( materials, new paint and drapes in the
facility, etc.).

Another "do" is to con,sider other types of
needed support, such a3-- materials, equip;
ment, manpower, and moral support.
'Merchants are often ainenablVo contribut-
ing materials, such as paints, supplies,
etc. Companie's may. donate used equip-
ment--file cabinets, desks, or-typewriters.
Any such contributions should be properly
recorded to that the merchant or company
concerned can benefit fr a tax deduc-
tion, and so that the prgram can claim
the gifts an in-kind .contribution on grant
applications. Always send a "thank you"
letter for any contribution, no matter how
small.

Although contributions in money may be
limited, contributions of manpower may not
be. Volunteer manpower obtained, from
civic and fraternal organizatiOns and' from
the general public can be valuable when
launching funo-raising drives.

Moral support and good will from various
sources are other important "contributions"
'to the life and health of- a. prevention pro-
gram. . This support will have great value
if the program encounters any kirild of
opposition withih the school or community- -
the program will have its oWn "grassroots"
advocacy group. Also, if the program has

rT
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an opportunity to expand and funds are
requested from a large foundatith or a

Fedkal agency, local support will give the
progr'am a degree of credibility and impres-
sivenpss it would never have otherwise.

Timing. No matter where you live -'-big
city or small town- -the time you pick to
have your fund-raising drive is crucial to
its success. Do not plan your' drive at
income-tax time; people are not in the
mood to give. Do not have a fund-raising
drive during the Thanksgiving/ Christmas
season; too many organizOons raise money
then, and people are tirerd of giving. 'One
possibility for you to consider is tying
your drive into the National Drug Abuse

1 Prevention Week. This time is good
t bebause the national public relations cam-

1

paign has been launched, which Vings
drug abuse prevention to the attention of
the Oeral public. Ypu can use this "free
advertising" as a .basis for your drive.

Responding to Contributions. The last
guideline in community fund-raising. is to
develop a follow-up procedure for all con-
tributors. Responding to contributions
involves , more than the required "thank
you". letter. Publicly acknowledge "ton-.
tributions through press releases, the
program's .newsletter, or any other means
of reaching the general public. Keep con-
tributors informed about how the program
is using their money by putting them on a -
mailing list for the program's newsletter,
annual report, or any otherPgeneral publi-
cation*. Also, invite contributors to
attend the progra,m's public events--anni---

. versaries, graduations; etc.
,,

J

( One final caution: Do not put to& much
pressure o' make too frequent appeals for
contributions from thy one source. If
merchants feel especially besieged or pres-
*Vet, they may', become resentful. It is
important to ude .good, judgment; lest the
program lose contributions efor annual fund
drives and capital campaigns.. ' 4,

t
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AND MATERIALS

RESOURCE DEVELOPWIENT AND GRANTSMANSHIP

OUTLINE OF TRAINING ACTIVITIES

Newsprint
Magic- Markers
Needs/Sources Chart

s
,

..

_ .
Draw the "Needs/Sources Chart" on newsprint."
Illustrate the use ofil the chart. (See Figure
VIII-1 on page 239 of_the Participant Manual.)
Explain how to use it:

.-. This is a simplified form of analysis that
some programs have found useful.

\
On the leftwside of the chart under "Pro-
gram Needs," list the specific items needed
to operate your program. For example,
if you need various types of financial
contributions or personnel, etc., at various
times, be sure to list each as a separate
item..

4Across the top, list every potential source
. of contributions that you can imagine.

For each item in . the Program Needs
column, check every source that:, ould
possibly contribute that item. .

If `" source- probably could 'not contrTbute
specific needs ..but could facilitate your
program obtaining an item, put an "0" in
the appropriate column. ';

3 .

Give several examples of how to use the chart.
Ask pakicipants to give examples of source for
each category of need.

45 MINUTES

-t

......m

4

.. EXERCISE: FUND-RAISING CLINIC

NOTE: ' The purpose of this exercise is ,..to give
participants an oppoAstunity to Share ideas,
techniques, strategies! and program' efforts
in fund-raising. . .'6

Ask participants to forrisfriall .groups.
,. Explain, that partitrpants will have about

minutes to provide -"teipnica$ assistance" to
each other in fund-raising. Encourage groups

t share successes, failures, insights, idea's on
fund - raising. List successes on newspkint.

Recwvene -large group, and ask each small
-.-group to share its newsprint list.

. -

-.1-
30 W

..

.,

IP
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TIME, MEDIA,
AND MATERIALS

11.

15 MINUTES

OUTLINE OF TRAINING ACTIVITIES a

"Proposal W riting
Outline"'

..

O

Open general discussion; ask fdr questions (and
answers from other participants who may have
them).

8. LECTURE: BASIC COMPONENTS OF AN EFFECTIVE
GRANT PROPOSAL , '

4

Introduce the presentation by noting that
although a proposal- can the organizedifFiriany
ways, several elements should. be included.

`2.

Explain that the proposal outline discussed here
is used by Don Nelson and Grant Shumway and
was prepared pr4arily from material provided
bV the Grantsmarnhiri Center in Los Angelbs,
California. Refer participants to Selected
Reading VIII-5, page279 of the participant

.Manual, to get more detail on the elements of a
proposal.

Encourage discussion- as the outline is pre-
sented.

t
Discuss the following outline:

f

1. General pointer;s:

Number pages 4 1b

Label sections -

Use positive, decisive lariguage

II. Include a proposal survey - -a concise sum-
mary of your proposed project.

III. Introduce the organization, providing a

description of your capability to manage
the project.

IV. Include a problem statement/needs assess-,
ment. ,

V. Clearly state program objectives.

VI. Include a' 'section on methods/program
design, describing the activities you will
'conduct to accomplish objectives;, how
these objectives will be, organized, arid who
,is needed to, carry them

191
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I

VII. Describe the evaluation design you intend
to usa and how, and when you intend to
use ,it.

4

VIII. Describe the supportive services such as
equipment, consultation, facilities, . etc.

IX. 'Include a standard I,ine 'item budget.

X. Devote - a section to future funding--how
you intend to support the project beyond
the period of the funding.

At .XI. Include an appendix. This section should
contain the following:

NW
t

1. Compliance forms
2. Tax-exempt status
3. Job descriptions, resources
4. ftetters of support ,..

5. Organizational policies/procedures
6. List of Board of Directors.
7. Evaluation, instruments.

15 MINUTES

s

. WRAP-UP

Suggest that participants look at possible net-
works for developing their programs', financial
resources. . .

Summarize, the module's activities by asking
participants to describe what they learned and
what the liked most and least.

END

.0.

.1

OF MODULE VIII '. \
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MODULE"
VIII: RESOURCE DEVELOPMENT AND

GRANTSMANSHIP-1 WORKSHEET

.

WIN AS MUCH AS YOU CAN TALLY SHEET

frOr

Instructions: For ten successive rounds you and your partner will choose either an .

X or a Y: EaCti round's playoff depends on the pattern of choices made in your
cluster.

I

,

PAYOFF SCHEDULE

4 X's: Lose $1.00 each ,

°
3 X's:
1 Y:

Win $1.00 each
Lose $3.00 each

.

2 X's:
2 Y's:

t
Win $2.00 each
Lose $2.00 each .

1 X:
.3 es:

Win $3.00 each
LiSse $1.00 each

I,. 4 Y's: Win $1.00 each
,..

1

6



Worksheet VIII -1 Continued

You are to confer with your partner in each round and make a joint decision. In
rounds 5, 4, and 10 you and your partner may first confer with the other dyads in
your cluster before making your joint decision, as befOre.

0

Bonus
Round :
Playoff
x 3

Round
Playoff
x 5

Bonus
Round:
Payoff
x 10

ti

16,

Round Your Choice

SCORECARD

Pattern of
Cluster's Payoff Bala

1 X Y
.

,X Y ,
.

,
0

2

v
.

X Y

a

X.,. Y

3 w

.,

X Y.
.

X Y

.4,

,.

4

.

X Y
.

X Y .
.

, 5 X Y X.
,

6 X Y
_.

X Y ..

. I
7 X

.
Y

.

° Y
.

.

o '

.

-8
4

X Y

... ,
e....

X Y
.

,

.

9 X ° Y X Y -

./.
10 X Y

_

X 0 y
.

.

Reproduced from A Handbook of Structured Experiences for Human Relatio4p Trainin
Volume II (Revise, J. William Pfei4fer and John E. Jones,. Editors, La Jolla,
California, University Associates, publishers and Consultants, 1974.
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MODULEov ; RESOURCE DEVELOPMENT AND GRANTSMANSHIP -I FIGURE

NEEDS/SOURCES:6HART

4Program Needs

1.)

at

1.1

O
0

ra

U
O
a

a
U

O

ro
ro

O

Money
one-time only,"
periodically
annually

Facilities (type of
spade /where to locate)

Equipment.
Type: Desks.*

Chaiis * ,

Typewriter #
Etc.

Adcess to equip. -(to
use at no or reduced
cost).
Puplicating
Graphic 4ts-

Consumable Suppliets
Paper i
Pens *

Typ. Ribbons
Etc.

Manpower /Time Needed
"Experts"-

Evaluators
Counselors
Media Sp.
Etc.

Clerical

No Special
Skills

Prpfessiopal Products
Printed Brochures

Aztwork for Media
.,Etc. v
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MODULE ACTION
. , ..

IX: PLANNING FOR PROGRAM GROWTH.
A

mufir. 3 HOORS
Ivivic-:20 MINUTES

GOALS ,
..;°- .

.-

. .
,

'`
. ..,

..
,

.

.,}
. ,

To enable participants to select the program strategy most relevant for their" pro-°
gram and community' needs c. s. ci r. '

. .. ...:
'1' * ,

- To help ,participants design an action plan to implement that, strategc, after the,.
training. `,. . .

. . . ....
\-----

OBJECTIVES .

.
,

; , .,... .

.--0 v 4

,.. 4.....
..

!ftsT A t
At the end of this Module, participants will be. able "to:,, .- , ' r

Identify their highestlpriority program, need and give three .reasons for' their
.

"sete4ion . , - . . , -
.

,

J 1 ' 1 .

Describe the growth strategy which would most gfectively address that per-
ceived

........

ceive8 need ,,./.
, .

. .

%.:a. kv,

Write an action ., plan to irripleinent that strategy 'Within their own progranT anal' /or
corrimuility ,

..,t
,. V

. 1
-.4 .

4.

.
.

. Y. 4..,,
° t 8 a

z , .
>. P , . ,. . Describe at least, or)e criterion for 'mdasuripg the success of thatystrategy. 0 ,

r... Y ''° 1.

MATERIALS.: : / ft

,*
.

i
ft.

I ,
t&

). .

.!

.

' .
?

..

.
c .
4

t2

n *

ft

. .
1

.

e""
4

' s.

r -

.

to .

ft

Participant Oanual
' i

Worksheets .
4, ,

A ,
.

, a* * % 4 t.1

.'4.** 4 4 1:. -; ^ \ , , :.

. 'x
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EXERCISE . TIME . METHODOLOGY
, I

i

/ .
.

OVERVIEW OF
MODULE IX

ACTION PLANNING

SMALLGROUP
IA ES 0 R ATI 0 N

4. ACTION PLANS
,

I

Y

r ;
:

5 MINUTES

1 HOUR
45 MINUTES*

30 MINUTES

1 HOUR °

c.

I

0. '

,

.1

.. ....

.

ir

LARG5GROUP. LECTURE

tf`; 'INDIVIDUAL EXERCISE

TRIAD' EXERCISE

.. '-

LARGEGRO-UP.,DISCASION
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MODULE X: ACTION P'LANNING FOR PROGRAM -GROWTH

TIME, MEDIA, \\-
AND MATERIALS OUTINE OF TRAINING ACTIVITIES

5 MINUTES OVE,t\i'lEW OF MODULE ,1X
.

Introduce the module by reviewing its purpose
to give participants an opportunity to "crate a
plan for improving a program's structure, pro-
cess(es), ,end function(s), and,sto teceive feed-
back on \4hat plan before they retUrh-to, the

--work_environments_

NOTE: - Review "Planning for Change' (Mbb,ULE!
V).

I HOUR,
. 45 MINUTES

'"Program Planning"
Worksheet

. EXERCISE: ACTION PLANNING

Introduce Worksheet IX-1 on .page 289 of the
Participant Manual

Ask participants to develop a plan,, that will
enable them to utilize one of the concepts intro-
duced during the, training in order, .to improve
the effectiveness of their program.'

Ask particifpants to arrange their seats so they
can work individually to' complete their action
plans.

,

Begin the exercise. , Participants complete an
action plan to use in their projects. Trainers'''
circulate around the room. If appropriate, help
trainees write specific steps 'necessary to iTple-
mbnt the change.

Call time
elapsed,

after an hour. and 30 riknutes have

-

.30 MINUTES SMALL -GROUP COLLABORATION:

Participants form. triads; ,each person dike 10f minutes to.present his/her plan;!other members
give feedback, assist in adding detail to plans.,

1.4HOUR LARGE-GROUP R,liCUSSION:' A.CTION PLANS

Facilitate discussion of the 'action plans; ask
trainees to describe their plans.

201
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MODULE IX: ACTION PLANNING FOR PROGRAM GROWTH
4.

TIME, MEDIA,
AND MATERIALS OUTLINE OF TRAINING ACTIVITIES

4

a

Discuss the goals, reasons, and strategies for
implementing action ,plans. Encourage feedback
from all group members:

Summarize major directions_ of 'participant plan-
ning efforts.

Ic

END4.ZTF MODULE 4><

4

a

14.

- 1

.
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,
IX: , ACTION PLANNING PROGRAM..

MODULE GROWTH-1

a

PROGRAM PLANNING -

O ,

PRIBLEM STATEMENT: State what the problem is,' to whom, and for what reason..'Cite( any evidence' or indicators which support your statement.

, .

LIA

GOAL STATEMENT: State the long-term end-result desired. ti

3

'4*

4t J
1

a.

2031.9 6



I

1,
_PROGRAM ACTIVITY: Use one page for' every program- activity. Each activity

should contribute to the accomplishment of one or more objectives. Describe the
activity: , ,. , ., -

.: ..,
. . . .

(
WORKSHEET IX:1 Continued

, )

7 .

4 .

' 4

A

),.4

. 4.

Ins. .

This activity related to objective(s)

N

'l

y

, c.

-

1

N

..
- TASKS: In order to implement the activity, the following ta s must be completed.

I

WHAT VVIEVBE 'DONE TO/WITH
(in chronological sequbnce) WHOM

. 1 .

BY
WHOM

WITH WHAT BY -':,WHEN
RESOURCES WHEN DONE

A .
D

#

0.

.

.4.

4,

1 Q1 '''20'4 1-'

(

V-

,

ro

r.

s



(
WORKSHEET Continued

r .

:
. .

.,pBJECfilVES: List and -.number all the shbrt-term and ertd- 'results or outcomes
. desired. Eachr. objective should logically contribute . to the kcomplishment of your

GOAL. Objectives should be: (1) concrete 'an4specific; (2) realistic and attainable;
(3) time - limited; and ('4) measurable. (How will, you know the objective is achieved?)

4_
.- L-\ s: .

a'

61
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EVALUATIVE
.QUESTIONS WHICH

NEED TT :E ANSWERED-

.
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, I

POSSIBLE METHODS

FOR ANSWERING THEM'
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EVENTING BURNOUT'
' Timr: 3 HOURS

140DUIE x: . PR
) L 15 MINUTES

0

.

../

GOALS 7-
. .

. _
. r ..

To ensourage par icipants to develop, extend,' and solidify personal strategies for
. personal support dild growth in the inidst of organizational chapg,e 'and growth

. (
.

To review possible applications of the knov'ledIe and, skills transmitted through
the training.

.

OBJECTIVES
\.

. . .-.

At the in-- d of this Module, participants will be able to:
. '

Identify a1 least three coping strategiess 'which -they can .use for personal and'
organi±ational replenishment ,

, .

Identify the common symptoms of "burnout" at individu'al and ,organizational
.levels # . .

Identify one piece of knowledge or one skill which they intend to use as a result
of the training ,. . .

.

List the major i&lowledge and skill areas covgred during the training.
:-,

,

'LI

MATERIALS
.

, .

,

.

Newsprint
Magic Markers ir

.

,

Participant Manual # ,. '
.

Post-test '
s Selected Readings .

. .

7

., -` ,
. .

.
.

4 C .

.. .

. . ...

,. 0..

. .
. . i .

.

.T
t, ((

.

( ..
. 4.

a
..

. -. .

I . ... . .

,
. . .

. .

, .
. .* '

,

.

.

.
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MODULE X OVERVIEW

&CERCISE:

INTRODUCTION

IDENTIFYING
SYMPTQMS AND
CAUSES OF
BURNOUT

3. COPING
STRATEGIES

4. BURNOUT AS
SYMPTOMATIC
OF ECOLOGICAL
DYSFUNCTION

5. BUILDING IN
BURNOUT
PREVENTION

6. WRAPUP/
REFRESHLR-.

7. POST TEST

4.
its

77IVJE METHODOLOGY'

4

No

5 MINUTES

)0 M1141..1TES

20 MINUTES

30TMI NUT ES*

4.5 MINUTES

4? MINUTES

30--MINUTES

S.

$

LARGEGROUP-LECTURE

LARGE GROUP EXERCISE

LARGEGROUP EXERCISE

LARGEGROUP LECTURE /DISCUSSION,,

ok.
LARGEGROUP EXERCISE

INDIVIDUAL AND LARGEGROUP
DISCUSSION

INDIVIDUAL

S.

210

202



41.0DULE X: PREVENTING BURNOUT

TIME, MEDIA,
AND MATERIALS.

5 MINUTES

--

OUTUNE OF-TRAINING ACTIVITIES

20 MINUTES

Newsprint
Magic Markers

A

1, INTRODUCTION
r

qxplain that "Burnout" is -becoming a --major
grob I em throughout the human services, in
view of attrition rates, stress and anxiety
problems, and the frustration levels-of people
actively, engaged in helping other human beings
with personal, .0 motional, or psychic distress.

\-,

2. EXERCISE: IDENTIFYING SYMPTOMS AND CAUSES
OF BURNO.,LJTJ .1c .

,--/
.. Ask participants to discuss, symptoms ,of burh-

out: What does someone who's "burned-out"
look like ?, How do they behave' .

;
'1/4 As the exercise larogresses, he or -she should

encourage discussion. , List these symptoms on
newsprint.

Next, ask partitipants to develop a similar list
of causes: What 'causes people to burn-out?
What'are the sources of stress?

20 MiNUTES

Newsprint
_Medic Markers

8

3. DISCUSSION: COPING STRATEGIES. . ,

-Ask participants to ,generate possible sources
of relief from these symptoms or ways to pre-
vent burnout from occurring . (COPING
STR,ATEGIES). -41 **

Draw a thirdcolumn,on the newsprint. ,Label it
"Coping Strategies."

........

211
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MODULE X:` PREVENT.ING BURNOUT -

TIME, MEDIA,'
AND MATERIALS OUTLINE OF TRAINING ACTIVITIES

30 MINUTES

"Staff Burnout as a
Form of Ecological'
Dysfunction"

t"'

S.

LECTURE/DISCUSSION: "BURNOUT AS sympto-
MATIC OF ECOLOGICAL DYSFUNCTION" (based on
Jerome Carroll's theories) '

Discuss the theory presented in Selected Read-
ings X-1, page 291 of the Participant Manual.

..,
According to' Car-roll, burnout emanates
from problems of interaction between ttile
individual and his or her environment.

NOTE: Return to the newsprint sheets; attempt.to
break down the symptoms and causes di's-/

cussed .by participants as "individual" and
"organizational". symptoms, causes, and
coping 'strategies.

Review Carroll's suggestions for treatment 'and
prevention or burnout:

TREATMENT'

Individual: Time off, -rest and recupera-
Tior7re7stignment, counseling, supportive .

treatment; additjonal education, job train-
ing;

.-
' Work Envi)onment: Changes in structure, .

.policies, on-the-job training, "adequate
nurture of staff," clearly- delineated job 1-

roles and levels of responsiblity; increased
salaries or de'creased workload.

NOTE: Allow participants to continue to *add other
possiple' coping strategies to the newsprint
lists generated earlier..

PREVENTION.,

Individual: Physical exercise, relaxation;
replenishment, 'realistic goals and expecta-
tidhs;

.

212
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MODULE X: PREVENTING 'BURNOUT

TIMeMEDIA.
AND MATERIALS' OUTLINE OF TRAINING ACTIVITIES

Work Environment: Limits on workload,
periodic rotation of staff; more part-time
positions; changed functions of staff Meet-
ings.

NOTE: Again, -allow participants to continue to
expand the list of coping 'strategies gen-
erated earlier. Remind pgrticipants of
material presented earlier in the course
(e.g., the Sfierwoodsr model of -planned
renegotiation) which, ?night also be used as
a burnout. pr'evention .strategy.

.. S

45 MINUTE'S

Newspriht
Magic. Markers

.

efti.,

t.

a

L.

5. EXERCISE: BUIIDI,NG' INOI,BURN1T4 PREVENTION
. .

Ask individuals to review the action plans' whicT'S
*they developed during the previous modt.ile.

Suggest that they consider the following ques-
tions: . .

s

Oh a ''scale of 1 - 5 -(5 being hi,gtieS1.poten-
tial for burnout), how would you rate the

_ "burnout potential" of the actibh"- plan
you're developing? to other words, are
you going to kill Ourselves, aqd the peo-

V, ple"around /you, in .order to make j/bur
action Plans real?

If participants believe their action plan to
be burnout-,:broof, utell them to list their
reasons fora feelipg that the people who
have developed the plan will be able to
.sustain their energy productivity.

If participa nts suspect that some aspect of
their plans will produce individual and/or
organizational burnout, abliscuss what can
they do, as they begin to plan and to put
that plan into effect, to prevenf this
occurrence. . Ask participants to list 3-5.
a.ctiori steps they mi,ght include in their
program plans to reduce the likelihootd of
burnout.

t
213
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MODULE X: PREVENTING BURNOUT

TIME, MEDIA,
AND MATERIALS OUTLINE- OF TRAINING ACTIVITIES

Va.

45 MINUTES

Newsprint
Magic Markers

;30 MINUTES

,..,Post-test

,(.

-4P\,

Divide participants Ito small groups and ask
theln to discuss their suggested strategies for
preventing burnout. Have one individual
record these options on newsprint.

Have each small' group report their individual
suggestions to the\ large group.

Process the exe cis adding additional possible
material from the cou e itself. '.

NOTE: Trainer7 should mention possibilities for
"networking" with various individuals and

'within various groupl. Also mention new
NDAC course, "Staff Burnout." '

DISCUSSION: WRAP-UP/REFRESHER

Ask individuals to list three things they
learned during the training which they intend
to use in their owry. communities.

Ask each individual to share, one thing they
intend to try with the large group.

Review the content and skills of the training
experience; focus on practical material, and the
skills developed dnd/or practiced during the
training period:

POST-TEST

.

'After collecting the post-test, allow n oppor-
tunity for any discussion or reaction to the
tests or the training.°

Administer' the post-test. The post -test is
kicated on page 311 of the Participant Manuil
and on pate '215 in this mual.

9

END OF MODULE X

e
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PREVENTION PROGRAM MANAGEMENT

POST-TEST

.4

General Instructions

.

Consider the following questions 'a quick review of the
training your have just completed. The terms and don-,
-cepts will now seem" more familiar to you. DO NOT
linger "over any- single item; answer quickly and move
on. Mark your answers on the answer sheet provided.

4(o

4

215
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I. MATCHING

A. Math the appropriate item to the statement provided. More than
selection may be necessary to adequately respond to the question.

one

Choose the definition that best identifies the model described below:

a. Sherwood Model
b. Situational Lea ership Approach Model -
c. Program Devel pment Logic. Model

1. This strategy encourages individuals and organizations to develop
mechanisths -for accommodating 'Id utilizing changes in programs,
.staff, and funding.

2. Matches managerial style to group readiness levels through the use Of
a four-quadrant matrix. 4

B. Match the appropriate definition to the following behavior identified below:

a. "Structuring Behdvior"
b. "Climate-Setting Behavior"
c. "Transferring Behavior"

-

3. Builds trust among group, members and between the g roup and him or
herself.

Provides opportunities fOr gr ic61; members to develop and use their /-
abilities. = =

.5. Establishes patterns and channels of communication among
bers.

,es

Match the correct item to the situation provided below.

a. Objectives
b. Criteria
c. Measures

1
group. mem-

,.

. Sales of sedative- 'hypnotic drugs at pharmacies serving a retirement
community will diminish.within 6 months.

7.* A 20 percent d4crt rase tn.the use of sedatives and alcohol..

8. Use'of psychoactive prescription drugs and alcohol.

D. Match the coect items to the situation provided belort).

a. Facts
ID. Opinions
c. Assumptions

9,4 Prevention efforts, shoUld be targeted, toward the black population,
since they are generallS, the heroin addicts.

217
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10. Prevention efforts have. been,in effective.
_

, 11. . High school, students are more inclined to try marijuana singe it is so
readily available..

A

E. The definitions to the following types of evaluation. are listed below.
Match the correct definition to, the evaluation.

)a. Impact
b. Process
c. Outcome

12. Attempts to capture, in "still frame" the characteristics of en opera-
, tional, ongoiheprevention program.

13. Attempts to answer program concerns in accomplishing its own objec-
tives.

14. AttemptS to gauge additive 'effects of numerous drug abuse prevention
programs within a geographic -boundarly.

CI

o

,

4.

p
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6

c.

II. MULTIPLE-CHOICE

J.

Choose the. correct answer(s) to the following questions and circle the
appropriate letter(s) on the answer sheet:,

15. Effective collaboration between individuals in ,different agendies 'is
based on: )
a. Friendly but fair competition for clients or funding
b. Establishing a satisfying, reciprocal relationship,

Awareness of the value of collaboration
d. All of the .at ove

16. The items listed below are, all approaches for evaluating referral serv-
ices in a prevention program, EXCEPT:-

a. ImprOvement of client's 'self-concept
b. Enrollment ir) support groups for families of alcoholics
c. Decrease in the client's group' scores on drug abuse interest

surveys
d. Number of clients who list referral services as a source or infor-

mation on enrolling in ocher prevention services

17. When planning ,a program evaluation:

a. Program staff should help to .develop objectives and criteria.
b. Program staff participation in evaluation planning violates the ob-

jectivity of the evaluation.
c. Evaluation' data should-be cdllected using special procedures and

personnel separate from routine program procedures.
d.. Measurements of effect should alway be made at the end of the

program service.

18. When preparing to address or actually' a dressing a local funding
source, one shoCild: I

a. Use your staff to help you gain support for your Programs or to
prepare for your presentation..

b. Read magazine articles and attend public meetings to learn appro-
priate procedures did protocol: i

c. 'Make your program "saleable" and "understandable" to the.
public. .

d, All of the 'abode.

re,
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III. TRUE or FALSE

The following statements are 'related to aspects of prevention program
management. Ple.ase circle either "True" or "False" on the answer sheet.

19. A good pr pposal for funding wou ld concentrate .on a problem statement
ar01 a strategy design fqtrexaminiqg the problem.

20'. A staff with a 1pw readiness level needs structure from the manager.

21. In following action planning procedures, one would use the Siaerwood
Model.

22. Staff burnout "emanates from problems of interaction between the-indi-
vidual and his or her environment.

23. When planning a- program evaluation, the evaluation/data should ideal-
ly be collected using special procedures.

2.4. Networks are intended to be task-oriented, competitive, and decen-
tralized learning

25. Primary prevention is a construct ive proce ss designed to intervene in
patterns of drug use and,experimentation.

,S4

V

r.,

A
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POSY-TEST e

Answer Sheet

I. MATCHING

Circle *the correct response(;)

O

III. TRUE-or FALSE-

.1. a b c c"-44.

2.- a b c
4

3. a b ' c .
1

4. a .,-i b c
.. -

4.. 5. a b c

6. a

7. a b c
.

8.' a b

9. a b C '
46

10.- a b c

:11. a' . 'll c

'12. a b c

13. a
e .64 6

14. a -b

MULTIPLE VOICE
01,

15. a - Cfr.

17. a.

16. a

14.,

b

I.

c

d

**
d

19. True False

20., True False

21. True False t
22. True False

.
23. True _False

24. True False
.

25. True False

221
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1. a

2 '. 6

3. b

4. c

a

6. a

7.

8. b

9. c

10. a

11. .1:)

'12. 6

13. c

14. a

15. b,

16. a,' c

. 1)1.: a, c
I- 0

18. c

, 191 Tque

True

21. :False

Tr-LI!

43; Fat

v 24. False

25. Patise

POST -T EST

Answer 'Key

Prevention Program ManageMent

7,

.1;

223
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TRA14.ING STAFF QUALIFICATIONS r .

. This course is designed to be delivered by at least.dy,o (preferab three) ,

trainers regardless of the size- of the participant ,,ogroulp.

o\ OThe training team that deliver's the course. sh,ould inglude an experienced
. prevention program manager and at least one other trainer who is a drug
abuse prevention preessional..-Training team membershould have demon-
strated training and experience in training. adult lea'r'ners.

T.Ne major consideraiion ih determ. inielg a- training tearriofor delivery 'of this
course is that the competency of the staff, as a Whole, include: compe-
tence and experience in management and planning, ability to plan and work
together, acid an understanding of how individuals learn

DESIRABLE PREREQUISITE TRAkNING COURSES
.?

Community-Based Prevention Specialist
o Bask Management Skills

Training of Trainers

SPACE AND EQUIPMENT REQUIREMENT
g

This course requires at least one large work' room equipped-with chairs
and .tables or chairs and a suitable writing stir-face. -The room should be
sufficiently large so that participants are' uncrowded. anclAcbmiortable. The
program also requi.r s.at least two small work rooms or a number of small
rooms sufficient to emmodate. small work groups..
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Other materials redurrye a?e:

Trainer Manuals
/116Participant Manuals -0..

_Newsprint
Magic Markers
Masking Tap
Pencils

A 4. .

EVALUATION
. -% , ., .

.ct.-
...gL ,

Two standards are used to determine each particiPajnt's 'performance in this
course: (1) attendance and (2) score on the post-teAtt. Participants who are
certified as having successfully completed the 'course shvld have been present
a minimuTh of 90 percent of the time allotted for the Course sts,sions and echieve
a minimum score of 75, percent on the post-test.
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