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ABSTRACT

A CASE STUDY OF AN ATTEMPT AT CRISIS
INTERVENTION PROGRAMING IN
LANSING, MICHIGAN

By

Mark David Metzger

Purgose

Police officers are often requested to intervene in
crisis situations and other social problem situations.
Inherent in such interventions is a need for delivery of
some type of social service. Police departments do not
usually have access to appropriate social resources to
adequately resolve the social problems to which they are
requested to respond. The social resources exist within
the community yet there often is a weakness in the level
of cooperation between the police department and the social
resources,

This study resulted from an attempt by interested
citizens to improve social agency cooperation with the
police., The interest group involved was assisted by the
writer in designing and attempting to implement a crisis

intervention program in the Lansing Police Department.

Methodology

The method utilized in the synthesis of the crisis

intervention program was adapted from the Normative
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Sponsorship Theory. This theory was developed by Dr.
Christopher Sower, Professor of Sociology at Michigan
State University. Additional adaptation was based on work
done in Normative Sponsorship by Robert C. Trojanowicz,
Associate Professor of Criminal Justice at Michigan State
University.

The participants in the planning of the crisis
intervention program were identified leaders of the various
social agencies in the Lansing area and representatives of
the Lansing Police Department. The project also received
support from the Michigan State University School of Social
Work. These "relevant systems" were brought into inter-
action by the work of a "technical assistance unit" com-
prised of Dr. Trojanowicz and the writer. This technical
assistance was rendered by request over a ten-month period

and is still in progress.

Results

The initial group developed into an organization
capable of designing and implementing a viable program based
on cooperation between the police department and the other
social agencies of the Lansing area., The project produced
a grant application currently under consideration for
funding.

This undertaking clearly showed that social agencies

and the police department can cooperate in a mutually beneficial

TR
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manner. The problem of crisis intervention services was
shown to be solvable by cooperative action induced by the

Normative Sponsorship Theory.
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Chapter 1

INTRODUCTION

Police departments are often criticized for their
responses to various types of situations. Although they
receive criticism, very few citizens or groups of citizens

offer solutions to the problems to which police must re-

spond. This problem is most acute in the area of police .j‘
response to social problems. The separation of respon- i
sibilities concerning social service and police work has

lead to a separate system of goals and objectives for

each agency concerned with their respective responsi-

bility. Social service agencies have focused on social

work. Police agencies have focused on law enforcement

activities. 1In spite of this separation of respon-

sibilities that characterize these agencies both can

be viewed as having broadly defined common goals. It

becomes problematic for police agencies when they are

requested to deliver services in the social problem

sector for which they have inadequate social resources.

Perhaps nowhere is this as evident when a policeman

responds to a call for assistance at the scene of a family

disturbance. The need exists to connect the social problems

brought to the attention of police departments to the

appropriate social agencies that have adequate resources



to respond to the problem in a manner capable of producing
an effective solution.

Police need social agency cooperation to properly
respond to requests for service in the social problem
area. Social agencies need police cooperation to identify
and contact those persons who have the greatest need of
social service. It was the recognition of this mutual
need for cooperation and the desirability of the use of
mutual resources, on the part of a group of citizens that
resulted in this study and the program that it generated.

The purpose of this study was not only to view
first hand the dynamics of innovative programming, but
also to make such programming a reality.

This study was initiated by a request from the
"Issue Group" of the local chapter of the National Assoc-
iation of Social Workers. Their request was for assistance
in actuating some beneficial activity in the Lansing area.
The Issue Groups members were social workers employed in
various occupational roles, not necessarily active in a
social work agency. All were affiliated with the N.A.S.W.
and had knowledge of social work agencies in the area.
They requested assistance from Dr. Robert C. Trojanowicz,
an Associate Professor of Criminal Justice at Michigan
State University, and the writer, Dr. Trojanowicz's graduate
assistant, in discussing courses of action beneficial to the

Lansing metropolitan area.
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This study will trace the development of this
initial interest group into a group capable of developing
a crisis intervention program designed specifically for
implementation in the Lansing area. The model of commun- -
ity organization utilized in the development of this

crisis intervention program was the Normative Sponsorship

Theory, originated by Dr. Christopher Sower, Professor of

Sociology at Michigan State University.l This thoery is j'
described in Section III of Chapter 2, the Survey of
Literature. The first section of Chapter 2 focuses on the
organizational aspects of police departments in relation

to cooperation with other social agencies. The second
section examines some of the attempts at achieving this
needed cooperation, as described in the professional
literature,

Chapter 3 describes the evolution of the crisis
intervention program, its structure, and the rationale for
its design.

Chapter 4 is an analysis of the program, its current
impact on social agencies and its projected impact should
it be funded and implemented.

Conclusions, suggestions and comments on this pro-

gram and other possibilities are presented in Chapter 5.

lChristopher Sower, et al,, Community Involvement,
Glencoe, Illinois: The Free Press, 1957. See also Robert C,
Trojanowicz, Juvenile Delinquency, Concepts and Control,
fnglewood Cliffs, New Jersey: Prentice-Hall, Inc.), 1973, 290-
304.




Chapter 2
SURVEY OF LITERATURE
LACK OF COOPERATION

Police agencies have traditionally been called upon
to provide many social services to the community. With the E

appearance of social agencies that had as objectives and

|

goals the provision of social service, the police concen- iJ
trated on their own unique goals and objectives. Unfor-
tunately, the demands for police delivery of social services
still remains at a high level. The resulting problem is
that police are expected by the community to deliver services
for which they have no resources to provide solutions.

The problem is based in the early development of
the police function and continues to be an area of police
ineffectiveness. Dr. Victor G. Strecher cited John J.

Flinn's History of the Chicago Police to give the problem

an historical perspective.2

Chicago - 1870's "The first beating Hubbard
ever got was in protecting a woman named Murphy,
who lived on Emerald Street, . . . from her brutal
husband. He had pulled the fellow off, and was
struggling on the floor with him, when the wife
deliberately locked the door, put the key in her
pocket, and then, seizing a heavy stove-lifter,
began beating the officer over the head. The
arrival of the man onlthe next beat . . . alone
saved Hubbard's life.

1Flinn, John J., History of the Chicago Police, 353, in
Victor G. Strecher, The Environment of Law Enforcement: A
Community Relations Guide (Englewood Cliffs, New Jersey:
Prentice-Hall, 1971), 96

21bid, 96.




This anecdote exposes the puzzling and dangerous
elements of social service as it applies to the police
function. Strecher notes that although service problems
of police have changed, many of the problems of social
service that existed in colonial times continues to exist.
Victimless crimes, juvenile offenses, family disturbances,
and other social problems are major concerns in the
present. These problems with their enigmatic and dan-
gerous structure confront policemen every day. Strecher
explodes the myth that there was a time when police were
primarily "crime fighters" and goes on to explore what
changes in societal attitudes toward police and advancing
technology have done to alter the police function. These
changes have altered the environment of the problems but
have done little to alleviate them. In fact, due to
these changes some of the problems have actually increased
the diffuculty of resolution.3

At present, the difficulties concerning police
resolution to social problems can be discussed in terms
of the relationships that exist, or fail to exist, between
police and other social service agencies. Obviously, the
problem of police ineffectiveness in providing adequate
resolutions to family crisis situations and other social

service situations which come to their attention

31bid, 29-66.




are as varied as the problem situations themselves. John
Clark found that part of the problem was police isolation
from other social agencies. He states that the causes of
this isolation are varied, but important causal factors

of isolation included an unwillingness on the part of the
police and social agencies to interact concerning official
matters. This unwillingness was attributed to conflict
in operational ideologies, lack of professional respect,
and ignorance of other agencies' operations.

From Clark's study one can conclude that it is
necessary to establish a viable link between police and
other social agencies so that information in one profession
can be available to personnel in the other to increase the
possibility of cooperation. In another study with Edward
Haurek, Clark further demonstrated that the ideological
clash, as perceived by police and social workers, increased
police avoidance of interaction with social agencies.5

Despite the differing perceptions and ideologies
of social workers and police, there exists substantial

evidence that their goals and objectives coincide to a great

4John P. Clark, "Isolation of the Police: A compari-
son of the British and American Situations," The Journal of
Criminal Law, Criminology, and Police Science, Vol. 56, 1965,
313-315. See Also: Thomas F. Christian, "The Perception of
Social Agency Personnel Toward the Police: A Study Conducted
in Muskegon, Michigan, unpublished Master's Thesis, MSU, 1971,
22.

5Edward Haurek and John P. Clark, "Variants of Inte-
gration of Social Control Agencies," Social Problems (Summer,
1967), Vol. 15, No. 1, 46-60.

|
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extent. Police officers spend much of their time in
"social work" roles, such as settling disputes between
married couples, neighbors, and other interpersonal con-
flicts. The policeman has to decide whether an arrest
for a minor offense will actually help the individual
and society.6

Police departments respond to the difficulties
inherent in the police function in a variety of ways.
James Q. Wilson describes three styles of police function-
ing. In the watchman style the maintenance of order is
the primary concern. This style emphasizes that, when
necessary, order is to be maintained at the cost of law
enforcement as service delivery. The legalistic style
emphasizes order maintenance by technical law enforcement.
This produces conflict when police are confronted by
situations that cannot be adequately resolved by law
enforcement action. The service style of police function-
ing is less likely to attempt order maintenance by arrest
or by limitation of service. The police officer in this
style is concerned with resolving the situation in such
a way as to deter or prevent a future reoccurance. This

style can lead to selective enforcement directed against

6President's Commission on Law Enforcement and
Administration of Justice, The Challenge of Crime in A
Free Society, A Report (Washington, D.C.: United States
Government Printing Office, 1967), 162.




individuals that the officer perceives as likely to be
non-responsive to his efforts at resolving a problem
permanently.7 This style of police response is ineffec-
tive in achieving its goals and objectives as the police
have no resources indigenous to the department that can
provide resolution. A study by Elaine Cumming et al.,
indicates that although approximately fifty percent of
the total calls for assistance received were requests
of a personal or interpersonal nature, the police have
little interaction with social agencies and some police
agencies feel that social agencies are irrelevant to
police problems and functioning.8

This situation is particularly vexing in light of
the report by the President's Commission which noted that
problems involving marital disputes, family difficulties,
mental health, and personal assistance make up the
majority of requests for police intervention. They
added that these requests rarely result in or would be

resolved by arrest, prosecution, and formal legal sanction.

7James Q. Wilson, Varieties of Police Behavior
(Cambridge, Massachusetts:; Harvard University Press, 1969),
140-225. See also: Frank J. Remington, "The Role of Police
in a Democratic Society," Journal of Criminal Law, Crimin-
ology, and Police Science, Vol. 56, 1965, 361-365.

8Elaine Cumming, Ian M, Cumming and Laura Edell,
"Policeman as Philosopher, Guide and Friend," Social Pro-
blems (Winter, 1965) 276-286.

9Presidents' Commission, op. cit., 91. See also:
Remington, op. cit., 362.



If one accepts the proposition that part of the
police function is order maintenance, and that to maintain
order the police need to respond effectively to situations
of a socially problematic nature, then a case may be
made for a sharing of police and social agency goals and
objectives. Amitai Etzioni cites Levine and White as
defining interaction between agencies as a voluntary
activity which has consequences or anticipated conse-
qguences relative to their respective goals and objectives.lo

The objectives and goals of police departments
and social agencies are shared to a certain extent in the
social problem area. Both desire a reduction of social
problems. The police desire a reduction in social problems
to maintain order, the social agencies have a commitment
to reduce social problems as a stated goal of their
organization. William Reid perceives the shared goals and
objectives as fostering mutual provision of resources for
their attainment. He defines this as "complementary
resources." He agrees with Clark that unique agency goals
lead to isolation.11 Haurek and Clark infer that by

increasing the interaction between social agencies, including

loAmitai Etzioni, "New Directions in the Study of
Organizations and Society," Social Research, 27 (1960),
223-238.

11William Reid, "Interagency Cooperation in Delin-
quency Prevention and Control," Social Service Review (1964),
355-367.

I~ s
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the police, their mutual esteem will increase making
future interaction possible with less difficulty.12
Further evidence of the need for agency cooperation
is provided by Jesse Rubin. He states that:
Policemen are untrained to intervene in
family fights: they have no medical background;
they have few links with the medical, welfare,
and social-service resources in the community;
and they have no real power to act (short of
arrest) in many citizen disputes.
He also notes that this inability to perform effectively
has a deleterious affect on the officer's perception of
his job and his ability to perform it.13
The existence of demand for police functioning in
social problem areas, their isolation from social agencies,
and the resulting situation of being forced into responding
to social problems with inadequate information and training,
has other consequences. Morton Bard discussed the need to
expand the policeman's repertoire of responses to crisis
situations. He paralleled Hans Toch in his belief that
inappropriate response to crisis situations on the part of

the police can exacerbate violence in those situations.14

leaurek and Clark, op. cit., 44-60.

13Jesse Rubin, "Police Identity and the Police Role,'
in Robert F. Steadman (ed.), The Police and the Community,
(Baltimore and London: The Johns Hopkins Press, 1972),27-28.

14Morton Bard, "Introgenic Violence," Police Chief,
XXXVIII, 1 (January, 1971), 1l6. See also: Hans Toch, Violent
Men: An Inquiry into the Psychology of Violence (Chicago:
Aldine, 1969).
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Rhoda Michaels and Harvey Treger, in commenting
on social work in a police department, lent additional
support to the need for cooperation when they observed
that cooperation between police and other social agencies
produces results that cannot be obtained by the action of
either police or social agencies acting separately.15

Attempts at promoting cooperation between the
police and other social agencies have substantial support
in the literature, however, recognizing the need for
cooperation and some of the obstacles to it, does not make
cooperation a reality. In the following section attempts
at cooperation through joint effort and training, relative

to resolving crisis situations and social problems, will

be examined.

ATTEMPTED SOLUTIONS

Various attempts have been made to facilitate
cooperation between police and social agencies in the area
of crisis intervention. Morton Bard initiated a project
in New York City designed to allow police to interact with
social agencies in the resolution of family crisis situa-
tions. Bard developed an intensive training program which

has a goal of training selected volunteers from the New York

15phoda A. Michaels and Harvey Treger, "Social Work
in Police Departments," Social Work, 18, 5 (September, 1973),
67. See also: Christian, op. cit., 19-27.
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City Police Department as specialists in family crisis
intervention. The one month intensive training program was
given to eighteen officers who were then assigned to a
selected test precinct. The officers were to perform
general police work in an assigned area, and were also
directed to respond to any family crisis calls received
in the entire precinct. The officers performed crisis
interventions and provided referrals to appropriate social
agencies located in the area. This technique of combining
general police work with a speciality specifically trained
for by the officers, became known as the "Generalist-
Specialist" approach to crisis intervention response.16
Bard's primary conclusions were that police can
intervene effectively in family crisis situations. The
danger to the officers and to the persons involved in
the crisis situation can be reduced by effective inter-
vention. The police can be instrumental in identifying
persons in need of social service in the community. Bard
also showed that police and other social service agencies
can collaborate in an effort to resolve social problem
situations.17 Bard placed heavy emphasis on the training

of police. His project in New York City produced programs

in other large-city police departments.

16Morton Bard, Training Police as Specialist in
Crisis Intervention, U.S. Department of Justice, Law Enforce-
ment Assistance Administration, National Institute of Law
Enforcement and Criminal Justice, (United States Government
Printing Office, Washington D.C., 1970).

171pbia., 34-3s.
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Louis Radelet studied a crisis intervention program
in Oakland, California. This program was very similar to
Bard's New York City Project. The significant differences
concern training and length of service in the program. The
Oakland program utilized an in-service training program
rather than the intensive one-month program used in New
York. Officers assigned to crisis intervention met fre-
quently for discussion sessions throughout their tours of
duty with the program. Officers in the New York Program
were commited to the program for two years. Officers in
the Oakland Program, to avoid assignment difficulties and
promotional problems, were assigned to the program for
six months. Oakland instituted intensive follow-up of case
dispositions while New York did not.18

Radelet also described a crisis intervention program
in Dayton, Ohio. The Dayton program utilized the generalist-
specialist model developed by Bard. The program listed three
major goals: (1) The decentralization of the police function;
(2) The improvement of police attitudes; and (3) Increased
responsiveness to neighborhood concerns. The Daytén program
is an attempt to revive the neighborhood policeman and to
equip him with the skills necessary to perform effectively

in this differing perception of police functioning.

18Louis A. Radelet, The Police and the Community:
Studies (Beverly Hills: Glencoe Press, 1973), 281-284. See
also: Bard, op. cit.
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The Dayton program is directed at reducing police precip-

itated violence. Radelet mentions Hans Toch as giving

additional support to this goal.19
The training program for the Dayton crisis inter-

vention program was developed by Harvey Barocas and Myron

L. Katz. They cite Gerald Caplan as defining a crisis

situation as a situation wherein an individual cannot

solve his present problem by customary means. This can

produce an increase in tension, anxiety, panic, and inability

to function, or can produce violent activity. The potential

for change is greatly increased in this type of situation

and assistance at this point can be highly effective.

Barocas and Katz recognize that the policeman is called

upon to provide a variety of therapeutic functions without

sufficient support from community resources. They support

the idea that policemen cannot be turned into social

workers and psychiatrists, but can be trained to be effec-

tive in the area of crisis intervention. They also cited

Hans Toch's study which, in part, examined police

percipitated violence.20

19Ibid., 319-325. See also: Hans Toch, op. cit.

20Harvey Barocas and Myron L. Katz, "Dayton's
Pilot Training Program," Police Chief, XXXVIII, VII (July,
1971) 20. See also: Bard, "Introgenic Violence," op. cit.
and Gerald Caplan(ed.), Prevention of Mental Disorders
in Children: Initial Explorations (New York: Basic Books,
1961), 7.
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Barocas and Katz also identified three problem areas
that they felt deserved mention. The police officers in
Dayton resisted the training initially because they felt
they were being trained as social workers not as policemen.
This role identity confusion had to be counteracted early
in the training. The response to crisis intervention calls
was perceived by policemen as demanding too great a cost
in time. Pressure to respond to other radio calls aired
during a crisis intervention had to be reduced. The in-
stitution of a crisis intervention program created inter-
departmental conflict at the command level, as the command
officers felt they had not been involved in the planning
of the program. They felt the program represented outside
interference in the department and was a drain on depart-
mental funds and manpower.21

A training program for police officers in Richmond,
California was initiated by Louren G. Phelps, Police Chief
of Richmond, Jeffrey A. Schwartz, and Donald A. Liebman.
This program took the generalist-specialist training model
and applied it to the entire patrol division of the police
department. The decision to train the entire division was
based on four considerations. The department wished to

avoid the elitism that a special unit can promote. It was

felt that since all officers occasionally make crisis

2l1pid., 22.
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interventions, they all should receive specialized training.
The department was unwilling to take specialists out of the
regular promotion and duty scheme. It was recognized that
police-community relations are largely dependent upon police
response in crisis situations. The department did not
wish to risk a mishandled crisis situation. An additional
benefit of standardizing training for all officers is the
relative ease with which such training could be incorporated
into an existing police training academy program, thereby,
protecting the crisis intervention program from attrition
of trained officers by retirement, promotions, and reassign-
ments. In training recruits in crisis intervention tech-
niques, the department is assured an adequate supply of
trained personnel and an improvement in overall performance
in crisis situations with a minimal addition of costs.22
A similar program which was developed from the
Richmond program was instituted in the cities of Bellevue
and Issaquah, Washington. The training utilized video tape
vignettes and role playing by officers to train them in

crisis intervention techniques. The training emphasized

22Louren G. Phelps, Jeffrey A. Schwartz, and Donald
A. Liebman, "Training an Entire Patrol Division in Domestic
Crisis Intervention Techniques," Police Chief, XXXVIII, VII
(July, 1971), 18. See also: Marvin R. Braunstein, "Crisis
Intervention Training Working for Police Officers," Crime
Control Digest, VII, XXXXI (October 12, 1973), 4.
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minimizing the danger in a crisis situation. It also con-
tained training on restoring calm to a crisis situation
and effective interviewing in crisis situations. Training
on negotiating a reasonable resolution for the involved
parties and referral techniques were also emphasized. The
final evaluation data is not collected, however, the pre-

liminary results show promise.
NORMATIVE SPONSORSHIP

The normative sponsorship theory is a theory of
community organization developed by Dr. Christopher Sower,
a Professor of Sociology at Michigan State University. This
theory produces a process by which the normative values,
beliefs, goals and objectives of community organizations
or systems can be assessed by other community organizations
or systems. These organizations or systems can be police,
social agencies, interest groups, or citizens. By assessing
the normative values, beliefs, goals and objectives of these
organizations or systems, programs can be designed and initi-
ated that can be sponsored by the community elements involved.

The first step in normative sponsorship is the
identification of relevant interest groups or "relevant

systems." These relevant systems represent the elements
Yy

231pia, 4-5.

24Christopher Sower, et al., Community Involvement,
(Glencoe, Illinois: The Free Press, 1957).

24
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to be incorporated into the planning of the program. The
relevant systems are complimented by a technical assistance
unit. The technical assistance unit is not considered a
relevant system. It is a neutral external source of
coordination and research. The use of technical assistance
differs from traditional "expert" consultation as the
experts are seen as having no committment to the community.
They are often perceived as dictating programs to the
community to further their own ends. Technical assistance
as conceived in the normative sponsorship theory is seen as
merely coordinating the process and suggesting alternatives
upon request., Technical assistance is given only upon
request and is withdrawn after specific assistance is
rendered. This prevents the program design process from
becoming dependent upon the technical assistance and
allows—the group involved to develop their own contacts
with resources in the community. Decisions concerning
program design must be made by the relevant systems.

After identifying the necessary relevant systems
the leadership of the relevant system interested in the
problem for which a program is being considered is identi-
fied., This leader will represent the relevant system's
norms, goals, and beliefs in the normative sponsorship
process. Indentification is accomplished by recognizing
persons who are active and respected in their organizations

or systems,
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The leaders of the relevant systems are brought
together to exchange information and ideas about the pro-
blem to be acted upon. The varying perceptions that each
system has of the other systems present are expressed by
their respective representatives. It is important to
produce an atmosphere conducive to a free exchange of
dialogue and ideas which results in an ability to define

causes of the problem.25

Self-interest on the part of the
relevant systems should not be discouraged. It is important
for all the relevant systems to recognize that solution to
a particular problem is mutually beneficial. The role of
the technical assistance advisor is to manage these meetings
so that all relevant systems will have an opportunity to
participate in the discussions and to feel included in,
and important to, the process of normative sponsorship.

The next stage in the process is the delineation
of areas of concensus and dissensus. This can be done by
use of a matrix of perceptions for the participating
relevant systems. Sower cautions users of the method not

to be overly committed to the collection of information.

The information sufficient for the clarifying of the

25For additional information on how to construct
this atmosphere see: Rensis Likert, New Patterns of Manage-
ment, (New York: McGraw-Hill Book Company, 1961), 162-177.
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diffefent relevant systems is all that is necessary., Pre-
occupation with information manipulation leads to an en-
cumbrance of the process.26

Once the areas of consensus and dissensus have been
delineated and are known to the relevant systems, program
design can begin. Any program alternatives that expect
the support of the relevant systems have to be within the
parameters established by the areas of consensus, The
basic program should be normative to all the relevant
systems. Some modification may be necessary to neutralize
areas of conflict. If the process has been followed an
atmosphere of cooperation should allow remaining differences
to be resolved in an amicable fashion.

After implementing a program design acceptable to
the relevant systems, contacts between the program and the
systems should be maintained. These contacts allow updating
of the program, input for program modification, and increase
overall efficiency procluding obsolescence.27

Sower defined four principles upon which normative
sponsorship is based. The first is cultural lag. This
principle states that obsolescense of an organization or

system is due to an inability on the part of that organization

26Christopher Sower, "Updating Outdated Organizations:
The Normative Sponsorship Theory," unpublished paper, Michi-
gan State University, 1967, 15.

27Robert C. Torjanowicz, Juvenile Delinquency, Con-
cepts and Control, (Englewood Cliffs, New Jersey: Prentice-
Hall, 1973) 294-304.
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or system to keep up with new conditions. Change is
essential to be current in meeting the development needs of
modern societies.

The second principle concerns the eventual displace-
ment of organizations or systems which fail to meet new
conditions. This failure to respond results in the loss
of support for the organization or system by the intellec-
tual community. This loss of support is the first sign
of displacement. The displacement of an organization or
system can be accomplished by a gradual updating and
innovation on the part of the organization or system being
displaced. The alternative method of displacement is one
of growing conflict, sudden contest, and collapse of the
organization or system.

The third principle involves the generation of
pressure upon an organization or system by either the sources
of input or the users of output of the organization or system.
Examples of this pressure can be seen in the refusal of
consumers to purchase the goods and services of an organi-
zation (output) or in the refusal of financial sources to
fund continued operation (input).

The fourth principle is that change will encounter
less opposition from an organization or system if it can be

v . . 2
sponsored within the norms of that organization or system. 8

28Christopher Sower, "Updating Outdated Organizations:
The Normative Sponsorship Theory," op. cit.,, 6-8.
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Sower describes the action sequence of normative

sponsorship as having four elements. Convergence of inter-

est is necessary for the action to take place. There must
be individuals motivated to take some action even if the
motivation is self-serving. It is through convergence

of interest that the establishment of an initiating set is

accomplished. A group is formed that is concerned with
initiating an action process. This group must have good
communication among member and common goals must be estab-
lished. The goal becomes the "charter" of the initiating
set. The charter of the initiating set must be acceptable
to enough members of the larger community so that goals can

be sponsored and legitimized by those persons whose support

is essential to the attainment of the goal. If these steps

are accomplished they result in the establishment of an

execution set which mobilizes community resources. This

entire process results in the fulfillment of the "charter".29

Research conducted about organizations can lead to
the design of workable innovations. If these innovations
are presented to the target organizations without violating
the customary ways of initiating action, the social scientist
can predict the probability of whether the organization will

sponsor the change, reject it, or have no response.30 In the

29Christopher Sower, et al., Community Involvement,
Op. Cit., 308_3140

30Christopher Sower, untitled handout, Michigan State
University, 1974.
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case of the latter two alternatives, Sower recommends rede-
signing the innovation and re-examining the organization
prior to another attempt at Sponsorship.31
One final concept of normative sponsorship deserves
particular attention. The concept of challenge is more
desirable than conflict. Innovations which create
conflict polarize the interest groups creating greater
distance between the various interest groups. Opposition
to the innovations can gain support when conflict is pre-
sent. Conflict precludes the cooperative atmosphere required
to identify areas of concensus. Challenge promotes involve-
ment and commitment while allowing the opportunity for
opposing factions to cooperate. This promotes identification
and development of the areas of concensus.32
The use of normative sponsorship has many applica-
tions in the field of criminal justice. It is particularly
applicable to the development of community programs, pre-

vention programs, and agency cooperation.33

31Christopher Sower, "Designing and Testing Innova-
tions with Organizations and Communities," unpublished paper,
Michigan State University, April 8, 1974.

32The elements of normative sponsorship presented in
this section were developed by Dr. Robert C. Trojanowicz as
adapted from the work of Dr. Christopher Sower, unless other-
wise noted. See: Robert C. Trojanowicz, Juvenile Delinquency,
Concepts and Control (Englewood Cliffs, New Jersey: Prentice-
Hall, Inc., 1973), 290-304.

33For a discription of the utilization of the norma-
tive sponsorship theory in community organizations as it applies
to criminal justice see: Thomas F. Christian, "The Organized
Neighborhood, Crime Prevention, and the Criminal Justice System,
unpublished Ph.D. dissertation, Michigan State University, 1973.
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The literature reveals problems in the areas of
cooperation, coordination, isolation, and communication.
Attempts have been made to address these difficulties. The
next chapter will describe the effort to establish a crisis
intervention program utilizing the concepts of the Normative

Sponsorship Theory.



Chapter 3

EVOLUTION OF THE PROGRAM

PROGRAM FORMULATION

Initial Meetings

As previously mentioned in Chapter 1, the initial
action was taken by the "Issue Group" of the local chapter
of the National Association of Social Workers (N.A.S.W.).
They requested "technical assistance" from Dr. Trojanowicz
and the writer. This request was made at a luncheon meeting
between three representatives of the Issue Group, Dr.
Trojanowicz, and the writer. It was decided that the role
to be assumed by the technical assistance unit (Dr.
Trojanowicz and the writer) would be to help coordinate
efforts for beneficial action in the Lansing area. Another
meeting with the entire Issue Group and other interested
persons was scheduled at a later date.

At the meeting which followed an effort was made to
identify a problem area that was of concern to the group
members present. After some preliminary discussion two
possible areas were identified, juvenile delinquency and
crisis intervention. A decision was reached that additional
research in these areas should be undertaken to discern which
of these, if either, could benefit most from the group's
action. Research and information gathering on the part of
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the technical assistance unit indicated that an agency in
Lansing was striving to become a full youth service bureau
for the Lansing area. It was also found that there was some
activity <ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>