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Background on Strategic Planning in Pennsylvania
Pennsylvania’s approach to statewide planning is not “strategic planning” per se but, rather, “an ongoing thorough planning process.”  The Commonwealth has done significant planning and evaluation through a continual process that is regularly updated.

The planning process in Pennsylvania is described as “part of the very fabric of what we do.”  Change is always occurring, so planning helps identify and anticipate positive negative and political factors and influences that affect crime victim services. Planning also helps build strong relationships among individuals and agencies, with the networking aspect identified as “critical.

Goals and Objectives for Strategic Planning
While Pennsylvania did not have written goals and objectives, they were developed through the planning process itself.  In Pennsylvania, Committees are established to address a wide range of victims’ needs, with new Committees created as needs occur (see Appendix A). The Committee structure utilized in Pennsylvania allows for Committee-specific goals and objectives to be developed and implemented.

Key Players in Planning and Implementing Strategic Planning Processes
A 15-member Victims’ Services Advisory Committee (VSAC) --  a governor-appointed advisory committee --  leads the planning process, and is described as “the one group that really brings together victim services and allied groups.”  It consists of representatives from:

· Statewide coalitions.

· Prosecutor based Victim/witness coordinator

· Juvenile justice based victim/witness coordinator

· District Attorneys 

· Department of Aging

· Department of Public Welfare

· County commissioners

· State police

· Children’s victim services

· Department of Corrections

· PA Victim Advocate

· Judiciary

· Victims/survivors

Every two years, members of the VSAC participate in a retreat that also includes representatives of sub-committees and allied professionals.  The retreat results in the development of goals and objectives for the VSAC “that relate to victim services as a whole in Pennsylvania.”  In addition, new subcommittees are established on an “as needed” basis, with charges created and new members assigned to each subcommittee.

Strategic Processes Utilized in Strategic Planning Efforts
A variety of strategic processes are included in Pennsylvania’s planning, including:

· Focus groups.

· Formal reports from consulting firms.

· Staff reports.

· Committee reports.

· Projects funded to “feed the planning process,” i.e., outcome-based tools for victim service programs, and evaluations of the use of victim services in the Commonwealth.

In addition, through the VOCA application process, surveys of victim service providers are conducted “every couple of years” to identify needs and gather information (which provides “more information than VOCA- required reports”).

When “the first big spike” occurred in VOCA funding, the Pennsylvania Commission on Crime and Delinquency (PCCD) contracted with a consultant who conducted focus groups and surveys across the Commonwealth to identify needs that could be addressed with additional funds.  This “helped determine how the funding could best be spent over time.” Also, the Funding Subcommittee of the VSAC makes recommendations for funding priorities on a yearly basis.

Outcomes from Strategic Planning Processes
Planning outcomes include the following:

· The development and implementation of the Commonwealth-wide Committee structure.

· Letters providing feedback to participants after completion of the planning process. 
· Workshops at conferences (such as an annual research/evaluation conference).

· Presentations to the leadership and members of state and local victim services coalitions.

Pennsylvania emphasized that its “overall goal is to engage the victim service field in the decision making process in order to help improve victim services.”  They feel that they “are headed in the right direction,” and stressed that “the victim services field drives what we do in terms of funding, so feedback is essential.”

Evaluation of the Strategic Planning Process
Evaluation of the planning process emanates from the VOCA application process, surveys of victim service providers, and focus groups.  Committees meet on a consistent basis to evaluate the process each year.

In addition, Pennsylvania conducted a statewide telephone survey of the general public (which include victims who self-identified).  “A lot of care went into the development of the survey instrument.” The survey sought to determine “how much the public knows about victim services and how to access them.”  According to the Pennsylvania Crime Victimization Survey, only 10 percent of the victims who reported their victimization to police were notified that victim services were available in their areas.  Also, of this 10 percent, only 21 percent made use of those services.  Overall, less than one percent of all crime victims ever used any victim services.  A follow-up evaluation study is currently being conducted by Millersville University supported by PCCD funding on the use, non-use and efficacy of victim services in Pennsylvania. 
Evaluation is also provided through daily work, which includes PCCD staff speaking to representatives of local programs; reports from consultants; and evaluation through PCCD’s own monitoring.

Barriers to the Strategic Planning Process
Pennsylvania recommends taking “great care in hiring consultants” to contribute to planning processes.  They “must be seen as objective” and not be perceived as “having links to specific victim services or allied professional group,” yet also need to be familiar with the underlying concepts of victim services.

Despite “funding and great work,” there is still a good percentage of the Commonwealth that has no basic 24-hour hotline or emergency counseling for victims (with the exception of rape and domestic violence).  Since the strongest victim advocacy groups such as rape crisis and domestic violence organizations are the best organized to successfully access new funding as it becomes available, Pennsylvania believes it needs to “recognize gaps in services and dedicate appropriate funds to fill these gaps.”

Local Policy Boards make recommendations at the local level. Sometimes, following needs assessments that identify no victim services, the Boards choose to maintain the status quo.  Similarly, they sometimes say that “services already exist,” but follow-up assessments indicate that they do not.  They often “don’t see the need for specialized services for victims of crime when they do not exist.”

Another barrier perceived by Local Policy Boards is the concept of “foreigners coming in from another county to provide victim services” who “lack an understanding of our community.”

Pennsylvania “has to actively work at identifying and developing leaders in the state” for victim services. Leadership development “is important because different victim service providers provide leadership in their own agencies or own arenas, including coordination, policy development, and development of program services.”  It enables them “to work with different agencies and players,” and “gives them strength and initiative to collaborate with others more effectively.”  Carol Lavery believes that leadership development “mirrors the whole ‘empowerment’ issue relevant to victims.”  The ongoing goal of ensuring that victims and victim service providers are “always at the table” can be nurtured through mentoring and leadership development.  PCCD is working with Duquesne University to develop a victim-specific leadership development program to encourage the future development of victim services in each and all of the different components of victim assistance.  The leadership development that is nurtured by the Pennsylvania statewide domestic violence and sexual assault coalitions was cited as a good model.

Although Pennsylvania sponsors and conducts a large volume and variety of training for victim service professionals, the state also indicates a need to expand its statewide networking into training programs that provide assistance to additional programs.

Benefits of the Strategic Planning Process
A significant benefit is improved coordination to determine how funds (i.e., VOCA, VAWA, Byrne funds, and state-provided victim service funds) are spent to assist victims; and identify gaps in service delivery that need to be filled, including training needs.

The development of standards for every type of victim service program in Pennsylvania was driven by the field.  This is an ongoing effort to continue to professionalize the field of victim services.  

The ongoing planning process was described by Mike Pennington as “a constant cycle that keeps us (PCCD) on top of things, with continual input from representatives at the local level. For example: Any time an issue is identified, we pull a group together that is representative of the field.  But the group advises us about how to address the issue. It is a two-way process, with the Victims’ Services Advisory Committee and subcommittees providing input to which PCCD staff can then respond.  An example of this is certification, with Committee leadership providing resources that helped plan the certification process.

Pennsylvania also provides grant writing and administration workshops to sub-grantees to help build their capacity on a continual basis.  In addition, PCCD uses Byrne funding for non-profit organizations to help sustain their organizational structure and development through capacity building activities. Byrne funds also provide support for special victim service needs and statewide and local training efforts.

Victims Compensation Example
Pennsylvania has a Compensation Subcommittee, and victims compensation is integrated into local victim service programs across the Commonwealth (which is working extremely well).  Program standards have been developed for the provision of compensation related services for all subgrantees.  Accountability for providing compensation assistance to victims is achieved through on-site monitoring in person by a PCCD monitor to identify the types and levels of service provided, and degree of coordination among victim service programs in a county specific to compensation issues. 

In addition questionnaires are periodically included with the VOCA grant applications. These assessments identify what types and degrees of compensation services are provided by each funded agency and within each county.   

When gaps are identified, technical assistance is provided to address gaps (which may require some programs staff to attend compensation training programs).  For example, PCCD needs to provide heavy duty training about compensation to juvenile justice professionals and victim advocates due to the low amount of claims submitted.  Through leadership and mentoring, members of the VSAC, the Juvenile Justice Subcommittee of the PCCD, leadership from the statewide juvenile justice associations, and  VSAC’s subcommittees  on compensation and on juvenile justice can fully address compensation issues through mailings to the fields as well as participation in trainings provided to advocates and county juvenile justice officials.

A Multi-pronged Approach to Incorporate Compensation into Victim Services.  

Over the last four years, Pennsylvania has doubled the number of claims submitted and payments to the Compensation Program, and reduced the filing/processing time from over six months to under two months, through a combined effort of funding standards and accountability; incentives such as Byrne seed funding for development of compensation specialty programs; extensive training for program staff on compensation; feedback to counties and local programs/centers on the numbers of claims submitted and payments to victims/claimants by that county or center; changes to the compensation law to be more victim-centered based on advice and advocacy of victim service groups; and the development of “partnerships” with local victim service providers of compensation programs and cross training of victim service and compensation staff. Each of these initiatives was identified and initiated with advice from the corresponding victim service component through their participation on the VSAC’s Compensation Subcommittee.  Communication has been emphasized through the development and presentation of a series of trainings for local victim service program staff on compensation, the incorporation of the theme and issues of “compensation assistance” into all of VSAC funded or sponsored training programs; and use of continual written updates on compensation through a number of PCCD newsletters and mailings. A new software system (Dependable Access for Victimization Expenses) was developed with input from the field, with an emphasis on interaction and communication in the filing of claims by victim service advocates on behalf of victims. As a result, victim advocates may complete the applications on-line using an interview mode as they interview victims/survivors. Victim advocates, with permission from the individual victim/survivors may access the files of those victims in order to determine the current status of the claims.  Specialized training development has included providing funding to the rape crisis and domestic violence coalitions for curriculum development and presentations to the rape crisis and domestic violence centers/shelters on assessing need and providing compensation related services to victim/survivors with whom they have contact. The coalitions combined the theories and practices of their service with the financial resources and barriers existent in the compensation service.  Changes in policies, procedures, law, forms, and process involve a discussion with representatives from local victim services to obtain advice on victim-centered approaches. Feedback on post implementation is gathered from surveys and from participants in the many trainings provided to victim service professionals, and through an ongoing post application survey conducted with claimants. Periodic forums are conducted with advocates from across the state to gather advice and input on changes needed, and problems that the victim/claimants encounter in applying for compensation.
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