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Guidelines for Establishing  

Diversion Programs in Nigeria
This paper follows the Best Practices in Diversion Programs paper prepared for UNICEF In July 2004 where I set out examples of diversion programs in many different countries. It was hoped that the research would provide information from which to consider which types of programs would be most suitable in the Nigerian context.

With the passage the Child’s Rights Act federally, and now beginning to be passed throughout the Nigerian states, it is timely to consider how to implement the new provisions in the Act. In particular, diversion will help to alleviate one of the main problems with the juvenile justice system in Nigeria, that of children awaiting trial in adult prisons. Although there were some provisions for diversion of children in the earlier legislation, there were no programs for the children to be diverted to. While lack of programs is an issue it is only part of a larger systemic problem in delivering justice to children in Nigeria, which includes the lack of children’s courts, enough separate facilities for children in detention etc. 

This paper has been developed in two sections to fulfil UNICEF’s request to examine the establishment of diversion programs at the national and local levels. I will first examine some considerations for establishing a national diversion plan, including: issues raised from examples from other countries, challenges to setting up a diversion system and a some suggestions for expected changes to role players in the juvenile justice system and hence in diversion programs.

A. National Diversion Program

1. Country Examples

a. Structures for diversion policy planning and implementation

In considering how to establish and implement a diversion program one must consider if it should be done as a separate policy or as part of a broader policy initiative. In looking at the example of other countries, such as South Africa, and Ireland who have recently implemented juvenile justice reform including diversion, it was done in the context of broader policy reform. In Ireland, the reform of diversion is part of the new section of the Children’s Justice Act 2001 which is part of the 10 year National Children’s Strategy.
 In South Africa diversion reform and implementation strategies are part of the proposed Child Justice Bill. Although not in legislation, diversion has been developing as an option in South Africa because federal government had to tackle the problem of overcrowding and length of stay of children in pre-trial detention.

As part of a larger policy initiative the development of diversion policy was part of an overall structure and momentum for reform. The structure that supported that reform is evident in several countries that are in the midst of diversion development. As mentioned above, in Ireland, there is a National Children’s Office, whose role “is to encourage co-ordination of policy and service delivery for children at national and local level. It has particular responsibility for supporting the Minister for Children in overseeing the implementation of the National Children's Strategy and co-ordinating Government policy on children.” “The NCO is involved with and monitors the work of Government Departments and agencies dealing with children and has staff drawn from those Departments most closely connected with the implementation of the National Children's Strategy. These are the Departments of Education and Science; Justice, Equality and Law Reform; Social and Family Affairs and Health and Children.” 
 

However this Office is part of a larger structure that supports the development of children’s rights. There is a Cabinet Committee on children that ‘is chaired by the Taoiseach (prime minister) and includes the government ministers who have a significant role in implementing the strategy. The committee meets on a quarterly basis to review progress in implementing the Strategy and agree priorities for action. The Cabinet Committee on Children decided March 2001 that NCO should take the lead role in relation to co-ordinating the implementation of the children’s Act 2001 and should submit proposals to Cabinet. A Working Group at NCO established for this purpose, and engaged with the three departments. The proposals for implementation were submitted and were accepted by Cabinet in March 2002.
  

In South Africa in the late 1990’s the “Inter-Ministerial Committee on Young People at Risk” (IMC) was set up and became ”an important agency for policy making in the field of child and youth care, including the management of children who come into conflict with the law.”
 As part of developing new ways of dealing with children, the IMC developed the “one step child justice centre” as a pilot project”.
 There has also been established a Directorate of Children and Youth Affairs in the Department of Justice that co-ordinates an inter-sectoral forum dealing with child justice issues, called the Inter-Sectoral Committee for Child Justice. “This committee has done a great deal of integrated planning towards the effective implementation of the Child Justice Bill.”
 The Child Justice Project, was a United Nations technical assistance project for the government of South Africa, whose objective was “to assist with capacity development of the implementation of the new Child Justice system.”

“The Directorate: Children and Youth Affairs has two international donor funded projects in the field of children and justice. The UN Child Justice Project and the Swedish Sida Children and Justice Project. The UN Child Justice Project is designated to provide technical assistance to the South African Government on the improvement of the functioning of the child justice system and therefore provides capacity to key state departments and NGOs. The Swedish Sida Children and Justice Project provides capacity directly to the Department of Justice as it is tasked with the implementation of envisaged legislation pertaining to children in areas that have an impact on the Department. It thus focuses on the justice sector, whereas the UN Child Justice Project is working directly with all relevant departments and with NGOs

The Child Justice Project had five objectives: 1.Enhance the availability of the programme to support the child justice system: 2. Assist government to develop and monitor systems and minimum standards regarding children deprived of their liberty. 3. Plan for the implementation of the Bill. 4: raise awareness of the Child Justice System among criminal justice professionals and the public. 5. develop a monitoring system for the child justice system. 

The project set about objective one in the following ways: Through building strategic partnerships with relevant government and non-government organisations offering services in this field; Through identifying and developing a data-base of programmes which are used for diversion/sentencing or have the potential of being so used; Through hosting a national forum in June 2001 to build partnerships between government and civil society; Through holding provincial workshops with government and civil society role-players to plan effectively for programmes to support diversion and alternative sentencing”.

In a similar capacity in Uganda, Save the Children provide technical guidance to a national committee, the Child Law Review Committee that was charged with the responsibility of formulating proposals for legislation. P.T. Kakauma states that:  “In essence SCF worked as a catalyst to the process which was essential to general demand and consensus for reform”. As part of their continuing work they will help the Committee to “maintain multi-sectoral linkages at the national level.”

In Malawi, R. Mukonda, recommended in his Discussion Document “Strategies on the Implementation of the Juvenile Justice System in Malawi”, that: “Structures should be established for policy formulation and implementation of the juvenile Justice system in Malawi.”

b. Intersectoral Co-operation

These country examples demonstrate the importance of intersectoral cooperation in pursuing juvenile justice initiatives. However other examples in juvenile justice at the local level also reiterate the need for intersectoral co-operation and for a single body to co-ordinate activities. For example, in the review of the Northern Territory, Australia juvenile justice system, it stated that

“The difficulties of ensuring that the best interests of the young people coming into contact with justice system are met are compounded by the fact that there is no single agency with overall responsibility for juvenile justice matters. Community organizations and legal advocacy groups have recommended that an external agency be established to monitor the pre-court diversionary scheme ant to provide effective planning for crime prevention strategies.”

In the Western Cape the Administration was taken to court because there were so many children awaiting trial who were kept on longer than the legal six months and ‘were in over crowded and bad circumstances’. This problem seemed to stem from a lack of co-ordination between all role players. As a result in March 2000, the Western Cape Child Justice Forum was set up with main purpose to co-ordinate the activities of all the child justice role-players. However, “over the years the forum has been able to monitor the numbers of children awaiting trial, worked on the establishment of one stop facilities, and championed the utilization of options such as diversion and promote restorative justice.”

It should be noted that inter-sectoral co-operation is not only to be considered as among government departments. It is clear from the Best Practices paper that the only way diversion programmes can work is with the co-operation of the private sector including NGO’s and CSO’s. The Deputy Justice Minister, Cheryl Gillwald in South Africa speaks about ‘partnership between government and civil society as being fundamental to the overall success of our implementation strategy.’ She states; ”These partnerships will be especially important when we use diversionary practices to steer child offenders away from the criminal justice system into specialised and specific support programmes.”

It is the diversity, creativity and flexibility of the private sector that can make diversion work. Nigeria has a vast number of NGO’s and CSO’s working with children if the UNICEF Directory of NGO’s and CSO’s in Nigeria is still current and accurate. Although they are not spread consistently across the country NGO’s are found in all states. The NGO and CSO community needs to be encouraged and supported to convert some of their existing programmes into diversion programmes.   

Thus we can see from the examples above that a structure that supports policy development and implementation is important. Such a structure will all also support inter-sectoral co-operation that seems to be key to any work in the juvenile justice system. The Child’s Rights Act makes provision in Part XXIII for National, State and Local Government Child Rights Implementation Committees. These committees are designed to foster intersectoral cooperation since 15 of the 23 named members of the committee come from different federal ministries and government bodies. The Act also makes provision for representation from NGO’s, academia, press and other international bodies such as UN, UNICEF, ILO, WHO. The Committee has a broad mandate for action in the area of rights and welfare of the child. It is possible that these bodies could be used to support policy development for diversion programs if there was sufficient political will.

The examples of South Africa and Ireland also demonstrate the usefulness of outside support to stimulate this work, such as the technical support provided by the UN and Save the Children. The question then is whether or not some sort of national structure should be developed to support the implementation of diversion in Nigeria and should funding be sought to provide technical assistance to develop this structure and encourage inter-sectoral co-operation.

c. Timing

While this overall structure is helpful if there is a desire to pursue a national strategy, it may be decided (for one of several reasons) that a national strategy should not go forward at this time. Rather state or local ones should be pursued.  So, in considering diversion implementation, one of the first issues is whether or not Nigeria should look at implementation of diversion nationally or should it be done locally. 

It is possible that while structures are being set up, a pilot project on a local level could be set up either in conjunction with the national project or independently. In South Africa as noted above the IMC began the one-stop justice centres as a pilot project long before a national policy on diversion was proposed.

In a recent visit to Lagos, I met with an ad-hoc Committee, including members from UNICEF Lagos, NHRC, NBA, FIDA, CRP, prison, police, judiciary and four other NGO’s, which is looking into setting up a pro bono legal clinic for children and youth as well as a one-stop centre. They are conducting a needs assessment and are drawing up an action plan and a detailed work plan as well as looking gin to project funding. This local initiative is moving forward because there is a need to remove children out of prisons who are awaiting trial for far too long in the local crowded adult prisons.

Another issue with respect to timing is whether or not while structures are being set up, should action be taken to alleviate the problems of juveniles awaiting trial in detention? South Africa has not yet passed their Child Justice Act however they have already gone ahead with diversion programs by using interim protocols to justify their actions. Nigeria has the legislation, however, it does not have the infrastructure to support national implementation. So until such a structure is set up, it is necessary to move forward in some way on the implementation of diversion to remedy the situation in the prisons and needs of children in conflict with the law.

d. Costing and Budgeting for a National Diversion Program

South Africa costed the budget for the implementation of the Child Justice Act before it has been passed. In Nigeria such a costing exercise was not carried out before the legislation was passed. As such there are no estimates for the costs of implementation of any of the parts of the Act. It would be prudent to undertake such a costing in the manner of South Africa, to persuade governments and officials to participate in the implementation of these innovations in the Act. It would also help to persuade funders to invest and assist in developing the implementation plan.

The method of costing the implementation in South Africa can be described as follows:

“When the Bill was placed before Cabinet it was accompanied by an implementation strategy framework. This document provided a gap analysis, and an indication of what each of the relevant government departments will need to do between now and when the Bill is put into operation in order to allow for smooth implementation. 

The next step of the planning process looked at what the expected expenditure would be for the first three years of the Bill’s operation. Assisted by an economist, whose services have been contracted by the Child Justice Project, the Departments have embarked on a detailed implementation strategy and budget, linked to the Medium Term Expenditure Framework. 

A spread sheet has been prepared that includes the current budgetary allocations relating to children who are moving through the criminal justice process.  It then runs a comparative analysis of the new activities required by the Child Justice Bill.  Budgets to cover these new activities are then set out under the headings of “reprioritised funds” and “new funds” with columns showing the first three year cycle of the life of the new system. This allows for a phased and incremental approach to allocations for new requirements, although there are obviously certain fundamentals that will be required for effective implementation. For the system to work, these requirements must be made available from the initial date of implementation. 

In addition, donor funds are also specified in a separate column, to clearly indicate where donor funding has already been earmarked for use in relation to certain activities such as training and monitoring. This column is also useful because it shows the participating departments when the functions covered by donors have to be integrated into the relevant institutional budgets of each Department.  

All of the participating Departments are in the process of completing their own spread-sheets - each using an identical template.  The Department of Social Development, being a provincial competency, has engaged all nine provinces in this process. The end result will be a planning instrument that will provide a complete financial and planning picture at any point of the implementation process.  This overall picture of the entire child justice system can, at any point of the implementation process, be broken down into cross-sectoral phases or into individual department components that fold out over a time continuum.”

This is a fairly rigorous and time consuming process and was not accomplished without funding and technical support from international organizations. It was also performed within the inter-sectoral cooperative structures mentioned above.  I believe both factors would be need to be present in Nigeria to attempt such a process. While it may not be possible to perform the same type of costing or budget as in South Africa, nevertheless, it will be necessary to accurately develop a budget for planning, implementation and evaluation of any national or local diversion program.
 

2. Challenges to setting up a diversion program

Mukonda sees the following activities as “crucial to every emerging juvenile justice system: advocacy and lobbying, system development and capacity building, pretrial diversion and youth crime prevention.”
 In Malawi a pilot project was set up and  based on the results a national strategy was developed. 

In the next section we see through the example of the challenges to setting up a program that there is an inter-relation of the issues in juvenile justice. Therefore, it would be difficult to design a diversion program in isolation of these other issues.

a. Awareness Raising and Education on Diversion and Child Rights

In considering setting up a national program, it is useful to look at the challenges and difficulties of other programs, as a guide to avoid similar pitfalls in your program. In Uganda for example Kakama made several comments with respect to challenges to implementation of the Children’s Statute which are particularly relevant to the climate for diversion in Nigeria. (Like Nigeria, Uganda has developed training guides on the Statute and have prepared simplified version in English and have translated it into six major local languages.) He states:

“The main challenges relate to: 

Understanding the rights of the child. While there is a degree of understanding of the rights, a lot more needs to be done as the understanding of the rights of the child is probably the most single factor that can have lasting impact on the needs and lives of children in conflict with the law. This will also contribute greatly to the bridging of the gap between knowledge of the law and actual practice. 

Changing attitudes towards children in conflict with the law and punishment. Law enforcement officers, judicial officers and the community need to appreciate that children in conflict with the law are better off if dealt with in their families and communities rather than in meting out severe punishments and incarcerating them. 

Inadequate resources and infrastructure. While the absence of resources and infrastructure affect the implementation of the reforms, there is a need for all the actors to look out for and use creative and alternative approaches provided in the statute rather than the issue of resources being fronted to detract attention from the real opportunities offered by the statute for the better delivery of juvenile justice. This is crucial if the momentum so far gained is not to be lost. 

Way forward

With an appropriate legal framework in place, the next steps are the consolidation of the opportunities the new legislation offers. Particular attention must focus on enabling understanding within the community and across sectors that there are other - and probably better - solutions to the problems of child offending. The alternatives to incarceration and deprivation of liberty need to be demonstrated.”

Developing an implementation plan for diversion in the absence of working on these other areas would be foolish. Such programs will not be used unless there are measures introduced to change the attitudes towards children in conflict with the law and punishment in the public and in all the actors in the juvenile justice system. 

Reinforcing this view is research from Canada where diversion has existed for many years. Researchers recommended that: “a major educational campaign will be needed to persuade the police, other system agents, and the public that informal action is a fully legitimate and appropriate response to juvenile lawbreaking”.

b. Lack of Diversion programs

In Canada, where the Youth Criminal Justice Act was recently proclamined into force April 1, 2003, research suggests that “the main impediment to police diversion of apprehended youth is the lack of suitable programs.”  In particular, the researchers state:

“The great majority of police officers whom we interviewed believe that informal diversion and Alternative Measures are potentially valuable responses to youth crime, but many officers are unable to use them at all, and practically all officers are unable to use them as much as they would like to, because of their unavailability. Thus, they feel that they have no alternative but to lay a charge in circumstances where mere informal action is, in their view, an inadequate response.”

The lack of diversion programs was cited as the reason for not using alternative to charging juveniles. In addition to lack of diversion programs, the officers also spoke about the lack of social programs. The research indicated that “police officers sometimes find themselves in the position of surrogate social workers, seeing no alternative to the use of their powers to arrest, charge, and detain youth whose main needs appear to be for protection and assistance, not criminal sanctioning.”

The second situation of detaining youth because there is no other program to send them to has been described to the writer by a magistrate in Nigeria as a justification for sentencing juvenile offenders to prison. Without the development of both diversion programs and social programs the problem of children being detained will not abate.

c. Police

There were some other useful recommendations about the police in the area of diversion from the Canadian experience. 

“Concerning organizational influences on the use of police discretion with youth, our findings suggest that police services which want to increase their use of informal action and of pre-charge diversion, and to reduce the use of intrusive methods of compelling appearance, might consider any of the following measures: wholehearted adoption of the community policing model, in all its dimensions, including a fundamental organizational redesign and philosophical reorientation, the allocation of significant resources to community policing, increased involvement in crime prevention programs, especially in high-crime communities, and the adoption of the POP model by all ranks, creation of a youth squad, or at least one or more officers who specialize in youth crime; adoption of explicit policies and protocols for handling youth crime and young offenders; provision of training in handling youth crime to all front-line officers, and then allowing them to have autonomy in deciding how to dispose of youth-related incidents; assigning investigative and enforcement functions to SLO's who currently are limited to making presentations in schools; increasing the use of proactive policing; and decentralizing decision-making in the organization.

However, once again, we must emphasize that organizational innovation does not take place in a vacuum.  . .  When money is tight, all sorts of innovative programs are abandoned, and the organization must concentrate on its core activities. The core activities of the police, in the view of most police officers and most members of the public, are routine patrol, and responding to calls for service, i.e. reports by the public of a crime. Police services operating on restricted budgets will give up almost any other activity before these. In this, they can probably count on the support of the public. Therefore, if the various organizational innovations detailed above are to be adopted, a police service must not only receive funding for that innovation, but it must also be assured of an adequate base budget - because if the base budget for traditional policing functions which are expected by the public is inadequate, then inevitably ways will be found to divert the funds for innovation to what are seen by all as core activities.” 

This quote highlights two areas to be considered. As the first line in the juvenile justice system and in diversion, police officers are critical. Their attitudes and actions will determine the course of a juvenile’s interaction with the justice system. It is imperative that the police are trained and sensitive to the issues surrounding diversion and the new Child Rights Act. Many of the suggestions for Canada could be applied directly to Nigeria. 

In addition the comment concerning funding is also extremely relevant. At present DFID is funding the community policing project in Nigeria and it is hoped that building upon that training there may be an intervention to develop a more child sensitive police response to juveniles to correspond with actions described in the Act. However it is critical that as suggested above, police budgets include community policing and subsequently juvenile matters as part of their base method of operation so that the behaviours trained will become part and parcel of the system and not seen as an add-ons.

d. Lack of trained social workers and counsellors

UNICEF Viet Nam in its funding proposal for diversion reform sites in addition to the need to increase diversion programs, the following relevant challenges:

.
• Lack of support to necessary complementary interventions at the community level, especially in terms of prevention and reintegration (e.g. the development of social work and counselling services, an education system that provides equal educational opportunities for marginalised children, and vocational training)

This challenge in the area of social work and counselling is very important to the development of the diversion scheme. It was concentrated on in the Irish implementation of its Children’s Act. As part or its planning for implementation, the Probation and Welfare Service engaged trainers for intensive training of the senior officers and day seminars of all other officers. These probation and welfare officers will act as facilitators for family conferences. In addition more probation and welfare staff were being recruited so that when the implementation of the community sanctions in the Act commence in 2004 there will be adequate resources available.

In Nigeria unless the social workers and welfare are recruited and those already in the system trained and developed, it will be difficult to have the necessary assessments completed as required the Child’s Rights Act.

3. Juvenile Justice Role Players in Diversion

So far in our discussion above we have touched on the necessity for changes to be effected with some of the role players in the juvenile justice system to ensure that a diversion program be implemented. We have discussed, policy makers and their organizational structure, the police, the NGO community, social welfare and probation workers and the community at large (with respect to attitudinal change). However we need to consider how the courts would need to make adjustments. In addition we should consider more fully the role of the police and NGO’s in diversion.

While diversion is usually found at the pre-charge and pre-trial stages, many jurisdictions refer to judges using alternative sanctions at sentencing as diversion as well. In this case we will include judges in this discussion. (See “Best Practices in Diversion Programs” for a more in-depth discussion of definition of diversion and this distinction.)

a. Judges and Magistrates and the court system

Judges and magistrates will need to be trained about the new provisions for diversion and alternative sentencing in the Child Rights Act. It will be necessary to lobby the offices of the Chief Justices to establish juvenile courts with specifically appointed juvenile magistrates. Magistrates and judges will also need training in the processes and procedures for dealing with children in this juvenile court. Once diversion programs are established, information sessions about these programs for magistrates will be conducted. These sessions need to demonstrate the effectiveness of the programs in an effort to persuade the magistrates and judges to use these diversion programs. 

b. The Police

We have discussed briefly in connection with the Canadian experience the need for some reforms of police organizational structures and campaigns for changing opinion with respect to diversion being a legitimate tool in the juvenile justice area. However the Canadian example presupposes a police force that is cognizant of diversion and its underlying philosophy. The Nigerian police force has not for the most part used diversion options as part of their dealings with juveniles. For diversion to work in Nigeria, the police would need to have some serious training about the rights of the child, human rights in general and the Child Rights Act specifically with a view to not only imparting knowledge but also to begin changing attitudes and behaviour towards juveniles, diversion and punishment. 

The Inspector General of Police should be lobbied to give instructions for the implementation of the juvenile justice diversion sections of the Act and make the necessary adjustments within the force. Those would include appointing specific prosecutors for juvenile cases and training for that role; specific juvenile officers and investigators to be appointed to work with juveniles once the children are arrested and the necessary training to accomplish this; police officers should be instructed to explore alternatives to pre-trial detention before opting for remanding children once they have been trained in this area; juvenile justice units of the police force should be set up and designated juvenile cells should be available at police stations for those children who will not be released into parental custody.

c. NGO’s

Previously NGO’s have been mentioned in relation to forming partnerships with government to deliver diversion programs in South Africa. There is not such a long history in Nigeria, as in South Africa, of NGO’s working in partnership with governments. Measures to encourage trust and openness on both sides should be developed to foster such partnership.

Other countries have reported the difficulty with implementing diversion schemes as the lack of existing programs. To date there are no diversion programs in Nigeria. As mentioned above, capacity building among all of the NGOs involved in juvenile justice is crucial. NGO’s should be encouraged to use their creativity to convert their current programs for juveniles not in conflict with the law, or to design programs for juveniles in conflict with the law. Such programs should be suitable to the needs of the particular community in which they are situated. Church groups should also be encouraged to participate in the development of diversion programs for juveniles.

In South Africa there is a statutory requirement that diversion programs that are offered on a regular basis, be registered. This is to “minimise the possibility of diversion being used to promote personal or sectoral interest by (for example) vigilante groups, religious sects and modern-day Fagins which could lead to the practice being discredited.”
 While there is no similar provision in Nigeria, NGO’s should be cognizant of this exhortation not to use diversion for their personal agendas when designing their programs.

B. Local Diversion Program Planning

In looking at setting up a diversion program on a local level, there are many resources to assist such a project. Some of those resources will be illustrated below. Many of the techniques employed to develop the planning, implementation and evaluation of a local diversion program will be similar to those at the national level, so they were not specifically discussed above. 

In looking at the examples of countries that have successfully implemented diversion programmes from a Child Justice Act, what becomes clear is that each country situation is unique. There are some logical steps to be followed but because of the different state of juvenile justice in each country, past practices, culture etc, the steps to be taken will be different. There is also no right process or program, but only one that is effective in the circumstances.

This section looks at several organizational examples of planning, implementation and evaluation of a local or community diversion plan, including: a generic process for planning, implementation and evaluation of a community program with some highlighted processes for organization from community diversion programs; an example of the requirements of a program proposal from a government department to be implemented at a community level; and as an example of a completed proposal for a diversion program, excerpts from UNICEF Vietnam demonstrating the components set out in a completed program proposal; recommendations for the implementation of victim/offender programs; and lastly brief look at cautions and problems to be encountered in setting up a local program

1. Community Program Planning Implementation and Evaluation

This manual for juvenile justice holdover program is extensive and readily available on the internet. It is a useful resource for any community program planning exercise.

“The primary purpose of the manual is to provide juvenile justice and community agencies with a framework that will assist them in planning, developing, implementing, and enhancing juvenile holdover programs within their jurisdictions.”
 While it is not specifically on diversion programs, I believe that the processes described would be valid for diversion programs. 

“No one model is being endorsed. Rather, the manual presents a framework for designing a basic juvenile holdover program, and outlines a step-by-step process to guide planners through each stage of program development.”
 Important issues that will be addressed include: Program planning, Strategic planning, Legal issues, Identifying the appropriate target population, Designing the program, Site and facility logistical issues, Staffing and training.

Below, I have selected descriptive sections from certain chapters to illustrate the range of issues covered. In planning, implementing and operating a diversion program, I would recommend that these steps be followed. Appendix One includes a longer excerpt from selected chapters of the manual. 

“Chpt. 2 Program planning

· Identify key stakeholders. 

· Explain what data should be collected, how to collect it, and how it can be used. 

· Discuss the process of conducting a public policy review. 

· Discuss the formation of an initial planning work group. 

· Discuss potential funding and administrative options. 

· Conducting a Needs and Resource Assessment

Chpt. 3 Strategic Planning: Developing a Program Framework

· Discuss the formulation of a program purpose statement. 

· Distinguish between long- and short-term goals. 

· Develop measurable objectives. 

· Discuss process and outcome evaluations. 

· Create an action plan for the development and implementation of a (diversion) juvenile holdover program.

Chpt. 5 Defining a Target Population and Establishing an Admission Process

· Explain how the target population is defined. 

· Define a target population. 

· Determine criteria for admission. 

· Identify potential referral sources

· Establish an admission process.

Chpt. 6. Program Design and Operations

· Identify key elements and principles for program design. 

· Discuss the development of policy and procedure in several critical areas for juvenile holdover programs. 

· Identify optional services a juvenile holdover can implement to provide a more comprehensive (i.e., enhanced) program.”

Every committee or working group planning a community diversion program should consider the steps set out above. The detail in the manual may cause some to avoid considering the steps, however it will be detrimental to the overall design and success of the project if they are ignored.

Several other descriptions of designing a community diversion program include some of these steps but not in such detail. At the University of Nebraska website there are two entries for Juvenile diversion with one specifically entitled ‘Establishing Juvenile Diversion in Your Community’.
 While it is a fairly short process with only four steps, it highlights areas of particular importance in the planning process. 

The steps are: Know the stakeholders and involve them in the planning process (with particular attention to opinions and attitudes of the stake holders); Know the facts about diversion programs (Who benefits, what are the legal guidelines); Developing diversion programs: and evaluating a diversion program. 

The comments on evaluation are useful and state:

“The first step, before planning the actual evaluation, is to identify clear goals for the diversion program. For example, does the program aim to strengthen adolescents' decision-making, problem-solving, or anger-management skills? Does the program intend to strengthen parent-child communication or understanding?

Once specific goals of the diversion program are clarified, evaluation surveys for each goal should be developed. These surveys can be administered at the first session of the program, and after the program has concluded. Comparing participants' scores before and after completing the program will provide information about changes in knowledge, attitudes and behaviour.

The results of evaluation efforts can be used to communicate both successes and concerns to the stakeholders. In addition, the evaluation process may lead to a reassessment of the program for possible changes; if so, be sure to inform stakeholders about the changes brought about through the evaluation process.”
 

Every committee or working group planning a community diversion program should consider the steps set out above. 

2. Program Proposal Requirements for a Government Community Diversion Project

This next example of planning is from a different focus, this time from a government department instead of a community group. The government of Massachusetts was looking for proposals for a plan for a diversion co-ordinator. In their terms of reference they described the following processes:

“Planners should follow six steps:

1. Organize the plan by Identifying problems, establishing criteria and



 gathering data

2. Assess need of JJS and JO it serves

3. Obtain public input and support

4. Establish polices and develop a plan

5. Implement the plan by developing a program, revising policy and training



 staff

6. Monitor outcomes

The proposal should include the following:

Program description

Narrative includes description of activities

Purpose of activities

Number of clients served

Number and type of staff to be supported with funding

Goals – hope to accomplish stated desired end and not means – intended results

Objectives – identify specific operational objectives associated with goals and measurable results to goals

State objectives in concrete terms

Specify who or what will change, by how much and over what period of time (outcomes?)

More specific your objections easier to see if program has achieved them 

Implementation Plan and Timeline



Detailed description of the basic project operations

For each objective state: a detailed description of activities to be 

carried out



Identify project personnel involved and duties

Description of how long it takes to complete each activity - specific 

start and stop dates

Evaluation – list criteria and methods by which success of 

program will be assessed and timetable for evaluation

Budget narrative & budget formulation worksheet - budget items 

must correspond to activities in narrative”

This outline provides a useful guide for the requirements of a program proposal.

3. UNICEF Vietnam’s completed Funding Proposal for “Promoting Alternatives for Children in Conflict with the Law in Vietnam” 

I have selected certain parts of the UNICEF Vietnam program proposal “Promoting Alternatives for Children in Conflict with the Law in Vietnam” to demonstrate how a completed diversion program proposal would look in relation to the guide proposed above. I have chosen only one example from the completed proposal sections of a few selected steps listed above. 

“Expected outcomes (Goals)

• Considerably less children being deprived of their liberty (pre-trial detention and custodial sentences

• Reduction in court workloads

  
Finances saved by avoiding costly institutional solutions

• Increased community involvement for restorative justice, in line with improved public awareness regarding appropriate responses to juvenile offences

Objectives

• To develop diversion schemes for juvenile offenders who have not committed serious offences, while advocating for reduced recourse to deprivation of liberty hence reducing the cost and increasing the effectiveness of dealing with delinquency

Specific objectives

• Raise awareness on the importance and necessity of basic service programmes for juvenile offenders, both as a means to prevent offences and facilitate the reintegration of offenders and necessity of basic service programmes for juvenile offenders, both as a means to prevent offences and facilitate the reintegration of offenders

Strategies

While UNICEF advocates comprehensive juvenile justice reform, including improved conditions for juveniles in detention, this project will concentrate on advocating for and facilitating the reduction in arbitrary detention and deprivation of liberty. Strategies to achieve this will include

• Awareness raising – in the home communities of juvenile offenders to change attitudes towards children in conflict with the law as well as among the professionals working with these children. Traditional ways of solving conflicts in communities will be encouraged, providing that they are used as autonomous penal sanctions ensuring interests of the victim and the re-establishment of public order

.
• Advocacy - Non-custodial measures represent an important step in increasing the effectiveness of society’s response to crime. The aims of restorative justice, reconciliation, negotiation of an agreement between victim and offender, family conferencing are easily understood by children who will accept responsibility in most cases as international experience shows. These are useful tools to better protect society from crime while facilitating a more effective reintegration of offenders into society. 

Capacity building – Capacity building will be provided for the persons working with juvenile offenders (including law enforcement officials) to develop and strengthen planning and implementation of community-based corrections programs, victim-offender and family group conferencing, family support and counselling, international and national legal instruments and recommendations on juvenile justice etc.

Activities

.• Training of professionals and para-professionals on providing emotional and social support to children and families and on how to decide on diversion options in the process of solving the cases of juvenile offenders. Training will also be provided on different diversion options such as victim-offender mediation, family group conferences, reconciliation, community service orders.”

It is clear from this example that in order to develop a successful diversion program it is necessary to include other areas of the juvenile justice system because it is an integrated system.

4. Recommendations for the Implementation of Victim/offender Programs

The National Center for Victims of Crime developed ten recommendations for the implementation of victim/offender programs within correctional agencies. The recommendations are generic enough to apply to diversion programs.

“Each program should have:

1. A clear mission statement, with supporting goals and objectives, focusing on outcomes and benefits relevant to victims, the community and the offender; 

2. Consistent involvement in program planning and implementation from victims and victim service providers; 

3. Measures to ensure that victim participation is strictly voluntary, with no perceptions of coercion; 

4. Leadership from a "change champion"--either an individual or entity who can provide vision and guidance in program implementation; 

5. Written policies, procedures and protocols to guide planning, implementation and evaluation; 

6. Structure that clarifies the role of the program within the criminal or juvenile justice system, as well its role relative to community-based activities; 

7. Comprehensive knowledge of research and theory related to victimization, crime, juvenile justice, and offenders to provide a basis for program development; 

8. Understanding of existing victim/offender programs to facilitate knowledge exchange, and to avoid "reinventing the wheel"; 

9. Intensive training and cross-training to establish and clarify program expectations, and increase the knowledge of involved professionals and volunteers; and 

10. Written documentation of key program activities (planning, implementation and evaluation) to facilitate knowledge expansion and exchange among victim/offender program practitioners and allied professionals. 
 

Of particular note is the recommendation with respect to a “change champion.” This individual or entity could be instrumental in the success of your program. It is important to choose such ‘champion’ carefully and in some cases for a particular issue or time in the implementation phase.

5. Cautions Regarding Potential Problems and Unanticipated Outcomes

These concerns are taken from the holdover manual quoted above. It points out several problems that can arise during the planning, implementation, and operation of a juvenile holdover program. 

· “Failure to involve all the necessary parties in the planning process

· Failure to clearly define the target population. 

· An initial program design that is rigid and inflexible

· Look carefully for unanticipated negative outcomes. 

· Impact of the “widening the net” phenomena. 

· Failure to maintain open channels of communication to all related



 components of the system.”

It is useful to keep these problems in mind when planning your program so they can be avoided or adjusted for. 

Appendix One

Guidelines to Establishment of Diversion Programs in Nigeria

Excerpts from Implementation of Juvenile Holdover Programs Manual

Purpose of This manual

The primary purpose of this manual is to provide juvenile justice and community agencies with a framework that will assist them in planning, developing, implementing, and enhancing juvenile holdover programs within their jurisdictions. No one model is being endorsed. Rather, this manual presents a framework for designing a basic juvenile holdover program, and outlines a step-by-step process to guide planners through each stage of program development. Important issues that will be addressed include:

Program planning. 

Strategic planning. 

Legal issues. 

Identifying the appropriate target population. 

Designing the program. 

Site and facility logistical issues. 

Staffing and training. 

Introduction

The success of any new project or program lies with the quality of the planning involved. The strategic planning process that is outlined in this chapter provides a cornerstone for program planning, development, and implementation. A careful planning process will assist in defining the community problem, establishing the need for a program, and developing stronger programs that are more likely to yield positive results. Following a strategic planning process for program development makes it easier for those involved in program implementation to identify the goals of the program and follow through on tasks and activities. Although essential for programs in development, the planning process also can be helpful for existing juvenile holdover programs that are looking to initiate new or enhance existing program practices and operations. 

Juvenile holdover programs can provide benefits to several community agencies such as law enforcement, juvenile courts, and juvenile probation offices. The strategic planning process provides an opportunity for multiple community agencies to be involved in a collaborative process allowing the program development through a community effort. Whatever the size of the community, creating partnerships between people and agencies who have a stake in the particular community is important for program success.

Identifying and gaining the support of stakeholders is critical. Collecting the needed supportive data, reviewing relevant public policy, and determining what resources may already exist are also important planning steps. By the conclusion of this chapter, the readers will be able to:

Discuss how a needs and resources assessment can be conducted. 

Identify key stakeholders. 

Explain what data should be collected, how to collect it, and how it can be used. 

Discuss the process of conducting a public policy review. 

Discuss the formation of an initial planning work group. 

Discuss potential funding and administrative options. 

Conducting a Needs and Resource Assessment

Conclusion

The time spent in planning sets the stage for the implementation and development of effective and efficient programs. The initial step in the planning process is to determine the problem by looking at the current system, identifying the strengths and weaknesses of that system, developing a plan for needed changes, and implementing the plan in a comprehensive manner. Planning, developing, and implementing any new program design requires a solid foundation. Effective juvenile holdover programs are developed with the identification and assistance of key stakeholders, statistical and descriptive information of a needs and resources assessment, review of public policy, community collaboration in the review of existing resources, and delineation of not only the possible cost of the program but types of funding sources that may be available. Taking the time to collect data and conduct interviews with stakeholders may be time consuming, but the effort will be rewarded by the development and implementation of a program designed that has the highest prognosis for success

CHAPTER 3

Strategic Planning: Developing a Program Framework

Introduction

Each juvenile holdover program must clearly identify its key program components, administrative options, and the systemic relationships that will provide the foundation for the program design. The formulation of a program purpose, goals, and objectives are tangible outcomes of the strategic planning process. In order to determine if the program is meeting its goals and to obtain information that can pinpoint areas of its strengths and weaknesses, an evaluation plan must be developed and implemented. Finally, moving from an abstract plan to an operational program requires the formulation of a clear action plan.

By the conclusion of this chapter, readers will be able to:

Discuss the formulation of a program purpose statement. 

Distinguish between long- and short-term goals. 

Develop measurable objectives. 

Discuss process and outcome evaluations. 

Create an action plan for the development and implementation of a juvenile holdover program.

Conclusion

The strategic planning process moves the juvenile holdover program from a general statement of purpose to the creation of a detailed action plan that will lead to actual implementation – the day the door opens and the first youth is admitted. See chapter 9, “Assuring Your Success,” for sample program development goals and tasks and worksheets that provide a process to use during strategic planning and an action planning format for use during implementation. 

CHAPTER 5

Defining a Target Population and Establishing an Admission Process

Introduction

To maintain program integrity and accountability, administering agencies must define the population that the juvenile holdover program will serve. The more specific the program is in defining its target population, the easier it will be to ensure appropriate referrals to the program. Consideration should be given to starting with a narrowly defined population and then, if needed, the target population can be expanded. There also are important legal considerations involved in the identification of a target population, which the reader can review in chapter 4, “Legal Issues.”

The identity of the target population will emerge through the data collected, and the problem areas identified in the needs and resources assessment. The target population defines the type of youth who will be served by the juvenile holdover program. It describes them demographically (age, gender, and residence), by legal status (custody or voluntary), and by types of offenses or behaviors (e.g., misdemeanor, felony, status). Once the target population is defined, it is crucial that program organizers and staff outline a referral and screening process to protect the integrity of the program. 

By the end of this chapter, the readers will be able to:

Explain how the target population is defined. 

Define a target population. 

Determine criteria for admission. 

Identify potential referral sources

Establish an admission process.

Conclusion

Each juvenile holdover program meets the needs of the individual community it serves, and that individualized program design process begins with the determination of an appropriate target population. Almost all implementation planning will hinge upon the target population. The definition of the population must meet specific criteria for admission. Referral sources must be involved in this planning and any agency or person who might refer a child or youth to the juvenile holdover program must have a clear understanding of the admission criteria.

CHAPTER 6

Program Design and Operations

Introduction

In practice, it is recognized that juvenile hold-over programs vary from jurisdiction to jurisdiction. Many juvenile holdover programs are developed for small, rural jurisdictions with limited resources. Thus, often these programs are designed to hold youth for a short period of time and provide a minimal level of service – i.e., they are considered basic juvenile holdover programs. However, there are juvenile holdover programs that expand beyond the basic program design and offer more comprehensive services—i.e., they are considered enhanced juvenile holdover programs.

This chapter will identify some of the key principles to consider when designing a juvenile holdover program, with an emphasis on elements of a basic program. Policy and procedures that should be considered for effective program practices also will be discussed. 

By the conclusion of this chapter, readers will be able to:

Identify key elements and principles for program design. 

Discuss the development of policy and procedure in several critical areas for juvenile holdover programs. 

Identify optional services a juvenile holdover can implement to provide a more comprehensive (i.e., enhanced) program. 

Conclusion

While some examples and alternative policies and procedures for juvenile holdover programs have been presented in this chapter, there are myriad ways local programs may choose to approach these issues. Determining the most appropriate design policy and procedural issues for a specific jurisdiction requires careful thought by program organizers and staff, and must be based on and reflection of local needs, preferences, and resources.

Introduction

This chapter includes several tools to assist with the strategic planning process. They are designed to guide program planners through the steps necessary to design, develop, and implement a new juvenile holdover program. Just as each program will be unique to the needs and resources of each jurisdiction, the specific planning process of each jurisdiction also will be unique. Use these tools as examples and aids in any manner in which they might be helpful and do not feel that they must be used exactly as presented. 

The tools included in this chapter are:

Juvenile Holdover Program Planning Checklist 

Juvenile Holdover Program – Flow Chart 

Sample Program Development Goals and Tasks 

Activity 1 Worksheet: Defining the Problem 

Activity 2 Worksheet: Strategic Planning 

Activity 3 Worksheet: Implementation Plan 

Sample Law Enforcement Survey 

Juvenile Holdover Program Planning Checklist
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