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PREFACE

BACKGROUND

This document is one In a series developed as an outgrowth of research sponsored
by the U. S. Department of Transportation, Office of University Research, through
the Council for Advanced Transpartation Studies, The University of Texas at
Austin. The topic of this research project, "The Influence on Rural Communities
of Interurban Transportation Systems," was one of five conducted under the gen-
eral title, "Tfansporfaflon to Fulfill Human Needs in a Rural/Urban Environment,"
The overall objective of this project was to investigate the nature of inter-
urban transportation Influence on small "rural"™ communities (below 25,000 in
popuiation) and to assess the relaffbnshlp between changes in the Interurban

system and the potentia! for growth and development of small communitlies.

The project consisted of four basic stages:

(1) a review and analysis of transportation impact studies leading to
the identification and investigation of areas deemed important fo
rural communities and intercity transportation systems,

(2) an Investigation of high probability areas of impact to ascertain
data availability and appropriateness of various methodological
concepts in studying transportation impacts on rural communitles,

(3) a detailed case study of selected rural communities in terms of
their response, real and perceived, to changes in thelr intercity
transportation systems and accessibility, and

(4) the development and field testing of a set of transportation plan-

ning guides designed for use by the layperson in the rural communi-
ty and the regional planner.

The research is documented in two volumes:

Volume |: The Influence on Rural Communities of [nterurban
Transportation Systems, and

Volume [l: Transportation and Community Development: A Manual
for Small Communities.
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The first volume Is the description of the study process and the findings of
the various research phases during the project. This document would be of
interest to professional planners in reglional governments having small, rural
communities within their jurisdiction. The report may aid in facllitating
their interactions with representatives of smaller citles and enhance thelr

appreciation of the uniqueness of those areas as reflected in their needs and

Issues.

The set of planning gulides contained in Volume Il would be of interest to

the community representatives. The guides are designed for the layperson and

are written in non-technical language. The purpose of the manual is twofold:

(1) to promote a more informed. participation in the national state,

and regional decision-making process as it relates to transportation
and

(2) to provide the basis for initiating and contlinuing comprehensive

local planning for small urban places (clties and towns with a
popuiation of 25,000 or less).

The MANUAL is dlvided into an executive summary and seven chapters, each
Individuatly bound and designed for use separately or in conjunction with

others. The seven chapters are:

Chapter 1I. The Transportation Planning Process,
Chapter I1. Transportation Impact,
Chapter Ii!. Goals and Objectives,

Chapter 1V. Community Inventory,
Chapter V. Development of Alternatives and Preliminary Assessment,

Chapter VI. Evaluation, and

Chapter VII. Glossary and Bibliography.



This document contains the third chapter of Volume |l. |ts purpaose is to
describe the first step in a sound community planning procedure - the deveiop-
ment of goals and objectives. Developing goals and objectives is a process
which allows the community to determine its own future path and sets the stand-
ards for measuring progress along that path, The procedures described in this
chapter are oriented towards broad community participation in the planning
process. Used in conjunction with the succeeding chapters, it should help the
community identify major problem areas and set in motion the steps necessary

for developing a comprehensive set of programs.
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CHAPTER LLI

GOALS AND OBJECTIYES

THE NATURE OF GOALS AND OBJECTIVES

3.1 The first step in a sound planning DEFINITION 5
procedure involyes the formulation of

goals and objectives. A goal is an

abstract conception of what ought to

be, not an object to be achieved. An
objective, on the other hand, is
concrete and measurable. It is a

specific aim, a point to be reached

within some period ot time,

3.2 Objectives may be thought of as steps taken toward the RELATION-
SHIP OF

realization of goals. A particular goal may involve several GOALS AND
OBJECTIVES

objectives, any one or all of which betmg necessary to attain

the desired end. - //‘,

For example, a community might establish as one of its goals an
increase in community income. To achieve this, its plan might
include such particular objectives as the acquisition of land for
an industrial park, a petition for a more frequent level of freight

service, and a program for new housing units.

Although goals may change, they usually represent underlying and
lasting values. Thus, it Is more |ikely that new objectives will
be developed for the attainment of goals than it is that the goals

themselves will change. (See Appendix "Community Goals and Public Policy™)
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VALUES,
GOALS AND
OBJECTIVES

3.3 Values are the attitudes which guide and shape human
behavior. Whenever we make judgments or choices, we reveal our

values. Values may be expressed as moral statements or as

preference statements. A moral statement takes the form UX

ought to Y": "People ought to help their neighbors," or "People
ought to have decent housing." A preference statement takes the
form "X is preferable to Y": "I prefer living in a small town

rather than in a big city," or "New streets are preferable to
new parks." As the last example shows, our preferences often
indicate choices between two things which are both desirable, but

only one of which can be achieved for some reason (lack of money,

etc.).

Value statements can be transformed into goals statements and

objective statements. Goals statements take the form "X is the

end state desired."” Objective statements take the form "X units
of Y are required."
Value Statement: Everyone ought to have decent housing.

Goal Statement: We want everyone in town to have a decent
place to |ive.

Objective: We need twenty-five new "affordable" housling
units each year for the next five years.

While goals and objectives are implicit in all of the activities

undertaken by humans, the community planning process requires a

clear and explicit statement of goals and oblectives and an under-

standing of their relationship to community values.

7
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3.4 The relationships among values, goals, and objectives can THE HIER-

ARCHY OF
be seen by arranging them within a formal hierarchy, : VALUES,
GOALS, AND
OBJECTIVES
community value ® ®
systems

general community

goals e \
individual , specific \ ‘
or means goals ® 'Q‘ 'I /

4

objectives ® 0000000000000

Figure 3.1

At the top of the hierarchy are a community's basic moral and
preference standards - its systems of value. The second level
consists of the general goals which translate the community's
values into broad purposes. At the third level is a variety of
goals which are more specific forms of general goals or which
serve as means for attaining the ideals embodied in general goals.

Finally, the lowest level is comprised of concrete objectives.

The hierarchical arrangement of values, goals, and objectives

enables us to |) evaluate the relative importance of different
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VALUE GENERAL SPECIFIC o
CATEGORIES GOALS GOALS OBJECTIVES

HoTd transportation projects to 20% of capital and-‘j
Deve1op_Cost<::::::;§perating budget.
2 Priorities A Keep growth in already developed areas. ]
Keep Costs ,/”//r
Low tEliminate plans for resurfacing streets 1
Reduce
Expend1tures ut maintenance costs by 10% ]
Economy
1Improve intersection of Tocal streets with highways |
Eliminate
Hazards [Add 4 new stoplights ]
Reduce
f,Add]CE”ts [Hire 2 additional officers ‘ ]
/ Increase
/ L law - ¢ g - .
: Enforcement | Raise fines for speeding 1
afet
|Widen 2 heavily travelled streeis 1
Reduce . .
Congestion {Provide off-street parking in CBD ]
mprove |
gé?i?égg Tl ‘ {Add transit service (one van) 1
Increase
Service 1 . .
for Needy [Provide emergency service (one ambulance) i
Convenience
tPTan for spacing of new arterials as Town grows T
Develop fi:::::
|Future —
PTan for phased improvement of existing streets over
Increase , Street Plan 15-year period _
Accessibilit, BuiTd new street to connect with a planned
Provide New ct:::::}zuhﬁigisignwgn“ﬂ§§§§ide
Streets .
here Needed reate a new northwest 1ink to downtown {

Figure 3.2 b,




goals, and 2) determine the form of the goal which best suits our

values.

Let us say, for example, that a community wants to increase its
level of income. This goal 1s not an end in itself-it serves the
basic democratic i1deal of developing a higher quality of life for
everyone, Understood in terms of values, then, this becomes the
general goal, "We want a decent standard of living for all citizens."
In looking at specific problems, we might find that there are too
few jobs for those in the labor pool and that many elderly persons
live in substandard housing. We might then translate our general
goal into the community-specific goals, "We want to develop more’
jobs for the unemployed’" and "We want to provide better housing for
the elderly." Note that these specific goals are also means to
achieving the general goal. Our intention in providing more jobs
and better housing is to raise the standard of living for those who
need it the most.

Figure 3.2 illustrates a speciflc hierarchy of goals and objectives,
In this case for a hypotfhetical community's transportation program.
Safety, convenience, and economy are the traditional values asso-
ciated with a good system of transportation. The general and spe-
cific goals are translations of those values within the context of
the community's particular problems, while the objectives are the
measurable steps which the community can take toward achieving its
goals. Taken together, they constitute the city's transportation

program.

The branching lines in Figures 3.1 and 3.2 represent the fact that
there are alternative or complementary choices as one searches for
specific ways and means to achieve goals. (Obviously there are often
more than two ways to achieve a desirable end.) A community may set a
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| imited number of general goals, but there will be a great many

specific goals and objectives to choose from.

One final point needs to be made about the hierarchy represented

in Figures 3.1 and 3.2. As the diagrams show, some groups of goals
and objectives may serve more than one value system. At the same
time, another set of goals and objectives will serve only one
system of values and may therefore conflict with the goals serving

a different value system.

For example, suppose that a community wishes to preserve its own
unique character and at the same time promote the democratic values
of improving the quality of life for all its citizens. Although
some goals may serve both ends, eventually some will conflict

with or limit each other. Raising the standard of living may
involve actions that, on one hand, help preserve the community

and, on the other hand, change its character. Bringing in new
industry, for example, may not only provide jobs for local residents,
but also change the local environment and alter the size and char-
acter of the town. Eventually, the community may have to face the
conflict between different value systems and different groups of

goals and objectives.

(See Section 3.8 for a fuller discussion of the relations beTween

different sets of goals.)

In the next section we will discuss the process of formulating
goals. Keep in mind the relationships between goals and values,
general and specific goals, means and ends goals, and goals and
cbjectives. The community's main task in formulating its goals will
be tc develop a logical and consistent program for its future.

3-6



FORMUILAT ING GOALS

3.5 Formulating explicit goals and objectives statements makes it THE PROCESS
OF GOAL
easier FORMULATION

I. To see the relationship between goals;
2. to choose among alternative courses of acftonj‘and

3. to eyaluate progress.

A community might begin the process of setting its goals at the top
of the ladder, beginning with an identification of community values
and moving down through general goals fo specific goals and concrete
objectives. Getting people to articulate their values is a diffi-
cult process, however, and establishing general goals without
reference to the particular needs and desires of a community will
often result in a set of statements which everyone can agree toz
but no one can translate into specific terms., The process advocated
in this manual assumes that as many citizens in the community will
be involved in setting the goals as Is possible. The procedure
involves beginning with an activity most people can relate to:

the identification of the needs and desires of individual citizens
and groups of citizens. Once this phase is accomplished, the
community's values and the general goals needed to meet its

citizens' requirements will become apparent,

For several reasons, it is important to get representatives of the
diverse interest groups from the entire community involved in the
process. In the first place, the values of our democratic society
require that citizens participate in making the decisions which

affect their lives. Secondly, the greater the degree of citizen

3=7



STEP 1:
ESTABLISH
THE ISSUES

participation, the greater the |ikelihood will be that the final

goals will haye community support. Moreover, encouraging citizen
participation in creating goals can help reduce dissatisfactions

and develop community spirit. The process is one of mutual

education and cooperation between leaders and citizens.

The process involves five separate sTeps%
) ESTABLISH THE ISSUES‘OF CONCERN TO THE COMMUNITY
2) SET PRELIMINARY GOALS
3) EXAMINE THE RELATION AMONG GOALS
4) EVALUATE THE RELATIVE IMPORTANCE OF DIFFERENT GOALS

5) MAKE FORMAL GOALS STATEMENTS' t+ '/

1

3.6 |Issues are topics of concern to a group ot people. They
express the collective problems, needs and desires which people
think they can do something about. (An individual's problems or
needs do not become issues until They become the concern of a

group.)

We say, for example, that "the economy" is an issue because
economic problems beset us all and because there are identifiable

problems and concerns which we hope can be addressed.

In any community, there will be a variety of issues of general

IAdap'red from R. C. Young, "Goals and Goal-Setting,'" American

Institute of Planners Journal, XXXII (March |1966), 76-85.
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concern to all citizens and others which are peculiar to particular
segments of the community. Some issues will be fairly apparent,
while others will emerge only as citizens are brought together

for the express purpose of defining their concerns,

Let us assume that community officials or other groups have
embarked on the process of developing a set of goals and objec~
tives, The initial task will be to get the citizens of the

community intensely inyvolved in the process of identifying issues.

A group of citizens (including city ofticials) who will take
prime responsibility for the planning process needs to be estab-
| 1shed at the outset. The first task of this group will be to
schedule a series of public meetings. (Several will be necessary
in order to eiicif a sufficiently wide range of issues.) General
meetings should be held at times convenient for people in the
particular area and at a central location. Some meetings may be
held in conjunction with the gathering of church groups, service
clubs, and other community organizations. (Often, these groups

will provide workers to help contact people in the community at

large.)

At the meetings, people may be simply asked to |list the town's
problems and needs or to state what they want the town to be.
There are, however, a variety of ways to spark interest and in-

crease inyolvement.

In one community people were given cameras and film and told to

take pictures of things which they disliked or liked about their

3-9



town. At the subsequent meetings, slides were shown to the whole
group, making the varlety of problems visible to all, Other
techniques include asking the participants to collaborate on

drawing a map of the town or a neighborhood, role playing (MWhat
would you do if you were on the city council?"), and writing

"scenarios" (likely descriptions of the future).

(See Worksheet 3,1 on development of community issues.)

[n addition to public meetings, other information techniques may
be required, including survey forms and personal interviews,
Surveys and interviews often inyolyve sophisticated methods of
administration and interpretation, though simplified forms may be

used at this stage of the process.2

Whatever techniques are used, the results will often be a long
list of "gripes'" and vaguely defined "hopes." The next task i1s to
transiate these into issues under common areas of concern. Let us
take some random complaints and expressions of approval from one
community's |ist:
Dislikes

1) not enough for teenagers to do;

2} poor streets in my neighborhood;

3) not enough Jobs for young adults in fown;

4} taxes are too high;

5) old people must travel too far for medical caré;

6) not enough parking downtown;

2
Charles H, Backstrom and Gerald Hursh, Survey Research, Evanston,
[flinois, 1963,

|
H
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7Y my children have to cross the highway to get to school,
and there are no traffic signals;

8) there are too many old buildings and houses which are
" dangerous or unsightly.

Likes
[} being able to know most of the people in town;
2) quiet neighborhood streets;
3} being close to members of my family;
4) it's easy to go fishing and hunting;
5} good schoois
6) people will help you if you're in need;

7) +the town has a sense of history.

The above represents an arbitrary listing of some of the likes and
dislikes gathered in one town. Some may be shared by a large number
of citizens, while others may be unique to particular groups and
individuals., Behind this list lies a fairly complex set of
community issues. Determining what these issues are will require
that the basic set of complaints and expressions of approval be
sorted into categories. Since this task will be time-consuming,

it is suggested that an issue committee be formed, composed of

people in the community who are knowledgeable and who can represent
different community interests (the young, the elderty, minority

groups, etc.).

The following is a list of issue categories which will help in
translating the specific statements about the community into

statements of issues.
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Issue Categories
)  Economic
2) Fiscal (i.e., public financing)
3) Health and safety
4) Local government
5) Social

6) Cultural

Depending on the particular circumstances of a community, the

likes and dislikes of its citizens will fall into different
categories. In one community, for example, the existence of poor
streets may be an economic issue because the town does not have

a sufficient tax base to support a maintenance program. In

another, it may be a loca! government Tssue because officials

have simply been unaware of the problem. In some cases, an item

on the original list may suggest several issues. For example,
behind the complaint that teenagers do not have enough to do may

be the issues of inadequate employment opportunity, the break-

down of social ties, the need to provide broader cultural activities
(library services, etc.), and the lack of awareness on the part
of'IocaI officials. At the same time, one issue may cover several
different sources of complaint. The need for a higher level of
community income, for example, may be responsible for the complaints

about health care, taxes, and traffic safety.

The issues need to be stated in terms of needs to be addressed or

desires which may be fuifilled. Below is one possibie arrangement



of the issues suggested in the preyious listing of |ikes and

disl| ikes.

CATEGORIES AND [SSUES
Economic
. Unemployment for certain population categories

2, Insufficient tax base to finance improvements to streets and
other municipal facilities

3. Not enough community income to finance adequate housing
Fisecal
I. Unfair or outmoded taxation procedures

2. Doubt about who should pay for improvements (private enter-
prise; local government, federal or state funding sources,
etc.)

Health and Safety

I Inadequate provision of health care
2. Unsanitary or unsafe living conditions
3. Need to improve traffic safety

Local Government

I. Lack of knowledge by local officials of some communlity problems

2, lLack of authority to set community standards in housing, etfc.
Social

. Problems of meeting the needs of the elderly

2. Breakdown of traditional social ties

3. Increase in leisure time

4. Preservation of community and family ties

Cultural

I. Need to provide broader cultural activities in a society of
leisure and mass communication
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STEP 2:

SET
PRELIMINARY
GOALS

2. Enhance the aesthetic quality of the community

3, Preserye the historical character of the town

The above is a set of issues which might be at the basis of the
|Tkes and dislikes listed previously. 1In an actual case, it will
probably require several meetings between the community's leaders
and other citizens to determine The range of possible issues.

Once this is accomplished, a basis will exist for developing goals

which reflect community problems and community values.

3.7 In determining issues, a community has to identify the needs
and desires of a broad specfrhm of its citlzens. As this task Is
accomp| ished, the second phase, the process of setting preliminary
goals, will likely have already started. (Discussion of needs

and desires naturaily leads to discussion of possible actions.)
Hopefully, the general values of the community will become
apparent as issues are discussed, and a wide range of choices

will be suggested by the citizens themselves.

Let us assume, for example, that one of the primary areas of

concern to a given community is economic growth. In order to

establish the range of choices, the community has identified
several issues relating to the economy. Among these are:

1. the need for greater employment opportunity for the
unemployed or under-employed;

2. the need to be competitive with other communities for
the regional market in retail goods and services;

3. the need for a higher level of both local and outside
investment in the community;

4. the need to expand city services to encourage growth.
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Each of these issues might be used to establish a preliminary set

of goals:

1. Seek to expand the employment mix in the local economy
("employment mix" refers to the range of job types
available rather than the number of jobs).

2. Encourage the state transportation agency to improve
vehicular access to the community from the outlying
area in the region.

3. Make the town more attractive to Industry through
development of an industrial park.

4, Develop a Capital Improvements Program to provide such
facilities as new streets, sewer lines, etc.

The same set of issues could be met through other, alternative
goals.

1. Increase the level of basic employment ("basic" refers
to economic activities which bring a surplus of income
to the community).

2. Encourage local merchants to enlarge their inventories
and price their goods competitively.

3. Change tax structure to make investment more attractive.

4, Provide private developers with incentives (refunds, etc.)
in order to encourage development.

At this stage of the process, it is useful to generate as many
alternative goals as is possible, expanding the range of issues if
necessary. Information on community conditions will perhaps be
required in order to sharpen the issues or give specific definition
to the needs addressed in the goals. \(See Chapter |V, "Community

[nventory.™)

At some point, however, 1t becomes necessary to structure the

community's Iist of goals in a formal way.

5.8 The relation of goals, values, and objectives has hbeen dis- STEF 3:
ESTABLISH THE
cussed in sections 3.3 and 3.4. Once a preliminary set of goals RELATIONSHIPS

AMONG GOALS
has been created, based on the wants and needs of the community,
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there are four basic questions to ask in determining their
relationships.

I} Are any goals mutually exclusiye?

2) Are some goals means to achieving other goals?

3) Do some goais impose |imitations on other goals?

4] Are the goals stated in a way that is consistent with
community values?

Examining the goals outlined in the previous section, we can see
that some may be mutually exclusive. For example, changing the
tax structure to make the town more attractive for industry may
eliminate the possibility of financing a capital Improvements

program.

Other goals are clearly means goals. Creating an industrial

park, changing the tax structure, and providing developers with
incentives are all goals which will help accomplish the higher
goal of increasing basic employment. This goal, in itself, may

be the means to create a greater employment mix.

Next we can see that the whole set of geoals identified under
"community growth" would |imit other goals. [f, for example,
preserving the present character of the ftown were important to the

community, growth would necessarily have to be restricted to a

slow pace.

Finally, it is important to make sure that goals are stated in a
way that is consistent with community values. Combining the
desire to encourage economic growth with the desire to preserva

the community character might lead to a goal statement
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such as the following: '"We want to proyide a broad and diversifled
economy which will increase the per capita income of local resi~.
dents and strengthen the present community ties rather than

fragment them."

3.9 Once preliminary goals have been established, an evaluation STEP 4:

EVALUATE
of their relative importance to the community Is necessary. If THE
RELATIVE
the planning is being conducted by a specific group, such as a IMPORTANCE
OF GOALS

planning committee, a preliminary set of goals should be offered
to the community for evaluation through a second set of meetings.
The responsible group (planning committee, goals committee, city
officials, etc.) can explain at this point the potential conflicts
between goals, the rationale for determining the issues on which
the goals are based, and any problems the community will have in

meeting certain goals.

The simplest evaluation procedure involves a ranking of goals

in order of importance. Since at this point, conflicts may arise
between different groups, 1+ may be necessary to mediate between
one group and another. The results of these two procedures wll|
provide a set of priorities to use in developing the formal

goals statement in the community plan.

3.10 The last phase of the goals formulation process is the STEP &5:
MAKE

formal goals statement. This should not be an arbitrary listing FORMAL
GOALS

of goals, but rather a careful explanation of the ideals which STATEMENTS
the community has established for itself, The following is a

brief outline of the conditions which the final statement should

meet:
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THE
PROCESS OF

1) ldentify the community's general goals in order &f priority.
2) ldentify the specific goal alternatives for each general goal.

3) Indicate which goals were considered and dropped in the course
of developing the final goals statement.

It is desirable to have the final set of goals adopted by the

community at large, either through public meetings or a formal

re ferendum.

Once the community has given its approv-
al to the final goals statement, the
first major phase in the planning proc-
ess is complete. The community knows
where it wants to go and why it wants
to get there. The next step is to
translate the community's goais into

concrete objectives.

FORMULAT ING OBJECTIVES

3.1l After the formal goals statement has been made (Worksheet

FORMULATING 3.6), appropriate objectives for each set of goals should be

OBJECTIVES

determined. For each goal, a s&t of objectives will be needed

in order to move the community in the direction of the goal. (As
discussed in section 3.2, goals are abstract ideals, and objectives
are cobncrete and measurable aims to be reached within some period
of time.) Because of the need to measure objectives, each objec-
tive statement must include some type of performance measure.
Performance measures are used in almost every facet of life to

assess achievement. A grade received in school is a performance
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measure which evaluates a student's ability to complete the required
work in a prescribed manner. Income that a person receives is often
used as a measure of accomplishment (or performance) in a particular
profession. The Environmental Protection Agency has performance
standards for auto exhaust emissions that are used to evaluate the
amount of emissions relative to the objective of keepiing certain

emissions at a specific level. A performance measure is the desired

unit of change or state of accomplishment in a given time period.

The process of formulating objectives involves five sequential
steps.
Step |. Determine the specific goal being addressed.

Step 2. Define the objective category relating to the specific
goal .

Step 3. Determine an appropriate unit for measuring the objec-
tive category.

Step 4. Establish performance measures for evaluating progress
towards the specific goal.

Step 5. Make an objective statement relating to the specific
goal by combining steps 2 and 4.

The product of these steps for the program of isolation from em-
ployment opportunities might be:

General Goal. . . . . . . . ."increase Local Economic Activity"

Specific Goal . . . . . . . ."Increase Access to Employment Op-
portunities Available to Local
Residents"

Objective Criteria. . . . . ."Access to Employment™

Unit of Measure . . . . . . ."Number of Jobs"
Performance Measure . . . . ."|0% Increase by 1988 in the Num-

ber of Jobs Within 30 Minutes
Driving Time"
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STEP 1 Each of the goals adopted by the community will encompass a number

DETERMINE
SPECIFIC of specific problems. For each specific problem a specific goal
GOAL
should be determined. The specific goal will address one issue or
problem covered by the general goal.
: For example, the general goal might be "Increase Local Economi:c
| Activity." One of the many possible specific goals might be
§ "Increase Access to Employment Opportunities Available to Local
§ Residents."
é
|
[+ is quite possible that many specific goals will already be de-
veloped through the goal setting process discussed earlier. The
specific goals can be "means'" goals or any other statement that
relates to improvements desired.
STEP 2 Once the specific goal has been determined, the appropriate objec-
DETERMINE
OBJECTIVE  tive category should be selected. The objective category is deter-
CATEGORY
mined by the specific goal. The part of the specific goal that is
measurable becomes the objective category.
The objective category for the specific goal "Increase Access to
Employment Opportunities Available to Local Residents" would be
"Access to Employment."
STEP 3 The third step is to establish a unit of measurement for the objec-
ESTABLISH
UNIT OF tive category. The unit of measurement should be capable of meas-
MEASUREMENT

uring changes in the objective category and be available from exist-

ing information. The unit of measurement should come as close to
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measuring actual mevement towards the specific goal as possible.

Remember the values and goals that preceeded the establishment of

the goals.

In the example above an appropriate unit of measurement would be the
"Number of Jobs." Other units of measurement are possible, but they

would not be as informative or reliable as the number of jobs.

After determining an appropriate unit of measurement for the objec- SITEP 4
DETERMINE

tive category a performance measure can be determined. The perform— FERFORMANCE
MEASURE

ance measure is the desired unit of change or state of accomplish-

ment in a given period of time, For illustrative purposes, the

performance measures |isted on the charts following have been
general ized somewhat by dropping out the specific performance and
tTime period desired. |In order to be useful a performance measure
must include:
I) the unit of measurement,
2) the desired change (expressed as a number or percent) or
state of accomplishment (expressed in nonquantifiable terms),

and

3) a specified time period.

On the first chart, the first performance measure reads, ''Change in
number of jobs within a specified distance (say 30 minutes)." To
make it fully satisfy the criteria above it should read "A 107 in-
crease by 1988 of the number of jobs within 30 minutes driving time

of our town."



STEP 5
SET
OBJECTIVE

Once the performance measure has been established the final step
in determining objectives is quite easy. The objective statement
is obtained by combining the objective category with the appropri-

ate performance measure.

In our example, the final objective statement would read "Increase

access to the number of jobs within 20 minutes driving time to
10%, before 1988."

The final objective should state what accomplishment is intended

and the performance measure appropriate to assess that accomplish-

ment.

It may be very useful fto begin the community inventory discussed
in Chapter IV at the same ftime. An investigation of the community
characteristics will help fo define the nature of objectives and
performance measures needed before the assessment of alternatives
and determination of need for further studies, can be determined.

(Chapter V)
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GOAL

CAT EGORY ECONOMIC ACTIVITY

Objective Category

Unit of Measure

Performance
Measure

Method of
Calculation

. Access to employment

Number of jobs

Change in number of jobs
within a specified

distance (say 30 minutes).

Count employees and job
vacancies in area.

2. Employment opportunity.

Number of jobs.

Number of jobs available
(by type) compared with
available labor force
(by type). -

Employment by type =

available jobs
labor force

3. Economic base (a)

Doflars per 1000 popu-
fation.

Change in the dollar

1000 population.

value of retail sales per

retail sales
city population

x 1000

4, Residents' income

Dol lars per capita.

Dol lars per household.

Change in per capita
income

Change in household
income

commun ity income
total population

commun ity |ncome
total number households

Unempioyment (b)

w1

T

People (by skill type).

Change in number people
of people without jobs

number employeed
labor force

j00 -
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GOAL

CAT EGORY HEALTH AND SAFETY

Objective Category

U‘nit of Measure

Performance
Measure

Method of
Calculation

I. Access to emergency
medical facilities

Miles, minutes

Amount of time/distance
To nearest emergency
medical facility

Make trial run fo the
nearest facility

2. Highway design

Number of accidents by
type

Number and type of acci-
dents occuring at a par-
ticular location in a
specified time period

Count number of acci-
dents in last year at
a particular location

3. Public transportation

Number of accidents by
type/time

Number of accidents (by
type) on a particular mode,
in a specified time
period

Number of accidents in
tast year.

4. Pollution

a) air

I. Amount of noxious gas
in the air (particu-
iates per miilion)

2. Frequency of iung
cancer

3. Number of eye allments-

I. Change in the amount
of noxious gas

2. Change in frequency of
lung cancer

3. Change in number of
eye ailments
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GOAL CATEGORY  HEALTH AND SAFETY
Objective Category Unit of Measure Performance Method of
Measure Calculation
Poltution {continued) [} BOD {} change in capabiiity

b) water

) noise/vibration

2) suspended solids

3) amounts of chemical
waste

of water to support
plant/animal life

2} change in clarity of

water
3) change in odors
perceived
decibel {(db) change in db level

5. Communicable disease

Number of cases reported

Change in cases reported,

g - # cases previous vr,
# cases this yr.

dren under | year per
{00 births

index (a) of v, T8, Hepatitus per percent change
{00 population
6. Infant mortality (a) Number of deaths of chil- | Change in number of # deaths < 100
- deaths per 100 births # births

{a)




fiow (b)

Local expendi tures {doHars%

revenues and expenditures

GOAL CATEGORY PUBLIC FINANCE

Objective Category Unit of Measure Performance Method of
Measure Calculation

I. Government fiscal Local revenues (dollars) Net change in flow of (revenues) - (operating

expenses and capital

costs amortized) = net

flow

2. Property valus

Assessed property value

(dollars)

Change in assessed prop-
erty value (%) from last
year to present

% change =

property value |ast year
property value this year

(&)
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GOAL

CATEGORY ocaL GOVERWENT

Objective Category

Unit of Measure

Performance
Measure

Method of
Calculation

I. Sense of community

a) participation in
voting {(a)

b} satisfaction with
tocal government

c) involvement with
local decision-
mak i ng

Percentage of eligible
voters participaing in
local elfection

Percentage of local voters
participating compared
with percentage of voter
participation in state/
national election

registered voters _ g
voter turnout

Percentage of voters
against incumbents

Percantage of voters
against incumbent vs,
voters for nearest
chal lenger

votes for

number of voters = % for

Number of pecople attendin
publ ic meetings

Change in attendance at
city council, county com-
missioner, school board
meetings

# people last meeting

# people this meeting

{a)




82-¢

GOAL

CATEGORY

SOCI AL

Objective Category

Unit of Measure

Performance
Measure

Method of
Calculation

I. Participation in
activities

a) among neighbors

b) in community
activities

Number of people conver-
sing, playing, eating
together.

Change in number of peoplef Count number of inter-

interacting in a specified
time and place

actions - compare two
time periods

Number of people attending]
community functions, i.e.,
basebal | games, picnics,
fund raising, etc.

Change in number of

Count number of partici-

people participating from{ pants at two different

one time period to
another

occasions - compare.

2. Housing conditions

a) vacancy rate (a)

b) median assessed
value (a)

c) supply relative to
demand (b)

Number of houses
unoccupied at a particular
time

Change in number of
unoccupied houses

# vacant & abandoned units

tota! # of housing unifts

assessed value (dollars)

Change in median assessed
value

total single family
home value

number of units

Number and type of housing
units in various price
classes

Change in number and type
of housing units relative

1 fo the demand, i.e.,

income class of community
residents

By price/income category:

Number houses costing
> 2.3 x _income fevel
Number people in
income class

(a)

(b)
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GOAL

CATEGORY sociaL

Objective Category

Unit of Measure

Performance
Measure

Method of
Calculation

3. Education level

a) expenditures

b) high school
graduates

Dol tars per pupil

Comparison of dollar
expenditure per pupil with
state average and other
communities

school| budget (dellars)
total pupils

Number with high school
diploma

Percentage of high school
graduates compared with
state average

Number of high school
graduates

total population over |8
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GOAL

CAT EGORY CUL TURAL

Objective Category

Unit of Measure

Performance
Measure

Method of
Calculation

. Access to cultural
events

Number of cuitural events

Change in number of events
occuring within 30 min,
of community, by type.

Count number of events
per year/month,

. Attendance at cultural
events

Number of people attending

Number of people afTend?ngj

as a percentage of
capacity crowd

°

g = # attending
capacity (#)




WORKSHEET 3. |

COMMUNITY LIKES AND DISLIKES

This worksheet has two categories (Likes and Dislikes) that you can use to
organize specific feelings you have about your community. In the l|ikes
category should go all the aspects of your community that you would like to

preserve. In the dislikes category, list ail of the aspects of your

community that you would like to see changed.

Likes Disl ikes

Name of interest group or individual




WORKSHEET 3.2

CATEGORIZATION OF COMMUNITY [SSUES

Group the various issues (disregard the "likes" and "dislikes" categorization
for now) under some list of issue categories. These categories might be the

following:

Economic issues:

Fiscal issues:

Health and Safety issues:

Local government issues:

Social iIssues:

Cultural issues:

Transportation issues:




WORKSHEET 3.5

SET PRELIMINARY GOALS

For each issue category set preliminary goals that might remedy the problem
or enhance the community characteristic you wish to preserve (Chapter 1V,

Section 21, has some suggestions concerning the development of alternatives.

Fconomic [ssues:

Fiscal issues:

Health and Safety issues:

Local government issues:

Social issues:

Cultural issues:

Transportation issues:




WORKSHEET 3.4

EXAMINE THE RELATIONSHIP AMONG GOALS

This time ignore the issue categories and try to answer the questions posed

on pages
somewhat.

1)

2)

3)

4)

3-16. This step should narrow the number of feasible goals =

Are any goals mutually exclusive? |[s there a way that these goals
may be restated so that they complement each other?

Are some goals means to achieving other goals? (these goals may be
used as objectives later) State the end goals.

Do some goals impese |Imitations on other goals? What are the
limitations? Should the limitations be observed or disregarded?

Are the goals stated in a way that is consistent with community
values? |f not, can they be restated?



WORKSHEET 3.5

RANKING PRELIMINARY GOALS

Rank the goals in order of their importance to the community.



WORKSHEET 3.6

FINAL GOALS STATEMENT

The final goals statement should include all the goals that the community
desires that appear to be feasible relative to each other. These goals may

be organized in categories as before or set up in a priority hierarchy.



Worksheet 3.7
Establishing Objectives

GOAL CATEGORY

Objective Category

Unit of Measure

Performance
Measure

Method of
Calculation




Worksheet 3.7
Establishing Objectives

GOAL CATEGORY

Objective Category

Unit

of

Measure

Performance
Measure

Method of
Calculation
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APPENDIX

COMMUNITY GOALS AND PUBLIC POLICY

INTRODUCT ION

Public policy set at higher levels of government often determines
which alternatives for achieving community goals are feasible. Small
towns may depend heavily on outside funding for local projects. Pub-

lic policy as voiced through legislative acts and agency regulations

affects the availability of funds for local projects. Local officials,

then, should be knowledgeable about public policy and its effects on
the funding of local projects.

This appendix identifies some federal programs which can help
small towns achieve their goals by providing funds for local projects;
the appendix also discusses some general requirements of federal pro-

grams. The appendix follows the outline below.

I. Federal Programs (discussed by areas of community goals)
A. Economic Development
B. Recreational Development
C. Community Development
IT. Program Requirements
A. Funding Arrangements
1. Grants
a. Revenue Sharing
b. Matching Funds
2. Loans
a. Government Loans
b. Loan Guarantees

FTTA-]



B. Agreement of Local Projects and Regional Goals
1. Regional Planning Councils
2. A-95 Review
3. Regionalization of Facilities
C. Environmental Protection
1. Environmental Impact Assessment
2. Environmental Quality and Growth PoTlicy
Further information on federal programs can be obtained from
the Catalogue of Federal Domestic Assistance published by the Govern-
ment Printing Office. It describes Federal programs, presents elibi-
bility criteria, and lists program requirements. Throughout the

appendix, CFDA (Section No.) will be used to reference full descrip-

tions of programs mentioned in this text.

FEDERAL PROGRAMS

Economic Development

The federal government has shown an interest in the economic
problems of rural areas. Under provisions of the Public Works and
Economic Development Act of 1965 the federal government has identi-
fied areas throughout the nation with lagging economic development.

These areas have been designated Economic Development Areas. Communi-

ties in these areas are eligible for economic development assistance.
Among the programs authorized under this Act are:
1. Grants and loans for the construction of community
facilities (CFDA, 11.300)
2. Loans for business development (CFDA, 11.301)
3. Planning grants (CFDA, 11.302)

4. Technical assistance (CFDA, 11.303)
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These programs are administered by the Economic Development Ad-
ministration of the Department of Commerce.

In addition, the Rural Development Act of 1972 provides for eco-

nomic development assistance to communities in rural areas throughout
the United States. Among programs authorized under this Act are:
1. Loans for the construction of community facilities
(CFDA, 10.423);
2. Grants for industrial development (CFDA, 10.424); and,

3. Loans for business and industrial development (CFDA,
10.422).

These programs are administered by the Farmers Home Administration of
the Department of Agriculture.

Small communities may want to form Community Development Organi-
zations to coordinate economic development efforts. Grants for these
organizations are available through the Community Services Administra-

tion. (See Community Economic Development Project, CFDA, 49.011.)

RECREATIONAL DEVELOPMENT

Residents of many small towns may wish to develop nearby recrea-
tional facilities to increase recreational and tourist activity in
their areas. Improved recreational potential may also make many towns
more attractive to new residents and to industry.

Several federal programs provide assistance to Tocal communities

for the development of recreational facilities. The Land and Water

Conservation Fund Act of 1965 established a fund for the planning and

construction of outdoor recreation facilities. Local governments may

apply through a designated State Outdoor Recreation Planning Agency
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(usually a branch of the State Parks Department) for grants from the
Bureau of Outdoor Recreation of the Department of the Interior.

These grants from the established fund under the 1965 Act can provide
up to 50% of the total costs of approved projects. (CFDA, 15.400)E

The Rural Development Act of 1972 provides for recreational

facility loans to farm and ranch owners. This program is adminis-
tered by the Farmers' Home Administration, Department of Agriculture.
(CFDA, 10.413)

Recreational facilities may be developed as part of broader pro-
grams of resource conservation or flood prevention. The Soil Con-
servation Service, Department of Agriculture, provides grants to
local governments and authorized agencies for recreational develop-
ment in conjunction with watershed protection and flood prevention
(CFDA, 10.904). The Farmers' Home Administration provides loans to
Tocal governments or agencies for resource conservation and develop-
ment. Recreational development is included as an allowed use for
these funds (CFDA, 10.414). 1In addition, Bureau of Reclamation and
the U. S. Army Corps reservoir projects usually include the develop-
ment of recreational facilities. |

Recreational development is a permitted use of surplus federal
land sold, leased, or transfered to Tocal governments and agencies.
The General Services Administration (CFDA, 39.002) and the Bureau of
Land Management, Department of the Interior (CFDA, 15.202) operate

programs which oversee transfers of surplus lands.
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COMMUNITY DEVELOPMENT

The quality of public services is vital for the weli-being of
small communities. Small towns may wish to improve housing, health
care, education, local streets and roads, utility systems, or water
and sewer systems as a major component in an overall program to raise
the quality of life in their communities. This has the dual benefit
of making life better for present residents and making the town more
attractive to new residents and businesses.

There are several federal programs which provide assistance to
Tocal communities in their efforts to improve community services:

1. Grants and loans for the construction of community

facilities, including transportation and traffic
control facilities (CFDA, 11.300).

2. Loans for the construction of community facilities
(CFDA, 10.423).

The table below summarizes other federal programs providing

community development assistance.

COMMUNITY; TYPE OF ADMINISTEPING CFDA
SERVICE ASSISTANCE AGENCY REFERENCE
Housing Loans/Loan Guarantees| FHA (Dept. of 10.407, 10.410,

tion

for repair & construc

Agriculture
-and-

Dept. of Housing
& Urban Develop-
ment

10.411, 10.415,
10.417, 10.420
14.108, 14.121
14.143, 14.144

Water/waste| Grants/Loans FHA 10.418
waster sys-
tems
Emergency |Grants Health Services ]13.284
Medical Administration
Services Dept. of Health,
Education & Wel-
fare
Fire Pra- 10.662
tection
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PROGRAM REQUIREMENTS

Federal grants under some programs impose an extensive set of
specific requirements which Tocal projects must satisfy. Federal
agencies are not likely to approve the grant applications of cities

which might not be able to fulfill requirements.

FUNDING ARRANGEMENTS
Grants

Revenue Sharing. Revenue sharing was conceived as a program

to ease federal regqulations on funds distributed to states and Tlo-

cal governments. Under general revenue sharing the federal govern-

ment returns a percentage of tax revenues to local governments to

spend as the local governments see fit. Under special revenue

sharing the monies are turned back to be spent for a specified pur-
pose. There are fewer requirements for these funds than for grants

to lTocal governments under non-revenue sharing programs.

Matching Funds. Other programs will require state and/or

local governments to bear a share of the project cost. These pro-

grams require matching funds. Sometimes a local share required

under one federal program may be provided by grants from a state

program or another federal program.

Loans
Some programs require repayment of the funds provided to Tocal
governments or individuals. In some programs a government agency

will Toan money to the local borrower and repayment will be made to
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the agency. These loans are known as government loans. In other pro-

grams the funds will be provided by and repayment made to a private
lender, but a government agency will insure repayment. These programs

involve loan guarantees.

AGREEMENT OF LOCAL PROJECTS AND REGIONAL GOALS

Regional Planning Council

One aspect of federal programs which will have a major influence on
small communities is the requirement that local projects advance re-
gional goals. 1In the Housing and Urban Development Act of 1265,
Congress authorized states to establish regional planning councils
and provided federal funds to finance regional planning. Each state
is divided into many regions with a centrally located regional council
for each area. These councils develop plans for their regions and
guide local projects (many of which are federally funded) toward

attainment of regional goals.

A-95 Review

OMB circular A-95, issued by the Office of Management and the
Budget, sets up a review and comment procedure for regional councils
to evaluate local grant applications. Regional councils review
local applications and send comments to the federal agency as to
each project's conformance with regional plans; the comments are
part of the application and are evaluated by the federal agency along
with all other relevant factors in approving or disapproving a

funding request.
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In practice, favorable comment by a regional council is helpful
to a local government in acquiring approval by federal agencies for
funding requests. The review and comment function can be expanded to
include co-operative planning. Local governments might seek the ad-
vice of a regional council prior to the actual filing of an applica-
tion to insure favorable comments.

Within the framework of present regional planning, local communi-
ties will likely have to cooperate with each other. Working within a
regional planning council, they can establish regional goals to insure
that every community's needs are given full consideration within a
regional context.

Cooperation between local governments and regional councils has
occasionally been difficult, however. The councils are made up of
elected officials from local governments within a region, and the
views of these officials may differ as to what would be a region's
goals. This is especially true if the communities within a region
are quite varied (such as in a region based on one urban community
with several much smaller surrounding communities). There may be
substantial differences between concerns of individual communities

and the best interests of the region.

Regionalization of Facilities

An out-growth of this emphasis on regional goals has been a fed-
eral policy to encourage regional facilities in such areas as health
care and water and sewage treatment. Regional councils generally sup-
port this policy in their A-95 review and comment functions. This new

direction in federal policy means that funds will not be readily
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available for small scale projects serving only one community. A
small town will be more successful in obtaining federal funds for
hospital construction if it cooperates with other communities in its
region with the same need. A regional facility at a central loca-
tion which serves the residents of several communities will more
likely be approved for federal funding than one facility serving

only one community.

Environmental Protection

The National Environmental Protection Act of 1968 requires an

environmental impact assessment of projects involving federal funds.
In addition, some states have passed similar legislation concerning
projects involving state funds. For example, a local project in-
volving federal funds in the construction of a highway interchange
will require an Environmental Impact Statement addressing issues of

environmental impact such as:

1. What will be the effect of an interchange
on local drainage patterns both during con-
struction and upon completion?

2. How much will the interchange increase
traffic volumes and noise levels in the
vicinity?

3. Will construction of the interchange affect
the visual quality of the area through the
destruction of trees or other natural fea-
tures?
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4. Will construction of the interchange affect the
social fabric of the area through the destruction
of historic landmarks, the destruction of home and
business sites, or creation of undesirable Tand use

changes?

Environmental Protection and Growth Policy

Federal efforts to protect the environment have also resulted

in proposed guidelines by the Environmental Protection Agency to

redirect growth away from areas with present pollution problems.

As a result, a community will need to examine pollution Tevels in

its own area to determine whether it can absorb pollution from further
industrial development and still stay within the federal guidelines.
Some small communities may find these policies a boost to their eco-
nomic development because industries may have to move away from

"dirty" cities to "clean" rural areas.
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