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In the U.S., motor vehicle crashes are the single greatest cause of fatalities for children three and older?
Across the country, highway safety officials and child safety advocates have recognized the need to boost ef-
forts at increasing the proper use of occupant protection for children (OPC). The challenge is to do this under
difficult circumstances where competing issues take higher priority, staff resources are limited or nonexistent,
the need is not always considered a priority among policy makers, and funding for OPC is hard to come by.

To meet this challenge, State Farm Insurance Company has teamed with the Governors Highway Safety
Association (GHSA) to provide resources, including the development of this “Guide to Occupant Protection
for Children”, in support of a comprehensive and balanced approach to improving OPC. This guide follows
previously developed comprehensive guidelines and an assessment tool for OPC. The guidelines create a
standard for an ideal OPC program. The assessment tool provides a mechanism for state highway safety
offices to review all aspects of their OPC program and help focus resources where they are most needed.

This ongoing development for OPC recognizes that the historical focus of state and community programs for
children has been infants, toddlers and children four years of age and under. The expansion of booster seat
programs and booster seat legislation has expanded the focus on children up to approximately the age of
eight. This continues to leave a substantial gap for children who fall between a booster seat program and
traditional driver education programs — those children between approximately age eight and 16.

This guide complements available resources to assist state and/or community programs provide a com-
prehensive approach to occupant protection for children, particularly among those between eight and 16.
The guide represents the next step toward a stronger, data-driven and research-based program. It provides
examples of various program components that can be replicated and localized in other parts of the country.

A comprehensive program is multi-faceted and complex. There are excellent resources available for
child passenger safety programs in support of car seat and booster seat use. Therefore, covering all
components of a comprehensive program is beyond the scope of this guide. Based on the responses
to a nationwide questionnaire sent to highway safety officials and child passenger safety advocates,
this guide focuses primarily on establishing a strategic and comprehensive approach to OPC. Plus, it
provides information and resources particularly for the top five priority areas for which the respondents
requested additional information:

® programs for “tweens’,

e funding and resources,

* marketing strategies,

* data and evaluation, and
* Jaw enforcement.

Each of these areas makes its own unique demands on commitment, creativity, communication, and
cooperation. The projects selected for inclusion in this guide are intended to serve as examples only,
in order to illustrate one or more of these essential ingredients. They provide “real world” examples of
what can be accomplished when people come together to achieve a common goal — reducing injuries
and saving children’s lives.

* “Traffic Safety Facts,” National Highway Traffic Safety Administration, January 2006, p. 1.

EXECUTIVE SUMMARY | vii



viii

PROJECT METHODOLOGY

Several steps were taken to ensure that this guide would be both useful and practical.

An advisory team (Appendix A) of governors’ highway safety representatives, child safety advocates,
State Farm project managers, a National Highway Traffic Safety Administration representative, and
the Governors Highway Safety Association executive director provided project oversight.

“Occupant Protection for Children Assessment Reports” from eight states - Indiana, Michigan, Mis-
souri, Montana, Ohio, Pennsylvania, Utah, and Virginia — were reviewed and analyzed for state and
local activities and comprehensive program components.

A very brief questionnaire (Appendix B) was distributed to state highway safety offices; 58 were
returned electronically from state highway safety offices, local child passenger safety (CPS) coordina-
tors, program managers, and advocates. First, respondents were asked to give their opinion as to
the priority of OPC program components. Responses to this question indicated that, for the most
part, all components were considered almost equally important.

Respondents were also asked to indicate what they considered to be the most significant gaps

in their state programs. What respondents considered as gaps were generally not the same as
their priorities. However, “funding” ranked consistently high on both lists and “data needs” ranked
relatively low on both lists. A significant divergence in responses, such that the same items ended
up on both ends of the ranking spectrum, resulted in only a couple of ranking points separating the
“high” from “low” priorities and gaps.

The third question for questionnaire respondents asked for the top three program components
of OPC for which they would like to receive more information. Because this was a “write-in”
question, answers varied considerably. In order of the number of responses per item, the top
five responses were:

1) Programs for “tweens”
2) Funding and resources
3) Marketing strategies
4) Data and evaluation

5) Law enforcement

Contact information for persons conducting OPC activities was also obtained from the questionnaire.
Information regarding the activities in the guide comes primarily from these sources, supplemented
by internet searches and queries to traffic safety experts at the federal, state, and local levels.

PROJECT METHODOLOGY



OVERVIEW OF A COMPREHENSIVE OPC PROGRAM

INTRODUCTION
Current national guidelines for conducting an “Occupant Protection for Children (OPC) Assessment” call
for a state to review its overall program in the following categories:

* Management and leadership

e Data

* Evaluation

e Training

e Child restraint inspection and distribution program
® |egislation/regulation/policy

e Law enforcement

® Public information and education

e Community programs

As part of the development of this manual, a thorough review of eight current “State OPC Assessment
Reports” was conducted. This review revealed that, when viewed from the community perspective,
additional priorities exist. A comprehensive state or local OPC program would address model program
elements within at least the following nine critical areas:

Leadership and management
. Planning and administration
. Data and evaluation
. Training
. Child restraint inspection and distribution
. Legislation, regulation and policy
Law enforcement
. Public information and education
. Funding and resources

© 00 N O O &~ WN P

(See Appendix C for a detailed listing of “OPC Model Program Elements” derived from the “State OPC
Assessment Reports.”)

A questionnaire survey was also conducted as part of the development of this manual. The survey
results indicate strong interest in two additional OPC areas: tween programs (activities for children in
middle school or junior high) and marketing strategies/outreach.

Therefore, to be as comprehensive as possible, this manual covers a total of 10 OPC areas — eight of
the nine critical areas as listed above (excluding “child restraint inspection and distribution”), plus tween
programs and marketing strategies/outreach. This manual is not intended to specifically cover child
restraint programs; there is already a significant body of work on this topic. Child restraint programs are
fully discussed in other documents available from the National Highway Traffic Safety Administration,
state highway safety offices, or other child passenger safety advocacy groups (several of which also
address the needs of older children), and these are referenced in the Resources section of this manual.

EXISTING STRENGTHS AND WEAKNESSES

Existing state and local programs and activities throughout the country illustrate both significant
strengths and weaknesses/challenges in each of the nine critical areas. The following table briefly

I. OVERVIEW OF A COMPREHENSIVE OPC PROGRAM
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OVERVIEW OF A COMPREHENSIVE OPC PROGRAM

highlights those strengths and weaknesses. The list of model program elements (Appendix C) and the
following table of strengths and weaknesses can be used either separately or together to self-evaluate
programs to determine where voids may exist.

TABLE 1: STRENGTHS AND WEAKNESSES IN OPC PROGRAMS

CRITICAL AREA

STRENGTHS

WEAKNESSES/CHALLENGES

Leadership /

e States have OPC leadership

* An established focal point generally ex-

administration

activities for media and law enforce-
ment, particularly during “Click It or
Ticket” mobilizations.

e Goals and objectives are shared
across agencies and organizations.

management capabilities and skills. ists for child passenger safety (ages 0-4),
e Advisory and coordinating commit-| but often does not exist for older children.
tees are common. ® Top level political or administrative sup-
e Many states and locales hold port is relatively low for programs reaching
periodic conferences or meetings, children from age five to 16.
and support attendance at national
conferences.

Planning / * OPC is incorporated into planned e Children ages five to 16 are not included

in planning processes, or are secondary to
other priorities.

* Needs assessments are seldom
conducted.

® Resource allocation may be determined
as much or more by demand as by need.

law enforcement, first responders,
and others are generally available
for child passenger safety.

Data / ® Reporting of car seat use, ® Observational surveys are not routine
evaluation misuse and distribution is generally | and seldom identify usage for children
consistent and uniform. from age five to 16.
e Changes in child restraint use ® Programs and activities are not
and fatalities and injuries among frequently evaluated.
children age 0-4 are usually tracked. | e |nvestment is low in surveys of
attitude and/or knowledge.
® Relevant but secondary data, such as
socio-economic information and youth
behavior surveys, may not be readily
available or shared among agencies.
Training ¢ Training courses for technicians, ¢ Training courses by or for educators

to reach the five to 16 age group are not
readily available.

Child restraint
inspection /
distribution

® Programs frequently focus on
families and children in need, based
on poverty level or other criteria.

¢ Bilingual educators and CPS
technicians are often available
where needed.

® Resources continue to fall short of

the need for restraints and educators.

e Fitting stations, restraints,

technicians, and other resources may not
be available where the needs

are greatest.

2 | |. OVERVIEW OF A COMPREHENSIVE OPC PROGRAM



Legislation / ¢ Hospitals often have discharge e State legislation is complex within a
regulation / policies that require infants and state, varies greatly from state to state,
policy young children to be transported in has numerous gaps, and includes a
appropriate child restraints. mixture of primary and secondary enforce-
ment provisions.
* Fines and penalties are not always
sufficient to serve as a deterrent.
Law ® Agencies actively participate in ® Agencies do not always provide routine,
enforcement established mobilizations. year-round enforcement.
* Law enforcement officers serve as | ® Agency enforcement may be limited
CPS technicians, give presentations, | to what grant funds provide.
and provide visible support during e Law enforcement does not always follow
media events. a consistent zero-tolerance policy.
Public * Media and materials are available | e Materials and messages targeting older
information / in many languages, particularly in children are not readily available.
education Spanish but also in Vietnamese, * Marketing to older children is perceived
Chinese and others, to serve diverse| tg pe challenging, a significant invest-
populations. ment, and lower in priority than
e Communications usually include a | the O — 4 age group.
strong enforcement message.
e Campaigns are frequently
multi-media, incorporating radio,
TV, print, and internet communica-
tions.
Funding / e Partnerships combine resources to| e Self-sufficiency is hard to achieve;
resources enhance activities. projects often remain dependent on grant
funds.
Tween ¢ Existing pilot projects show ® There are numerous barriers to working
programs significant potential for success and | with schools and reaching tweens, so
provide exemplary ways to reach the | programs tend to skip this important
tween age groups. population.
Marketing strate{ e Generally, network systems for e Marketing and outreach is minimal
gies / outreach | child passenger safety are extensive | or nonexistent for children past the car
and well-trained. safety seat age (approx. age five) and
up to the point a student enters driver
education (ages 15-16).

The absence of a comprehensive, cohesive and strategic approach to OPC is evident from the extent
of the weaknesses found throughout the country. There are several significant reasons for the current
absence of extensive, comprehensive OPC programs.

First, data are not uniformly or readily available to support activities for older children. Crash data largely
focus on drivers. Passenger data are less available, and their validity is sometimes suspect. Observation
survey data seldom break out usage for children who have reached the age and size where child restraint

use is no longer required.

I. OVERVIEW OF A COMPREHENSIVE OPC PROGRAM
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OVERVIEW OF A COMPREHENSIVE OPC PROGRAM

Second, older children do not have a strong, well-formed constituency enjoyed by children of car seat
age. Child passenger safety advocates often focus their efforts on the 0-4 age group. Booster seat
legislation and programs have become more prevalent. Past the booster seat age, programs and
advocates drop significantly.

Third, it has become increasingly difficult to work within school systems, a primary outlet to reach older
children. Testing, evaluation and demands to meet state and federal goals and standards have meant
that greater creativity is needed to incorporate any traffic safety efforts into a busy school day. Other
outlets, such as youth programs, after-school-activities, and community centers, often have to be tapped
when access to children through the schools is not possible.

Fourth and most importantly, resources gravitate to those areas where political will considers there are
problems in need of solving. Some resources are dedicated by policy makers before they ever reach
program administrators. Perception of a problem with OPC for older children does not appear to be high
at this point in time. Focus and expectations, therefore, are relatively low.

Despite these and other barriers, coordinators, managers, and child safety advocates have shown that

where there is a will, there is a way. Examples of programs and activities that show many different ways
to make progress in OPC are included in the following chapters.

|. OVERVIEW OF A COMPREHENSIVE OPC PROGRAM



LEADERSHIP AND MANAGEMENT

INTRODUCTION
Great necessities call forth great leaders. — Abigail Adams, First Lady

Step one in developing a comprehensive occupant protection program for children is to have the
commitment of leadership with a vision of a program that can succeed. As one respondent to the OPC
questionnaire commented, “If you have leadership, everything else will follow.”

So how does one obtain this commitment? First and foremost is to be a leader oneself. Leadership
can begin anywhere with anyone. While it is certainly helpful to have the leadership and visibility of the
Governor, the Governor’s Highway Safety Representative, or other top officials, it is neither a require-
ment nor prerequisite in order to have a successful OPC program.

Over 20 years ago, Warren Bennis?, the well-known leadership author and researcher, described five
common myths about leaders. Even though these myths have been debunked, they are still somewhat
believed today.

Myth 1: Leadership is a rare skill. Truth: Anyone can be a leader. Leaders can rise to a particular
occasion, and leaders can be found at any level of an organization.

Myth 2: Leaders are born, not made. Truth: This myth is an historical one that helped to keep
kings in power in the Middle Ages. The “self-made” man or woman who has risen from
poverty and obscurity to world renown discredits this myth.

Myth 3: Leaders are charismatic. Truth: Ambition, purpose, intelligence and commitment may each
be more important to leadership than charisma.

Myth 4: Leadership exists only at the top of an organization. Truth: Leadership is needed
throughout an organization to achieve the organization’s goals.

Myth 5: The leader controls, directs, prods, manipulates. Truth: Leaders empower others.

Bennis also presented four strategies for achieving leadership: I. Attention through vision, Il. Meaning
through communication, lll. Trust through positioning, and IV. The deployment of self. Simply put, these
strategies for OPC would be:

I. Creating a picture of the OPC in the state or community, including goals and objectives,
such as “a fatality and injury free school year for middle school children.”

II. Communicating what this new world would look like through words and images, e.g.,
children happily buckled up in the back seat.

IIl. Staying committed to the goal despite setbacks or obstacles, otherwise known as “stay
the course.” This commitment includes admitting to and taking responsibility for mistakes,
believing in what you are doing, and having an enthusiasm that is contagious and won'’t quit.

IV. Sticking your neck out and being willing to go where few people have gone before. In most
areas around the country, conducting an OPC program will be a new venture. This means
plowing new ground and breaking some rocks in the process.

THE DIFFERENCE BETWEEN LEADERSHIP AND MANAGEMENT
It may be difficult to distinguish between leadership and management, but it is important to know and
understand the difference. A leader is the “big-picture” person who may or may not be a

2 Bennis, Warren and Burt Nanus. Leaders: The Strategies for Taking Charge. Harper & Row, New York. 1985.

Il. LEADERSHIP AND MANAGEMENT
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LEADERSHIP AND MANAGEMENT

good manager as well. Good management takes the vision and turns it into reality. Here are a few
examples:

e Good leadership will find, fight for, and allocate the resources needed to support an OPC
program. The leader will decide that OPC has value and worth. Good management will
ensure those resources are used efficiently and effectively.

* Good leadership will rally people around and gain their support to achieve the OPC goals.
Good management will tap into the skills that people bring to the effort, and ensure that
everyone has a place in the venture.

® Good leadership will recognize and reward success. Good management will ensure that
success is measurable and measured.

MANAGING AN OPC PROGRAM

Historically, management has been variously described by function, approach, results, and/or
activities. Regardless of the preferred definition, there are basically two areas in any program,
including OPC, which must be managed: people and resources.

MANAGING PEOPLE. Perhaps more than any other type of traffic safety program, OPC is dependent upon
volunteers. While there is often a perception that volunteers are significantly different from paid staff, the
reality is that they are managed in much the same way. Like paid staff, volunteers need to know what
their jobs are and the expectations for their work. Job descriptions should be written and provided to

volunteers to establish responsibilities and define expectations. Like staff, volunteers need to be trained to
perform the needed task(s). Volunteers perform all kinds of tasks, including highly skilled and management
functions. Volunteers need to be recognized, and outstanding work should be appropriately rewarded.
Scheduling of volunteers may require more work than regular staff; still, the use of volunteers expands the
potential of any program in multiple ways. And, in a worst case scenario, a non-productive volunteer can be
replaced, certainly much easier than a hired staff member.

MANAGING RESOURCES. Time, money, equipment and supplies are all necessary resources to imple-
ment a successful OPC program. While a governing board or advisory committee might help, the
management of resources calls for good decision-making skills. What activities will be most effective?
What level of investment should be made in materials? What staffing will be needed? Where are the
obstacles, and how will they be overcome?

Making the difficult decisions required to answer these questions may feel like comparing apples and
oranges. But to be both efficient and effective, difficult choices are needed.

There are numerous decision-making management tools available to help in this regard. They range
from highly complex computer models specifically developed for making resource allocation decisions,
to simple paper and pencil exercises that can assist in making a decision.

One option is a process referred to as “benchmarking.” Benchmarking entails researching similar situations
and comparing them to each other as well as to the particular decision to be made. For example, if you were
implementing a tweens program, benchmarking existing pilot programs could assist you in determining needed
staff, estimated budgets, time frame, problems encountered, and measurement of results. This approach is
appropriate for fairly large decision making in which significant resources are involved.

Similar to benchmarking is the “Delphi” or a modified Delphi technique in which a question is posed
among select experts, answers are collected, and then the responses are weighed as to what may be the

Il. LEADERSHIP AND MANAGEMENT



most useful answer. This technique may include discussion among the select participants. This technique
works well for a single but very complex question for which there is no “right” answer. Participants should
be carefully chosen for their expertise, plus their willingness and ability to participate.

Force-field analysis (Kurt Lewin 1947)% is a technique that can assist a manager in moving forward
through obstacles. This approach looks at those elements in the environment which are serving as
barriers to success, as well as elements that are conducive to change. This technique can be done by
an individual, but is best done as a group to create the ideas for reducing barriers and increasing those
elements which support change. An example of force field analysis is outlined below for determining
whether to implement a tween program.

TABLE 2: EXAMPLE OF FORCE FIELD ANALYSIS FOR A TWEEN PROGRAM

FORCES FOR  FORCES AGAINST

Tweens are underrepresented in the Data is not available for tweens.
OPC program.

> €

There is a large population of tweens. Schools don’t want intrusion.
Funds are available to include tweens. Few model programs exist.

> €

Note: In this scenario, the lengths of the lines represent the strength of the “force” for or against a tween
program. Strategies would potentially include:

1) collecting data on tweens;

2) finding a champion in the schools;

3) implementing a pilot program before embarking on more extensive investment.

A decision tree is another decision-making tool; it is a method to help determine the best option among
several courses of action. A decision tree starts with a question at the base, and then branches out
toward various options or approaches for addressing that question. Numeric values (e.g., cost, time or
value) are attached to the various branches, which can then be “pruned” with the higher cost branches
cut and the higher value branches retained for further consideration.

Less complicated decisions can be made with the assistance of a simple chart of pros and cons or a
review of advantages and disadvantages. For example, if the decision is between using Brittany Spears
or the Chief of Police as spokesperson for teen occupant protection, the choice of the Chief becomes
obvious when considering three basic factors: price, availability and credibility.

The Internet is a tremendous source for different tools such as these. Some sites to consider searching are:
http://www.mindtools.com/

http://creatingminds.org/index.htm
http://www.managementhelp.org/prsn_prd/decision.htm

3 http://www.mindtools.com/pages/article/new TED_06.htm

Il. LEADERSHIP AND MANAGEMENT
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PLANNING AND ADMINISTRATION

INTRODUCTION

Our plans miscarry because they have no aim. When a man does not know what harbor he is making
for, no wind is the right wind. - Seneca the Younger, Roman statesman

Immediate demands (today’s meeting, tomorrow’s press conference, next month’s mobilization, this
year’s annual report) tend to push long-range traffic safety planning off the schedule. This problem is
particularly evident in the absence of OPC data, analysis, planning, and programs. Nature abhors a
vacuum, however; and something will attempt to fill that void. Doing something is thought to be better
than doing nothing. Unfortunately, that “something” may be more effort in areas that need it less,
investment in projects that “feel good” but are difficult to measure, or busy-work activities that garner
attention but don’t achieve the desired results.

Luckily, basic and easy steps can be taken to avoid these pitfalls and achieve positive outcomes:

1 Recognize that a lack of planning is a problem and therefore, by definition, worth the
investment of resources to improve planning efforts,

2. Identify and implement available planning tools, such as strategic planning and state OPC
assessments. A simple, easy and flexible OPC Strategic Plan template, which can be used at
the state level or adapted to the local level, is included in this manual in Appendix E.

3. Incorporate OPC into the state’s highway safety planning processes. Does a Request for
Proposals process include identification and implementation of OPC projects?

4. Convene an OPC advisory group to assist in overcoming barriers and identifying OPC opportunities.

5. Document successes and failures, and share these experiences throughout the education,
injury prevention and traffic safety communities.

A PLANNING PROCESS FOR OPC
The steps of a planning process for OPC are basically the same as they would be for any other traffic
safety program area:

1) Collect and analyze the data to define the problem.

2) Develop and select alternatives to address the problem.
3) Implement the selected alternatives.

4) Evaluate the results of the alternatives selected.

5) Adjust or continue as indicated by evaluation results.

This approach is often described as “Ready, aim, fire!”

Unfortunately, planning for OPC is handicapped from the beginning. Data are unavailable or difficult to come by.
This issue is discussed further in the section on Data and Evaluation.

An alternative to the traditional “Ready, aim, fire!” approach is “Aim, fire, ready!” This approach starts with
selecting various approaches, based on what limited data are available and what is already known about the
development of successful traffic safety programs. Starting with Step 2 of a traditional planning process is
accepted and legjtimate; it is commonly known as a “pilot” project.

The “aim” step of this process is targeting the audience and selecting the geographic area in which to work. Se-

lecting a community where there are already successful OP activities is one option. This indicates that there may
already be resources that can be leveraged to expand to other age groups. Another option is looking at other
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risky behaviors for which there is data (such as injury involvement, school drop-out rate) and aiming a
program toward at-risk students or piggy-backing on other health, safety and injury prevention efforts.

The “fire” step of the process is implementing the pilot project. At the state level, this step might
include incorporating the target audience and geographic area into the existing planning process for
the Highway Safety Plan. It may also include the issuance of a request for information (RFI) or a request
for proposals (RFP) to help generate options for pilot program activities. At the local level, this step may
include expanding existing activities into additional grade levels or instituting a mentoring program in
which older teens work with younger children. It could also mean ensuring that occupant protection for
children is addressed in existing safety presentations, school activities and announcements, Buckle-up
Month projects, and media campaigns.

The “ready” step in the pilot project approach constitutes the evaluation stage. The simple question to
be answered is: Did you hit your target? Data evaluation options for a pilot program are similar to those
used in a traditional process as discussed in the section on Data and Evaluation. Under a pilot project,
however, the need for evaluation is even higher, and significant consideration should be made as to
what evaluation methods will be used. Because the initial justification for the project is less defined
under a pilot project, it is not sufficient to know whether or not it was successful. It is also important

to know why activities were or were not successful and, if it can be determined, how the interaction or
combination of activities led to the final results.

OPC LEVELS OF SERVICE
Another important planning approach for OPC is to start with establishing and analyzing “level
of service”.

Typically, states provide services in areas where resources are most easily obtained and distributed. Areas with
populations in greatest need, however, are also frequently the most difficult to reach. For example, the “colonia”
communities within the four states along the U.S./Mexico border are difficult to reach due to a variety of issues.
Physically, they are hard to reach because roads are substandard or nonexistent. Culturally, these communities
are isolated and tend to be cautious of outsiders. Linguistically, they are difficult to reach because much of the
population has low reading skills, and many may have no English proficiency. As a result, services are difficult

to obtain where they may be most critical; and, conversely, resources may be most readily available where they
may be least needed. In this case, a needs-based, “levels of service” approach becomes important to determine
where resources are most needed, potentially requiring a difficult reallocation of resources so appropriate
populations are adequately served.

An OPC “levels of service” approach takes various components of a program and establishes specific,
measurable benchmarks for different levels of service as a way to measure whether a program might be
below minimum, meeting, or exceeding what is expected or hoped for. This approach is consistent with a
“performance-based” analysis. Under a performance-based system, a “‘component” may be considered as a
performance measure.

A proposed recommendation specifically for levels of service, entitled “OPC Program Recommended Levels of
Service, Children from Birth up to Four Years,” for child restraints was developed as part of the development

of the national “OPC Assessment Guidelines.” (See Table 3 below.) This table represents an example of how
different components of a program can be reviewed, analyzed, and categorized to determine the extent to
which needed service is being distributed to the population. Table 3 outlines three possible levels of service
- basic, intermediate and comprehensive — for a statewide child passenger safety (CPS) program. These
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are measured against four different components regarding child restraints. Measurement against more
than three levels of service can be developed if a finer or more detailed analysis is desired. For example,
categories such as “unacceptable,” “minimum,” “average,” “above average,” and “maximum” would
establish five instead of three levels. A community, if sufficiently large, could be measured against these

levels of service, or levels of service categories can be developed specifically for a community.

TABLE 3: OPC PROGRAM RECOMMENDED LEVELS OF SERVICE —
CHILDREN FROM BIRTH THROUGH FOUR YEARS

COMPONENT

1 Inspection Stations
per child

Basic

One station per 10,000
children

Intermediate

One station per
5,000 children

Comprehensive

One station per
2,500 children

2. Technician hours per
child

One technician hour
per 180 children

One technician hour
per 90 children

1 technician hour per 12
children

3. Restraint inspections
per child

One inspection per
60 children

One inspection per
30 children

One inspection per
4 children

4. Child restraint use
and misuse data

Some use rate data
statewide

Some use and misuse
data statewide

Use and misuse data
statewide and in key
regions of the state

A similar approach to analyzing levels of service for programs for older children beyond the child re-
straint years would focus more on education, enforcement, and evaluation. An example of this approach

is outlined in Table 4.

TABLE 4: EXAMPLE OF POSSIBLE LEVELS OF SERVICE FOR AN OPC PROGRAM —
CHILDREN FROM FIVE TO 16

COMPONENT

1 Educational session
per child (example:
school assembly or

presentation)

Basic

One classroom hour per
child per year

Intermediate

Five classroom hours
(i.e., once a day for
one week) per child

per year

Comprehensive

Extended, quarter or
semester-long sessions
per year

2. Activity session per
child (example: make a

One activity per
child per year

One extended,
month-long activity per

One extended, quarter
or semester-long activity

mobilizations

poster or write year (example: belt use per year
a story) contest)
3. Enforcement of Warnings routinely Citations Citations routinely
OPC laws issued; citations issued routinely issued and safety belt
during publicized issued checkpoints conducted

4. Program evaluation
for target audience(s)

One self-reported use
rate per year

Pre and post self-
reported use rate
per year

Pre and post observed
use rate per year
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Additionally, levels of service can help to measure success in addressing two critical decision points

in OPC. These critical decision points occur between the ages of four and eight. The first is the point at
which to transition the child into a booster seat. The second is when to transition the child into a safety
belt. A potential service component (or performance measure) in this regard can be the distribution of
information regarding booster seats to safety belts. The booster to belt question can be answered by
website information (measured by website hits per population), presentations (measured by number
of presentations given per target audience members), or handout material (measured by number of
handouts distributed per target audience members), such as the handout example below:

Example: Boosters to Belts Handout

Source: Kansas Safety Belt Education Office, Kansas Department of Transportation, www.ksdot.org

PLANNING TOOLS
There are several planning tools available which range from the simple to computerized and
highly complex.

The Program Evaluation and Review Technique (PERT)* is intended for large and complex projects in
which many activities occur simultaneously, others can occur only after other steps, and activities are
interdependent. Milestones are determined by the planner, and activities are logically sequenced to
determine how long the project as a whole will take. An OPC project during Buckle-up Month, for ex-
ample, must be coordinated with media, enforcement and other educational efforts so that all coincide
appropriately. (Detailed description and examples of PERT can be found at:
http://en.wikipedia.org/wiki/PERT )

A common planning tool for simpler activities is the Gannt chart®, which has been in use for almost 100
years. The chart is named after its originator, Henry Gannt. At its simplest, a Gannt chart is a table with
rows and columns. The rows are the activities to be completed and the columns are the weeks, months,
or quarters in which the activities are to occur. Gannt charts can be enhanced with color or other
formatting techniques to highlight high priorities, activities which go together, or to differentiate who

is responsible for an activity. A Gannt chart can use lines, x’s, or horizontal bars. If horizontal bars are
used, they bars can be filled in as activities are completed. Below is a sample GANNT chart that can be
used to plan OPC activities during a federal fiscal year.

4 http://www.netmba.com/operations/project/pert/

5 http://www.gannt-chart.com/gnIndex.asp
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TABLE 5: SAMPLE GANNT CHART

Activity

File reports X X X X X X X X X X X X

Tools such as these are computerized and available online. Some are free and some are incorporated
in highly sophisticated, sometimes expensive, project management software. As shown by the table
above, however, planning tools can be easily developed and used with basic, standard software such as
Microsoft Word © or Excel ©.

ADMINISTERING AN OPC PROGRAM

In addition to their use in planning, another major advantage of planning tools is their potential to help
administer projects. For example, by tracking activities within a tool such as the Gannt chart above, a
project manager can easily tell whether things are on-track or getting seriously behind.

The timeline for various activities is certainly not the only item to be monitored, however. Appropriate
and necessary administration of an OPC program would also include monitoring progress and expendi-
tures for some or all of the following program components:

I. Personnel
a. Project director
b. Coordinator
c. Administrative staff member(s)
d. Volunteers
Il. Travel
a. Mileage
b. Meals
c. Public transportation (e.g., taxis, airfare)
d. Lodging
IIl. Equipment
IV. Supplies (e.g., office supplies, materials)
V. Subcontracts (e.g., consultant services, printing, media services)
VI. Indirect costs (e.g., office space, utilities, expressed as a percent of total other, direct costs)

While managing a budget may be the most critical activity for administering an OPC program, there are
other important administrative functions which deserve time and energy. Some of these include:

e Administration of processes to procure goods or services. If processes are not already
in place, then good administration requires that these processes be defined to provide fair
and open competition where possible and ensure that the results of the process provide for
best price or best value.

e Administration of human resources processes that include appropriate mechanisms for hiring,
firing, discipline and recognition.
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Administrative processes of volunteer services that protect the volunteers as well as

the organization for which they are volunteering.

Security measures that protect employee information, access to computers and files, etc.
Approval processes such that there are sufficient checks and balances in place to protect
the program against errors or more serious problems.

Administrative processes that provide for organization and retention of documents

and information.

For an OPC program, some examples of these processes are:

An activity book for 8—10-year- olds is to be produced for the OPC program. Three designers
are requested to submit estimated price and material samples for consideration. The
procurement process allows for “best value,” so the procurement process includes presenting
the sample materials to a group of 8-10-year-olds, a group of parents, and a group of
teachers. Even though artist “B” has the second highest price, “B” is selected on the basis
that the materials from artist “B” were overwhelmingly selected as the most acceptable by

all three groups.

Volunteers have been asked to conduct observation surveys of safety belt use at three middle
schools. Procedures are written which describe how long the volunteers should observe,
where they should be located in order to be safe and still be able to observe, and how they
should document their observations. Only those volunteers who sign the procedures and
agree to abide by them are permitted to conduct the surveys.

Volunteers occasionally assist<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>