SYSTEM / VICTIM FOCUS 

INSTRUCTOR GUIDE
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	LESSON OBJECTIVES
	LEVEL

	A. Define Victim Focus
	Comprehension

	B. Process for Blaming the victims
	

	C. Describe Factors that Promote Blaming the Victim
	Knowledge

	D. Methods to Prevent Victim Focus
	


lesson Focus

The lesson covers two concepts of victim and system focus as methods to organizational problem solving.  Gain understanding into victim focus; focus on symptoms of problems while system focus focuses on causes.  Realize it is imperative for leaders to be dual focused; that is to eliminate discrimination by focusing on causes as well as symptoms.  Recall key terms. Be able to discuss the process of blaming the victim and explain why the system rarely gets blamed.  

Student Contributions

Take notes and ask questions to clarify material discussed in the lecture.  Demonstrate an understanding of material through participation in an exercise that will show system and victim focus works in military, societal and organization settings.
Instructional Method

Lecture (1Hr) 

Practical Exercise: Somewhere in the USA 

LEAD IN:  System focus and victim focus are problem-solving concepts we don’t normally think about, at least, not openly or knowingly.  However, they play a part in many of the events we observe or even participate in frequently.  They involve how we form conclusions about specific problems that arise.  Victim focus tends to see people as the cause of the problem they may find themselves in, rather than as the victims of those situations.  What we are going to discuss in this block of instruction will provide you with an insight into these two concepts which will allow you to view events in a different light, or from a different perspective than you have up until now.  As EORs, one of your roles will be to select the best method possible to solve problems.  Understanding these concepts will clarify some issues for you in the problem solving process.

PART I.

VICTIM FOCUS
(SHOW PPT SLIDE #3)
	VICTIM FOCUS

· Reactive problem-solving

· Sees victim as the cause

· Focuses on ‘fixing’ the victim

· Narrow approach to problem-solving


1.  VICTIM FOCUS.  Victim focus is a reactive problem-solving approach, which narrowly defines social problems in terms of the victims.  It sees the victim as the cause of the problems, and focuses on how we can fix the victims and integrate them back into the system.  In other words, there is sometimes a tendency to “blame the victim” rather than looking at the entire picture to determine exactly what the problem is.

(SHOW PPT SLIDE #4)               (The following ppt is set-up to transition bullets)

	STEPS IN THE PROCESS OF BLAMING THE VICTIM

· Identify a social problem

· Study those affected and how they are different

· Define the differences as the cause

· Assign someone to correct the differences


2.  STEPS IN BLAMING THE VICTIM.  The following scenario highlights the process, which leads to the “blaming the victim” phenomenon:

(Next Bullet)   


a.  Identify a social problem.  There was an installation in Europe where trend studies discovered that while minorities comprised only approximately 12 percent of the total population, they nonetheless received approximately 33 percent of all UCMJ actions in the command.  The people conducting the study concluded this was disproportionate and identified it as a social problem of discrimination against minorities in this command.

(Next Bullet)   


b.  Study those affected and determine how they are different.  So, the command looked into the UCMJ statistics and found minorities were being punished for various subjective offenses.  They were being punished for things that might involve a judgment call on the part of the commander responsible for administering the punishment, such as being late for formation or showing disrespect.  The majority members, however, were being punished for very objective offenses, such as drug use, DUIs, or other charges that required no “judgment call” from the commander.  Those conducting the study concluded minorities came from culturally deprived backgrounds; therefore, they had a lack of self-discipline and a lack of respect for standards and authority. These factors were the reason for their receiving UCMJ for these types of offenses.

(Next Bullet)   


c.  Define the differences as the cause.  The conclusion was the “shortcomings” the minorities suffered, because of their cultural background, caused them to react differently to military standards than majority members react to those same standards.  The minorities didn’t quite understand respect and the need to be on time.  They identified the “differences” as the cause of the problem.

(Next Bullet)   


d.  Assign someone or something to correct the differences.  The recommendation that came out of this study was a special education program be initiated for minority members on military standards and courtesies, to include the correct way to interact in a military environment.  Once they received this training, which would overcome the deficiencies in their culture, they could go back into the system and there would be no more problems in the command with minority members.

DISCUSSION POINT:  Another example of victim focus would be when children become sick from lead-based paint.  Often, we hear the children should have known better, or the parents are negligent for not taking precautions and doing a better job of watching their children to ensure they don’t eat the lead-based paint.  Isn’t it possible that housing is responsible because they don’t want to spend the money to have the lead-based paint removed from the windows?  Is it the tenant’s responsibility?  Why are we not upset at housing rather than parents?  Why are we not considering making it illegal to use lead-based paint in housing?  

DISCUSSION POINT:  Ask the students for their feedback on the solution to this problem and what would be a better solution.

(SHOW PPT SLIDE #5)
	SOCIAL FACTORS THAT PROMOTE VICTIM FOCUS

· Unequal Status

· Distortions of Reality

· Acceptance of Victimization


3.  SOCIAL FACTORS THAT PROMOTE BLAMING THE VICTIM.  Blaming the victim isn’t always a matter of individuals acting or reacting to events or situations.  There are social factors involved also.


a.  Unequal status.  The first element or condition under which victimization manifests it often concerns unequal status.  The dominant group emphasizes Social/cultural differences.  Members of each group are easily identified.

NOTE:  Ask the students for other unequal status’ that exist in society. Examples are as follows:



(1)  Black as distinguished from White.



(2)  Old as distinguished from young.



(3)  Male as distinguished from female.



(4)  Professionals compared to lay persons.



(5)  Large corporations as opposed to small companies.

DISCUSSION POINT:  Such obvious differences may provide a foundation for many judgments regarding the superiority of one group over another.  The first indicator is that someone who is in power has the ability to use a victim as a scapegoat.


b.  Distortions of reality.  Reality can be distorted several ways.  One method is to distort reality is to use a lot of numbers and statistics.  Remember the scenario we used earlier, in which we determined that since 12 percent of the population received 33 percent of the UCMJ actions, there must be a problem with the group?  The numbers used by themselves looked damaging.  But until we carefully evaluate the reasons for the statistics being as they are, we don’t know the reality of the situation.


c.  Acceptance of the victimization.  The third factor we must discuss is the victim’s acceptance of their position of less power.  The sense of being powerless is a major factor we must understand if we are to make changes.  It is sometimes easier to acknowledge things are the way they are because this is always the way they have been.  Often, people see no hope of things ever changing and they simply accept what they perceive as the ‘reality’ of being the victim.

PART II.
SYSTEM FOCUS

(SHOW PPT SLIDE #6)
	SYSTEM FOCUS APPROACH

· Proactive problem-solving

· System, organization, society, or community could be part of the problem

· Improve the system to prevent future problems


1.  SYSTEM FOCUS.  System Focus is a proactive problem-solving approach, which broadly defines social problems as being part of, or caused by, the system, organization, society, or community.  We look at the system, which produces the victims, and address the problem by determining how we can change or improve the system as well as the victims, to prevent further problems.  System focus is a much broader approach to problem solving.  It looks at problems as possibly being caused by the system, not the individual.


a.  Continuing with the scenario we discussed earlier, the following points are good examples of what would be used in the ‘system focus’ of the study.



(1)  There are more elements involved in administering UCMJ than just the commander and the recipient.  What, if any role (or responsibility does did the supervisors, chain of command, and the legal office (SJA).  Did each of these parties fulfill their roles in the process?  If not, would their participation possibly have resulted in different outcomes (and hence, statistics)?



(2)  Have the commanders been made aware (via training, etc.) of their responsibilities when they are administering UCMJ?  Types of punishments suitable for particular offenses, other means of corrective actions, remedial training, verses punishment, etc.  Train the commanders and supervisors.



(3)  Train all members in the command on the legal system, military customs and courtesies, and non-judicial punishment.  Train the members.


b.  Using the system approach, we would look at the individual segments of the organization to discover to weaknesses in training.  If training was deemed appropriate, reevaluate and see if incidents involving UCMJ have shifted in one direction or another.  If changes are made, then what are the results of those changes? There is a good chance that this approach will result in much more positive results than blaming the victim.

DISCUSSION POINT:  Involved in this scenario is one part of system-victim focus which is a little bit different, but is important for the students to comprehend.  Use the following scenario to reinforce the system focus concept.


During lunchtime you notice that members of one ethnic group tend to congregate in one corner of the dining facility and speak among themselves in their native language.  This is causing some fear and resentment among the non-speaking members.  The non-speaking members think they are being talked about, etc.


The Commander is concerned about the problem and has a meeting with the members that are speaking their native language and asks them to stop congregating in the dining facility and speaking their native language and to be more understanding and considerate of the other members.  I explained to them that they are causing morale problems and that they need to socialize more with the other members.

QUESTION:  What type of approach was used.  


This is victim focus approach.  The Commander is addressing the people that are really being affected by the problem, since they have been the recipients of derogatory comments from the other members.


Since, this approach didn’t work the Commander speaks to the non-speaking members and tells them they have to be more considerate of the members speaking their native language in that they are simply sharing some of their culture amongst themselves and their socialization the same as people from New York, for example, may congregate and talk about New York and their socialization, etc.

QUESTION:  What type of approach was used.


This is still the victim focus approach.  The Commander basically redefined the issue and created more segmenting, by saying it was all right to segment.  The system focus approach is not talking with the members in separate groups, but to bring the entire unit together and talk to them about understanding other cultures.  Furthermore, talking about how all of them have similarities as well as differences and stressing the similarities and minimize the differences.  This is the best method of creating cohesion and teamwork in an effective unit.


The basic concept is that you everybody together at the same time.  Tell everybody the same information, and get them working as a unit to address the problem.
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	Why System Focus is not Commonly Used

•Not a Quick Fix

•Victim Desires Conformity

•Self-Perpetuating Process


2.  Why is System Focus not commonly used?  There are three main reasons why System Focus isn’t frequently used, when it should be considered.  These reasons are:


a.  Not a quick fix.  Often, we find ourselves confronted with the old, “this is how we’ve always done things” mentality.  An existing system frequently doesn’t like to change.  Unless a serious situation or incident prompts change, change is generally slow in evolving into a different way of doing things.


b.  Victim desires conformity.  The second reason system focus isn’t widely used is the victim doesn’t want to be viewed as a troublemaker.  People frequently don’t want to do things that will make them the center of attention, so they will ‘buy into the solution.’  Sometimes they will think, “my problem has been solved and I don’t want to take on the system.”


c.  Self-perpetuating process.  It is much easier to keep a large moving object moving in the speed and direction it is moving than it is to change direction or stop it.  Once the victim buys into the situation and resigns him or herself to it, there is a loss of inertia to make changes.  Change is much more difficult sometimes than remaining status quo.

3.  It is often difficult to sell the system focus concept.  We are asking the commanders to look at themselves and their organizations as possible causes of the problem.  This is based on the fact they are the people in charge of the system.  System focus and victim focus are both ways to tackle problems.  The difference is system focus will solve problems for the long term while victim focus concentrates and limits the solution to one very small area.
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	METHODS TO PREVENT VICTIM FOCUS

· Dialogue

· Assessment and Feedback


4.  METHODS TO PREVENT VICTIM FOCUS.  Because, for reasons we’ve already discussed, we must make a conscious effort to minimize victim focus in our units.  There are two very effective means of doing just that.


a.  Dialogue is the first method we’ll discuss.  Dialogue doesn’t necessarily mean we go out and teach classes or get people involved in debates.  Debates are frequently win-lose, while what we want to accomplish are win-win situations.  You should put out your viewpoints on certain issues and allow the unit leadership come back and state their own views on the matter.  This allows for some new and different perspectives or approaches to develop.  If the leadership feels they are owners of ideas and approaches, they will be more likely to embrace changes.


b.  Assessment and Feedback.  The second method is to conduct some assessment within your unit and provide feedback to the commander.  If you get two-way communication going, you will be on the road to the system focus approach to problem solving.  You should strive to allow the unit to implement its own solutions to problems.  You should monitor what is happening and step back in to provide feedback if necessary.

(SHOW PPT SLIDE #9)
SUMMARIZE

	LESSON OBJECTIVES
	LEVEL

	E. Define Victim Focus
	Comprehension

	F. Process for Blaming the victims
	

	G. Describe Factors that Promote Blaming the Victim
	Knowledge

	H. Methods to Prevent Victim Focus
	


CLOSING:  During this block of instruction we have discussed victim focus, its definition and the impact on the victim.  As stated earlier during this block of instruction, the victim is often seen as the problem, and blaming the victim isn’t uncommon.  How do we prevent this from happen?  We can aid in reducing the affects of blaming the victim by being aware of the potential for doing harm to victims who have already been harmed.  As EORs you must be able to recognize victim focus.  Your unit may be looking at the symptoms of a problem rather than the cause.  We must encourage our commanders to look at the system (environment) when assessing situations, not just at the victims.  

 30 minutes.

The Drawbridge Exercise

As he left for a visit to his outlying districts, the jealous Baron warned his pretty wife:  “Do not leave the castle while I am gone, or I’ll punish you severely when I return.”  But, as the hours passed, the young Baroness grew bored, lonely and fed-up with her situation.  Despite her husband’s warning, she decided to visit her lover who lived in the countryside nearby.

The castle was located on an island in a wide, fast-flowing river, with a drawbridge linking the island to land at the narrowest point in the river.  “Surely my husband will not return before dawn,” she thought, and ordered her servants to lower the drawbridge and leave it down until she returned.

After spending several pleasant hours visiting with her lover, the Baroness returned to the drawbridge, only to find it blocked by a madman wildly waving a long and cruel knife.  “Do not attempt to cross this bridge, Baroness, or I’ll kill you,” he raved.  

Fearing for her life, the Baroness returned to her lover and asked for help.  The lover said, “I would really like to help, but I can’t.”    

The Baroness then sought out a boatman on the river, explained her situation to him, and asked him to take her across the river in his boat.  “I will do it only if you pay me my fee of five marks.”  “But I have no money with me,” the Baroness protested.  “That’s too bad, no money, no ride,” the boatman said flatly.

Her fear growing, the Baroness ran crying to the home of a friend.  After explaining her situation, she begged for enough money to pay the boatman his fee.  “If you had not disobeyed your husband, this would not have happened,” said the friend.  “I will give you no money.”  

With dawn approaching and her last resource exhausted, the Baroness returned to the bridge.  In desperation, she attempted to cross the drawbridge to the castle, and was slain by the madman.

Question:  Who is most responsible the death of the Baroness?    

1 – The person most responsible.

6 -  The person least responsible.

The Draw Bridge

CHARACTER REPRESENTATIONS:

The Baron-  Majority Society.  The Baron laid down the rules.  The Baron, or Majority Society, is responsible for creating the oppressive environment from which the Baroness was willing to risk leaving.  The Baron’s or Majority Society’s environment can be said to be unjust as it applies to some of today’s standards and values.  

The Baroness– Minority Society.  The “victim” is the focus of the blame instead of the environment.

The Madman -  The enforcer, such police or judge, who either knowingly or unwittingly, perpetuates the oppressive environment, or may even make the environment more intolerable.

The Lover - Enticements.  Whatever entices a person to break from what is expected by the Majority Society, and the dehumanization process within their lives.  People are pushed to the wall saying, “All you need is an education, job, and home to be happy in the United States,” and all of the avenues for upward mobility and personal achievement are closed.

The Boatman - Institutions.  “Business as Usual.”

The Friend - Sociologist or Liberals.  The people have all the reasons and rationales to do it their way.  They never seem to be around in the end or when the going gets tough.  The sociologist who continues never to question his or her own sexism or racism, and seeks out the problems in the “minority” community.

Materials Required:

Easel or butcher paper.

Time Required:

30 minutes.
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