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SECTION 1
INTRODUCTION

The High Impact Anti-Crime Program was announced by the Vice President of the United
States in January 1972, Its purpose is to achieve through use of compreherisive crime-
oriented planning a rapid reduction in certain categories of stranger-to-stranger crime
and burglary in eight cities ranging in population from 250,000 to 1,000,000: Atlanta,
Baltimore, Cleveland, ba]]as, Denver, Newark, Portland {Oregon), and St. Louis.

An important requirement of the High Impact Program is evaluation of the effectiveness

and efficiency of various city anti-crime projects. In addition, effective techniques for

evaluation are to be identified, documented and made available to those engaged in
evaluation of criminal Jjustice systems.

This manual combines and revises ten documents that were. prepared by The MITRE
Corporation for the National Institute of Law Enforcement and Criminal Justice (NILEGCJ) in
1972 and 1973 as an aid to the evaluation of the High Impact Anti-Crime Program. As a
package, it provides a guide for developing and impiementing plans to evaluate criminal

justice projects and programs, and is intended to serve as a reference and working manual
for a wide variety of audiences.

EVALUATION AS AN ELEMENT OF PROGRAM DESIGN

Viewed in one light, the High Impact Program is a demonstration of a set of activities
aimed at reducing specific crimes. The measurement of project effectiveness and efficiency
is central. to this effort. As a result, it is important that wherever possible project
objectives be stated in quantitative terms and that an evaluation plan be developed in
conjunction with project grant applications.

This is in contrast with past practice where criminal justice programs have not
generally featured self-analysis. The result was that measurement of effectiveness and
efficiency took the form of subjective judgment more often than methodical evaluation.

THE PRCBLEM OF EVALUATION PLANNING

The framework provided herein should enable planners to deal with a number of questions
that are important to the execution of successful evaluation:
be measured?” "How accessible and how reliable are the data?" "How is an evaluation

effort organized?" "Who should conduct and monitor an evaluation?" and "When should
evaluation be conducted?"

"How can program effectiveness

THE METHODOLOGY

In specific terms, the approach presented in this manual was developed to facilitate
the evaluation of projects by Tocal planning and/or operational personnel. Essentially, it
is a seven-step process: (1) quantifying project objectives, (2) establishing the

relationship between project objectives and the High Impact goal, (3) identifying



evaluation measures, (4) determining data needs, (5) developing methods of analysis,
(6) monitoring on-going activities, and (7) performing analysis.

ORGANIZATION OF THE MANUAL
The material in this manual falls into three categories:
(1) Guidelines for project directors and evaluators:

Manager's Evaluation Guide
Evaluator's Manual

(2) Four sample evaluation plans (in the form of evaluation components of
hypothetical project grant applications to LEAA for High Impact funding)
that iilustrate the evaluation methodology in a variety of criminail
justice projects:

A Community Based Rehabilitation Project
An Automated Court Calendaring System

A Police Command and Control Program

A Methadone Maintenance Project

(3) Four integrated evaluation components, one for a sample program and three
for its subordinate projects:

A Youth Services Program

An Intervention Center Project

A Model Third Party Custody Project

A Job Development Project for Youthful Offenders

The manager's guide should assist project directors in preparing an evaluation plan.
It is designed to answer two questions: "What composes an evaluation plan (in the context
of the High Impact Program)?" and "What are the major considerations for implementing
the plan?" ‘

The evaluator's guide focuses on a more specific Tevel, namely, the preparation of
evaluation components. In combination with any of the eight component examples, the guide
constitutes a "how-to" manual to use in the evaluation design phase of a project.

In addition to the uses described above, the evaluation component samples may be used
as checklists for comparison with "veal-world" project evaluation plans.

POTENTIAL USERS

This documgnt was prepared with a number of audiences in mind. State and Local
Government O0fficials should find the Manager's guide helpful in understanding the work
of evaluators in developing evaluation plans for their programs, whereas Evaluation -
Planners should find the Evaluator's guide and the components useful in preparing realistic
and valid evaluation plans for their projects and programs.

LIMITATION OF THE MANUAL

This manual is not intended to be a guide to the design of anti-crime projects. That
is, the evaluation components were developed within the context of illustrative projects
so as to highlight the application of the evaluation methodology rather than the projects
themselves.

CITY PROJECT/PROGRAM EVALUATION
GUIDE FOR LEAA NATIONAL
IMPACT PROGRAM MANAGERS
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I. EVALUATION PLANNING

Evaluation planning provides to the program manager information for (1) assessing
the potential value of projects and programs and (2) blueprinting the evaluation
effort and requirements. Therefore; early and thorough evaluation planning and -
subsequent examination of the plan to determine its appropriateness are essential to
good program management. Evaluation planning consists of five basic steps:

(1) CQuantify established goals and objectives

(2) Establish quantified goal/objective relationship
(3) UDevelop evaluation measures '
(4) Develop data needs

(8} Determine methods of analysis

LEAA has requested that each Grant Application be accompanied by a detailed description
of the proposed project or program evaluation. This description is referred to as the
evaluation component. The performance of the above steps will produce the necessary
componerit for that project or program.

A prerequisite to carrying out the evaluation planning is the definition of a
project and program structure as illustrated in Figure I-1. Specifically, program goals
that define "what" must be done to achieve the Impact Program Goal and project cbjectives
that define "how" these program goals will be achieved must be already established.

Quantify Goals and Objectives
The first step is to quantify, if possible, the program goals and project objectives.
These goals and objectives should be quantified in terms of a measurable level or levels of
achievement. Quantification of the goals and objectives will facilitate program and
project success level measurements. For example, a quantified program goal and two
possible project objectives for the program and projects in Figure I-1 could be as follows
(Figure I-2):
(a) Program goal - habilitate 400 known drug abusers in two years.
(b) Project (1) objective - enroll 500 known heroin abusers in methadone
maintenance treatment over the next two years.
(c) Project (2) objective - reduce the unemployment rate for known drug
abusers to 6%.
This example represents one possible set of quantified goals and objectives for
the program and projects.

Establish Goal/Objective Relationship

The second evaluation planning step is to show, whenever possible, the quantifiable
relationship between (1) the project objectives and the program goals and (2) the program
gpals and the National Impact Goal. The purpose of this step is to provide the means for
determining the contribution of an individual project to a program goal and an individual
program to the National Impact Goal. Crime statistics, special studies, reports, and

-any other items that indicate relationship should be used to construct the quantifiable

relationship.



To illustrate the construction of a quantifiable relationship between the National
impact Goal and a program goal, consider the drug program in Figure I-2. Suppose that the
police, courts, prosecution, defense attorneys and other elements of the law enforcement
and criminal justice system of a city perceive that an estimated 50% of the city's
stranger-to-stranger crime and burglary are drug related (50% x 8000 incidents/year =
4000 incidents/year). Furthermore, suppose that these perceptions are confirmed by studies
and statistics from other similar type cities. If the drug program goal of habilitating
400 known drug abusers in two years was met, then crime and burglary would be reduced.

The amount of the reduction would depend on the number of habilitated drug abusers who
were invoived in crime and burglary and the per capita number of criminal incidents.
For example, if 80% of the habilitated drug abusers committed an .average of two crimes
and/or burglaries. per person (80% x 2 incident/abuser x 400 abusers = 640 incidents),
then meeting the program goal would reduce such crime by 4% (320 incidents/year +

8000 incidents/year) and represent an 80% (4% + 5%) contribution toward meeting the
National Impact Goal.

To illustrate the construction of a quantified relationship between a program goal
and a project objective consider the drug program and the Project 1 objective in Figure I-2.
Assume a survey of wmethadone maintenance treatment centers showed that such treatment is
55% effective (that is, 45% of those treated would continue to use heroin). These
statistics indicate that if 500 of the city's heroin abusers were to receive methadone
maintenance treatment, then 275 (computed by 500 x 55% = 275) of the c¢ity's drug abusers
would be habilitated. The re:ult is that Project 1 would contribute approximate]y'GQ%

(275 + 400) towards the achievement of the program goal.
These relationships may not be as easily constructed as indicated by the drug project/

program illustrations. For exampie, the relationships are predicated upon the identification

of drug abusers (a) who are known to the authorities, {b) who are also criminals, and
(c) who are criminals primarily to support their drug habit., These data may not be readily
available.

The design of the project/program will greatly impact the construction of these
relationships, e.g., is the program voluntary? If so, how do you know whether or not
the volunteers are really Impact crime offenders? 1Is there a control group so that the
effectiveness of the project/pregram can truly be gauged?

Evaluation planning steps 1T (Quantify Objectives/Goals) and 2 (Establish Goal/
Objective Relationship) should be taken jointly because of the required city project/
city program/Impact program interdependence.

Evaluation Measures

The third planning step is to develop evaluation measures for each project and
program. Two types of measures are used for assessing levels of achievement: measures
of efficiency and measures of effectiveness.

Measures of efficiency indicate how well a program is executed in accordance with its
plan--in terms of time, allocation of manpower and equipment, program activities, and funds
expended. Examples of efficiency measures are: (1) average response time to reach the
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rime (e.g.y @ cemmand and control program), and (2) the allocation of
-a-vis the results attained {i.e.,

1
4

scene of a €
resources for the performance of program activities vis

cost/benefit considerations). ,
Measures of effectiveness, on the other hand, are used to evaluate the imﬁact of

program activities upan the target problem. They are intended to be "end” oriented rather
they relate to what is ultimately desired, not the way

than "means” oriented. That is,
ures are rates which indicate

in which it is attained. Examples of effectiveness meas

the incidence of target crimes or recidivism.
Primary emphasis is placed on using measures of effectiveness. That is, every

effort should be made to measure project or program impact on the reduction of target
crimes. However, certain programs do not directly relate to or directly affect the
reduction of impact crimes. In the evaluation of these prografs , measures of efficiency

will be selected as alternatives or surrogates for assessing the level of success or

fajture.
For example, it is assumed by the criminal justice community that excessive delays

between arrest and trial enhance thz opportunity for offenders to comit crimes while free
on bail awaiting trial. Consequently., certain programs have been developed and aimed at
reducing the elapsed time from arrest to trial in order to minimize the opportunity for
criminal activity during this period. Uitimately the ability to correlate the reduction

in court delay with a corresponding reduction in criminai recidivism would be highly
desirable as a measuie of program effectiveness. However, the ability to gather recidivism
data on offenders while awaiting trial may not be feasible within the time frame that the
program is being evaluated. Thus, a measure of efficiency would be selected to evaluate
the program such as average elapsed time between arrest and trial rather than a reduction

in recidivism or crime rates.

Data Needs
The fourth planning step is to identify the data needed to perform the evaluation.

Most of the data will be directly associated with one or more of the evaluation measures.
some of the data, however, will not be associated with any evaluation measure, but will
be required because, in the evaluator’s opinion, they may be valuable to the evaluation
analysis. There are three factors that shou’ld be considered in developing thes2 data

needs:
(a) Data requirements

(b) Data constraints
(c) Reporting systems

Data Requirements
The first consideration is data element identification. For individual projects and

programs, the data requirements will be identified by the city Crime AnaTysis Teams.
Additional data elements may be jdentified by the National Institute to facilitate their

natio?a1 evaluation of selected projects and programs. These data ele i

quantitative or qualitative in value (e.g., crime statistics or a de m?“tf e S

project's environment). "erietion of #

The‘second item to consider is the definiti i

e:tremely important that the data elements ;21zlzin:t:;tZeil:ZZTteEEZZ;:?:;Siée Iihis

;a:TEZ:? ::ziuai:ircom$;: :;Aieveral.projects‘and programs and/or (2) to be u$édnin 2;:

e s o Jf P?a7n1nq Guidelines‘and Programs to Reduce Crime should be
prime source for defining the key terms. If that document does not provide

sufficient guidance, the National Insti
s nstitute sh
oroblem. should be contacted to resoive the definition

Data Constraints

Obtaiﬁ?n;m:::t?::n:?i::: 20: consideration is the constraints that might be placed on
ohtairlng et : a elements. For instance, an identified data element may not
e o e 1 ?a%or be?aus? of the sensitivity of the data (e.g., drug offender
records) or pecaust fe in orm§t1on is not being collected. Even if the data element is
s high o exo $011ect1?g that_data element or any number of data elements may
R ;umber Ofamgl?, c?nfzder the cost of extracting a data element from the te;t
e avai]a;iIity zndejsln?;di:Z :eports. Anothe? factor affecting both the data
tha ZTement is needed the higher the zgﬁlzziizz]lzzzton FrEQUERGy. The fors arien fte
InSteazaz;sz;zilci?:p1l:g foers one means of decreasing high data collection costs.
. the,e_‘ementg e data element for all the police incident reports in the above

. could be extracted from a selected set of police inci :
chosen by a statistical sampling plan. Police fneldent reeeres

It . s
e me:zio:zz :zn:Zizzble t? acq?7re.a?? of the data elements identified due to the
o utd the mameo 11 ma:'s o aYaTlab111ty, cost, and collecticn frequency. Therefore
e renaaer ing de?1s1ons as to which data 2lements should be collected ’
should be assigned a priority of importance to the evaluatiomn. Th;

manager could then select the d
, ata elem i . -
budget. ents most important to the evaluation, within his

Reporting Systems

The last factor to consider i
. er in the planning of data i i i
the data will be reported to the evaluators. e o o Soverey o e e

items must be identified. These are the:
(a) organizations involved in gathering and receiving the data;
(b) sequence of the data flow; and ,
" (c) data frequency requirements.
e organizati i i i
fes. p011ie dea§1:;s 1nvojved in a reporting system could be several local agencies
! Institu: rtment), the Crime Analysis Team, the State Planning Agency, and th
e. Each of these organizations may have different requireme;ts as tz

To answer this question several important



when the data are needed. For ekample, data could be coliected daily by the local agency,
reported menthly to the Crime Analysis Team, and quarterly to the National Institute. ’
Agreements between organizations may be required to get the required data. 1f the data

. were required in one form but were being collected in another, procedural changes will

have to be negotiated. The sequence of the data flow shows where each organization fits
into the reporting system so that a change in the system can be quickly assessed.
To minimize the data reporting system development burden:
(1) a close coordination between the collecting and evaluating organizations

shouid be established, and
(2) existing sysiems should_be used whenever possible.

Methods of Analysis _
The last evaluation planning step is to determine the analytical methods that are to

be used for evaluation and to establish the management procedures to execute the analysis.

The selection of an analytical method will be a function of each project and program.
It is highly unlikely that one method will serve all projects and programs because of

project and prbgram-diversity.
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1I. EVALUATION IMPLEMENTATION

In order to implement the evaluati '
. uation plan described i ] i
must be discussed: ' data and analysis. T e AR T

Data are the in ion
s the sutput. he inputs to evaluation and analysis

Data

The d cpi o .
e data specified in the evaluation plan must be collected and then managed f
ar

use in the analysis. Consi i
. istency in data collection i
ction is essential t i
o evaluation accurac
Y.

Data should be collected in th
. ¢ same way each time regardless of j i i
To help obtain this consistency in the data coliectio:' ° of o s coing he coliecting

(a) simple explicit
procedures should b
collection; e prepared to reduce confusion in the

b .
(b) collectors should be instructed in the meaning of the data collected and

the purpose of the collection i
ction in order to winimi ;
of the data; o minimize personal interpretation

E;; predesigned forms should be used to reduce collector errors; and
a data audit should be used to validate the collected data ’

The audit is simi i i i
similar to industrial quality control, that is; only a portion of the d
s e data

U 'Y

Quality control or data iabili

reliability, therefore, i
| . , s Py .
implementation of a meaningful evaluation.. ;o SssEnvia] Tnaredient t e

Collecting the data re v .
presents only a portion of
be done once the data start to arrive e oy vererves o e o

Thi s
renaganent: is something is commonly referred to as data

t .

In order :e storage, maintenance, processing and reporting of the data

addressed Fithprﬁvjde for the mahagenent of data. several basic question; must be

. » how are the data to be stored i

Secondly, wha i ed--computerized or noncomputerized?

Since'(Z) thetddzta Ta1ntenance methods will be used to insure easy datapacceszi::1~ »

rangenent mustaba will be coliected frequently cver a long period of time, and (;)1ty.

e able to easily retrieve them to aid in cohtro]ling the ;frect' f

ction o

projects and
programs, data must be stored in a manner to faciiitate updating and
access.

Thirdly, ;
collected aZ r:;at pEOCESS1ng of the raw data must be performed? Most data will b
nu s ) e
mbers, but needed in terms of computed statistics. Processing requi
: rements

(e.g., procedures)
. for the data must be specifi
. pecified and the m
r eans m .
provided (e.g., computer and/or hand calculations) to perform the processing

y

answered an i i
‘ and their requirements provided, data implementation is possible

N



Analysis

Analysis is not a one-time function.

It is a process that is to be performed

frequently throughout the project or program evaluation period.

(a)

(b)

(c)

(d)

There are

(1)

It is a good practice to schedule an evaluation analysis on a periodic
basis. In this way, project or program progress can be continually
appraised for management monitoring and directing purposes.

The natural implementation of the projecflor program itself may generate
certain milestones. Evaluation analysis should be perf@rmed‘at these
natural review points to assess the past performance and determine the
future direction of the project or program.

Critical events both within and outside of the project or program should
generate an evaluation analysis, e.g., the starting of a non-Impact
Program project (directed toward the same target population as an Impact
Program project) that also can reduce stranger-to-stranger crime and
burglary. The purpose of this analysis is to establish a new reference
point for future project and program analysis.

To determine the outcome of the project or program, there should be an
analysis at its completion.

four primary purposes for analysis defined as:

Success. Tevel determination, which ascertains the degree of project or
program success (i.e., effectiveness) in meeting objectives or goals
during their implementation and at their conclusion. Interim success
levels, therefore, should be stated in evaluation components, as well as
overall effectiveness measures.

Management needs for monitoring and direction, which involves providing
program/project management with the information needed to make decisions
regarding problems in program implementation, modification and redirection,

and continuation: .
- How should problems in implementation be identified and resolved?

The Evaluation component should ideally contain a list of problems
that may develop during implementation and the method that is planned for

their resolution.

- When and how should a project or program be modified or redirected?

The circumstances under which a project or program may need to be
modified or redirected should be outlined as part of the Evaluation
A discussion of the evaluation measures to be used and how the
A minimal requirement

Component.

project or progyam may be changed shuuld be included.

is to describe the possible courses of action that may be taken if project

objectives or program goals are not being achieved.

- When should the question of project or program continuation be considered?
The Evaluation Component should contain a discussion of how the resultis

of the analysis will be used to determine project or program continuation.
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In the Evaluation Component, all three
context of the particular project or program
question of continuation will be considered,

(3)

(4)

of “the implementation period, or whenev
the Impact goals will not be met.

questions should be addressed within the
s With specific milestones indicated when the

actual contribution discussed in G

D1ag?ostic, which focuses on the reasons for the Tevel of suc
and involves a quantitative analysis of the im

plementation and results of ’
i n In addition, disgnostic evaluation of p
Or measuring the relative contributions of each o

projects. This determination wili call

withi i
prog1: programs, how well each achieved its objectives and the effect on
ram success. The analysis section of
the Evaluation ¢
contain some comments on the flexibili ¢ conrip
exibility of these level ibuti
and how not achieving, or o ievi ves o Efor
ver-achieving, proj jecti i1l 4
rogtan e 9, project objectives wil] influence
A second use for diagnostic evaluati
implementation of a project or pro
side factors,

rograms calls
f its consitituent
for analysis of Project results

on is analyzing the entire

gram and weighing the influence of oyt-
list of factors expected tg contribute
he Evaluatjon Component will enable

ive to developments that may impinge

The inclusion of a

participants to become more sensit
upon project or program success.

13



II1I. MULTIPLE PROJECT/PROGRAM PROBLEM
In Section II, a particuler situation was identified that should receive some

special attention. The situation is created when more than one crime reduction influence
(i.e., project) is simultaneously at work on the same target population (i.e., offender
type or geographic area). When this occurs, it may be difficult (in the analysis) to

(1) separate out the effects of the individual projects and/or (2) determine, with some

confidence, why a certain project success Tevel was achieved. In order to minimize this

problem, an effort should be made; whenever possible,* to isolate each project's or
program's impact. This can be done through the selection and design of the projects and
programs and in evaluation planning through the determination of appropriate evaluation
measures. Whenever possible the selection and design of projects and programs should
Timit the number and combination of projects and programs impacting the same geographic

area at the same time.

timing of project implementation.
Another method is to try to control the project or program target population input.

For example, the input to a methadona maintenance treatment project could be controlied
by restricting project entry to those persons who have had contact with the criminal
justice system and voluntarily select treatment as an alternative to ‘the likelihood of
prosecution and incarceration for the target crimes with which they have been charged.
Individual project or program effects can be pessibly isolated by developing
evaluation measures that explain or delineate in more detail the results of the direct
evaluation measures for the project or program. This will be difficult in some cases,
but the attempt should be made in. order to minimize the multiple project/program problem

effect on evaluation.

*“Whenever possible" is defined as whenever the politics allow or the project or program

crime reducing effectiveness is not imparied by the attempt to isolate each project's
or program's -impact. ,
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One method that might be used to accomplish this is to stagger the
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Iv.

EVALUATION COMPONENTS REVIEW
An adequate and successful evaluation component must be comprehensive and accurate

Managerial review should be focused on ensuring that it possesses the following attributes:

(1) Statement of Goals and Objectives: Does the evaluation component offer a
clear statement of the goals or objectives of the project? Goals or
objectives are simply summary statements which highlight what fhe project
is designed to achieve. In order to be most useful, they should attempt
to quantify desired results. As such, they provide the basis both for the
evaiuation planning and the evaluation analysis surrounding the project

(2) Identification of Evaluation Measures: Does the evaluation -component f
clearly identify those measures appropriate to the project's stated goals
or objectives? A project's goals or objectives are the key to the
development of the overall evaluation component. Hence, the evaluation
measures appropriate to a given project should follow from the project's
goals.

(3) Specification of Data Requirements: Does the evaluation component
exhaustively specify the data required for developing the evaluation
measures? Data from a variety of sources and dealing with diverse aspects
of a project will often be required to form a single evaluation measure
The specification of data requirements, therefore, involves ihe exp]ici;
determination of the data elements required for the evaluation.

(4) Statement of Data Collection Approach: Does the evaluation component state
how the required data will be cb11ected? Responsibility should be assigned
forhreporting various required data elements. Specific reporting periojs
:;gufdtzeb:nijzzzs?shed, and designs for simplified, standardized forms

(5) Statement of the Data Analysis Approach: Does the evaluation component
prese?t a data analysis plan? The project goals or objectives and their
associated evaluation measures must drive any data analysis efforts. The
analysis plan, then, should summarize how the data elements are to ; o
to determine project results, ) ¢ corined

(6) Presentation of Evaluation Reporting Schedule: VDoes the evaluation ¢
present an appropriate evaluation reporting schedule-both in terms ofomponent
content anq timing? It is essentia] at both National and Local Level r:p°rt
have a project evaluation reporting schedule to work from. At the ] ) 10
Teve?, there is a need for timely reporting fopr project monitorin Oja
continuation purposes. At the National Impact Evaluation Level jhan i
need to know what the results of project operation have been an; h  these.

‘results relate to project objectives. > ese
Each of these attributes of an evaluation component are essential for a successful

project e i : .
discuss1.ova1u/a;t1on. Each attribute builds and follows upon those which precede it in the
overal) ?.. ® 2 result, all of the attributes must be present in order to obtain a

Fall picture of the chances for a successfyl evaluation. | !
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V. SUMMARY
To summarize, this document has discussed the essential steps comprising evaluation
planning for the implementation of a project or program plan. These steps are:
(a) quantify the objectives and goals;
(b) determine a quantifiable objective/goal relationship;
(c) develop evaluation measures;
(d) develop data needs considering requirements, constraints, and reporting; and
(e) determine methods of analysis.
The document has also described the factors that should be considered in carrying out the
evaluation plan and the special care required to evaluate multiplie projects and programs
designed to impact simultaneously the same target population.

The concepts of evaluation presented in this document could be applied to programs
other than the National Impact Program.  The technique used to show a quantifiable
relationship between project and program might also be used to assess the relative worth
and/or to allocate resources among competing projects or programs.
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'/ 1. INTRODUCTION

The purpose of the Evaluator’s Manual is to provide a manual for use in evaluation
planning, monitoring, and analysis and in the preparation of the Evaluation Component for
project or program* Grant Applications. This document is directed towards those members
of the Crime Analysis Team and agencies involved in the performance of the evaluation.

The document should also be useful to any outside contractors or consultants hired to
perform the evaluation. Some examples of how the information in this document can be
used to assist the Impact program evaluators are: ‘
(1) to plan for the evaluation of the projects and programs,
(2) +to monitor on-gaing projects and programs, and
(3) to determine the degree of success of projects in meeting their objectives
(or for programs, their goals).
The emphasis in this Evaluator's Manual is on the evaluation of the projects and programs
" for which the objectives and goals have been quantified. There will be many cases, however,

" where quantification is only partially pessible, thus requiring the use of qualitative

~ judgments in assessing project/program success. In either case the need for rigorous ,

tightly structured evaluation analyses is paramount and to this end the Evaluator's Manual
should be of direct assistance.
LEAA has requested that each Grant Application be accompanied by a detailed description.

of the proposed project or program evaluation (the Evaluation Component). Therefore, the
material in this document is presented within the context of the Evaluation Component of

a Grant Application. Within each section of this document, the requirements for the
Evaluation Component are given. Methods that will be helpful in the-development of these
“requirements are also presented.

Figure II-) presents an overview of the evaluation in the context of the Evaluation
Component. The evaluation has been divided into three phases:

evaiuation planning,
evaluation monitoring and evaluation analysis.

The evaluation steps have been allocated
to these three phases in a manner in which it is convenient fo present them within the

Evaluation Component. It is recognized, however, that there is overlap among the phases.
For instance, planning involves both monitoring and analysis.

The succeeding sections of this document describe the ingredients of program and
project evaluation planning (the remainder of Section II), identifying the factors which

should be congidered in implementing the evaluation plan (Sectjon II1), and discuss the
uses of evaluation analysis (Section IV).

Project and program are used within the context of the Impact program. Project is the
- lowest Tevel of activity which can be evaluated relative to its objectives as a single
entity. A program is a group of projects that will be evaiuated together because of
their common purpose or goal. For example, several anti-burglary projects, including
‘Street Tighting, property identification, and special foot patrol teams may be evaluated

- together in their achievement of the program goal of reducing the burglary rate 24%

Within a particular district. ,

-+

19
E

-4

d



?
{
i
:
'
:
@
B

by

EVALUATION COMPONENT
PHASE STEPS
ALUATION PLANNING QUANTIEY GOALS
BVALDA AND OBJECTIVES
ESTABLISH GOAL/

OBJECTIVE RELATIONSHIP

JDENTIFY EVALUATION
MEASURES

{

DETERMINE
DATA NEEDS

}

DETERMINE METHODS
OF ANALYSIS

‘ ONITOR EVALUATION OF
EVALUATION MONITORING | MONITOT =7 PROGRAM

. PERFORM
EVALUATION ANALYSIS ANALYSIS

FIGURE {11
THE PROJECT EVALUATION COMPONENT

20

II. EVALUATION PLANNING

The first phase, evaluation planning, is to determine the success of projects and
programs. The following five steps are included in this sectiom:

(1) quantify goals and objectives;

(2) establish goal/objective relationship;
(3) develop evaluation measures;

(4) determine data needs; and

(5) determine methods of analysis.

As a matter of convenience, evaluation planning is presented as a set of seguential
steps. Evaluation is in actuality a process.

The steps are developed both simultaneously
and iteratively.

For example, if adequate evaluation measures cannot be developed, the
evaluator may consider modifying the project objectives or program goals.

Also, many of
the steps rafer to crime specific planning.

It is assumed that the crime specific planning
‘and the analysis of alternatives have preceded the evaluation planning.

Goals and Dbjectives

The first section of the Evaluation Component is the list of objectives or goals.
These goals or objectives should be stated as levels of achievement and quantified wherever
possible. The time period during which they will be achieved should also be specified.

To quantify an objective or goal is to state it as a number, & percentage or an index.

Suppose one of the objectives of a methadone maintenance project is to divert offenders

that are drug addicts from juvenile court. To quantify this abjective it is necessary to

specify a number or percentage of these offenders that the project will attempt to enroll.
This number or percentage is the level of achievement that is expected for the project.

In order to arrive at this figure, the evaluator must analyze the target population, the
environment, and the resources available to the project. He should refer to the LEAA
questionnaire and any other statistics and reports available. He must take into considera-
tion the scope of the project or program, including the personnel and funding.

An example of the quantification of the goal of one program area and the objectives
of one of the projects within the area is as follows:

Program Area: Narcotic Addiction Treatment Program

Program Goal: Reduce the number of drug addicts committing crimes that are
a target of the Impact program.

Quantification: Reduce the number of drug addicts arrested for burgiary and/or
stranger-to-stranger crime by 50% during the two-year implementation period.

Project 1: Methadone Maintenance Project
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Project Objectives:
(1) Enroll persons arrested in above categories in the project.

(2) Reduce the rearrest rate for persons enrolled.

Quantification:
(1) Acquire and treat, on an on-going basis during the next two years,

an average of 200 heroin addicts that have been arrested for burglary
and/or stranger-to-stranger crime.
(2) Reduce their rearrest rate to 10%.
The Evaluation Component should contain the quantified objectives or goals as well
as the analysis that resulted in their choice, including the crime specific data on which
the objectives or goals were based and the constraints of the particular project or

program area.

Establishment of Baseline Data Values
Values must be developed for the data elements defined that are required for a
For example, if one objective of a methadone

reference or starting point for the evaluation.
maintenance project is to enroll 40% of the addicts that are arrested and charged with

crimes that are a target of the Impact program, then the number of addicts currently

. arrested for stranger-to-stranger crime and burglary is necessary for a reference point.

y The evaluator must determine which data values are required and what the time

frame should be. For example, if the other objective in the previous example is to decrease
the rate of recidivism* for addicts enrolled in the project, the evaluator will need to

{ know what the present rate of recidivism is. If this has not already been determined,

he may decide to use as a baseline value the data from the year prior to project implementa-
tion (e.g., the rate of recidivism was 60% for addicts arrested and charged with Impact

If these data are not available, he may decide to

crimes during the previous year).
He will select & portion of the

' use control grouping to indicate project success.
addicts that are not participating in the project, and track their history (rearrest,

employment, etc.) as well as track the addicts that are participating in the project.

Most of these data values will be available from the LEAA questionnaire or from

Tocal sources such as the police department, courts, etc. In fact, many of these data

values should be included in the grant applications as part of the project justification.
If the data are not already available and are required for the evaluation, their collection
can be part of the project or program implementation. For example, if the delays between
various court appearances are not currently recorded, the first three months of a court
delay program could involve the recording and tabulating of these delays to establish a
reference point for reducing court delay. If the baseline does not already exist, the
evaluation component should contain an outline of the method to be used to collect it.

*
Recidivism would need to be defined as part of the evaluation component.
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attitudinal indicators,
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The mean delay between arrest and sentencing for felony cases is
currently eight months. The goal of the “Court Delay Program" is to
reduce this time by 20%. The mean delay between arraignment for nonjury
trials (slightly longer for jury trials) is currently three months. Detailed
analysis- of the cases has revealed that a large part of this delay of three
months is attributable to the filing of multiple motions. One of the
projects, therefore, will be the use of consolidated motions. Along with the
temporary additicnal judges, etc., to relieve the backlog, this delay should
be reduced to two months. Therefore, this project will reduce court delays
by 12% (one month is 12% of eight months). Another way to state the relation-
ship is that this project contributes 60% (one month is 60% of 1.6 months,
the reduction of delay desired) towards the Court Delay Program. Similarly,
analysis could establish the contribution of the other projects.

Evaluation Measures

The third step in the preparation of the Evaluation Component is to identify the
evaluation measures for the project or program under consideration. One or more evaluation
measures will be used to determine the level of achievement for each objective.

Most of the measures chosen will probably be quantitative (can be stated as numbers,
percentages, or indices). However, some will be qualitative, in which judgment or expertise
is used to "measure" the level of success of certain aspects of a project or program.

The evaluation measures should be divided into three types:

(1) Effectiveness Measures - Effectiveness measures are used to indicate the
degree of success of a project or program in dealing with the target
problems. These measures are "end" oriented.

(2) Efficiency Measures - Efficiency measures are used to indicate how well the
project or program has been implemented (according to its plan). These
measures are "means" oriented.

(3) Attitudinal Measures - Attitudinal measures may be helpful in interpreting
the degree of project success.

The Evaluation Component should contain a 1ist of these measures.
Examples of evaluation measures are given below. The measures are for a community-

based rehabilitation project that assists in the rehabilitation of offenders in jail by

providing them with community volunteers on a one-to-one basis. The volunteer acts as a

friend to the offender and renders whatever assistance is possible to him and his family.
The objectives of the project are also given to show how the measures relate to project

objectives. The example follows:
Project: Community-Based Rehabilitation Project

Objectives:
(1) Enroll 50% of the offenders that are in the jail for at least a month and

who have been convicted of crimes that are a target of the Impact program.
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If the evaluation is to be based on this data, the data must be reported

consistently and accurately. Some suggested approaches would be to study

present reports and to discuss these reports with the people who receive
them. For data to be collected for the first time, the reporting structure

through which it will be collected should be considered.
(4) Cost of collecting data.

If the data exists but are not in a usable format

or if the amount of data that must be collected is large, the cost to

- collect it should be estimated,
estimate to be necessary are:

(a)

Thus, the factors that cause a cost

the format of the data (e.g., hand-written police incident
reports from which the data elements must be extracted), and

the amount of data (e.g., there are 3000 incident reports per
month).

(b)

The factors that must be considered in estimating the cost in the above
example are:

(c) The length of time required to extract the data (e.g., decode
reports). This would involve personnel costs.
The number of reports that should be included (e.g., statistical
sample).

(d)

Other factors that may enter into a cost estimation would be the cost of
designing and printing new forms.

After the existence, availability, reliability and cost of collecting the data are
. determined, the evaluator must decide which of the data,elements will be collected for the

evaluation. The main consideration will probably be, which data are essential to determine
if the project objectives or program goals have been met. Thus, in making the decision

- of which data elements to collect, the evaluator should consider:
\ 0 Has the data been established as necessary to measure the success in achieving’
the project objectives or program goals? '
0" Is the data reliable?
¢ Is the cost justified? (The answer will be a subjective determination of the
evaluator and will depend on the total funds available and the other costs
that will be involved in the evaluation.)

Data Collection System.

The third step in the development of project/program data
is to establish the reporting system through which the data is collected.

‘that must be answered in the development of the data collection system are:
; 0 Who will collect the data?

0 How often will the data be collected?
o In what format will the data be collected?

The questions

A discussion of the considerations involved in answering each of these questions follows:

(1) Who will collect the data?

The agency(s) as well as the particular
persons or section of the agency that will collect the data should be
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identified. For a project, the person(s) who will forward the data
to the CAT should be identified.

If the data collection involves several agencies and/or people
or sections, a flowchart depicting the information flow would be helpful.
Figure 1I-2 gives an example of such a flowchart for a Truants and School
Dropouts Program. ’
How often will the data be collected? The frequency with which the data

Data Management.

is to be collected will be determined by: (1) the requirements of the
agency(s) as to when the data are needed for project or program
implementation, and (2) the requirements of the agency(s) or CAT for
evaluation (i.e., when the evaluations occur).

The frequency of data collection should be noted on an Information
Flow diagram as illustrated in Figure 1I-2.
In what format will the data be collected? Al11 forms or reports that will
be used for data collection shouid be identified in the Evaluation

Component and an example of each should be included.

Whenever possible, standardized, simplified forms should be designed.
The forms and/or reports that will be used should also be included in the
Information Flow diagram (Figure I1I-2).

The fourth step in the development of project/program data for

will be.

evaluation is to determine how the data will be stored and what the processing requirements
In addition, the management and evaluation reports that will be used to show the
project or program results must be designed.

(1) Data storage. The decisions that must be made regarding data storage are:

(a) Should the data be aggregated for storage?
(b) Should the data be computerized?
The evaluator must consider the amount of data involved and how the data
will be used.

For a non-automated data system for a program area, it may be
advantageous to immediately aggregate the data (before it is filed). For
example, in the Truants and School Dropouts Program the evaluator may

decide to immediately consolidate the attendance reports for school systems.

If there are a great many reports involved, however, the evaluator may

decide to computerize the data, so that the data aggregation can be part of

the computer processing.

The plan for how the data will be stored should include a filing
system.
may be filed for offenders, by offender ID, and for volunteers, by

volunteer ID, with a cross reference file that gives complete identification

of the persons involved.
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For example, in a community-based rehabilitation project, reports

CAT

Cpordinator:
Jim Rathbone

3

4

e e

Ratzfield
Consultants

PROJECT 1
Welfare Dept: S
H_ur_ngm Relations: j——————, T'F(llALILNING
Division REPORTS
SPECIAL
In;p_act Coordinator: COUNSELING
William Black REPORTS (Weekly)
PROJECT 2
Southbend High REMED
Parents/Teachers [~ — EDUCA#%N
Association REPORTS
RECREATION
VEEP:
Mrs. Charles Hurst TEPORTS (Monthly)
-L___PROJECT 3
Area High Schools
XVork and Study ————————|WORK/STUDY
’ rogrem REPORTS {Monthly)
,‘{ \\
Asst. Director:
Mr. William Faller
T -
AR EA SCHOOLS Dggﬁg&-‘l“‘wD
STATISTICS {Monthly)
INFOR FIGURE 11-2
| MATION FLOW FOR TRUANTS AND SCHOoOL DROP-&)UT PROGRAM




(2) Data processing requirements. The processing of the data will depend on
the needs for success 1evel evaluation. Data may need to be aggregated,
if it has not already been aggregated, as part of the data storage
procedure. Data from various sources may be combined into summary
reports. statistics may be calculated.
The processing of data will partially depend on the reports required
that are outlined in the next section. Both the processing requirements
. and the means to perform the processing (e.qg., computer program or
hand calculation) should be included.

(3) How will the data be reported? The management and evaluation reports that
will be generated as part of the evaluation should be listed and described
in the Evaluation Component. The frequency and purpose of each should
be included. Other person(s), in addition to the evaluator, that will
receive such reports should be jdentified. It would also be helpful to
include the layout or format of each report in an appendix to the Evaluation

Component.

Data Validation. The last step in the planning for project/program data is to
develop & means of checking the accuracy and the validity of the data. The purposeé is
to ensure that the evaluation is based on a firm and valid foundation. Many of the

projects and programs will involve the reporting of large amounts of data. A means for
checking that the data are being reported in the prescribed format and that the data
are being reported accurately should be developed. For example, if police incident
reports include a new geographic Tocator such as block face, the evaluator may wish to
check both that the block face is being used and that it is being used accurately.

The questions that need to be answered to determine which data needs to be checked
are:

o Which data will affect project or program results the most if it is in error?

o Which data reports are most likely to contain errors?

o Which of the above reports are feasible to check?
The evaluator should consider primarily data that are used to measure objectives or
goals. 1f this data is an integral part of an on-going system and critical to the
project or program jtself, it will be more likely to be reported accurately than if it is
new and/or vequired for the evaluation only. The.evalaator must also determine if it is
possible to check the data. For example, a Jjail may not allow project'personnel to check
the accuracy of their records.

After determining which data should be checked, the evaluator must develop the
procedure to do so. The following questions need to be addressed:

(1) How frequently should the data be checked?
(2) How much of the data should be checked?
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§ (3) Who is responsible?
(4) How should the results be reported?
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by 10%." The success level determination could be accomplished in a strictly quantitative
way by calculating the average days delay/case for all cases during the evaluation
period and the average days delay/case for a similar period before the evaluation period,
forming a percentage change in the average days delay/case and comparing this percentage
to the project objective of a 10% decrease.
However, a diagnostic analysis of the same project would require an investigation
of other factors (e.g., police project to increase the interception and arrest of
burglaries, change in court management, change in criminal status or procedures) which
appear to have an affect on the percentage delay change. This analysis would involve
the integration of quantitative and qualitative results.
Project and program design can affect the methods of analysis through control
grouping. For example, & rehabilitation project for <incarcerated juveniles could be
set up such that a portion of the target group uses one rehabilitative technique, while
a second group uses another, and a third group follnws the present procedures. In this
case, statistical experimental design techniques might be applied. If control grouping 1is
not built into the design of the project or program, then it is highly unlikely that such
statistical techniques: cculd be used in a rigorous manner.
Standard basic statistical methods, such as mean, mode, median, and variance, can
be used when evaluation measures are quantitative. Comparison of quantitative measures
is also a useful analysis technique. Qualitative measures,-on the other hand, are not as
easily compared. Expert judgment is an often-applied analysis method for qualitative
measures. This judgment can be used directly or indirectiy, as in quantifying qualitative
data, e.g., establishing the relative weights for a crime serious index.
Data reliability, accuracy, and completeness could affect analysis methods and proce-
dures chosen. Suppose it was known that the days delay data for the time period prior
to the court delay project were incomplete and inaccurately collected. Calculating
average days delay for the period would be insufficient analysis without considering
some estimate of the accuracy.
Questions that should be addressed when selecting analysis methods and procedures
are:
(1) How will each of the evaluation measures be calculated {including what
information the measures will be based on)?
(2) How will the measures be combined (if they are) for project or program
evaluation?
In answering question (1), the first step would be to 1ist how each of the
evaluation measures will be calculated, i.e., from what data and using which method.
For example, in a Vocational Rehabilitation Project, the drop-out rate wiil be determined
as the ratio of persons that have Teft the project after two weeks to the number of
persons that have stayed in the project at Teast two weeks, since project inception.
In most cases, the statement of how the measure will be calculated is very straight-
forward. This is an essential step, however,to ensure that the measures are accurately
defined and that the required data are being collected.
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111. EVALUATION MONITORING

The second phase of evaluation is evaluation monitoring.
involves both the monitoring of the project or program and the monitoring of the
implementation of the evaluation plan. A process should be established to ensure that the
project or program is being implemented as it has been described in the grant application
and that the evaluation plan is being carried out as it has been specified within the
Evaluation Component. In addition, the scope of the project or pregram and of the
evaluation plan should be re-evaluated. A procedure should also be specified for
deciding if any corrective action needs to be taken as & result of the monitoring. For
example, the project director(s), evaluator(s), and other key personnel may need to meet
to decide what action to take.

The questions that need to be addressed in evaluation monitoring should include:

o Has the project or program, including the evaluation component, been

Evaluation monitoring

jmplemented, as described?
o Are the objectives or goals being met?
o Should the project/program, or evaluation plan, be modified?
o Should the success Jevels be changed?
o Have any unexpected problems arisen?

The evaluation component should include an outline of the procedure that will be
followed to answer these questions during project or program implementation. The
procedure should include:

(1) Who will perform the monitor function?

(2) How frequently will specific checks involved in monitoring be made?

(3) How will the information be obtained?
In addition, it would be helpful to include a description of the aspects of the preject
or program that will be monitored. For the purposes of clarity, the monitoring function
will be described under the following sections within this document:

(1) Project or program imp]ementation,

(2) Evaluation component implementation,

(3) Project or program scope, ahd

(4) Evaluation component scope.

Project or Program Impiementation
The main consideration for project or program implementation monitoring is to ensure

that the project or program is being carried out as planned. The types of questions that
ghould be considered here are:

(1) Are the specified resources being used?

(2) Are the specified operating techniques being applied?

(3) Have the personnel (staff) requirements been met?

(4) Are the project objectives or program goals being met?

(5) Have any problems arisen?
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Evaluation Component Implementation
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purp of monitoring of the implementation of the Evaluation Component is to
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and time schedule? according to the prescribed format

(2) Are accurate records being kept for evaluation?
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(3) Is the analysis being performed in the manner outlined?

(4) Are the specified management and evaluation reports being generated?
The evaluator chould establish a procedure to monitor the jmplementation of the
The steps involved would be the same as those

evaluation plan on a regular basis.
The procedure should include the jdenti-

required for momitoring a project or program.
fication of who will check the evaluation implementation, how frequently the checking

will be done (there may be both announced and unannounced visits), and how the information
will be obtained. The aspects that will be checked should also be specified.

For the Halfway House discussed in the previous section, the evaluator may choose
to visit the Halfway House every month until the project gets underway and less frequently
thereafter %o review the data collected and records maintained. He may also decide to
statistical reports sent to the Welfare Department, checking
The evaluator should be
He will probably

review the management and

them against the specifications in the Evaluation Component.
receiving the management reports as part of the evaluation process.
need to visit the site of the project to check the data collection and records maintained.
If there are a large number of projects involved, however, he may request that the project
directors submit several data records to him periodically. It will expedite the
implementation of the monitoring function to specify the proceduné that will be used
within the Evaluation Component.

Project and Program Scope
The purpose of mond tering the scope of a project or program is to ensure that the

jmplementation and the expected success levels are reasonable and realistic in view of
the changing environmental conditions.
Rehabilitation Project has been established to enroll 50% of the offenders in the jail,
it may not be possible to meet this objective if there is & substantial increase in the
number of offenders that enter the jail. Or, as another example, if the above project
relied 0n‘extensiVe visits of volunteers to the jail and a new head correctional officer
imposed the restriction of allowing volunteers to visit the jail only once every other
week for 15 minutes, the project could be changed to put a greater emphasis on working
with offenders after they have been released. The project objectives and evaluation
measures would also probably need to be changed to correspond to the change in scope.

In summary, the monitoring of the scope of a project or program involves the analysis
of the project or program implementation in relationship to jts success in meeting the

stated goals or objectives and in relationship to the environment of the project or prograf.

The questions.that need to be addressed within this section are:
(1) If the goals or objectives are not being met, what are the reasons?
(2) If the project or program is not being implemented as planned, how is it
different?
(3) Has the environment of the project or program changed?
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toIv. EVALUATION ANALYSIS
(3) Should the analysis methods be modified? being interpreted accurately? % The third phase of evaluation is evaluation analysis. The purpose of evaluation
( iect or program bein §
the results of the projec ' changed?
§4§ g;e 1d the expected success levels for the project or program be g
5 ou 2

analysis is to ascertain the degree of success of projects and programs and to determine

i for the evaluator to - the reasons for this success. The Evaluation Component should contain a description of the
As for the previous areas of monitoring, it 1s 1mpos§1b1i o;nent therefore, he © analysis, how the analysis will be implemented, and how the results of the anaiysis will
: i In the Evaluation Lomp ’ ] b d

roblems that will arise. i an itself. .~ Dbe-used.

faresas &[] ::? ’ the procedure that will be used to analyze the eva]u?t1?n P111 . :
- outline alysis wi .

nEEd 0myn(s) responsible should be designated as well as when the analy
The persoO

(1) Who will perform the analysis?

(2) When will the analysis be performed?
(3) How is the analysis to be used?

(4) How will the analysis be performed?

The remaining sections of this document are organized tq answer the above questions.

Responsibilities

The section on responsibilities is primarily a description of who will perform the

. analysis. The persons who will perform the analysis of the projects and programs should
' be designated as part of the Evaluation Component.

For a program, the persons that are responsible for forwarding the analysis reports
’ and/or raw data for each project that is part of this program should also be designated.

; Timing and Extent of Analysis

The analysis will be performed throughout the project or program evaluation period.
: How frequently will be determined by management requirements for monitoring and direction,

: evaluation needs, and critical events that may occur during implementation. Thus,
~evaluation analysis should be implemented:

(1) At periodic intervals;

(2) When specific milestones are achieved;
(3) When critical events occur; and

(4) When a project or program is completed.

The determination of a schedule for analysis will depend on the nature and the
iphasing of the particular project or program. Since a project or program is not expected

ito achjeve its objectives or goals until the end of the implementation period, interim
.Success levels must be established. These interim success levels must be stated in terms

.of the project objectives or program goals. These levels indicate the extent to which a
,;project is expected to reach its objectives (or for a program, its goals)at that particular

étime. Moreover, for some projects and programs, there will be a very slow start-up time,
‘therefore, a major evaluation would be of little use for six months or longer.

v Some of
sthe evaluation measures, however, may be checked earlier.

: The following example illustrates both interim success levels and slow start-up time.
A Post-Release Halfway House is being set up with the objectives of (1) enrolling 40% of
‘;hose released from the prison system and (2) reducing rearrests among those enrolled to
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10%. It will probably be close to a year before both objectives can be meaningfully used
to measure project success. Interim levels of achievement for the first objective could
be established, however, and used to evaluate project success during the first year. For
example, if it will be three months before the Halfway House is futly staffed and operable,
then interim levels of achievement of enrolling 5% at the end of six months and 15% at

the end of nine months could be established.

An example of the use of a specific milestone for project evaluation follows. The
success of a Juvenile Recreation Project may partially depend on the number of juveniles
participating. An assumption has been made that a minimal number of participants, which
will allow a greater variety of activities fo be offered, will affect project success.
Based on this assumption, the first interim evaluation will be held one month after there
are 50 juveniles participating in the recreation project.

Critical events which will require an additional interim evaluation are events that
may cause a change in the baseline data or in the environment in which the project or
program is being implemented. For example, a Labor Department Project to train and find
employment for a large number of delinquent youth (that will sponsor projects for the
school system) may affect a Truant and School Drop-Out Program.

The Evaluation Component should contain the schedule for project or program evaluations
and the degree of success expected at those particular points in project or program
implementation. In most cases, it is not possible to foresee critical events that may
affect implementation. If these events are known, however, they should be included.
The extent of the evaluation at the various intervals should also be indicated.

The timing of the evaluations will, of course, need to meet the needs of program

management and planning. It would not be unreasonable to schedule an evaluation three or

. for management needs for monitori

four months prior to the beginning of the fiscal year for the specific purpose of justifying"

the continuation of the project with LEAA or other funding.

Uses of Analysis
The next step in the preparation of the analysis section of the Evaluation Component

is to define how the analysis will be used during project or program implementation.
The analysis is used for four purposes:
(1) Success level determination; .
(2) Management needs for monitoring and direction;
(3) Assessment of contribution to the next level of evaluation; and
(4) Diagnostic.
How the analysis should be used for each of these purposes is discussed below:

Success Level Determination
The use of analysis for success level determination involves ascertaining the degree

of a project in achieving its objectives (or for a program, in achieving its goals). This
level of success is indicated by the use of effectiveness evaluation measures. Since a

; project or program is not expected to achieve its objectives or goals until the end of the
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(or are not within the specified tolerance Timits) such action must be
considered. There may be other circumstances that will indicate a need for
modification or redirection. For instance, even though project objectives
are being met, the indirect evaluation measures may show that the project
is not as successful as possible. The following example illustrates this
situation.

For a Community-Based Rehabilitation Project, the project objectives
have been established as (1) enrolling a certain number of offenders in the
jail, and (2) reducing the rate of rearrest among the offenders enrolled
in the project that have been released. An interim success leval has been
established to enroll 50 offenders by the end of six months. This objective
has been reached and there have been no rearrests among those offendars in
the project that have been released. Other evaluation measures, however,
show that only nine of the 24 offenders released have become employed or
have entered education or training programs. Thus, although the project's
objectives have been met for the six-month evaluation, 16 offenders
released that are unemployed and not in school is an indication that they
are 1ikely to eventually be rearrested. The Project Director should
consider modifying the project to put a greater emphasis on helping the
released offenders to find employment or to enroll them in educational
programs .

The possibility of modifying or redirecting a project or program may
be essential to its success. It is impossible to foresee all the circum-
stances under which this should occur; however, the evaluation measures
can be used as a guideline. A discussion of which evaluation measures
will be used and how the project or program may be changed should be part
of the Evaluation Componenf. A minimal requirement is to describe the
possible courses of action that may be taken if project objectives or
program goals are not being achieved.

Project or Program Continuation. The Evaluation Component should contain a
discussion of how the results of the analysis will be used to determine
project or program continuation. If any of the following circumstances
occur, the question of continuation should be considered: (1) the success
levels achieved in meeting objectives or goals are not within the specified
tolerance limits of the predetermined expected levels; (2) the evaluation
measures indicate that the project or program will not achieve its objectives
or goals at the end of the implementation period; or (3) the subjective
evaluation of the entire project or program indicates that the objectives
or goals will not be met and/or that the crimes that are a target of the
Impact program will not be reduced by this project or program.
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(2) Analysis of Entire Implementation and Outside Factors. The entire
implementation as well as the environment must be analyzéd to determine the
major reasons for the degree of success achieved. Although each of the
projects within a program has achieved its objectives, the program goals
may not have been achieved. The evaluator must be able to determine the
reasons for this.

Most of this analysis cannot be planned exactly or the interpretation of results
projected. It is possible, however, to outline the types of considerations that will be
useful in determining why a project or program Was successful.

Such a list for 2 methadone maintenance project could include:

(1) Community acceptance;

(2) Price of heroin;

(3) Quality of medical assistance;

(4) Outside employment opportunities; and

(5) Other assistance efforts in the same area.

By including a 1ist of factors that are gxpected to contribute to project or program
success in the Evaluation Component, the participants should become more sensitive to
developments that may impinge upon project or program success.
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INTRODUCTION TO
EVALUATION COMPONENTS

Eight evaluation plans or components for hypothetical High Impact projects are

_ E reprinted on the following pages. They were chosen to illustrate evaluation methodologies
fi . A for a variety of projects within the criminal justice system.

Included are four discrete
components that deal in turn with:

a community effort to rehabilitate offenders, a method
. for improving the internal efficiency of the court system, a coordinated program to speed
% ,; po]ite response time, and a project to treat heroin addicts via methadone maintenance.
é ‘ The second set of four components illustrate the evaluation methodology for a program
- composed of three projects designed to assist youthful and potential offenders. The
Youth Services Program description outlines the approach taken to program evaluation as a
| whole, and describes how the three projects fit into a program concept.

In addition,
~each of the project evaluation components are described.

For every example (except the Youth Services Program itself) a one-page project
. summary precedes the text of the component.

The summary is intended to familiarize the
“reader with the project being evaluated without providing too much distracting detail.

"Readers are reminded that the projects were chosen as illustrations, and are not meant
»to reflect actual conditions existing in any of the Impact cities.

{
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AN EXAMPLE EVALUATION COMPONENT:

A COMMUNITY BASED REHABILITATION PROJECT
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PROJECT DESCRIPTION:
A COMMUNITY BASED REHABILITATION PROJECT

SITUATION
An examination of county jail records indicates that in a one-year period,50 percent of

all detainees had previous convictions for stranger-to-stranger crimes. . Some veduction in
this percentage would not only be desirabie, but would support the attainment of the

High Impact goal.

PROJECT

Purpose: Assist the rehabilitation of county jail detainees convicted of previous

stranger-to-stranger crimes by providing volunteers to selected detainees

on a one~to-one basis.

Budget/Scope: $250,000 for two years, beginning in September 1973.

Agencies: County Council of Human Relations,

(1) Enroll 60 percent of county jail detainees with convictions for
previous stranger-to-stranger crimes, {2) reduce the rearrest rate of
the enrollees from 50% to 10%.

Objectives:

A three-person project staff (director, assistant and secretary) will

Implementation:

' operate the program by: (1) recruiting and training voluntesrs; (2)
providing 1iaison with authorities and targeted detainees; (3) monitoring
project status; and (4) maintaining records. Volunteers are identified
as those making a one-year commitment to assist the offender and his
family by rendering whatever assistance needed to reintegrate the
offender into society (employment, medical referral, education advice,
etc.). Volunteers will be recruited by public advertising and trained
by project staff drawing on experience provided by local officials,
role-playing sessions to enhance participant sensitivity, etc.

Coﬁstraints: Overcrowding of the county jail visitor facilities limits volunteer
visits during detention to once per week for 30 minutes.

Results

Anticipated: Reduction of arrests of project participants from 50% to 10%. Development

of guidelines for other communities' use. Increased public awareness

of the total criminal justice system.
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: ?tt1t“d95 by the staff and Q;UbJECtive evaluations of offenders '

| 1. EVALUATION COMPONENT

'§ Evaluation Measures

- is:
‘ (1) The number of ye
arrests among the
are releasey. offenders enrolled in the project who
The measur j
o ?: of efficiency used to indicate level of project syce
es
e number of offenders n the jail enrolied in the progethI]] e
Volunteers
é:; :he number of volunteers enrolled in the project
he av isi ‘ )
) T;e nu;;:ge number of visits the volunteers made to offenders i
er of volunteers who have Teft the project 'n o
total number of volunteers, % @ Traction of the
é6) The attitude of the volunteers, *
7} The usefulness -
of the training
' _ program {based i
* Ev . on volunte 1l
? aluation forms ang subjective Judgment of the staff) o Tretning
Offenders

obtained a Job and conti

nue fo be empl
(10)  The number of offenders Ployed).

‘ who havye
Prior to one year participation.
(11) The attitude of the offenders.*

‘ ,
£€nosen not to continue to see a volunteer

Data Reguirements;

Data that wil) be required for the
(a) data on detainees in jail;
{b) data on offenders who have be
volunteer); angd
(c) data on volunteers,

“These will p
Lo e based gn:
attitude is re on: (1) the records k
- record ept for off
(number attending)fdgngegarespo@se of offenders and v§?3§€29§:d volunteers

correctional officers.
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pdditionally, the data elements have been given a priority rating of primary (P)
or secondary (s). Primary means that the elements must be collected to measure the
achievement of the project objectives (the measures of effectiveness). Secondary means
that the elements must be collected for complete evaluation of the project.

Detainee Data E1 ements
(P) (1) Detainee name and 1D
(p) (2) Date of entry into jail
(p) (3) Date of exit from jail
(p) (4) Offender convicted of Impact target crimes
1 = yes
2 = no
(s) (5) Volunteer name and 1D (if volunteer assigned)
(s) (6) Requested a volunteer
1= involuntarily

2 = yes, after asked
3 = no, after asked
4 = not asked, but assigned a volunteer

(s) (7) Date when volunteer assigned

(s) (8) Date of first visit of volunteer

(s) (9) Total number of yisits of volunteer to jail
(s) (10) Initial attitude towards volunteer*

1 = hostile
2 = skeptical
3 = receptive
4 = neutral
(sy (11) Attitude towards yolunteer (every two months)*
1 = using volunteer
2 = cooperative
3 = neutral
4 = pegative
(s) (12) Worked with prior volunteer
1 = yes '
2 =no

(s) (13) If dropped out of project, date

post-Release Data Elements
(s) (14) Continued education (enroliment in any educational or job training program

1 = yes
2.=.no

—
) These judgments are made by the volunteer.
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(s) (15) Employment (hav i '
e obtained and held j
) (18] Reurvest (for any offense) any type of job, including part-time)

1 = yes
2 =no
(s) (17) Continuation of volunteer relationship (volunt i
contact with the offender) e, contimes to be
1 = yes
2 =no
(s) (18) Average frequency of contact
1 = every week
2 = every month
3 = less frequently

(s) (19)

Volunteer assist i
' : ance has been given (either in obtaini j
an educational program, or other) "9 ¢ b, enrotiine
1 = yes
2 =no

Volunteer Data Elements

(S) (20) Volunteer name and ID

Ez) (21) Number training sessions attended
) (22) Rating of training program

1 = good
2 = adequate
3 ='not adequate
(S) (23) Date assigned to offender
(S) (24) Number status sessions attended
(S) (25) Rating of project :
1 = successtul
i = moderately successful

unsuccessful

() (26)

Attitude toward offender's rehabilitation
1 = rehabilitation possible

]

2 = rehabilitation very likely
o) 3 = rehabilitation unlikely
7) Assigned to prior offender*
(s) (28)

If dropped out of project, date

* 3

o h
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Data Constraints

Existence of Data
The jail has a Detainee Summary Report which contains
description of the jail population, and the data necessary to select offenders convicted

the required data for a

of Impact crimes for the project.

Forms have been designed for project implementation and will be used for the co]]ection !

of the remaining data elements. (See Appendix I, which contains a chart showing all the

forms and the layout for each.)

Availability of Data ,
The jail data will be available to the project staff.

Cost of Collecting Data
There is no cost involved in colliecting the data at the jail.

and distributing the forms will be $10,000, which has been included as part of the

The cost of printing

implementation costs.

Data Collection

Data on Jail Population
A staff member will visit the jail weekly to record changes in the jail population.

He will record (1) the name and ID of new detainees and their previous records, and
(2) the name and ID of detainees who have left.  He will prepare a list of offenders

who have requested a volunteer.

Data on Offenders in Project
The staff member will also pick up a copy of the Detainee Summary for all those

offenders who have been assigned a volunteer.

Data on Volunteers

The staff will collect data from the volunteer during the training program and during_{
L (5) The number of offenders who Jeft proj

! (6) The number of offenders released sin

During the first training session, the volunteer will i1l out

the status sessions.
During the fourth training session, ‘the volunteer will be given the

Volunteer Form C1.

Training Evaluation, Form €2, which will be completed and returned to the staff two months

The volunteer will complete the Monthly Status Reports, Form C3, at the monthly

later.
If the volunteer misses two consecutive status sessions, the Reports

status sessions.
will be sent to him for completion.
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ivolunteer forms and updating the Jaij Popula
”;done as data are received (daily).

;v¥0?unteer Records every two months
information fop:

.g For jai? population.

j % Record(s), Form D2, and copies of the Mon
. each offender, by offender 1p.

il Bt Lo -l m;g
|
i

Data Management

Storage of Data

: : .

thly Status Reports, Form €3, will be filed for

: For volunteers. The Vo1unteer, Form €1
vMonth]y Status Reports, Form €3, wilj be filed
tcont1nuous Volunteer Record, Form B, will be ma

the Training Evaluation, Form €2, and the
for each volunteer, by volunteer ID‘ A
Tntained for a]] volunteers.

Maintenance of pata

tion and Volunteer Records, This will pe

Processing and Reporting the Data
The assistant director wil] com;;}e as

. ummary Report ‘from the Jail Popuiation and
e Summary Report will contain the following

Jail po ulation:

(1) Th i
€ number of detainees to Whom volunteers coylg have bee

Offenders in jail {in Progect} |

(2) The tota number of offenders who
project inception.

N assigned.

(3)

4
(4) € number of offenders who were enrolle

: «
? (7\ a "
v ! The number of offenders currently in project

; g Offenders released (din Project)

i (8) The number of rearrests

S

(9) The number w

ho have c ] . <
(10) The nunpa, ; ontinued theiy education

ho have. found employment
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Data Validation

Volunteers

s

(11) The number of vol

inception. - e st v
(12) The :umber of volunteers at the beginning of
(13) “The number of voluntee
(14) The number of volunteers W

reporting period. . "
(15) Thz current number of volunteers 1n the proje

s to
(16) The average number of visits volunteers made

eporting period.

ho have dropped out of the project since the last

jail during this reporting

period.

intained by
to the records main
: the Summary Report re
i director will compare A . ;act data elements a
The aSS1Sté:§ 1so spot check the accuracy with which the prol
the jail. Hewill a

! , Form D2.
entered into the Offender Volunteer Records
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i eriod,
rs who began training during the last reporting p ‘

II. ANALYSIS

JEVBCAE IR

Timing
The data will be analyzed thoroughly at six month intervals. Every two months
' the overall statistics (Summary Report previously described) will be checked for trends.

z Methods

i

= Measures of Effectiveness

The percentage of rearrests among offenders enroiled in the project will be the ratio

Tof offenders rearrested to offenders who have been released.

These percentages will be calculated every two months. It is recognized that there
‘will be some amount of start-up time before meaningful percentages can be obtained.

Levels
" of success are discussed in Findings and Conclusions (below).

Measures of Efficiency

The following evaluation measures will be calculated using the Summary Reports:
(1) The percentage enrollment will be the ratio of offenders that have been

assigned a volunteer since project inception to the number of offenders
that have been in jail anytime during project duration.

(2)  The average number of volunteer visits, i.e., the total number of visits
for all volunteers divided by the total number of volunteers.

(3) The ratio of volunteer drop-outs to volunteer enrollees.

(4)

The ratio of offenders released who did not either continue education,
obtain a job, or both to all offenders released.

The ratio of offender drop-outs to offender enrollees.

: The remaining measures will reflect the subjective attitudes of persons involved
in the project:

(5)

(1) Percent of volunteers who view project as successful.

(2) Percent of volunteers who view training program as successful.
: (3) Percent of volunteers who complete training program.
(4)

Percent of offenders who are initially receptive, and continue to be
: cooperative, ' ‘
I; the percentage is less than 50%* for any of the above four measures, the project
eyaluator should investigate and analyze the difficulty, and if warranted, the project
should be "flagged" for Director's attention.

H

*:

:She elements chosen and the percentage to be applied have been selected by the project

~director, who recognizes the difficulties involved in a project in which the primary
gesouce 1s. community volunteers.
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In addition, the following will also be measured:
(1) Subjective evaluation of the volunteers' attitudes by the staff, and

(2) Subjective evaluation of the project by the corrections officers.

Findings and Conclusions

Success Level Achievement

e et e et s et

Project success levels will be measured every two months by both measures of effectiv&§ ;

ness and efficiency.

The project objectives take two forms:
(1) The objective of Tess than 10% rearrests among offenders that are released

(not time dependent on time of arrest).
(2) The expected objective of enrolling 60% of the offenders in the project:
6 months - 10%
12 months - 25%
18 months - 45%

24 months - 60%
These percentages are based on the judgment of the project director that

there will be some project "start-up time" in recruiting volunteers and

that after the project becomes well known in the community, the volunteer
These expectations, however, may be changed

enroliment should increase.
during project implementation by the project director due to factors such

as a substantial change in the number of Impact offenders entering the jaiL“

Project Continuation

Project success for continuation, modification, or termination will be determined

If the effectiveness measure has been met (project
If the measure has not been met, the detailed
The evatuator }

every six months in the following way:

objective), the project will be continued.
analysis of the efficiency measures and the project environment is required.
will determine why the project objectives have not been met and, if necessary, the

Project Director will modify the project accordingly.

This project should make a substantial contribution

Contribution to higher goals.
towards the program goal of reducing the percentage of rearrests among released offenders’ |

who were previously convicted of Impact crimes. The results of other correctional

projects within the jail system will also be analyzed to determine their respective
contribution towards the achievement of the program goal. . The other projects, which will é
improve the conditions of the jail and provide psychiatric assistance to. offenders, -
should assist in their readjustment to society after release.

il
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Reasons for Degree of Success

guideline. . Other factors, such as

5 officers, will have to be taken int

61




I
|
)
|

3
by
3

ot b bl v e SN

i
i
H
{

N

b s gt

N

 SSRE I
-
;

APPENDIX I
PROJECT FILE SYSTEM

JATL POPULATION RECORD (FORM_ A)

1. JAIL POPULATION

dATY e

FORN A {for all)

11, VOLUNTEER INFORMATION

N s

JATL DETAINEE DATA FRO.JECT QFFENDER D
1ECT § ER_DATA
OFFENDER
CONVICIED I8
DATES OF IMPACT EDUCATION
DETAINEE | ARRIVED/ CRIME RE-ARRESTED PROGRAM EMPLOYED | VOLUNTEER
D LEFT (YES/NDY | (YES{NO) ¢ees/no) | (ves/na) 1D

. S ]
FORM B for al1) [ —eeETT— i ==ty
L}‘D_RM_S_Z] (for each)
Fom )
I111. OFFENDER INFORMATION
[rom1]
YOLUNTEER RECORD (FORM B)
(for each) .
¥
VOLUNTEER DATA OFFEfDEL ASSISTANGE DATA
[omi 53 ] NUMBER WUHBER
DATE DATE STATUS | DATE VISITS | EDUGATION ) EMPLOYMENT
VOL. | DBEGAN [ ASSIGNED | SESSION§ | LEFT 10 | ASSISTANCE | Assistamce  |oreEmpER
10 )TRATNING | OFFENDIR | ATTEMDED | PRoJECT | gAm, | (vEs/wo) (ges/m0y |
““——_—.y—’_"\—

VOLUNTEER (FORM C}

NaME VOLUNTEER 1D,

ADDRESS,

£cg

KEASON FOR PARTICIPATING IN PROJECT:

- HOW HEARD ABOUT PROJECT:

o3
'BREVIOUS EMFLOYMENT SUNMARY

Plesse submit at close of initial training session,

63

TRAINING EVALUATION (FORM €2)

VYOLUNTEER ID
1, List the elements of this training that have been most helpful
to you and briefly gtate why.

2. list the elements of this training that have beed least helpful
to you and briefly state wWiy.

3. What other concerns to you havé ag a Volunteer that you would
3ike to have covered at fucura sesalaons?

4. SummAry judgment of training.

[0 eeod
D adequate
I ot adeguate

5. Attended rraining sessioms.

INSTRUCTIONS: Please submit 2 months afrer assignment to an pffender.

O
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MONTHLY STATUS REPORT (FORM cl)

Kouth

Date filled

NS SN

Offender ID

Volunteer ID __ .

Attended status session {yes/no),

Months. aseigned offender

_Q}‘;YENDER'S LOCATION OFFENDER'S MAJOR ACTIVITY

[T county Jail

[ erison
/7 Road Camp 2.

Other,

Resides int

[T Have lost ull contact
with offender

/7 tLocation unknown

Remarkst

o
g
)
)
iy
7

/7 Eaployed full time

/7 Employed part time
(leas than normal work week)

_/__'7 seeking work

Encolled in educational program:

Adult Education
Jr. or Compunity College
College ot University

vocational-technical ot
manpover training

Apprenticeship

Correspondence

Other,

Remarks:

MONTHLY STATUS. REPORT (Continued)

OFFPENDER'S LEGAL STATUS

Locked up awaiting trisl

NRN

Locked up awaiting
sentencing

Case coatinued
Serving time
Out on bond

Out on personal
recognizance

Trial -date set
Eligible for parole
Parole granted
Releaged

Released on probation

participating in work—
release

n TROoLL LR

Re-arrested:

[T relony

U Misdemeanor

[T Moving traffic
violation .

Other,

Remarks?:

$OCIAL SERVICES/ACTIVITIES PROVIDED

Legend: Designate source of actions
by using following

Synbols; [0/ Offender
[T vVolunteer

[XT office

[7 contacted offender repularly
(at least once wveekly)

/7] Telephoned offender regularly
(at least once weekly)

{7 Assisted offender in eeeking
wotk

[T Assisted offendor’s family

[T Contacted or telephoned
offender's family

[T corresponded regularly with
offender

[T corresponded with officials

in behalf of offender

[T Appeared in court in behalf
of offender

[T Legal atd

[T Arranged for bail

[T tounseling [T cni1d or day care
U Housing
_[_7 Transportation /7 Pood or clothing

[7 Hedtcal or dental

Other;

Remarks:
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MONTHLY STATUS REPORT (Concluded)

EVALUATION OF OFFENDER'S PROGRESS RECOMMENDATION FOR NEXT HONTH

/7 Making good progress
)

[7 continue same servicea/
b activities/contacts
Gaining self-respect and

confidence [T Wil contact office for

special assistance

Ability to cope 18
increasing

Y

_/j Requeat that office contact
volunteer to discuss specisl

/7 Has saticfactory problen
achievements {phone number)}
[T shova increasing good L7 pay L7 B
Judgement Other
[T Making average progress Remarks:

/7 Making little or wo
progress

U Some progress but having
usual ‘adjustment problems

D Displays positive,
wholesome attitude

L7 Regresses occasionally

[T Observation too limited
for evaluation

Remarks?

SPECIAL COMMENTS:

Please check all boxes that apply and include
qualifying remarks where necessary.

INSTRUCTIONS:

Bk R

e e i

DETAINEE SUMMARY (FORM D1)

Nage, Detainee ID

Address

pate of entry,

pate of exit__. .

i e e st

Charge,

Court data

Highest educational level

Employment data

Family situation

History of drug addiction

Prior record

bDescription of stay at jail (special privileges, any altercations)

OFFENDER-~VOLUNTEER RECORD (FORM D2)

Offender ID

Volunteer 1D

Requested a volunteert
O Yes
] Yes, after aaked
[ No, after asked
[0 Not askad

Date aseigned volunteer,

Date of firat visit of volunteer

Initial attitude tovards volunteer,

Attitude six months later

Attitude at end of year

Asgigtance received

e
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AN EXAMPLE EVALUATION COMPONENT:

AN AUTOMATED COURT CALENDARING
SYSTEM PROJECT
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SITUATION

A total of 53 percent of the cases processed by the Superior Court during the year involved
High Impact-related crimes. Conditional release was granted for 60 percent of the defendants,
and 82 percent of those released were rearrested.
of their conditional release. Records indicate that the median length of time between ini- |
tial court appearance and sentencing is approximately six months, with no records indicating L
where most delays occur or what causes them. :
cessing time of defendants would reduce the rearrest rate.

PROJECT
Purpose:

Budget/Scope:
Agencies:

Objective:

Implementation:

Constraints:

Results
Anticipated:

E;E ) o 7 -

PROJECT DESCRIPTION: i ;1. EVALUATION COMPONENT

AN AUTOMATED COURT CALENDARING SYSTEM PROJECT :
- {Evaluation Measures

The measures of effectiveness used

- lits objective will be:
3

;.é (1) The number of court days between:™

to calculate the Success of the project in meeting

o addition. 10 percent violated the tom !VE (a) arrest and prosecution screening
g (b) prosecution screening and preliminary hearin *
% L (c) preliminary hearing and retyrn ;
It is assumed that some reduction in the pro- @ ! () return °f Tnformation or indict
; (e) arraignment and tria] commencement
() trial commencement and tria] end, and
(g) trial end and sentencing,

To reduce processing time for criminal defendants between initial court s ; (2) The time interval (in months bet
. W .
appearance and sentencing by automating the calendaring system and analyzing .- (3} Number of rearrests of defendant een arreft and sentenc1ng),
the processing of cases as they pass through the system to eliminate the {vi (4) Number of conditional release v S]on conditional release, and
causes of delay. release, iolators among defendants on conditional
The measures of effi
Dl ¢iency used to .
$500,000 for two years beginning in September 1972. o (5) Number of cases tried measure project success will pe

out of number of cases scheduled for trial
]

ich there is 3 convicti
on,
(7)  Number of cases disposed of each month i

: (6) Number of cases for wh

Superior Court, Administrative Branch (jurisdiction for all felonies)

Reduce court delay 10 percent (measured in court days) for all cases passing{@éﬁilgguﬂrgmgnzi
through the Superior Court System. 1 ATl the data elements needed to measure ;
j rojec
. . :t? Measure the project objectives raJect success
The court administrator will direct project implementation with day-to-day “required to measure oth ’
e er asp

are listed.. If they are .
: r
the data elements are rated primary (p) fatired

: 3 1f they ar
ects of the Project, the data elements are r iary

operations hand]ed by suo?ontractors. 6 prime contTactor will instail an 1_; For each case processed in court: ated secondary (S).
already available scheduling algorithm in the court's computer and then f'j () (1) Court 1D number
integrate the Calendaring System with court functions that are already { ? (P) (2) Date of arrest
computerized. (Currently the court's IBM 360/50 is used only 60 percent of - [(P) (3 Charged off _ .
the time.) Desigining, installing and testing the aligorithm will take three: i - Within-:nse - mo?t serious
months; parallel running with the current system to achieve user acceptance ’§ 2 - outside :VQEt cr1Tes
will take three months and switch-over will take one month. ‘ »‘j (P) (4) For Inpact tai;::tc:TTmes

8| 1me,. most serious
User acceptance is critical to the project; consequently after six months, %.g 1= burglary
acceptance by courtroom personnel and cooperation among all departments and ‘ 2 = assault
courts will be evaluated to show whether better project promotion is needed , : 3= robbery
{which would necessarily delay the operational use of the system). b : = homicide

= rape

{

o
it
Decreased arrest rate for conditional release defendants. Decreased viola—kig Y of steps are repeated
tions ahong conditional release defendants. A higher conviction rate. Beﬂéﬁ"agﬁme case
cooperation from jurors and witnesses due to more efficient notification ﬂe Hred fro
system, ‘Much less time wasted awaiting trial,

70

» the final occurre

S . - - 03 '
s there is no preliminary hearing. Then the numbe

M pirosecution screening to return of indicoart days will be

information or indictment,

71
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Release action
1 = conditionai release
2 = jail

-
o
~—
—
o3
—~—

(P) (6) Date of prosecution screening
(P (7) Date of preliminary hearing
(P) (8) Date of return of information or indictment
(P) (9) Date of arraignment
(P) (10) - Date of trial commencement
(P) (11) Date of trial end
(S) (12) Type of trial

1 = jury

2 = non-jury
(S) (13) Case appealed

1 = yes

2 =no

(P) (14) Date of sentencing

(S) (15) Record of initiators of delays
(repeat for each delay for a case)
1 = defense action

2 = prosecution action
3 = court action
4 = other (including calendaring errors)

(S) (16)  Disposition
1 = tried and convicted of most serious charge

2 = tried and convicted, but not most serious charge
3 = convicted through plea negotiations
4 = not convicted
(P) (17) Bench warrant issued and executed while on conditional release
1 = yes
2 =no
(P} (18) Rearrested while on conditional release
1 = yes
2=no

For each month:
(s) (19) Number of cases on calendar
(S) (20) Number of cases disposed

Data Constraints

B
ot
i

Existence of Data

The data for individual cases will be extracted from the automated Case History Fﬂfj
that is part of the Court Information System. The data for each court day will be obtaif "

72 ' Lf
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Availability of Data

Al1 the required data Will be available o the project

{
$§ Cost of Obtaining Data

b
i History and Calendar files is estima

© ! Data Collection
. Part of implementation Will be to write a com

% gdata elements from the automated data bases o
: gthe data elements for each court day wi '
! ?the assistant coyrt administrator and
5 %Extract1on Run (Appendix I)

E

1 Data ifanagement

: The Evaluation Data Elements File

© ;evaluation summary will b i ports C1
t o to (8.
statistica published every three months The

L T and mana . 3 1t is expected, however,
g gement reports will pe available every month for management o e
co

- Data Validation

. gram to extract the evaluation
Until the calendarin

Will be stored on an IBM 2314 disk pack and updated

nd Management

ntrol.

» The list of evaluation data elements will be spot-

- kases will be scrutinigeg checked for accuracy. Five individual

The data elements
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I1. ANALYSIS

Timing
After the project is fully implemented, it will be evaluated every three months. The
first evaluation will occur ten months from project commencement. Levels of success will

be considered in Findings and Conclusions (below).

Methods

will be used for presenting summary results.

Measures of Effectiveness

The median number of court days for the time intervals between all the steps will be
calcuiated for all cases processed during the evaluation time periods. If two steps are on
consecutive days, the time interval will be considered zero. =

The average for the time interval between arrest and sentercing will be calculated for
those cases in which the defendant has been sentenced during the evaluation time period.
For each evaluation, these figures will be compared to the figurés calculated during the
test period (parallel), to caiculate the reduction percentage. The standard deviations will

also be calculated for the delays measured. Although these figures will not be part of the| . . ]
{1 0T rearrests while on conditional release

evaluation project objectives, they will be useful for court management.

number of defendants on conditional-release during the evaluation period. b

j

using the ratio of defendants for whom a bench warrant was issued and executed to the totﬂ§
number of defendants on conditional release. ‘

B

Measures of Efficiency

The percentage of cases that were admitted to court that were tried will be ca1cu1ate¢‘

by using the ratio of cases that have been tried to the total number of cases that have bea‘;

scheduled for trial since the project began.

The percentage of cases admitted to court for which there was a conviction wiil be cd;

culated in the same manner as the percentage tried. This percentage will be calculated fwé;:

{

both convictions for the most serious charged offense and for a lesser offense.
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Standard statistical measures, means, medians, and standard deviations, when app1icabkhlg

‘ f fully operational. The project will be evai

g‘:

The percentage of rearrests will be calculated using the ratio of rearrests to the tohﬂ.

. period, A ; ; .
The percentage of defendants that violate conditional release will be calculated by | t that time, the project will be continue
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The average (mean) numbep of ‘casés disposed per month during the evaluation period o
1 i

will be compared to the average number of i
cases dis i .
calculate the relative change. posed of during the paralle] period* to
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Findings and Conclusions

Project Success Levels
Project success will not be evaluated y

ntil three months after the project becomes

i uated ev
. expected levels of success are: ery three months thereafter. The

12 months - 2% reduction in court deTay time
; 15 months - 49 reduction in court delay time
-f 18 months ~ 7% reduction in court delay time
s 24 months -~ 10% reduction in court delay time
fThelevels of success established above m
. to changes in court conditions,
A decrease in Impact crimes will pe

ay be changed during project implementation due

directly attributable to a decline in the number
- A probable decrease will be indicated by an
se in conditional release violators.

Project Continuation
Project continuation will not be con

{or more. If it is less than 5%

: trfed increases 10%, or the percentage of convic- | f
e continued as is. Inp addition, if the average number :
5%, the project wiil be continued as is.

» then the results of both the measures of efficiency

tions increases 5%, the project will

Lonsideration shoulq also be given to the
ng System.
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DEFINITIONS OF KEY TERMS

Rearrest - arrest of devendant while he is on conditional release.

Conditional release - category for all defendants who are not in jail during.the time
period from initial courtroom appearance until sentencing.

Conditional release violator

Court delay - the total elaps

- defendant for whom a bench warrant is issued and executed,!

ed time from arrest to sentencing.
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APPENDIX 1

EVALUATION COMPUZER RUNS

Run 1 Run 2
[ Data | Analysis
Extrac— Run
[tion Run
5 Card “
Format Cl I l
R
eport C1 Report C3
(pre-automation) Evaluation Statistical
Data Reports and
Reporta
Report C2 Report C4
Report C5 ]
(post-automation)
INPUT FORMAT FOR COURT CALENDAR DATA
(Caxd C1)
Number of Number of
Cases Cases
Date On Calendar Processed
=::::::F::::::;—;2::::::22::::::§::§::
APPENDIX II
EVALUATION DATA (Report Cl)
Court ID Impact Crime Yes__No Moat Sérious Charge
Delay Data: For Each Interval (In Days)
(1) Arrest to prosecution screen
(2) ____ Prosecution screen to preliminary hearing
(3) Preliminary hearing to return of
information or indictment
(%) Return of information or indictment
to arraignment.
{5) Arraignment to trial commencement
(6) ____ Trisl commencement to trisl end
(7) ____. Trial end to sentencing
Total Days Delay Total Delay in Months
Conditional
Release Data: On conditional release
Violated conditional release Y = Yes, N = No
Re~-arrested
Number of Times Court Delays Initisted By: Defense Counsel Prosecution Court
Other

RECORD OF CASES PROCESSED (Report C2)

Number of Number of
Cases Cages
Date On Calendar Processet)

==:==::::==t::::::::::£5;:===:::::
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f SUMMARY OF CASES PROCRSSER (Report €3) : BIBLIOGRAPHY f
| , - AN A * ‘
: Month/Total Cou‘:‘é:::; :i}'l of C::::e;::g:ssed of C:ﬁ::egggg:ased UTOMATED COURT CALENDARING SYSTEM g
3 Month 1 ;
Erskine, Helen, Karen Joerg, and Mike Maltz. Report on Off ; %
i on fe e g s . . hepor ender-B , i
| Houth 2 ’_ Statistics, Weekly Institute Seminar, Washington, DTW%@@ ¥
: Month 3 M . |
' 1 R (;h Annual Symposium on Law Enforcement Science N i 5
: —— /‘ Court Delay, Washington, D. C.n guee: 197;._?”1'?;?# Tgchr.ology, Workshop I1I-D, Reducing
i otals for ¢ DR i e
Evaluation ,f . : :
Period ‘1 gJennings, John B. The Design & Evaluation of E i L
L/ . ’ “ﬂ*ﬂ‘_ =xperimental Court Reforms, 12th i b
rorate ot . Meeting of the Institute of anagement Sciences, October 2, Q7T Amerjcan !
Test Period -
¢ Law Enforcement .Assistance Agency, Institute I i : . i
g ( ; and Post Adjudication, Washington, D. C.,m?g%.Program Evalyation Guide, Prevention b
‘ | i La@ Enforcement Assistance Agency, Planning Guidelj ' . .
5 7 Section IV: Adjudication, Washington? D. C., ?g;zt’.i'{:i\nl’;r‘ggranls to Reduce Crime,
! ' .\ Penn, Richard T Automation 0 ities 1
: COURT DELAY REPORT (Report Ch) ! ) 1 . ortunities in the
” P Washington Chapter A C M, Washington, D. T.., nggtsé U]Q;Z Jepartnent of Comnerce, :
B MEDIAN® EETBR‘)IAL DELAYS HEDIA}:E‘:g:}A‘I;)DELAY P ESid t‘ C ) ’ . : 5
e P ent’s Commission on Law Enforcement and Admini i ; s
HERERENERERE Report: The Courts, Washington, D. C. . ]gsl_}}}:n1st:r:31;1on of Justice. Task Force
; o
ITEST - P :
PERTOD : laglor, Jean G., Joseph A. Navarro, and Robert H. ¢ h : ;
{ s : arrds . . Data Analysis and Simulati
: of the District of Columbia Trial C Ctem for : mulation &
sty Defendants, June, T968. ourt System for the Processing of Felony Z
: f ABSOLUTE [ > S
4 CHANGE '
PERCENT ( M
H CHANGE i
! ﬂm Vo
x THIS : : :
i ONTH H ;
* Similar Reports for Means and Standard Deviations. : \ i
: P
1 : ;i

RE-ARREST AND CONDITIONAL RELEASE
VIOLATOR REPORT (Report CS)

NUMBER DEFENDANTS RE-ARRESTS VIOLATORS
ON CONDITIONAL
RELEASE NUMBER PERCENT NUMBER PERCENT

TEST
PERIOD

SuMMARY Lo
TO DATE :

ABSOLUTE
[CHANGE

PERCENT ey
CHANGE £

e

LAST
IMONTH

15 i
NTH :
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AN EXAMPLE EVALUATION COMPONENT
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A POLICE COMMAND AND CONTROL PROGRAM
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PROJECT DESCRIPTION:
A POLICE COMMAND AND CONTROL PROGRAM

SITUATION

"A city-wide survey of the geographical distributions of crime has shown that areas with

high incidence of stranger-to-stranger crimes do not substantially coincide with areas
having a high incidence of burglary. Since police resources are limited, the problem of
their deployment has been resolved by focusing on areas with high stranger-to-stranger
crime Tevels. Of particular concern is the matter of commanding and controlling police

forces so deployed.

PROJECT

Purpose: To implement a command and control (Cz) program (involving three
subordinate projects: resource allocation, personal alarms, and com-
puterized information retrieval) to reduce police response times (i.e.,
from the time a call is received until a policeman arrives at the scene),
with a corollary goal of increasing arrest rates.

Budget/Scope: $1,250,000 for three projects for five years.

Agencies: City Police Department
Objectives: To reduce average police response time from the current eight minutes to

three minutes; to reduce maximum response time to six minutes or less for
95 percent of the calls. Additionally, to achieve an increase in arrest
rate of about 3 percent at the end of two years and 15 percent at the end
of five years.

Implementation: The resource allocation project will use computerized redistricting and
scheduling to improve the location and timing of police patrols and vehicles
to more successfully coincide with the incidence of stranger-to-stranger,
and reduce response times. The personal alarms project will equip police
officers and facilities to receive distress signals generated by citizen-
purchased personal alarms, thereby enabling a more prompt response to
criminal activity. The computer data storage, retrieval and display
project will provide hardware and software to enable police dispatchers to
retrieve information from police files and to maintain displays of patrol
deployment.

Constrgints: While capable of further automation, the current program will be Timited
to using existing computer facilities (with the addition of terminals for
the dispatchers) and conventional communications links.

Results An integrated program that will enable police to more rapidly respond to
Anticipated: the scene of stranger-to-stranger crime resulting from better force

deployment, improved alarm systems, and computerized information
retrieval for dispatchers.
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j Measures and data provided by component projects.

.

P

By AN i sart

i The measures to be used in evaluatin

v § each project will be determined by the Crime Analysis Team Evaluator, wh
; assess them collectively as a system relative to the program o

v

"g the previous year.

- to the time a policem

of

Eprovided for in the projects are attitudes

‘I, EVALUATION MEASURES

g any program should indicate:
(1)  How well the program is meeting its goals;

(2) The extent to which the program is con
Impact Program; and

(3) The contribution of the individy

For the police CZ program,

Eributs .
ibuting to the success of the city's

al projects to program success.
four specific measures are identified.

. The firs
measures of effectiveness and the next two are measures of efficiency < t two are

The contribution of
0 Will be able tg

Arrest rates. The number of arrests,

normalized to the incid
. ence -
stranger crimes, as a function of response o strangerto-

time.

Clearance rates. The number of stra
the number of stranger~to-stranger crimes

nger-to-stranger crimes solved, normalized to
reported, as compared to the similar period of

Response time. The time from recei

Pt by the poiice dispatcher of ;
: a call for assista 2
an arrives on the scene of the crime. 1stance

Attitudinal factors.

To the extent possible, the program evaluation makes use of

In this case, measures needed but not ®
of police !
The use of new allocation schemes,

! officers and their commanders regarding:
b) Assignment to vehicles to which the
c)-

(

(
(

. Y may not be accustomed
A new routine for shift assignment, ’ ?

d i )
E ) Changes n the frequency of encounters with victims and offenders :
(e) The use of computerized data. and ’ i
f) ’ -

The use of the Tocation display scheme. A b
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IT. DATA NEEDS

Data Requirements

in the case of a program evaluation component, most of the required data elements wﬂ],f?
be supplied by the project evaluation activity. Described here are the total data require.| -

ments of assessing progress towards the C2 program goal. Where the C2 program data will
be collected as part of component projects, that fact is indicated.

Baseline data will consist of information contained in the Impact Questionnaire,
any existing data collected by the police department during the previous two years, and
project data.

The detailed forms for collecting each data element are found in the appendices to

this document.

Response Time
Response time is defined as the total elapsed time from notification to the police

that assistance is required to the arrival of a police officer on the scene. This time
period can be broken down into four sub-periods, each of which will be collected as a
separate data element. These sub-periods are:

(a) Time to complete a connection
(b) Time to record facts

(c) Time to initiate response

(d) Time to arrive on the scene

Time to complete a connection. (Appendix I) The time required to contact a responde
(dispatcher, terminator, civilian operator) in police communications. Because of the

difficulties involved in obtaining this information in real situations, test calls will be;

used, as would be originated both by citizens and by police officers.

Time to record facts. {Appendix II) The time to record the facts about a complaint

or incident whether the call is from a citizen or a policeman. The data will be recorded

as a procedural requirement imposed on the respondent, i.e., dispatcher.

A card is filled out by the respondent, reporting information concerning the caller, i

the reported incident, and the urgency of need for emergency assistarice.

Time to initiate response. (Appendix IIL) The time starting with the completion ofg

the information forms by the respondent and ending with his transmitting the information %

to initiate a responsive action. The responsive action could be instructions to a |
patrolman to proceed to the scene, or transmitting the information to a special dispatdwé
or relaying the information to another agency. In any event, this time period will end

when the person who first took the call passes the information to someone else to begin | -

the process of response.
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Included is the time to identify available resources, alert the responding personnel
and provide detailed information regarding the reported incident. ,

Time to arrive on the scene. (Appendix IV) The time from initiation of the
responsive process to arrival of at least one police officer at the scene of the actiop
that caused the call for assistance. The first officer to arrive may not be the one

directed to the scene by the dispatcher. 1In any event, the time period will end with the
arrival of the first policeman.

Included is time to get to the general vicinity and time to enter the immediate

area. The latter factor is important in multi-storied structures, large factories, and
secured facilities. ’

Arrest Rates (Appendix V)
(a) The number of arrests for stranger-to-stranger crimes.
(b) The total response time for each instance of such arrests.

(c) The total number of such crimes reported o the police each calendar
month.

(d) For one in every 25 such arrests, selected on a random basis, the action

taken by the prosecutor and, if avajlable, the court disposition of the case

Attitudinal Factors (Appendix VI)

o The data for measuring attitudinal factors consists of a series of questions put to
police patrol officers. dispatchers, and their commanders. The questions to be used
appear in Appendix VI to this document.

Clearance Rates (Appendix VII)

) F?r each arrest for a stranger-to-stranger crime, the total number of Impact crimes
or which the accused is charged, regardless of when the crimes were committed, is

limited to crimes committed within the city. The same data for the previous year is
also to be obtained.

bata Constraints

Graduate students in Sociology and Anthropology will be hired and trained to serve
as o§servers for data collection. At $3.00 per hour and an estimated five observers
working 2000 hours each, the special cost for this data cnllection will be $30,000.
threeT?:tZijféiz'conduct thé.attitude survey will be $14,400, based on fhe éssumption of
rs each working about 1600 hours for $3.00 per hour. The interviewers will
also be graduate students with appropriate academic training.

In summary, neither the cost ilabili
. s nor availability are expected to hamper dat i
st the progean e p a coliection
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Data CQ11ection

The data to be collected by the Police Department for project evaluations will be
made available to the Crime Analysis Team (CAT) in aggregated form. It is anticipated
that the raw data (i.e., Police Incident or Complaint Reports) will only be sampled to
test the validity of the recording and aggregating functions.

The project data will be reported as follows:

Resource Allocation
Daily and shift records of how men and equipment are distributed will be assembled

into weekly aggregates and forwarded to the CAT evaluator not later than three days after

the end of the reporting perind, Analytical findings and conclusions derived by the project §
team will be forwarded to the CAT evaluator as soon as this information is available. {,E

Personal Alarms

These data will be collected and analyzed by the Poiice Department's project team.
The findings and conclusions will be forwarded to thz CAT evaluator once a month, not
more than fifteen days after the end of the reporting period.

Computer Data Storage, Retrieval and Display

The data collected for this project will reflect variations as a function of shift
crews and volume of inquiries. Each month the data for that period will be summarized
and forwarded to the CAT evaluator along with any findings and conclusions.

The data collection specific to program evaluation (see Appendices) will be the
responsibility of the CAT. The CAT evaluator will recruit, train and supervise the data
collectors (observers and interviewers). He will analyze these data with assistance, as

necessary, from other CAT members.

The validity of data collection for the program evaluation will be verified by spot
checks conducted by the CAT evaluator. He will randomly select the interviews to be
repeated and operations to be observed by himself or his staff.

The effects of crime displacement into neighboring jurisdictions will nct be measured
directly by the program team and hence will not require special data collection. This
effect will be reviewed by using findings and conclusions produced by criminal justice
officials in the adjacent jurisdictions.
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III. ANALYSIS

Timing
The data forms presented in the A i
, ppendices are to b inni
4h the aparoval of the c2 . : e completed every month beginning
‘ : program. Baseline data will be derived from the Impact
que?t1onna1re, fr?m data collected during the previous two years, and from data collected
until the new projects get underway. Attitudinal data will not be collected or analyzed

until Fhe resource allocation project has been underway for at least two months. A1l
data will be aggregated to reveal yearly trends. .

Methods of Analysis

F?r measuring progress toward the primary program goal of reducing response time
a matrix will be constructed to show the mean and standard deviation times for each t;
element cgmprising the total response time. This array will reveal which elements of "
response time are being reduced and which functions need greater attention. Th
standard deviations will show how consistently the response times are beiné attZined

. The number of police responses will be plotted as a function of total respons ;'
This curve, to be prepared using monthly and annual data, will reveal how the iotai e
response time varies over the period of the Impact Program.

During the first three months of the program period, 1ittle if any improvement in

Tore ime 1 i
f sponse time is expected.. From then until the completion of the program, improvemerits
. are expected to be achieved in increasing amounts.

For the sake of program managemerit

j;CO . .
;- ntrol, star?1ng with the fourth program month, deviations of more than 15% from 1inear
: improvement will be cause for a special report to the CAT Director.

° ¢ As the program
progresses -and empirical trends are established, the assumption of Tinearity may

b Y . .
e replaced by more realistic estimates. Deviations greater than 15% of the revised
expected values will continue to draw special attention.
The corollary goal of increased arrest rates will be revealed by the expression.
[(NC - Np)/ Np x 100. (percent)]

wher i i 3
: e Nc is the ratio of the number of suspects arrested and charged by the police

divid i
ed by the number of crimes reported to the police for the same period; and N_ is

el Izeu:Z:;:::;za1hsurvey respons?s and the data analysis from the project Tevels will

if the interviews r: , :h? progral 12 Progres?ing in a particular manner. For example,

this fact mich ,v?a 1ncre§§ed fear associated with riding on motorcycles or scooters,
ight explain a relatively Tow response time in situations where those vehicles

are used, i ion ¢
> Or, if the evaluation of the personal alarms project shows a high false alarm

jrate, it may hel :
: p explain wh i
for hetp. p y patrolmen are lax about responding to such (presumed) calls

87

B O S




Although eath project within this program will be evaluated explicitly in terms of
its own objectives, the CAT evaluator must also analyze them collectively as a system

relative to the program goals.

Findings and Conc]us1ons
The ana1y51s at the prograa Tevel will attempt to reveal the overall level of success

of the program and to review the contributions made by the component projects. Based on
the analytical findings, decisions will be made as to whether the program should be .
continued as is or redirected. The contribution of reduced response time to 'a reduction
in stranger-to-stranger crimes will be indicated by the corollary goal of increased arrests
and by the clearance rates. And,as described, the process will reveal reasons for the
success or failure of the program on the basis of project success levels.
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Response Time Data Form Number 1:

INCIDENT OR
COMPLAINT
NUMBER DATE

Time required to complete a
connection between caller for
assistance and police dispatcher.

/\/\wa\—«
N

Resporise Time Data Form Number 2:

-INCIDENT OR
COMPLAINT
NIMBER

Time to record facts about a
complaint or incident reported
to police by phone or radio.

WTL
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Response Time Data Form Number 3:

INCIDENT OR
CQ{PLAINT
NIMBER DATE

Time required to initiate
responsive action by police.

W
— AN

Response Time Daca Form Number 4:

INCIDENT OR
COMPLAINT
NUMBER DATE

Time required for first policeman
to travel to the scene,
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NUMBER ARREST OFFICER NAME AGE SEX BY POLICE ACTION DISPOSITION
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APPENDIY VI APPENDIX VI (CONTINUED)
ATTITUDINAL DATA FORM
Date Reporter, 10. Do you think the new location
. scheme i3 helping to apprehend
Asa/i':_,nment of Interviewee eriminala?
Rank of Interviewee Please explain.
Place of Interview Time of Interview,
Do you approve of the new resource
allocation routines? yes no
Do you think the new routines improve
or weaken your performance? improve, weaken 11. What has been your experience with
the use of personal alarms?
Do you think the new voutines are
more effective in putting the
policemen where the crime 187 yes no
Do you believe you should be
reagsigned? yes no
Have your days been busier, the same,
or less busy since the new routines
were started? busier the same less
Do you feel as safe on &
motorcycle or scooter as you
do in an auto or van? yes no
Have you been spending more or less
time on motorcycles and scooters? more, less
Do you believe the manpower allocation
routine is fair or unfair in
distributing sssignments? fatr unfair
What do you think of the new
computer aids to dispatching?
APPENDIX VIX

INCIDENT OR
COMPLAINT DATE OF  ARRESTING

Arrest Rate Data Form:

PERSON ARRESTED

APPENDIX V

Reporter,

Calendar Month Year,

CRIME CHARGED  PROSECUTOR COURT

INCIDENT OR

Clearance Rate Data Form:

COMPLAINT DATE OF PERSON ARRESTED CRIME CHARGED
NUMBER ARREST NAME AGE _ SEX BY POLICE

For each arrest, indicate

OTHER OFFENSES CLEARED
TYPE OF OFFENSE __DATE COMMITTED.
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AN EXAMPLE EVALUATION COMPONENT:

] i

A METHADONE MAINTENANCE PROJECT

91




oo

NI

PROJECT DESCRIPTION:

A METHADONE MAINTENANCE PROJECT 3

SITUATION
In the community, the recidivism rate among heroin addicts has been found to be 90%

(recidivism is defined here as rearrest, booking and conviction of a High Impact target
crime involving a program participant after he has entered a program). Current planning
is for a comprehensive, multi-modal drug abuse prevention program to reduce the incidence
of drug-related target crimes.

PROJECT

Purpose: To serve as part of a multi-modal program whose overall goal is reductionf
in the incidence of drug-related target crimes by reducing the number of -
addicts committing such crimes. &

Budget/Scope: $300,000 annually for each fiscal year beginning in 1973.

Agencies: Drug-Abuse Commission (reporting to the Office of the Mayor)
Objective: Acquire and treat--on an on-going basis--an average of 200 heroin addicts.

Reduce the recidivism rate among treated addicts to 10% or less through
daily dosages of methadone and comprehensive rehabilitative services.
Increase the employment rate among treated addicts from the current 15%
to 50% through vocational training and placement.

Implementation: Participants will be obtained by screening the criminal justice system
for addicts arrested for target crime offenses and by inducing them to
join in return for suspension of criminal charges. Volunteers will then
enter a central screening in-take and referral unit for testing,
diagnosis and emergency detoxification as needed, followed by reference m,
one of the program treatment modalities. Those recommended for methadone
maintenance will be served as out-patients at existing hospital or '
neighborhood facilities. In addition, participants will be provided a
comprehensive battery of supportive services, including counseling,
referral, and job assistance. Two counseling session per week will be
scheduled.

Constraints: Special provisions will be made to accommodate the addictive nature of |
methadone in such a program. Participants must be at least 18 years olds:
addicts for at least two years and probably incapable of habilitation :
without methadone maintenance. Secondly, addicts will be tightly
controlled during the first nine months of participation. Initially,
they must report daily; then, after six months, three times weekly; thenﬁ
after nine months, twice weekly to receive sustaining dosages of methadqﬁ
Finally, urinalysis must be part of every visit to the facility. ;

Results Relative psychological and mental stability among addict participants,
Anticipated: along with a reduction in the target crime rates are anticipated.
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I. EVALUATION MEASURES |

Two measures of effectiveness have been chosen to determine project success: : ' L
recidivism and employment rates of participants. Although these measures will have no :
significance at the beginning of the praject, they will become increasingly more signifi-
cant as the project progresses. Accordingly, two measures of project efficiency have »
been chosen to evaluate success in the interim. ’ : . o §

The first efficiency measure is the total percentage of drug-free addict days, as e
determined by urinalysis of each project participant taken every visit to the treatmeﬁf
facility. Due to occasional absences and lack of urine specimens, it may be possible
only to approximate this percentage. , ’

The second efficiency measure is the average drop-out* rate, which is computed as
described in Section III. This rate reflects the "holding power" of the project and is.

a useful success indicator.

N -
A d?09—0u§ is defined as a project participant who is absent without permission or prior
notification for seven consecutive days.
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II. DATA NEEDS

Data Requirements*

Since recidivism rate is to be used as an evaluatien measure, each patient's record
of contact with the criminal justice system during his treatment will be acquired. At a
minimum, this should include his arrest record and, if available, an indication of the
disposition resulting from each arrest. To enable a comparison between his criminal
tendencies while undergoing treatment and his criminal tendencies prior to treatment,
similar records for the two years prior to his entry into the methadone maintenance
project will also be acquired. Form A-1 (in Appendix I) will be used to collect this
information. '

In a similar fashion, each participant's employment history for two years prior to
his entry into the project will be acquired if possible, and used as a basis for comparison
with his employment record while on methadone maintenance. Form A-2 (Appendix I) will be
used.

In addition, a comprehensive personal history and drug history will be developed for
each patient. Forms A-3 and A-4 (Appendix 'I) are to be used for these histories. A
medical history will be developed at the screening and referral facility, and forwarded
to the treatment facility for any patient referred to the project.

There s also a requirement to keep comp]éte patient movement data, consisting cf
new patient admissions, patient drop-outs, patient readmissions, and reasons for drop-
outs (i.e., arrested, lost contact, etc.). See Form A-5'(Appehdix I).

Finally, data must be carefully maintained for each participant, on a daily basis,
reflecting the results of the urinalysis. Specifically, at least one of the following
results should be recorded daily:

Authorized Absence (absence with prior permission)
Unauthorized Absence (absence without prior permission)
No Specimen
Specimen Negative
Positive for Amphetamines
Positive for Barbiturates
Positive for Codeine
Positive for Cocaine
Positive for Dilaudid
Positive for Morphine or Heroin
Quinine in Specimen
Form A-6 1is to be used to record the urinalysis results. (Appepdix I).

*
It should be noted that this discussion addresses all data required for both the
administration and evaluation of the project. The data specifically required for
evaluation are: arrest records, employment records, patient movement data, and urinalysis

- results.
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| For administrative purposes, a project history by patient would be useful, wherein
. significant events (e.g., entry into project, drop-out, arrest) and their dates would be
'} tabulated, so an individual could be admitted for treatments.

Data Constraints :

Since the urinalysis will be performed as part of the
project personnel, there should be no difficulty in obtaining that data.
patient movement data will be internally generated.
available, may be obtained from participants.
attempts should be made
recorded.

Similarly, the
The employment data, if not otherwise
’ However, if obtained in this manner,

at verification by contacting alleged employers and the results

The data on arrest record and dispositions may be difficult to obtain due

' first of
all, to the reluctance or legal prohibitio i

[ n of the police to release the i i
second, to the fact it is diffic s omation, and

; | ult to obtain dispositions on all arrests. However
this data is vital to the evaluation of the project, and every attempt must ’
elicit cooperation from the police and courts.
recorded.

The remaining data, dealing with the batient's
collected by intervieWing the patient.
(e.9., by examining narcotic registers)
[ verifjcation.

TS Y

be made to
Failures to elicit cooperation must be

personal and drug histories, will be
Wherever possible the data should be verified
and records made of results at attempting

RSOSSN SO

Data Collection

A1l data for this project will be generated and updated internally
i the arrest records and disposition information. | ’
. The arrest records and disposition information (Form A-1)
potice and supplemented as Necessary by the courts.
WITT be the date of arrest, the nature of the crime
-1 disposition, ’

E .
r very month, a summary report will be generated for the project director. This
€Port will contain the following information:

except for

will be obtained from the
The anly data which will be kept
and the date and the nature of the

ORI RS

S S s

Number of patients participating at beginning of month

; Number of patients participating at end of month

‘fﬁ Total number of participation days (see Section 1)

;,3 Total number of testing days (see Section 1) '

s Total number of drug-free addict days (see Section III)

Fer?entage of drug~free addict days - two versions see Section III)
Recidivism rate (not computed for first six months)

Employment rate (not computed for first six months )
In addition, data on i

V«Zto the project director.

ndividual patients requiring special attention will be provided
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project by trained or professional




i
|
|
|
|

Data Management

The data will be maintained manually at the treatment‘center, filed by p?t1:22k22
number. Both patient names and 1D numbers will be stored 1n'separat?, iec::?cia]s
containers, and access will be tightly controlled by resp?ns1b1e projec ; ; o.ec;
Data linking the patient's name and ID number will be available only to the Projd

Director and individuals designated by him.

Data Validation .
Data obtained from the police and courts will be accepted as provided. Employment

data obtained from the patient could be verified by ?ontacting claimed emp1oyirzstOWever,
the contact might jeopardize the patient's job stan?1ng. Therefore3 asba 1t|ex]ementecj .
source, employment paystubs will be examined monthly. Proc?dures lel fe lmze i
deal with the possibility that a staff member enters fa1se.1nformat10nffor obers o
selected patients {i.e., by rotating assignménts so that different staff mem ’p

the tests and enter the results over a period of time).
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111, ANALYSIS

Timing and Methods

Individual patient's daily urinalysis results will be examined weekly, so that
indications of drugs (other than methadone) in an individual's urine can be promptly
noticed, and appropriate action (e.g., counseling) initiated in a timely fashion.

A monthly analysis will be performed for each participant, at which time the daily
urinalysis results will be tabulated and carefully scrutinized for patterns of drug
usage or unauthorized absences which could be symptomatic of underlying difficulties.

The patient's length of time in treatment will be considered in performing this analysis.

Patient movement data will be computed and recorded monthly. Given the number of
new admissions, drop-outs and readmissions during the previous month, the updated number
of patients in the program can be computed as:

Updated number of participants = Previous number of participants +

new admissions + readmissions - drop-outs.
Thereafter, the drop-out rate for that month may be computed by dividing the number of
drop-outé during the month by the updated number of participants. The average drop-
out rate is obtained by averaging the monthly drop-out rates over all months the project
has been in force, . .

The percentage of drug-free addict days will be determined monthly as follows: '

LSTEP 1 Determine each addict's number of drug-free days by counting the number
' of days for which that addict's urinalysis results were negative. Add these
together to obtain the total number of drug-free addict days (summed over
all participants).

STEP 2 Determine each addict's number of days of participation in the project by
counting the number of days during which he has participated in the methadone
maintenance project. Do not count time spent in the screening phase of the
drug abuse program or in detoxification. Determine two versions of this
number: one in which all days since his participation began are counted
(called the number of participation days), and the other in which only days
when a specimen was obtained and tested are counted {called the number of
testing days). Keeping the two values separate, add the corrasponding
numbers for each addict together, obtaining the total number of participation
days, and the tetal number of testing days.

STEP 3 Compute two versions of the percentage of drug-free addict days, as follows:
Version 1 ~ optimistic
To the total number of drug-free addict days (obtained in Step 1), add the
total number of untested days (the difference of the two totals, obtained
~in Step 2). Divide this result by the total number of participation days.
This will be an optimistic version, since it treats all untested days as
~though they were drug-free.
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Version 2 - pessimistic
Divide the total number of drug-free addict days by the total number of
participation days. This will be a pessimistic version, since it treats
all untested days as though they tested drug positive.
For example, suppose the total number -of participation days is 2000, the total number
of testing days is 1800, and the total number of drug-free addict days is 1500. Then the
optimistic version would be:

1500 + (2000-18000) _ g5
2000 ©

and the pessimistic version would be:

1500 = 75%,
2000

with the actual value falling somewhere in between.

At three-month intervals, the recidivism and employment rates for the project will
be computed. The recidivism rate will be determined by taking the number of participants
who have been arrested and convicted of a crime committed subsequent to entry into the
project and dividing by the total number of participants. In addition, an "Impact Crime
recidivism rate" will be determined in a similar manner, except that a conviction will
count only if it is for a stranger-to-stranger crime or burglary.

The employment rate will be determined by dividing the total number of participants
currently holding a job by the total number of participants. The length of employment
and separation reasons will also be considered. '

Findings and Conclusions 4

Several indicators will be used to monitor the project, and assist in the determination/

of whether the project should be continued, modified, or phased out. These are:

Number of Addicts Currently Participating

It has been projected that addicts should be entering the project at a rate of at
least ten per month after start-up. If, after the first three months, the number of addicts
deviates significantly beTow an average of ten per month, then the methadone maintenance
project itself, as well as the screening and referral phase of the overall drug program,
should be examined to see whether modifications are appropriate.

Drop-out Rate

Even with a satisfactory number of participants, it is possible for the turnover rate aé

to be too high. Thus the drop-out rate should be examined, and, if too high (see below), -
the project evajuator should investigate and analyze the difficulty, and if warranted the
project should be "flagged" for the director's attention.

Percentage of Drug-Free Addict Days
An unsatisfactorily high degree of "cheating," as indicated by the percentage of
drug-free addict days being too low (see below), virtually guarantees that the project
objectives will not be met.
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Positive Urinalysis Results for Drugs Other than Heroin
Heroin addicts on methadone can develop de

(e.g., amphetamines, cocaine, etc.). Consistent indications of other drug usage is 1

as threatening to achievement of project objectives as continued use of hgr i e
Based upon subjective Judgments by project mana T

established as threshold Tevels* .beyond which a deta

performed:

pendencies on drugs other than opiates

gement, the following values have been
iled management analysis will be

O

(1) Number of Participants - 50% below
g (2) Drop-out Rate - 20 or more

‘f (3) Drug-free Addict Day Percentage - 75% or less (optimistic version)

(4) Positive Urinalysis Percentage - 25% of the test resu

or more of the participants.

The recidivism and employment rates of

to reflect the degree to which the project i

recidivism rate being the primary indicator.

established later in time, after participants
- | longer taking drugs (other than methadone).

ready) to become self-sufficient in all respe

to find work could, over a period of time,

Cause a reversion to crime and heroin.

I

projections of 10 entries per month

1ts positive for 20%

project participants will be used as jndicators
$ contributing to program goals, with the
The significance of the employment rate is
have made significaﬁt progress and are no
At that time, they should be anxious (and
cts, particularly financial. An inability
erode all progress made by the project and

Thus the employment rate will be i i
2 impor
expléining-the longer term success or failure of the project Portant in

R SRR VS AR S D PRI TN AN

-
e S e L b

;

ik

- ¢ These levels i
«f 3 adjusted as necessary.

ay prove to be unrealistic. They should therefore be regarded as guidelines,
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APPENDIX 1
METHADONE MAINTENANCE PROJECT FORMS

et o g e e

This appendix contains the six forms cited in the text for recording data on the
project. In addition, a seventh form, providing identification data, is described.

Form A-1 is the Arrest Record, which contains the information obtained from law
enforcement agencies.
o = Form A-2 is the Employment Form, used to record the patient's employment information.
§ " Forms A-3 and A-4 consist of personal and drug history information, and are completed
y | by direct interview for each patient entering the project.

: Form A-5 is the Monthly Movement of Cases,which contains numbers of new patient

t admissions, readmissions, and drop-outs, as well as total number of participants at the
beginning and end of the month.

‘i For A-6 records each patient's urinalysis results, and contains the legend of codes
7 to be used. It is shown partially filled out (for a hypothetical individual) to
demonstrate how it is used.

Data allowing the patient's identity to be uniquely determined is not contained on
any of the above described forms; they all use an internal 1D number to identify the
patient. Form A-7 provides the data 1inking the patient to his ID number. This data is
particularly sensitive, and must be kept in a separate, securely locked container. It

b will be available only to the project director and individuals specifically designated by
=5 him.

T

S S5 e i
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% Methadone Maintenance Project Drug History
. 4
ARRSST CHART J Treatment Pacility I. D. Number:
| Date i
pate of t
of Disposition i
Charge Disposition { Do any of the people living in your household use drugs?
. Fatient 1D, = Arrest 1 TYves I
3 H
: \ . If yes, who? (Mark all which apply and indicate if the person is currently in treatment)
1‘ In Treatment In Treatment In Treatment
i Yes No Yes No Yes No
{ ["]Parent(s) (1 [ [YOne or more children [ ) 1 [CIHale Friend s o |
: [T1Spouse. [} [ {Jother relatives 11 [CZ{Female Friend [ _J {0
; C0ther j st s |
5 Previous treatment for drug use received throughout drug use history:
i No. of Mos. No. of Mos. No. of Mos.
i () Fed, Narc.Hospital [_1V.A, Hospital T=JjOutpatient Clinic
. : {1 M. H. Hospital . [=Z1Gen, Hospital ;:_ijt. Physician
¢ i = RS, ; PR
i ; Other Previous treatment receive :PVt‘ Hospital e, Othaé‘!i:s;cify s
; . T INone
Age first illegally used any drug? __ Since onset of drug use, what was the
\ B What was first drug? ) longest period of voluntary abstinence?
: Age first illegally used any narcotic drug? What was drug?
i
i : : Total number of detoxiffcations in hospitals, Total detoxifications not in hospitals,
I : jails, lockups, etc. Jails, lockips, etc,
: Form A-1_ :
e Current drug use: Indicate frequency by placing a check in appropriate box beside drug name:
"? : _Prequency of use du_r_igg_ll_g_ t_three months
b H Primary Drug Used Daily Tese than Daily Hone
( : Heroin
;: . : Methadone
i : Codine
g Page of B Other Narcotics
1 Cocaine
§ Methadone Maintenance Project Ewployment Record ‘ Barbiturates & other Sedatives
i (Start with most recent = trace back two years if possible) : Amphetamines & similar agents
{ K Paychedelics
! Y 1,D. Number: b i
i Treatment Facility: Marijvana
N .
3 3 Other (Specify)
i e .
: ‘«xaT and Address Total estimated cost to subject per day: (During last month on street)

Treatment Facility

i e A. Cost of primary drug $ b. Total cost of all drugs used $
] . o {Most frequent)
2 ; Prepared By: Title: B
Jate: Forn A-4
; Position i
i Start Date Termination Date _____ . ———————— ]
! i
H Description of Duties R
¢ ¢
H URINALYSIS REPORT  (Shown partially filled out)
1 l Reason for leaving :
;
i
H
1
i

Patient ID

: e YEAR _1972
Exployer and Address !

i 12 3 45 6 7 89 10 11 12 13 14 15 16 17 1819 20 21 22 23 24 25 26 27 28 29 30 31 !

% April 0 0000000O0O0C 0 O 0.X X

Start Date Termination Date Position
JU P — et

Description of Duties o

H LEGEND
Reason for leaving

Specimen negative '
Authorized absence : ; 3\
Unauthorized absence

S No Specimen
Clinic Closed
Deceased [
In hospital
Jail

=2

§
Positive for amphetamines
Poaitive for barbiturates
Poaitive for Codeine
CC  Positive for cocaine
Di  Positive for dilaudid Form A=6
M Positive for heroin or worphine —_—

(USE MORE SHEETS IF BEQUIRED) .

ODOEPLEODSNZMXNO

Form A-2
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Methadone Maintenance Project Pevsonsl History

Treatment Facility

1. D. Number: Sex: Date Admitted:
Male D / / /
Female D
Police District: First Admission: Year of Birth:
. Yes [
No [
Place of Birth: (State or Country) Father .- Country of Birth: Mother— Country ot Birth:
Du. s, D s.
Other(Specify) Other(Specify)
U, S, Citizen: U. S, Veteran: DYea DNO
Yes [] If yes, )
Separation or Discharge Date
o [ Typa- of Discharge:
— Separated; not discharged
Race: h Honorable Bad Conduct General
D White D Other Dishonorable Undesirable Other
D Black
Marital Statust © Education (Check highest grade completed): Religion:
Yone - Cia
g iiﬂz}ed [Grades 1-6 "l High 5chool Graduate %E::;?E::Eouc moih:’:
[nll} stzwid ] Grade 7 7] Some College JJewish iNone
] Separated [crade 8 () College Graduate (IGreek Orthodox [ jUnascert,
Dip 4 JCrade 9 ] Adv. degree courses
0 vorce [Grade 10 {".)-Ungraded classes
{)Grade 11 [} Unascertained
Occupation:

Referred By: Name of Public or Private Agency:
L iself ERelntive DFriend DPhysicinn Dhivnce

[ rubite

Household Composition: (Mark all which apply)
Subject lives: [_}Alone 13 With Spouse [[jWith Male Friend
L] With Parents [ With Children With Female Friend
1In an Institution [] With Other Relatives [TjWith Others

Ever Arrested: [_]Yes (_JNe 1f yes, a. Total number
b, Total number of violations
of the drug laws
c. Age first arrest
PREPARED BY: TITLE:
DATE: Form A-3
MONTHLY MOVEMENT OF CASES I. D. FORM
Treatment Facility
Month I. D. Number
Year Name
Cases under treatment, beginning of month Address
Phone

Number of cases admitted to treatment during month

First Admissions - Date of Birth

Readmiasions Spouse's First Name (if approptiate)

Total Admitted Maiden Name (1if appropriate)
Number of cases terminated Irom treatment during month
Lost to Contact
Death ,
Subjects Arrested
Other Terminations
Total Terminated

Cases under treatment, end of month

Form A-3
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Form A-7
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AN EXAMPLE EVALUATION COMPONENT:

A YOUTH SERVICES PROGRAM
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PROGRAM DESCRIPTION®
YOUTH SERVICES PROGRAM

The Youth Services Program (YSP) 1is intended for individuals between the ages of
mes, or have shown @ propensity for criminal

16 and 25 who have been arrested for Impact cri
f three component projects which together

justice involvement. The program is composed 0
form a comprehensive network of youth—serving agencies.

The Youth Services Program will operate under the direction of the City Youth Services
Bureau and will be administered by the 0ffice pf the Mayor. The YSP personnel will
consist of a program director, a deputy director who will function as case manager, three
program staff, a specialist from each of the service agencies, and a secretary. The
primary role of the service agency specialists will be to man the Screening and Referral
Center, but they will also participate in training, and will assist the program staff in
program monitoring and evaluation. The program‘will require $273,000 in Impact funds for
administrative?costs. k | :

The goal of the Youth Services Program is to:
juvenile and young adult offenders by 10% in two year
time arrests of juveniles and young adults-by 5% in two years.

The hypothetical baseline data for this example indicates that there were 7,000

rearrests of ex-offenders between the ages of 16 and 25 and 3,000 first time arrests of:
individuals in that same age group during the year prior to program implementation
(calendar year 1972). Therefore, if the number of rearrests of program participants is
reduced by 700 (10% of 7,000), and the number of first time arrests of program participants
is reduced by 150 (5% of 3,000), over a two-year period after program jnception, the

(a) reduce the number of rearrests of
s and {b) reduce the number of first

program will have met its goal.
As a program, rather than a project evaluation component, this example examines the

interrelationships among the diverse service agencies. The rationale for the Youth
pon the assumption that high risk youth, juveniles and young
adults committing Impact crimes can be turned away from anti-social behavior through
the provision of services designed to meet their needs. The Youth Services Program
develops a system which unites the needs nf individual clients with appropriate services.
This contrasts with traditional probation systems where services are designed for the
majority rather than the individual, and where the type of service delivered is often
determined by its availability rather than client need.
1t is beyond the capacity of a single agency to respond to the multiple causes of
deviant behavior. A primary function of the Youth services Program is to develop a system
for the coordination and delivery of services. These comprehens1ve'servicesacan best be
provided by the multi-agency, multi-service functions of a Youth Services Program.
The multi-service components for youth treatment include the following projects:
{1) An Intervention Center Project
(2) A Third Party Custody Project
(3) A Jab Development Project
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Services Program is based U

b The YSE will not operate any direct service agency itself
Gl (1) conduct the screening and referral at the program intake level

, (3)

(4)

BN (6)

I SRS R S

. target population being drawn from three sources

; of a stranger-to-stranger crime or burglary.
.1 program through the adult or the juvenile court.

The methods of planning, implementi
‘ ng, ing, and evaluating ea j i
the individual project grant applications. 9 each project would be described i

Its functions will be to:

(2) monit i j
) - or and amend a]lvon-go1ng projects within the program as necessary
rmine the extent to which the component projects are succeeding in

contributing to the pro
gram goal of reducing the number j il
youthful Impact crime offenders o Juyentie one

'§ Functions 1 i ‘
% to 3, 1isted above, are all addressed in the evaluation component which

0 oWs . ' P g y . F]

4-6 have not been addressed in th i
: e evaluation component si
crime reduction goals of the Impact Program i Finee ey do ot Ve{ate e

rovid i i
o zer e technical assistance and consultation for al1 participating agencies
< a K .
y v: as a central community information center on youth services
evelo ini i
p a training center to provide the necessary training f j
s g for project
An importan i is t
p t function of the YSP is fo screen, assess and refer all youth entering

the system ifi
ystem to one, or more, of the specific projects. The needs of each client are

ability on the part of the
system to provide such services., = i
. s. ‘Service i i
programmed on the basis of identified, individual need cettvery 1s

Figure 1 i i ' '
s t: re ; 111ustrates the interrelationship of the projects, and the flow of £4
Y’Ou . - . ’ ar )
o dg the.?rogram. A1l individuals entering the program will be routed tir 1h
zed screening and referral facility operated by YSP staff, with the pr o
s ogram's
One group will i ; i
¥ group will consist of juveni
young adults between the ages of 16 and 25 who are being charged with theJco ‘1e%
mnission
A1l of these individuals will enter the

: In the adult i S
arraignment, and in juvenile court prior to initial
, and in juvenile court after the initial interview with the intake counselor
]

i a determination wi
5 will be made as to whether an individual is eligiblie for the Youth Services

-1 Program as an
. acceptable alternative iti , :
1 Justice system. to traditional processing through the criminal

I ., T
f eligible, the individual would be sent to the Screening and Referral

14 Center where b j m W

. oth project and pro

: : gram personnel would de i i j i
£ best suit the needs of the individual. e vhieh projectizhwil

The sec i i i
ond group will consist of juveniles and young adults between the ages of 16

o ot currently bein i :
' offenders), ! g charged with a crime (although they may be previous

i Center (10).

These indivi :
C1ienlnd1¥1dua]s will enter the program through a voluntary Intervention
s of the IC will iriclude both past Impact crime offenders and high

“{ risk youths di ' i-soci
i indtviaay ;?:?y1ng anti-social behavior traits whose criminal involvement is imminent
Ja‘saurc | 1 enter the IC on his own or through referral by a i j .
e es.  Entrance should be vol i in{ Ao

: : otuntary with minimum apparent coercion. After an initial
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THE YOUTH SERVICES PROGRAM
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interview at the IC, the intake counselor will decide if the prospective client could be
helped by some aspect of the Yeuth Services Program. If so, the counselor would then

refer the individual to the YSP central facility, where the program director in conjunction
with IC and other project staff will assignh the person to the appropriate project(s).

A third source will consist of individuals re-entering the program. This category
will include: (1) participants who are rearrested during the course of the project, or
who receive their first arrest, and (2) participants who~drop out. These individuals will
not be automatically eliminated from the program. An individual determination will be
made for each .case falling intd the above two categories. For evaluative purposes, once
an individual has re-entered the YSP, they will be regarded as a new program participant.

A centralized case management system will also operate out of the Streening and
Referral Center, The Project personnel will transmit data to the YSP case manager. The
case manager will in turn assign members of his staff to follow through each case to
completion of services while periodically monitoring the services delivered. YSP staff
will maintain a position of advocacy in assuring delivery of services.

They will maintain
a continuing relationship with the client.

Individual drop-outs will be analyzed relative
to the specific project(s) treatment plan(s) by the cognizant project director(s).

For program evaluative purposes, the case manager will randomly select some drop-
out cases to determine if all needs were met. It may be that some cases would have
succeeded or have been more successful if added services were available within the program.
Thus, evaluation at the program level is essential to fully understand failures, etc.

The case manager will also randomly select cases where individuals participated in the
projects to which they were assigned. .The fact that these individuals did not drop out
of a project does not provide assurance that their needs were adequately met. This kind
of review should provide useful feedback to project personnel concerning the adequacy and
completeness of their project operations in dealing with the needs of all their clients.

1r general, the method used to perform program level evaluations depends on the
units of measure of each of the individual project's objectives. For some programs, it
may be that all of the projects have commensurate objectives, such that the program goal
is merely the summation of the individual project objectives. Such an example could be
a Court Reform Program whose goal is the reduction of court delay. Assuming that all of
the Court Reform projects measure their success in terms of contributing to reducing
court delay, all measures would be in units of time and thus, the program evaluation
Would merely Took at the projects' objectives collectively.

However, this is not the ‘case for the Youth Services Program. Each youth service
project has hon-commensurate objectives within the YSP. For example, the Third Party
Custody Project objective is to successfully divert 300 juveniles and young adults from
incarceration, the Job Development Project objective is to gainfully employ 200 juvenile
and young adult ex-offenders, and the Intervention Center objective is to intercept and
divert 350 high risk youths and ex-offenders from possible future involvement with the
Criminal Justice System over a period of two years. By meeting their own objectives, each

Project will be contributing toward the program goal of reducing the number of Impact
Crime offenders.
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1.  EVALUATION MEASURES
Two measures of effectiveness have been chosen to determine whether the Youth Services

Program is meeting its primary goal of reducing the number of Impact crime offenders. These
are:
(1) the number of rearrests of youthful offenders over a two-year period, and
(2) ‘the number of first time arrests of juvenile and young adults over a two-year
period.
It is assumed that the opportunities provided by the Youth Services Program wiil reduce the

incidence of rearrests and first time arrests among program participants and thereby decreasﬁ;‘E

the overall incidence of crimes that are a target of the Impact program. This assumption

is based on an analysis of the target population including (1) the crimes that these youthm]'f

offenders have previously committed, (2) the pattern of crimes that such offenders might be
expected to commit after their release from prison if they are not diverted from incarcer-
ation, and (3) the crimes that youths disp]aying anti-social behavior are likely to comuit
if not diverted away from the criminal justice system.

Since the effectiveness measures of program success cannot be taken until well after
the program's inception, a number of efficiency measures of program functioning should be
jdentified. However, recognizing that much of what is done at the program level is depend-
ent upon interactions at the project level, other useful measures may become apparent and
will be developed after the program has become operational. The following discussion iden-
tifies nine efficiency measures which will be useful in asseésing how well the program is

progressing.

Contribution of Projects Toward Program Goal (Measure 1)
At the program level, the director should compare the contribution of component projects}
toward the overall Program goal. It will be necessary to compare the efficiency of each
participating agency with every other project in the YSP. Based on this knowledge of the
overall workings of the system, the program director will then be able to review each indi-
vidual grant application in order to determine the correct distribution of funds within the

Youth Services Program area.
In the early stages of a project, the contribution may be misleadingly Tow, since few, |-

if any, of the referrals to a project will have as yet been carried to completion.

In addition to comparing the contribution of each project to the program goal, the ﬁ;

program director will also want to measure participant involvement.

Number of Participants Who Successfully Complete Each Project (Measure 2)

Number of Participants Who Drop-Out of Each Project (Measure 3)

The number of successes and drop-outs will be categorized at the program level accorﬁwi;
to project participation, that is, I1.C., third party custody or job development. This kind |
of information may indicate what types of individuals tend to succeed or fail in the Youth |-

Services Program.
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The screening and referral process is a key function of the program and must be assessed
with regard to the effectiveness of each assignment made. Every project must submit week]l
data to the Screening and Referral Center regarding the number of available spaces in theii
respective projects. When making assignments, the program staff attempts to minimize the
dollars spent while maximizing the probabi]ity of an ihdividua]'s succeeding in that par-
ticular project. Project success is directly related to careful screening and proper :ssi n-
ments. If there is a high rate of failure in a project, and it appears that the project ?s
operating at an acceptable level, then one may assume that the reason the project is failin
is that the project participants do not belong in that project. Unless the failure rate ’
is extreme, this may not be noticed at the project level. Distinguishing between a bad
project and a bad assignment can best be done at the program level. Therefore, the progr
director will also want to measure participant reassignment. , e
Number of Program Participants Who Have to be Reassigned {Measure 4)

MeasureTent of assignment success at the program level is indicated by the number of
program participants who are sent back to the Screening and Referral Center for reassign-
ment. This may indicate an inappropriate assignment after the initial screening.

The program director should also look at the attractiveness of the program as a whole.

He may find that while many individuals are d igi
. eemed eligible for the YSP, onl
actually enroll in the projects. | Y @ small mumer

t Some of these may be individuals who voluntarily contacted the IC, but never went on
o the Screening and Referral Center. This would reflect the inability of the IC to relate

to potential clients. For whatever r
. eason, the program director will want to
program appeal. A ' e

The Attractiveness of YSP to Enroll Participanté (Measure 5)

" Y;:e measurement of program attractiveness is the ratio of the number of enrollees in
e to the number who are deemed eligi : i

o ed eligible for the program by fhe Screening and Referral

Other areas of program functioning which should be examined include referral patterns

Referral Patterns (Measure 6)

assjgzhz Z::eizing.énd referr?] process might have built-in biases which would tend to
vt atar so‘p°zt1°”at61y hlgh number of potentially difficult individuals to certain
ich cou]dpbeJec s. These projects might then have unsatisfactorily high failure rates
v revealed, but not explained, by the project evaluations.
nd cz::::u::i a nember of factors that could influence the process of referral to projects
History, e na:roae;t success. These fact?rs might include the individual's criminal
inothe; pr‘o'ectur‘e of personal ties to.fam11y and community; a history of participation
St fudes to;ards :r programs; general intellectual capacity; level of motivation and
charnelod the program, etc. These variables should be examined for individuals
through the courts as well as those persons who entered the program voluntarily.
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Participant Attitude {Measure 7)

Participant attitude is a good indicator of the success of a program. YSP staff will
develop quarterly summaries based on attitudinal data collected by each project. The
summary will be given to an outside group of attitudinal experts who, along with the pro-
gram director, will analyze the data in order to see if there are attitudinal patterns
developing across-the system. Attention will be directed at the participants attitudes
in relation to:

(1) the perceived relevance and utility of the project experience;

(2} the adequacy of the project in meeting the participant's personal needs - as
he defines them;

(3} the perceived strengths and weaknesses of the project; and

(4) the means by which the project could be made more effective and efficient
with a focus on personnel as well as project components.

The quarterly summaries will be used by program personnel to evaluate the overall
program as well as its component parts.

Program Awareness and Adceptance {Measure 8)

The degree of awareness of the program by the criminal justice community must be
determined. Since many prospective pregram participants will enter through the courts,
the YSP must rely upon the awareness and cooperation of the courts. In addition, many
IC clients will be referred to the YSP by sources such as the police, the schools, the
clergy, parents, etc. Without the full awareness of the YSP on the part of criminal justice
agencies and the community at large, the program cannot succeed. Therefore, it is the re-
sponsibility of YSP staff to publicize the program and "sell™ it to the community on a
continuing basis to enhance program success. Relative acceptance of the YSP by the referral

agencies will be refiected in terms of the quantity of referrals made by each of these agencies. |

In addition, a brief survey will be aenducted of key community and agency personnel
as well as a sample of youth who are eligible for voluntary referral to determine if there
is clear and complete understanding about the nature of the program, its goals, methods of
qperation, and dctual project components, Lack of awareness and misperceptions about these
issues on the part of individuals in the community whose response affects the program, as
well as potential program clientele, could serve as effective barriers to program success.

Post Program Analysis {Measure 9)

The ultimate success of the Youth Services Program depends upon its participants'
social adjustment after program completion. Thus, the program will sample individuals
within two years of. the time they successfully complete the program, and will attempt to
ascertain the degree to which each of these individuals has become a self-sufficient
member of society. ,

Although stability cannot be measured in rigorous and quantitative terms, it is impor-
tant to establish some criteria which can be used to determine how successful the program
was in helping participants to function constructively in their environment after they have
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completed the program. Possible indications of stabilfty could be an individual's empioy~
ment record, place of residence, or family status, For those who are too young to be
considered self-supporting, a determination could be made as to whether'they have beusn
reaccepte§ into their prior role in the community as a.student, family member, ete, -
While certain individuals may represent clear-cut cases of success or failure, there
may be many whose situation is not as simple to evaluate, For these cases, it‘WOu;d be
the program director's responsibility to assess the individual's particular situation and

make a subjective evaluation of this person's progress toward effective social adjustment.
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11. DATA NEEDS ,
This section discusses the data requirements necessary to determine the values of the

measures defined in the previous section. The calculations used are described in the anal-

ysis section.
After the discussion of data requirements, some general information pertaining to the

“collection and management of the data is presented.

Data Requirements

For the Effectiveness Meysures

The two effectiveness measures were defined as:

(1)  The number of rearrests of participating juvenile and young adult offenders
over a two-year period.

(2) The number of First-time arrests of participating juveniles and young adults
over a two-year period.

Data for these measures will be obtained from the police, who have agreed to review
program participant Tists monthly, and indicate those who have been arrested. For each
arrest, the police have also agreed to provide a copy of the statement of arrest, and the
charge. Data on which participants are previous offenders will be available within the
program, thus making the above information sufficient ‘o determine first arrests and re-

arrests. -
In addition, the police have provided baseline data dealing with the numbers of first

and rearrests among 16--to 25-year olds for calendar year 1972. They have agreed to coop-
erate with program staff, should data for previous years be needed.

For the Efficiency Measures . '

The data required for the first efficiency measure, Contribution of Projects Toward
Program Goal, can be obtained directly from the individual project files. The information
collected will include both client movement data and expenditure data, so that comparative
studies of project efficiency can be conducted.

Efficiency measures 2 and 3-- the Number of Participants Who Complete and the Number
Who Drop Out of each project -- are directly determinable by count from the project files.

The date required forthe fourth measure, Number of Reassignments, can be pbtained
directly from the Screening and Referral Center, where all reassignments are made.

For the fifth measure, Attractiveness of the YSP, the actual number of enrollees is
obtainable from each participating project, and the number deemed eligible for the program
is available from the Screening and Referral Center.

Measures 6 through 8, Referral Patterns, Participant Attitude and Program Awareness
dea] with attitudes and thus depend upon questionnaires and/or interviews for their

required data.
The various factors discussed in measure 6 which could influence the process of
reéferrals will be obtained through client interyiews conducted by YSP personnel at the
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screening and Referral Center. Monthly summaries will be prepared and forwarded to the
program director for analysis.

Participant attitude of the program as a whole, will be based on the project level
attitudinal surveys conducted within each project. (See for example, "A Job Development

project for Youthful Offenders,") Quarterly summaries will be prepared by the YSP staff

for reyiew and recommended action by ‘the program director. Attitudinal surveys will not

be done at the program level so as to avoid redundant questioning of program participants
Program‘awareness and acceptance will be based on the surveys discussed in Program '
Awareness and Acceptance (above). The surveys to be conduced by YSP personnel at various
intervals throughout the duration of the project, will be summarized and forwarded to the
program director. The number of referrals to the YSP will alsa be required for measure 8.

Monthly reports summarizing referral data will be prepared at the project level for the
program director.

The ninth measure, Post Program Analysis, is an attempt to ascertain the effects of
the program on an individual's 1ife after he has successfully completed the program. The
idea of social adjustment is a relatively unspecific one, and does not lend itself ;o a
complete determination of all the data which will prove to be desirable. Some of the mor
obvious data elements that will clearly be useful toward such a determination are: :

(1) Employment history and cuirrent employment status .

(2) Place and nature of residence (i.e., furnished room, apartment, parent's
house, etc.)

(3) Relationship to family

(4) Educational status

(5) Significant activities (i.e., volunteer work, vocational training, etc.)

(6) Involvement with the criminal justice system (arrests, indictments, etc.)
.: Any other data that seems relevant toward reflecting the degree to which a program
alumnus" has successfully adjusted will also be collected.

Data Collection and Management

Aside from arrest and rearrest information on program participants, virtually all of

the data will be generated internal to the program (e.g.., file of program participants)
or by program staff (e.g., data relevant to degree of reintegration into society): Thus
there will be a minimal amount of validation required. The police have agreed to valida;e
the arrest information provided to the program every six months.
direcil: Z;gg::midat: :ﬁ]] be stored 1n'secure file cabinets to which only the program
A dstgna e stéff members w11? haYe access. In-addition, arrangements have
o ot T tha ? zro?ess1ng support, primarily to do the various types of counts required
o ? ?n ?le Tea?ure?. The computer file which will be used for this will

?1? no explicit identifying information (i.e., names, addresses, etc.). Instead, each
::::;:1z:n:hrecord wi]l;con?ain ? c?nfidential‘program~generated number linking the computer

e records with identifying information in the file cabinet.

117 ¥



Every month a summary report will be generated, and distributed to program staff and

to each project director. This report will contain the following information:

(1
(2)
(3)
(4)
(5)
(6)
(7)
(8)
(9)
(10)
am
(12)
(13)
(14)

Number of participants in each project at beginning of month
Number of nhew admissions to each project during month

Number of drop-outs from each project during month

Number of participants in each project at end of month

Number of court referrals during month

Number of voluntary program entrants during month

Number of first arrests among program participants during month
Number of rearrests among program participants during month
Total number of program participants to date

Total number of drop-outs to date

Total number of successful completions to date

Total number of present program participants

Total number of first arrests among program participants to date
Total number of rearrests among program participants to date
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{11, ANALYSIS

Effectiveness Measures

Assuming that the program will have two years from its estimated starting date of
January 1973 to attain its goals, the final analysis relevant to the effectiv:n e
will consist of comparing the data in January 1975 with that of January 1973 anzsz meas?r?s
the percent reduction in arrests and rearrests. In other words, the number of N
during calendar year 1972 of ex-oifenders between 16 and 25 wou;d serve as b :?érrESts
for the goal of reducing the number of rearrests of that group by 10%, and t:SG ber of
first-time arrests during calendar year 1972 of first-time offenders ;n the lz-n:mber "
25-year ?ge group would be baseline data for the goal of reducing the number of f?r t-ti
arrests in that age group by 5%. At any point during program implementation (aftersone1me

f 23Y ve i
' / i . e use tO pe orin an

Suppose the data shown in Figure 1 has been collected.

Jan 73 Jan 74 June 74 0

; ct 74

Rearrest of ex-offenders 7000 6850 6650 6475 J:; =
First-time arvests 3000 2950 2925 2900 28§g

Figure- 1. Arrest Data for YSP

Fa interim analysis performed in January, 1974 would reveal the following:
For rearrests of ex-offenders, a drop from 700C to 6850, or

7000 - 6850
g ° 2.14%
For first-time arrests, a drop from 3000 to 2950, or
3000 - 2950 _
3000 = 1.7%

By Jung, 1974 these results would have changed, as follows:

For rearrests of ex-offenders, a drop from 7000 to 6650, or
7000 - 6650 _

'“‘*/"(TO‘O‘—“‘ - 5-00%
Far first-time arrests, a drop from 3000 to 2925, or
3000 ~ 2925 _ 2
I 3006 = '5%
n ‘
October, 1974 for rearrests of ex-offenders, a drop from 7000 to 6475, or
7000 - 6475 . ,
7000 - 7-5%
For first~time arrests, a drop from 3000 to 2900, or
3000 ~ 2900 _
300 - 3-3%
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In January, 1975 the final analysis would reveal that both goals had been met:
For rearrests of ex-offenders, a drop from 7000 to 6300, or

zgggﬁﬁﬁééggw = 10% (Goal was 10%)

For first-time arrests, a drop from 3000 to 2850, or

§99%5662§§g- = 5% (Goal was 5%)

Efficiency Measures

The first measure calls for a comparative analysis of project efficiency. In order
to determine the efficiency of individual projects in contributing toward the program
goal, measures 2 and 3, that is the Number Who Successfully Complete sach project and
the Number Who Drop Out of each project, will be used.

The positive contribution of each project toward the program goal is related to the
number of participants who "successfully” complete the project. Unfortunately, if only
"successful" graduates are counted, and measurements must be tdken at discrete times for
project performance, there is no simple way to account for participants still enrolled
in the project. Thus, the negative contribution, i.e., "failures," must also be determined,
and used to approximate (or predict) the true contribution of the project.

The negative contribution is determined by dividing the number of project participants
who drop-out or are returned to Screening and Referral for reassignment by the number
initially enrolled in that project, expressing the result as a,pe}centage. For example,
suppose that at some point in time a certain project has had 100 referrals, 22 successes,
four drop-outs, six reassignments out of the project, and {(thus) 68 current participants.
The “success rate" would only be 22%, but the "failure rate" of 10% would indicate a
predicted "success rate" of 90%. (The correct value lies somewhere between 22% and 90%,
but is Tikely to be a good deal closer to 90%, since failures must, of necessity, occur

quicker than successes.)
In order to ascertain the efficiency of individual projects in contributing toward

the program goal, it will be necessary to determine how project activities are carried
out in terms of time, allocation of manpower and equipment, and expenditure of funds.

Based upon a comparative analysis of the efficiency of each participating agency
with every other project ip the program, the program director will be able to determine
the correct distribution of funds for projects within the YSP. For example, a project
which is operating efficiently would be a 1ikely candidate for additional funds. On the
other hand, a project which has been inefficient in contributing toward the program goal,
might be phased out.

The Number of Reassignments, measure 4, hopefully will be sufficiently small to
enable each case to be analyzed individually. When the number of reassignments reaches a
value where each case cannot be individually assessed, then the Screening and Referral
Center must be carefully scrutinized by the program director.

The fifth measure, Attractiveness of YSP to Enroll Participants, is the ratio of the
number of enrollees in the program to the number deemed eligible for the program by the
Screening and Referral Center. The ratio should increase over time as additional projects
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become part of the YSP service system. If the number of enrollees does not continue to
increase, the problem will be flagged for the Program directoris attention.
The sixth measure, which deals with possible biases in the referral process, will co
into play any time one or more projects show an unsatisfactorily high failure ra;e which "
cannot be adequately explained by the project directors involved. To explore the poss;bil't
that the problems may be external to the projects, the records of all individuals referred1 ’
to those projects will be examined. If it should be determined that a disproportionately
high number of these individuals are particularly difficult (i.e., higher than normal
propensity toward failure), then this would indicate the Séreening and Referral Center
to be at fault, and in need of some modification,
Measure 7, Participant Attitude will be based on the attitudinal surveys discussed
in Section B. If excessive drop-outs occur, exit interviews will be conducted whenever
possible, by the cognizant project staff. Gross attitudinal measures, being h;ghly
subjec?ive, m?st be analyzed in depth by both program and project staff, prior to making
any major revisions in the program.
. Program Awareness and Acceptance, measure 8, will be determined by the YSP personnel
Prior Fo program inception, a publicity campaign will be conducted to fami]iérize the .
o . - L
:Sng:;tzsw;:hi:hsezgzgfam. The publicity campaign is expected to be an on-going effort
.. Results of. the surveys, discussed in measure 8, to determine program awareness and
understanding within the community, will be prepared by YSP personnel and submitted to the

program director quarterly. They will be one indication of the effectiveness of the
publicity campaign.

An a?a1ysis of the quantity of referrals to the YSP will also be used as an indicator
of community acceptance. Monthly reports summarizing referral data will be prepared at
the project level for the program director. Each month the program director will forecast
the number of addtional participants the program can accept the following month. In-
?Ufficient or excessive referrals will require the program director to contact ;he
individual referral agencies and reassess the quantity and type of service agencies
Participating in the program. |

. Tﬁe post-program analysis will be qualitative in nature. It will consist of
rev1eang the data collected for each of the program “alumni" and making the subjective
determination as to whether or not, in each case, the individual appears to have become a
useful member of society with a reduced propensity toward crime.
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AN EXAMPLE EVALUATION COMPONENT

e T

AN INTERVENTION CENTER PROJECT
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PROJECT DESCRIPTION
AN INTERVENTION CENTER PROJECT

SITUATION
The community is a microcosm of the crime picture throughout the natien: 26 percent of

total police arrests involve youths under 18 years old; 40 percent are under 21; and 54
percent are under 25. For serious crime only, the figures change: 19 percent of all
arrests involve juveniles under 15 and almost half are under 18. Furthermore, juveniles
and young adults have the highest recidivism rate of all age groups. A significant
reduction in Impact target crime can be achieved by diverting past offenders from re-
involvement with the criminal justice system, and by intercepting others whose involvement

is imminent.

PROJECT
Purpose: To establish an intervention center system to intercept youthful ex-
offenders prior to their reinvolvement with the criminal justice system

and to interdict those on the brink of involvement.

Budget/Scope: $115,000 per year for two years.
Community Council of Intervention appointed by the Mayor and ratified by
the City Council.

Agencies:

To intercept 200 Impact crime offenders (from an estimated population of
7,000) before their reinvolvement with the criminal justice system. To
intercept 150 high risk youth (from an estimated population of 3,000).

Both objectives should lead to a decrease in the High Impact crime rate.

Objective:

Implementation: Threé Intervention Centers (1.C.'s) will be established and staffed by
psychiatrists, clinical psychoiogists, social workers and trained
specialists. Project participation will be on a voluntary basis; clients
will enter theAproject via either a telephone call on a "Hot-~Tine" manned
24 hours a day or referral by parents, clergy, friends, etc. Initial
contact will be with an Intake counselor who screens entrants to determine
their stability for project participation. Thereafter, the I1.C. staff
will prepare a detailed analysis of each participant, followed by a
remedial plan of treatment that will curtail probable future involvement
with the criminal justice system. Following client reaction and adjustment
to the remedial plan, the I.C. staff will make the necessary administrative
arrangements with the Youth Services Program or other community service

agencies.

Constraints: An operational constraint may be a shortage of community resources and
facilities in the event of a large number of I.C. clients.

-Results Interception and diversion of 350 past offenders and high risk youths.

A reduction in the number of target population rearrests by 2.9 percent in
two years and a reduction in the number of target population first-time

arrests by 5 percent in two years.
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Anticipated:

I. EVALUATION COMPONENT ’ 3

Two effectiveness measures of success have been selected for this project: the reduc-
tions in the number of rearrests of youthful past offenders and the number of first-tfme
arrests fqr juveniles and young adults. A composite of both measures will be reflected
through reduction in the number of total juvenile and young adult arrests. For the purposes
of this project, it is assumed that a decrease in the number of Impact arrests ref]ects
a decrease in the crime rate caused by the Youth Services Program and is not attributable
to a falling off of police efficiency, or other exogenous factors.

Since treatment programs will rarely be shorter than six months in duration, there
will be a lag effect in showing the success of Intervention Centers (I.C.) from arrest
statistics. Therefore, two efficiency measures of I.C. performance have also bsen chosen:
the number of calls handled by the hot line and the change in the number of potential -
clients coming to I.C. for an initial interview. These two efficiency indicators have the
advantage of reflecting the success of I.C. sooner than arrest statistics would.

Another efficiency measure of 1.C. success is the quality of the remedial plan in
treating its ¢lients through appropriate veferral to diversion projects. This will be
evaluated at the program level, since only there can the projects be viewed as a system.

Data Reguirements

The two effectiveness measures of the success of 1.C. address two essentially different
c]ieqte]e groups. (While data requirements will vary with respect to the two clientele
groups, there will be some overlap.) The first measure, reduction in the number of rearrests
concerns itself with youthful previous offenders. The second measure, reduction iﬁ the ’

‘number of first-time arrests, indicates the success of 1.C. in diverting high-risk youth

from criminal involvement. .
The data that will be required for each measure of I1.C. success follows.

Effectiveness
Three sets of data elements are required %o measure project effectiveness:
(1) Reduction in the number of rearrests of past offenders
{a) the number of total arrests for Impact crimes, per year
(b) the number of past offenders arrested”
(¢) the number of past offenders arrested having had I.C. exposure*
(2) Reduction in the number of first time arrests '
(é) “the number of total arrests for Impact crimes, per year
(b) the number of offenders arrested for the first time”
(c) the numbir of offenders arrested for the first time having had I.C.
~ exposure ’
(3) Reductiog in total police arrests involving youths, 16 to 25 years of age,
per year

Includes offenders arrested for all crimes except minor misdemeanoré, e.g., traffic offenses.
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(a) before the inception of the I.C. project
(b) after the inception of the I.C. project

Efficiency:
Two data elements are needed to measure efficiency:

(1) Hot line calls handled - the number of incoming calls to I.C. monthly.
(2) Initial interviews of potential clients - the total number of initial
interviews conducted by intake counselors at the three I.C. sites monthly.
In addition to data requirements that reflect the success of I.C. as a project, the
intake counselor is responsible for collecting the following qualitative information about
each prospective client (see Appendix I for the forms to be used):
(1) Prior involvement with the criminal justice system including arrest dates,
court action and disposition.
) Comprehensive personal and family history.
(3) Employment history.
) Summary of educational background.
(5) The client's candid self-assessment.
(6) Documentation of anti-social behavior which indicates probable future entree
into the criminal justice system (i.e., fist fights, suspensions, threats).
For youths with exposure to the criminal justice system and after formal admission,
the following additional information is needed:
(1) A copy of the client's criminal history, including arrest records, if any.
(2) A copy of the indictment and court records.
(3) A copy of the final court disposition and probation reports, if any.
After formal admission and professional consultation, the client may be requested to
take specified psychological tests whose results will not be subject to evaluation.
After leaving I.C., the number of consecutive months the client has no contact with
the-criminal justice system is progressively updated.

Data Constraints
One obvious constraint in collecting data will be the cooperation of the clients. If
the client is not cooperative, fordyhatever reasons, he may delete certain information
elements, alter others, or intentionally add false ones. Whether a client errs unwittingly
or deliberately, an inaccurate data information base requires staff resources to rectify.
Legal (and political) restraints on the release of police and court records must be
considered, in addition, when planning the collection of specific data elements.

Data Collection

The intake counselor at each I.C. site will collect all personal, employment, atnd
educational information.

For youths with exposure to the criminal justice system, the intake counselor will
perform the necessary liaison with the police, courts and probation. He will ascertain
the dates of arrest, indictment, and disposition, as well as the nature of the charges

and disposition. See Appendix I for the data summary sheet,
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A.research analyst with a strong background in mathematics and social science wil]
work with the intake counselor and be responsible for the collection, reduction
of all measures of I.C. project effectiveness and efficiency.

These are disc
under Data Requirements. scussed

See Appendix II for Research Assistant Data Sheets.

Data Management

Information about each client will repose in his respective Intervention Center It
will be safeguarded as confidential and may oniy be released to non-1.C. organizatio;s with
the consent of the client and the Center Administrator, ]
ject of comparative evaluations by I.C. staff as Tong as it is treated as a data element
within the context of the I.C. project. Client information will be kept in individual
folders identified with unique client numbers. The key 1inking the code number with an
individual is available to the Center Administrator or his designees.

The folders will be kept in Tocked files wi
th staff access entrusted i
officer at each I.C. © fhe Intake

Client information may be the sub-

Data Validation

. Data and records provided by the ccmponents of the criminal justice system, i.e.
?ol1ce, courts, and corrections, will be scanned for data inconsistencies. Validating
information generated where components of the criminal justice system interm

esh is critical

:  toavoid clerical and administrative errors.

If inconsistencies are discovered, they are followed through and an I.C. spin-off
service will be realized for its -client and the criminal justice system.

. I? addition, cursory validation of the client's employment, family and educational
histories will be made when the intake counselor deems it appropriate.
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11. ANALYSIS

Methods
While it is true that some modicum of I.C. success is reflected through meeting the

objectives, the converse does not follow. Meeting project objectives may not be entirely
attributable to I.C. because other projects in the Youth Services Program also bear upon

the reduction of the number of arrests and/or rearrests.
The success of the 1.C. Project will be determined by the following measures.

Effectiveness Measures. The effectiveness measures are ‘designed to reflect the success
of the project objectives. The objectives of the project are %o:
(a) Reduce the rearrest rate of youthful ex-offenders by 2.9% in two years, and
(b) Reduce the number of first-time arrests by 5% in two years.

This could be rewritten to be:
(a) Diverting 200 past offenders (from an estimated population of 7000) from

criminal patterns of behavior by channelling their energies into socially

acceptable, constructive alternatives, and
(b) Intercepting 150 high-risk youths (from an estimated population of 3000)
displaying anti-social behavior traits, on the brink of involvement with the
criminal justice system.
If these objectives were to be fully realized by January 1975 (assuming project funding
and operation by January 1973), the following prototype milestone chart would hold.

MILESTONE CHART

Figure 1
Decrease
Since Percent
Jan 72 Jan 73 Jan 74 Jan 75 Jan 73 Decrease
Bedin 1.C. Project
Rearrests of
ex~offenders 6400 7000 6950 6800 200 2.9%
Fipst time ‘ ~
arrests 2900 3000 2950 2850 150 5.0%
Total arrest for
Impact offenses 9300 10,000 9900 © 9650 350 3.5%
A
Begin I1.C. Project

During the year between January 1972, and January 1973, there were 20,000 arrests for
Impact target crimes. One-half of the Impact arrests, 10,000, were of youths 16 to 25.
Furthermore, 70% of Impact crime arrests are of previous offenders {70% of 10,000 = 7,000).
The remainder, 3000 {10,000 - 7,000}, is the number of first time arrests.
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. ,
- 6;32 January 197? to January 1973 rearrests of ex-offenders in our ciiy increased
fr mI to 7000, while first-time arrests increased from 2900 to 3000. Thus, arrest \
or Impact crimes, of those 16 to 25, totaTed 10,000 for the year betw ’ S |
and January 1973. ‘ en s, 157 \
In order t in i j i
) offend:r:ra;: ::certa;n if the I.Q. Project is succeeding, the number of rearrests of \
- e number of first-time arrests occurri
: . ng bet j
jnception) and January 1974 must be determined. : vesn danuery 1973 (project W
In Fi ’
n Figure 1, the number of ex-offender rearrests stands at 6950 in January 1974

January 1973 figures as baseline d it i
ata, it is observed that a .7% d i
. ro
ex-offender rearrests has occurred by January 1974 P the hummr of

(7000 - 6950)/7000 = .7% \

(7000 - 6800)/7000 = 2.9%
Thus,Tthe success of the first project objective is established.
y be saTe methodology is employed in determining the success of the second project
objective, i.e., the reduction of first-time arrests by 5% in two years
(3000 ~ 2950)/3000 = 1.7% -
(3000 - 2850)/3000 = 5.0%
Thus, the second project objective has been realized.

Using \

See Figure 1.

Efficiency Measures

I ;
ere ::smuzh as the effectiveness measures are dependent on the acquisition of police data
apt to be a lag in gauging the success of projct objectives. To fill the interim ’

in determining project success bi
! §S, bimonthly data on in-house paramet i
yielding a more timely response. ) : i - WT1?'be et th95

PR $

o I?e :esearch analyst will summarize, bimonthly, the number of calls‘réce?ved by the *f:
| I;nef and the number of initial interviews conducted-with potential c{ients . o
fo]]0w1, :r example, I.C. ]?]OOO receives 200 calls the first two weeks and 500 during the
ng two weeks, there will have been a 150% rise in the number of incoming calls -
: (500 - 200)/200 = 150% '
he t i i |
o total number of incoming phone calls during two-week periods might show a rise at first
t ] start—up lags reg;h a peak; and then level off at a plateau. o ’ ,
otals for theifirst ten’ two-week periods.might appear:as fo11ows;‘
lst gnd  3d Gt c S LGth 60 Bth S low
200 500 600 650 700 720 700 680 690 670

-Typical inctiing call

‘Suc : 0] » . - 'y .
cess of the project 6bjectives is indicated if this general pattern .is approximated

effectiveness measurements.
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Additionally, the research analyst will document the collective treatment postures
(undergoing assessment, residential center, occupational therapy - see Appendix II) of
all clients handled by his Center.

The research analyst will also collect I.C. post-treatment information. He will
trace the status of those having finished I.C. treatment by summarizing their collective
activities (holding job, in school, rearrest - see Appendix I1) subsequent to their
completion.
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APPENDIX I

The forms included in Appendix I are t .
: o be filled out b i
to each Intervention Center. Y the intake counselor attached

Form 1 - Prospective Client Eligibility Criteria

Form 2 - Prospective Client Personnel History, Educational Background and
Employment Record

Form 3 - Prospective Client Involvement with Criminal Justice System
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Name
Address

Age Date of Birth

other (explain)

APPENDIX 1

INTEAVENTION CENTER PROJECT INTERVIEW FORM
Prospective Client Eligibility Criteria

Form 1

Diverced
Single __ Harried separated

Financial support of prospective client:

Parents ____ . .
Working On Welfare _ _

Supported by Othar (explain)

Motivation of prospective client in coming to I1.C.

Previous imvolvement with the ctiminal justice system.
Yes (1£ yes, 11l {n Form 3) Yo
i e
Iaterviewer's estimate of futute probable {nvolveent with the
criminal justice system

, A0Y 14 , 80% » 1007

W%

Form 1 - Page 2
the
Interviewer's estimate of probable {eminency of involvement with
crimiaal justice system.
Less than: one week , one month , three months N
one yeat .
d.
gstimate of prospective client cooperation should he/she be admitte
Very cooperative , cooperative s
1ess than coaperative .

what is the prospective client's #olf ptl

Recommendations and additional comments:

Interviewer's Signatuyf

pate of Interview _ _ . e
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INTERVENTION CENTER PROJECT INTERVIEW FPORM

Prospective Client Pzysonal Ristery, Educationel
Background and Employment Record

Form 2

yersopal History:

¥ame of Father

Living J1f yes, age

Maiden Nawe of Mother

Living +IE yes, age

1f Married, name of spouse

1f Separated ‘or Divorced give details and dates

Children? . If yes, glve names and ages

Health problems? (Include drug usage)

{s progpective client receiving welfare?

Name of Welfare Agency

Address:,

Siace:

1s prospective client receiving support trdc ydrents?
How much per month?
Sinces

FORM 2 (CONCLUDED)
Eployment Record:

fame and address of present employer

Yatgre of work

Salary,

+ Mase and address of past employers:

Name,
Addresa

Hame
Address

Hame
Adrers

legardiess. of experience, what sort of work does client seem
nited for?

Signacure of Intecviewer
Date of Interview
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FORM 2 (CONTINUED)

Educatiopal Background:

Highest grade completed (Circle.one):

1 223 4 5 6 7 8.9 1011 22 13 14 15 16

Name of School Address
Elementary,
Jr. High: School
High School
College
Trade Schools attended:
Name of Institution Address

Regardless of training, what sort of education does client seem
suited for?

INTERVENTION CENTER PROJECT INTERVIEW FORM
Prospective Client Involvement with Criminal

Justice Syatem

Form 3
Date of
Arrest Date Charge Arraignment Dieposition
1.
2.
3,
4.

Is prospective client on Probation? If yes,

Name of Frobation Department

Seatence

Since

1s prospective client scheduled ro appesr in court? If y&s,

Nane of Caurt

reason for appearance

Date of acheduled appearance

Signature of Interviewer
Date of Interview

%
i
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The forms included in Appendix II are to be filled out by the

research snalyst attached to edh Intervention Center.

Form 4 - Consecutive Clisnt-Months Without

C.J.5. Involvement
Form 5 - # of Past Offender and First Time Arrests
Porm 6 ~ # of Hotline Calls and Initial Interviews

Conducted

Form 7 - Collective Inveatment Posture

INTERVENTION CENTER PROJECT

Congecutive Client Months Without C.J.S. Involvement

Form 4

No. of Clients completing I.C. treatment

who have riot been arrested:
From last month
This month

Total

No. of I1.C. Clients arrested during

past month

A minus B

No. of monthe since 1u:ep:15n of I.C.

dncluding this month

C times D

[

# of client-months without X.C: involve-

ment

Signature of Analyst

Month Considered

Date Compiled

INTERVENTION CENTER PROJECT

¢ of Hotline Calls and Initial Interviews Conducted

Form 6

Two Week Period Considered From to

Hotline calls received during the past

two weeks:

Hotliné calls received during the previous

two weekst

X increase above/below previous

two week period:

f of Initial Interviews Conducted

during the past two weeks

# of Initiel Interviews Conducted

during the previous two weeks

X increase above/below previous two

week period

Signature of Analyst

Date Compiled

INTERVENTION CENTEH PROJECT

¢ of Past Offender and First Time Arrests

Chéck One

Porm §

1at quarter, Jantdry - March

I

2nd quarter, April - June
Ard quartér, July ~ September

4th quarter, October =~ December

Firat Time Arresta:
Burglary:

Stranger to Stranger:
Pagt Offender Arrests:
Burglary:

Stranger to Stranger:

TOTAL3

IERE
.

Sub-Total Burglary:

Sub-Total Stranger to Stranger:

Signature of Analyst

Date Compiled

INTERVENTION CENTER PROJECT
Collective Trestment Posture

Porm 7

A. # of months since inception of - I.C.

B, £ of clients completing treatmént

from last month i
‘ this wonth RIS
TOTAL B e ?

# tollecting
# vorking | # training | public
K aspistance

Laat month

This wmonth

Sub-Totals

—i . -_
:
—p—— ——— ——— —— —————
*
TOTAL C —

* Total B equals Total C

AN EXAMPLE EVALUATION COMPONENT:

A MODEL THIRD PARTY CUSTODY
PROJECT

- 135
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PROJECT DESCRIPTION:
A MODEL THIRD PARTY CUSTODY PROJECT

SITUATION:
The majority of offenders committing Impact target crimes appear to be from the same or

very similar communities. Better than 75 percent of the perpetrators are hblack and from
the lowest sociogponomic Tevels in the community. Furthermore, the ages of offenders

appear to cluster in such a way that individuals drawn at random for a controlled experi-
ment would be representative of the population from which they are selected. An expariment,
then, could be conducted to determine the effectiveness of intensive counseling and

referral services.

PROJECT: ‘ o
Purpose: To achieve a reduction in the arrest rate for Impact target crimes by

providing supervisory custody and follow-up services to a selected group
of offenders from the total program population. The aim is to divert
offenders froi the traditional criminal justice system by providing
viable and résponsive_sociaT,service alternatives that reatistically
treat the needs of the target group.

Budget/Scope: $200,000 for each fiscal year, 1973 and 1974,

Agencies: Community. Social Services Agency

Objective: To provide 600 juvenile and young adult Impact offenders third party

supervisory custody and divert 300 of them from the criminal justice system.

To determine techniques for measuring the e{fectivaness of such services
in deterring the offender from future criminal activity (and also the
value of such deterrence to society). To assess the impact of project
services on tWwo groups of project participants.

Img]ementation: An 11-man project staff, along with a 5-man Halfway House staff, will be
organized to process offanders diverted from the Juvenile Court or by
County Court by an intake ceunselor who screens them for their suitability
for alternative treatment. Participants then are assigned to one of two
experimental groups at random. Group I participants receive a battery of
specialized‘services (residential care, counseling, short-term financial
assistance, veferral, etc.), while Group 11 receives monthly telephone
contacts and initial urinalysis for potential assignment to a drug treat-
ment program. The arvest records of both groups will be monitored to
determine the degree to which Group 1 treatment is effective.

Constraints: None given.
Results A 50 percent reduction in the number of Impact target. crimes committed
Anticipated: by the sample population over the lifespan of the project.
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1. THE EVALUATION COMPONENT

Project Effectiveness

The effecti i
fectiveness measures to determine project success are listed below:

(1) Total ) ;
2} Tow numzer of offenders assigned to Experimental Group I who are arrested
As a means of il of offenders assigned to Experimental Group II who are arrested
et the duvont] providing data that will be useful in project evaluation, and in ord .
L
ntorm t‘J venile court and prosecutor's office may have available current statistical -
Reportaf;:;éreléféd Zo the project, a simplified information system will be devise:iCa
utilized will contain quantitative i '
. and narrative data on i
the project, and summary data on the population served the operation of
Narrati 11 4 . . )
rative data will include information such as project impact on offenders in th
e

areas of 74 el
ireas o employment stability and recidivism. Summary data will include inf i
individual offenders relative to specific problem areas ormation on

Project Efficiency

The efficiency measures are:

EZ) T?tal number of offenders diverted to the Third Party Custody Project
) Biweekly qualitative summary data for both experimental groups .

(5) Total number of dismi
‘ issals of pending charges b i V j
o ttcitation. g ased on satisfactory project
6 .
(6) Total n?m?er of extensions of the court continuance date to allow more ti
for additional work with the offenders. A
(7) }

Rearrest,
court routine.
offense in the

al . .
sonﬁ, will not constitute grounds for returning an offender to the normal
uch factors as offender attitude prior to rearrest, nature and type of
new arrest, and narcotics use will be considered. Using a point system

outlined i i i
b ed in Sectien III of this paper, a supervising counselor will determine whe
tten surrender of custody request is appropriate o

~ Thi ; .
equally to members of both groups. s set. of variables will apply

8 .
Eg; ;oza: numger of Experimental Group I members that are gainfully employed
otal number of Experimental Grou :
p II members that ar i
A comparison will be made b " sanully iy
etween employment levels for th
odect ot ! : e two groups. Since the
e 1 employ its own job development specialist, it is assumed that this professional
. pro'elie i:ery resource at his disposal to locate suitable employment opportunities "
" te1eJ- of fenders. The job development specialist will contact prospective employe
o R;on? to arrange interviews for the offenders who will be given a Third Pa;i a
o inZer:?JECt ?:re form to be filled out and returned by the prospective emp]oyeryafter
iew. ee Form A-4 in the Appendix t i orte
‘ this report.) B
torn F1os > ' 0 port. us tokens and some short-
ancial-assistance will also be made available to members of Experimental GroupO;t
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gainfully employed, monthly records of his wages will

Once an offender has becone procedure will be followed for members

. . .
tabulated by the assigned project counselor. This
of both groups.
Other evaiuation measures, :
i ~oew. include the following: . . o -
of predat S:CCE;&, ;:zg abuser, the number of "dirty" urines during time 1nbpr03e
N ‘s g2 ‘ i n the job.
tb) If assisted find gainful employment, length of time O

i i
necessary to perform a complete evaluation of the leve

i the group.
dy If placed in group counselling, number of times absent f;omtion ?II ior
( {In addition relative position in group sociogram [see Sec

explanation].) -
(e) Number of yoluntary drop-outs from project.
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" Mditional police data can be obtained through telephone contacts.

- fumber,
! be used,

II. DATA NEEDS

Data Regquirements

The police are the law enforcement body most 1ikely to make initial contact with

target offenders. A copy of the police arrest statement, giving the particulars of each

arrest, wi11‘be required data for each offender in the target population.

The arrest records for each offender in the project sample should be as comprehensive
as possible and will include, when available, the following:

(1)

Record of arrests and convictions compiled by the criminal records division
of the local police department.

(2)

Record of petitioned complaints from the research division of the local
juvenile court.

{3) Jail records for all offenders having a prior term of detention.
(4) FBI abstracts from submitted fingerprint cards.

(5)

Military records from the appropriate records center or National Personnel
Records Center at St. Louis, Missouri, when applicable.

In addition, records for arrest and disposition will be requested for all offenders

with prior records of probation or parole supervision. It would also be helpful to have

copies of previously completed pre-sentence reports or classification studies, since such
records are uniformly current to the point of the offender's departure from the system,
and are-among the most accurate sources of information on dispositions for prior offenses.

A master card will be maintained for each offender diverted to the project and will

be color-coded according to group membership. This card will contain all significant

identifying data, and an up-to-date listing of all activities and referrals pertinent to
the offender's status in the project. To'maintain the anonymity of juveniles and drug
shusers, a coding system will be used to indicate drug problems or other kinds of confidential

data. A form, A-5 Third Party Custody Project Master Card, has been designed and is
included in the Appendix to this component.

. Data Constraints

The key to access to records of arrest and other required data is a good working

knowledge of the total criminal justice system. This will necessarily include the

development of close rapport with those agencies maintaining the required data. If these
steps are taken, data collection will not become an insurmountable obstacle even for a
community based social services agency such as this project.
The police arrest report will be available, through the prosecutor's office or the
intake department at juvenile court, prior to an offender's diversion to the project.
Court personnel and
the FBI may also be contacted by telephone for record checks. However, it will be necessary
in al1 such cases to provide the agency being contacted with an offender's identifying
In the case of the police or jail, the police ID number or the jail number will
In the case of the courts, the offender's criminal case number is preferred,
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although other corroborating data may be deemed acceptable. In the juvenile court, it is

always necessary to identify an offender by such additional data as birthdate and/or

names of parents or guardians. Problems in all of these areas will be greatly alleviated

by providing all agencies that are to be contacted reguiarly with a 1ist of names of
project staff members eligible to receive such data.

The project will employ its own narcotics clerk who will collect the urine specimens
required, as well as all other data relative to drug use and abuse. At least one specimen
will be collected from every member of the project population at the time of admission

A1l offenders whose urinalysis results are positive for drug use will be

to the project.
Such referrals will exclude any youthful

referred to an appropriate drug treatment program.
offender positive for methadone and involved in an approved methadone maintenance program.

Project counselors will collect all other pertinent data from their individual
clients. Any problems in this area will 1likely be with verifications of offender statements.
Some police jurisdictions, empioyers, and hospitals, for example, will only provide infor-
mation upon written request accompanied by a release of confidential information form

signed by the offender. Forms to obtain all such data are included in the Appendix to this

report. {See Forms A-6 - A-~10.)}

Data Collection
Project counselling staff will be responsible for the initial collection and progressive

updating of all data on project offenders. Two members of the counselling team will be
assigned to regular court duty on a week]y, rotating basis. The on-duty* counselors will
collect data on all offenders diverted to the project initially during their on-duty week.
They will also share responsibi]ity'for getting diverted offenders from the court setting
to the project office. If the offender requires 24-hour residential custody, initial
processing is alsa the responsibility of the on-duty counselors.

A1l arrest record data will be collected from the police, FBI, courts, and probation
and parole offices. Copies of the biweekly status reports on project offenders will be
transmitted to the juvenile court, prosecutor's office, project director, and supervisor,
with a single copy being retained in each offender's social file.

Data Management
Each offender in the target populace will have a social file containing copies of all

A master card index will also be maintained with all

data pertinent %o his.progress.
pertinent identifying data for each project offender. These will be color-coded to

differentiate between Experiment Group I and Experimental Group II members. All required

data will be collected and funneled to the project’s main office, where it will be maintained.

*
On-duty refers to availability to the court during all the hours of its normal operation.
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Counselling staff, supervisory personnel, and the project di

collected data. However, only the project director ity
may divulge any confidential data contained in an o;f
received the offender's signed permission.

will have access to all
or his duly authorized representative,
- ender's file without first having

This procedure wil] not apply to confidential

Data Validation

A1] required data will be verified by appropriate counselling staff

X S Periods
supervisory review will serve as a double check on the data validation proc e

ess,
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III. ANALYSIS

.y  ons
Heine, Mithziz;nz;niLZZivzqi,CZ::]:i;ZeKTy reports will be analyzed.and reduced to athe
Atlt reom rehensive report contajning pertinent data and sign1f1can? ?rends for
B o] ? These reports will be completed for all project participants.
;argeZszOZili:;i2;§ for the total target population will be collected weikly a?d iyng;tliive
ear? i i rearrest data compiled. Since the project's prxTa
?tat1$t1za1es:ZE:rZthigz;:eztoject offenders by 50 percent over a two—yeaf period, @ I
;Zwi:a:z :iend in overall rearrest statistics has been projected for Exp?r1mental i:izzd .
This computation of trend may be demonzt;ited tgiogiz zszrzzzdo:nZhi]Zi:;daziriie s
i data for botn grou ; .
i; t:li!niZ:;zét:CZ ;Zizzzztand a straight line drawn.thro%gh the.tw? pt:’r:itsi;1 ri:rtzzts
iect's objectives are being achieved, clear reduction will be 1nd1c§ et‘s =
izzaziperimental Group I members for each measured i?tefval of Eheei::iiia1 Group.ll
Fluctuations shauld be shown in the mean arrest statistics for EXp —

members . .
The following ratios will need to be computed:
(y I al number of offenders di
o i i jverse
The population for this project represents a miniscute portion of the larger un ;
i ram.
of stranger-to-stranger crime and burglary offender5‘d1verted‘to the totaTtirZie Y
Nevertheless, sampies of the data subjected to the same techniques used wi e et
e 3
universe permit.accurate generalizations about the larger mass of datatZrom wb;i b e
v LK) 0] 3 - . e num
i t of a significant mean reduction 1n
was drawn. Therefore, achievenen | ; e
for ihpact target crimes among the project population should bi reflicted ;: o Zr o
iverse when the same methodology is used. In fact, the "true" mean* for the g
uni .
i f the universe.
calculated by computing the average 0 .
e (2) The total number of offenders diverted to Experimental Group 1 that are

rearrested. .
(3) The total number of offenders diverted to Experimental Group II that are

rested. .
1t is expei;ed that the rate of recidivism among Experime?ta1tG:oziOiI ?822221;2111
be appreciably greater than similar rates ca1?u1ated for Expeflée?1? e 3ery o
almost from the outset of the project. If this proves.true, it w T bniitative
imply that diversion from prosecution and trial, but vlfhout su?p?; o e anders.
iservices, will not appreciably reduce or eliminate criminal activity among

i btained if all of the
* to the average which wou!d have been 0 .
:gzgivg%?g;sh?;etngggéulgtion had bgen used in its computations not just the values
for the sample.
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A comparison of rearrest ratios fgr the two groups may reflect an inverse trend very
early in the project's life. As rearrest figures decrease for Experimental Group I,
they may increase for Experimental Group II. However, fluctuations, or even some degree

of stability among rearrest percentages for Experimental Group II members, would in ho

way reflect unfavorably on overall project objectives. It will be remembered that

Experimental Group II is also involved in a treatment modality, albeit a limited one. It
is innovative, tco, from the standpoint of early diversion from the traditional criminal
justice process, and could very well contribute to overall project effectiveness.

{4) The total number of satisfactory dismissals of pending charges based on
satisfactory project participation.

{(5) The total number of extensions of court continuance dates for additional
work with offenders.

(6) The total number of reversiops to normal court processing.

A comparison of the ratios of satisfactory dismissals or favorable terminations from
the project should reveal a -measurably higher mean for Experimental Group I than for
Experimental Group II. On the other hand, a camparison of the ratios of reversions .to

normal court processing ought to reflect a significantly higher mean average for Experimental

Group II members than for Experimental Group I. To test the statistical significance of

the differences between the two means a one-factor analysis of variance may be parformed.

{7) The total number of Experimental Group 1 members that are emploved,
(8) The total number of Experimental Group II members that are employed.

A comparison of employment ratios should reflect a greater degree of job stability
among Experimental Group I members than that exhibited among Experimental Group Il members.
If possible, employment data during project participation should be compared with data on
employment stability prior to diversion to.the project. It is expected that job stability
figures will reflect a measurable increase for all project offenders, when compared with
their collective performance in this area before project diversion,

The per capita costs of maintaining preject offenders in detention facilities, jails,
and prisons~-assuming these individuals had not been diverted from traditional criminal

Justice system processing--should be calculated based on the standards published by the

Bureau of Prisons. These costs should then be measured against the total earnings of all

project offenders for the two~year time-frame of the project, and total project staff
costs to help determine the social costs and benefits, in economic terms, of providing '
these services. The social costs also include the private and public¢ resources which are
expended to prevent crime and to adjudicate, punish, and rehabilitate criminal offenders.
These private expenditures take the form of monies for locks, alarms, light, and security
guards. Public expenditures employ human and material resources which could be employed

elsewhere in the absence of crime, To the extent that these resources could be used

productively elsewhere, they are a cost to society in their current roles.

Furthermore, if the overall effect of the project is to reduce recidivism, it is likely
that employment rates will be higher, both during the time-frame of the project and the future.
Reductions in time spent in detention facilities and prisons increase the noninstitutional
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population from which the labor force is drawn. Reduction in time spent pursuing a
criminal career while out away from detention, jail, or prison will most Jikely be associated
with higher labor force participation rates and Tower unemployment rates. Greater
employment stability will, therefore, impact significantly on the number of High Impact
crimes committed and will eliminate much of the economic insecurity that has contributed
to the causes of Impact Crime.

A veversion to normal court processing takes the form of & written request to
surrender custody and should be without prejudice. To accomplish this objective, while
simultaneously deleting much of the subjective judgment such a request normally entails,

a scale has been devised wherein any offender accumulating a point total less than 16 will
be recommended for reversion to normal court processing. Normally, such a reviewing
process would occur at rearrest for a new offense, 10ssS of contact with offender or normal
quarterly review.

The scale is based on criterion of 0 to +5 to show subjective gradation or range from
very good to very poor. The items and the assigned point values are: ‘

Points Employment Items

over 360 days employed

270 to 360 days employed

180 to 270 days employed

90 to 180 days employed

less than 90 days employed

Has held no job since diversion to project

O W

Points counselling Attendance Items

Attended all scheduled sessions

Failed to attend 1 to 20% of scheduled sessions

Failed to attend 20 to 40% of scheduled sessions

Failed to attend 40 to 60% of scheduled sessions

Failed to sttend 60 to 80% of scheduled sessions

Failed to attend 80% or more of scheduled
sessions

O~ MW N

Points Drug Urinalysis 1tems

A1l negative urine results

Positive urine results in 1 to 20% of specimens

Positive urine results in 20 to 40% of specimens

Positive urine results in 40 to 60% of specimens

Positive urine results in 60 to 80% of specimens

Positive urine results in 80% or more of
specimens

[P SR AR

Points Contact Items

No loss of contact

Loss of contact for 3 days

Loss of contact for 4 days

Loss of contact for 5 days

Loss of contact for 6 days

Loss of contact for 7 days or more

O~ whRO
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b ts Rearrest Items

¢

¢ 5

? : No rearrest of any kind

{ ] ggg::esg ;or traffic offense

& 3 est for status juvenile offe
] Rearrest for serious misdemeanor e
0

Rearrest for felony other than impact crime

{ Rearrest for impact crime f i
] 0
, offender is charged ruhich the

s To determlne.tne basis for reversion, the counselor will apply the decision rule:
- me?ns reversion to normal court processing; 16-25 means the offender remains i ‘
the project. (The scale ranges from 0-25.) h
. To demi?strate the usefulness of this scale in eliminating subjectivity in the
Ts1oz-za ;ng process, the following hypothetical example is postulated. Offender A
assigned to Experimental Group 1, is rearrested i » . ;
| s on a traffi¢ offense, Driving While Unde
0 Y . ’ r
tne‘Infl?enc? of Intoxicating Liquor, after six months in the project. A check of his
SOF1:] file indicates he has only been working for two months, has attended 85% of all
Z?ne u?ed counselling sessions, and has had no positive urinalysis results since
jversion to the project. He formerly used drugs and was last seen by his counselor

;oerkéays prior to.the new arrest. When interviewed by his counselor, he admits to
hr1n ing more heavily since coming into the project. Although it had been suggested that
e enter a methadone maintenance program at the time of his diversion to the project

he h i
’{ ‘ éd‘refused a referral and his counselor had not referred him to a program since his
initial urinalysis specimen had been negative for drug content

Based on the performance of offend i i
‘ egr A since entering the j i
s o sestonen g project, the following

Item Points

Employment
Counselling
Urinalysis
Contact
Arrest

’-hwm»—-

Total 1

~3

W . . .
ith a point total of 17, Offender A is continued in the project. His arrest on a drunk

drivi . s
iving charge, however, is an indication that his increased drinking may b# interpreted

as . s .
f a wai :f unconsciously sublimating his need for drugs in a more socially acceptable
orm. Taking note of this, his assigne
s gned counselor may want to i
breammens. oreqron, , d now refer him to a drug

1 S : .
an offender is in group counselling, the group leader will periodically perform

2 gro . .
ingre:pt?oc1ogram or peer evaluation to determine how group members perceive each other
a

ion to themselves. Each group member will be asked to rank every ather group

Membe : : .
lweasz $?ka s:c1al criterion and/or a work task on a scale ranging from "most liked" to
iked." For example, the criterion might be "Having a beer at the corner bar." Of

P aCCco d]n t th i i i i
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i d quarterly. It
The percentage of voluntary reversions or drop-outs will be computed g

sample. However, They will be contacted and

why they felt the project to be unresponsiYe to their'neec}s.overaH o ot A
aided in completing a questionnaire assessing the proazct % o e the e dix to
: i iect Follow-Up, 18
i Third Party Custody Projec
copy of this form, ]
| ; j i report will be
e ;ipi;e conclusion of each quarter of the project's 1ife, a guarterly rep

i fi jecti oals.
effectiveness in relation to the specified objectives and ¢
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APPENDIX I
THIRD PARTY CUSTODY PROJECT FORMS

This appendix contains the eleven forms referred to in the text for recording data
on the project.

Form A-1 is the Third Party Custody Project Interview Form used in interviewing
all prospective divertees to the project.

Form A-2 is the Third Party Custody Diversion Card used to inform tie appropriate
magistrate of offender eligibility for project diversion.

Form A-3 is the Third Party Custedy Project Telephone Interview Form to be used
with Experimental Group Il members for maintaining contacts.

Form A-4 is the Third Party Custody Project Empléyer Interviewing Card to be
completed by the prospective employer and returned to the project office.

Form A-5 is the Third Party Custody Project Master File Card to be completed on
all project divertees.

Form A-6 is the Third Party Custody Project MiTitary Service Data Request.

Form A-7 is the Third Party Custody Project Request for the Releasa of Confidential
Informatiaon.

Form A-8 is the Third Party Custody Project Medical History Data Request.
Form A-9 is the Third Party Custody Project Educational Information Sheet.

Form A-10 is the Third Party Custody Project Referral to be used where referring an
offender to another community services agency for appropriate assistance.

Form A-111s the Third Party Custody Project Follow-up Form to be used to collect
data on all offenders who veluntarily drop out of the project.
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THIRD. PARTY CUSTODY PROJECT INTERVIEW FORM

Date
Full Name Allas
Home
Address Telephone
: Age Date of Birth Place of Birth
[ Sex Race Nationality
T Wich Whom

Do You Live?
If so, do you live with your spouse?

: Soclal Security No,
FRTEECt Are You Married?

Are You PEmployed? If fiot; how long unemployed?

Name of Employer,
tow Long on the Job?
Aré 1. gregencly on probation or parole?

Work Telephone No,

If yes, with what court?
Name of Probation or Parole Officer
Telephone Number of Probation or Parcle Officer:

What are you presently cherged with?
What pther arrests do you have?

Have you ever been hoapitalized?
If so, vhat for?

Have you ever had any mental or emotional problems?

P ‘i,‘ if so, describe
: ) Did you require hospitalization?

. Have you ever hed a drinking problenm?
! Have you ever used drugs of any kind?
If so, what drugs?

¥hen did you last use then]

THIRD PARTY CUSTODY PROJECT
-Diversion Card-—

Date

Offender Name:

Last First H.I,

e Charges

The above named individual has been interviewed and meets

the {nitial requirements for diversion to the Third Party Custody

Project, After copsultation with defense coungel and prosecuting

attorney/{intake counselor, it is recommended that he/she be diverted
{circle appropriste persoonel)

to the project. The cage is coatinued to for

further disposition.

Supervising
Counselor

.

Witnessed by:

Prosecuting Attorney/Intake Counselox

¥orm A-2

THIRD PARTY CUSTODY PROJECT INTERVIEW FORM (CONCLUDED)

Are you enrclled in a drug treatment program?,
Would you be interested in betoming invelved in a Thizd Party Custody

Project?

Diversion

Recomnendation: {) Yes () No

Interviewing Counselor,

Form A-1

THIRD PARTY CUSTOLY PROJECT

Telephone Interview Form

Date

Offender Name:

I. Residence Information

A. Arve you living at the same address?
B. If not, what is your new address?

C. What ia your new relephone number?
D, With whom do you live?

IL. - Employment Information
A, Are you working?
B, If go, for whom'do you work?

C. What are your wages?
D, What ig your telephone nuwber av work? _ . .

E. If unemployed, how long?

1I1. Narcotics Informationm

A. Are you g drug user?
B. If so, are you in a drug treatwment program? R,
C. What is the name of the program?
D, What is your counselor's nama?
E. ' What is his relephore numbev?

IV, Arrest Information
A.' Have you been arreésted on a new charge? .
B.. If so, what is the charge?
C.. What kind of bond are you under?

Porm A-3
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THIRD PARTY CUSTODY PROJECT
Employer Interviewinp Card

Date

vap referred to me for

{Kame of Applicant)
posaible employrent. 1 interviewed him/her on
e e VU

The reguits of that {aterview are ligted below,

() Hired
a. Job tirle
b, Salary

¢ To start work on

{ ) Not hired for reason(s) specified below:
a. Failed Appotntment
b. Bid not have Tequired skills
¢+ Poor personal appesrance
d+  Refused job offer offered
e. Other (Specify)

Additional comments, 1f any

Signature of Prospective Employer

Form A-4

THIRD PARTY CUSTODY PROJECT

MILITARY SERVICE DATA REQUEST

Name & Address of Agency from Date
Whom Information is Requested

Name of Offender:

Address:

noB: POB: Sex: Race:

Father!
er 's Name Maiden Name of Mather:

Hair Color: Eye Color: tit, Ve,

— ——————
Other Tdentifying Marks:

Hilivary service # Branch of Service:

Rank u% Separgtiva: Separation Date:

Sirs;

The person identified b
Y the above listed information ig
:zgde::izsdcgpzz‘i:: Agency ing tze information heing re:uestes ::lng
our social file, A signed releas
this request. Your ¢ooperation will be aE:reci:::da.se sceompanies

(Signature of Cou:‘\sela:)

Information Requested

Dates of
sores @ Type of Highest Rank
V. From To Discharge Attained
SRrvice Zrom 2 =Zfgharge axtatned.
(Cont{nved)
FORM A-6

THIRD PARTY CUSTODY PROJECT

Date:

Requést for the Releage of Confidential Information

This is to certify that I hereby grant permigsion for the
release of confidential information to the Third Party Custody

Project,

(Signature)

WITNESS:

Counselor

Form a-7

MILITARY SERVICE DATA REQUEST (Continued)
Does_this person have any: - {Check appropridte boxes)

¢ ) Decorations or Citations?

{ ) Medical n
Condiiion;sfory of Personality Disorder, Nervous er Mental

( ) Foreign servicer

¢ ) Court Martials?

Signature of Qfftcials

Title:

Dates

Form A-6




THIRD PARTY CUSTODY PROJECT THIRD PARTY CUSTODY PROJEC‘[;
MEDICAL MISTORY DATA REQUEST REFERRAL FORM
Nape & Addrens of Agency from Dates Date:
Whom Information is Requested:
Offender:
Address:
Dffense & Cage Nou
DOB; POB: SEX3 RACE:
Other Identifying Data:
Branch.of Kavk &t Date of
Wlitary Service ¢ Service: Separatiou: Separation:
Address: Phone No: DOB:

Social Securiry #: VA Claim #:

e

Sex:

i Sirs:
The person identified by the above listed information is being The pesson identified by the sbove ligted information
X supervised by this Project., The information being requested is 15 in need of the following services as specified
i needed to complete our docial file. A signed release accompanies below: (Check applicshie boxes)
this request. Your cooperation will be appreciated.

) Employment Counselling & Referral
} Medical Referral
)
)

Psychiatric Referral

Signature of Counselor Other Soaial Services (specify):

Information Requested
Does ‘this person have any history of: (Check applicable boxes, if yes)

¢ ) Narcotice Addiction { ) Disabling Condition K
: { ) Alecholism { ) Pregnancy
= { ) Heart Ailment { ) Surgery .
{ ) Tuberculosin ( ) Mental or Nervous Disorder Signature of Counselor: Telephone Ne:
{ ) Epilepsy ¢ ) Other (spocifyl}:
( ) Venereal Disease )
i . §ignatyre of Official:
T Title: Date: Form A-10
Forn A-8
i
; THIRD PARTY CUSTODY PROJECT Leaderstip
; Reliability
b EDUCATIONAL INFORMATION SHEET Courtesy
4

Peer Relationships

- Any I Tests? If yes, specify type, data snd numerical rating:
Name & Address of Agemcy from  Date: y 19 » ’

Whom Information is Reguested: Yes ( ) Yo ()
Signatyre of Coungeler:

Additiopal Comments:

Name of Offender

SEX: RACE:

DOB POB

Nawe of Pather: Maiden Nawe of Mother:

Signature of Official:

Title:

Sirs:
Date:

The persoi identified by the above 1listed informstion is being
supervised by this Projecc. The information being requested is
needed to complete our social £ile, Your cooperation will be
appreciated,

Informat{on Requested

Date Grade Date Grade Grade

Name of School Entered | Entered | Left| Completed| Left

Reason for
Leaving School:

Pergon's General Student Rating (Cheéck Applicable Ratiug)g

Excellent Good Average Poor, Form A-9
Scholarship
#Attendance
Behavior
Cooperativenoss Form A-b {Continued)
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. Final Disposition

THIRD PARTY CUSTODY PROJECT

FOLLOW-UP FORM

Date:

Name: Aliap:

Addreas: Phone Nog
What was your main reason for lesving the Project?

Did you feel it to be unresponsive te you as & person?
If so, in what ways?

+

What improvements, if any, did vou notice when compared to regular
court processing?

What suggestions would you offer to make the project more responsive?

What is your opinion of Project Staff?

What services were offered you by the counselling stafi?

If you have a history of drug usage, had yau veturned to drug usage

prior to leaving the Project? . If Yes, what relationship do
you feel this problem bears on your decision?

How did the court handle your case when you returned to the regular

FOLLOW-UP TORM (Continued}

Compare the regular court system with the Diversion Project:

Were you working before you left the Project? . If yes, are

you working now? .

Have you been arreated since leaving the Project? ¢« If yes,

on what charges?

What 4is your present court status?

system? .
. ll {Continued)
orm &= Form A~I1
Code No.
Judge No.
THIRD PARTY CUSTODY PROJECT Referral Date
MASTER FILE CARD
Juvenile Court MPD ¥ Jail £
Name, Project No. Origin: Adule Court e 55 ?
Alias ) Criminal § Juv, Court £ titizenship
Living Address Telephone # Born (State)
Local Regidence DOB Eye Color Bair R, we.
Education Marital Status Depandents,
Militacy, Branch Length of Service Discharge

Serial # Juv, Record

Adult Record

Prosecuting Attorney

Defense Attorney

TPC Project Counselor Asaigned

or Juvenile Court Intake Counselor

Third Party Custody Frioject Interviewer

Offense(s)

Conti Date

Drug Abuser?

Referrals for Secvices: (1)

[¢3]

)

(%)

&

(6)

Form A-5
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AN EXAMPLE EVALUATION COMPONENT:

A J0B DEVELOPMENT PROJECT FOR
YOUTHFUL OFFENDERS
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PROJECT DESCRIPTION:
A JOB DEVELOPMENT PROJECT FOR YOUTHFUL OFFENDERS

SITUATION
The particular project addressed here is a Job Development Project for juveniles and

young adults between the ages of 16 and 25, who have been arrested for Impact crimes.

Subject to the approval of the Court, some of these persons will be chosen for diversion

from trial to be enrolled in the Job Development Project.

PROJECT

Purpose: To provide a set of training, job referral, and follow-up services for 2

portion of the youthful offender population.

.Budget/Scope: $600,000 over two years.

Agencies: Cbmmunity Action Agency for Diversion of Youthful Dffenders

To enrall 500 offenders and divert 200 (40 percent) of them from the

criminal justice system.

Objective:

A project director and staff of specialists in job market analysis, place~
ment, development, coaching and related fields will implement concentrated
employment programs on behalf of project participants. The team will
enlist local employers to provide career-oriented jobs {even where it may
involve job restructuring to accommodate sub-professional skill levels).
The team will then provide a comprehensive package of support services to
both employers and participants via follow-up visits and counseling.
Finally, the team will coordinate the training of participants to meet

Img]ementation:

" the needs of employers.

Constraints: Only 500 participants over the two years can be accommodated.
A success rate of 40 parcent is anticipated: 200 juvenile and young adult

Results
offenders should be readjusted to society and diverted from involvement

Anticipated:
in the criminal justice system.
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I.  EVALUATION MEASURES

A total i 3
project. O of eight me?sures will be used to measure the success of the Job Development
o t.; ne of these will measure the overall progress of the project towards its
c"‘ 3 Y
tni .e ieffectlveness), while the others will track the success of varjous components of
project to provide interim indicator ® e
s of the project’spro ici
measures are described and explained below: progress (sfficiency).

These

Effectiveness Measure

One major measure of project effectiveness has been developed

Rearrest Rate Among Participants (Measure #1)
If a . N .
e o p:oqect'part1c1pant is successfully re-adjusted to society, he will not re-enter
nal justice system, i.e., he will not be rearrested for any criminal offense

Assuming a project success rat
e of 40%, rearrests among proj ici
remain below 60% at all times. o projact participants ougtt te

Efficiency Measures

Seven measures of project efficiency have been identified.

Job Permanency (Measure #2)

roi .
. zm;iiizdszczess will depend upon the degree to which project participants are not
ut remain employed, It is considered
. 1 . necessary that each participant b
associated with the Job Develo j j e enro
pment Project for one full year from th i
ment., - If at the end of that ti . i it
me he has been employed and remai i
adjustment to society will be consi e e ™
nsidered successful. Project su i i
- . e . ccess will be considered
i 0e\::ed if 40%.of all participants have made such a successful re-adjustwent. This is an
portant measuie of the project’s success, but it cannot be taken until well after the

project's inception. ‘
. (In fact, fourteen months afterward, 1if two months' grace is allowed

for the proj i iti
the project to get underway in addition to the year considered necessary for a parti-

cipant to " " j
p graduate" from the project.) Consequently, interim measures are needed so that

g

Number of Enrollees in Project (Measure #3)
servjzz: iob ?eve1?$ment Project provides training, employment opportunities and follow-up
or juvenile and young adult Impact offenders. N i
. Not all participants a
o o . re expected
projeczuicessfz1:? re-adjusted to society. A participant must have participated in the
or a full year to be considered a "success." Th i

pJect for . us, if the project’s specifi
" c pecific

jective is to have 200 such "successes” at the end of the two year period, it must have

en < el -
] ralled 500 initial participants by the end of the first year and it must maintain this
evel of enrollment through the second year.
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Economic Power of Employers Enlisted in the Project (Measure #4) .

Project success will depend upon enlisting the support and cooperation of eTp1oyers
with sufficient economic power to supply openings and advancement for futur? proa?ct
participants as well as present ones. A small store may provide an ideal s1tutat1onff:;
a single participant, but will have 1ittle capacity to absorb others. The purp:se 0 ]z
project, therefore,.will be to establish job entry and career paths for the har -tfjemp ¥
as a regular and continuing feature of the local economy. Cons?quent1y, the emphaj1s "
ought to be on obtaining the support of large and influential firms, as well as unions, where
appropriate.

i Jobs Discovered or Created (Measure #5) N
iil;ii: ::c:::s will depend upon discovering or creating jobs that prov?de Part1c1p:ntz
with career paths and opportunities for advancement. The discovery or creation of a hundre
“dead-end" jobs will contribute Tess towards long-term project success‘than the d1scoveryh
or creation of 25 "stepping-stone™ jobs. Consequently, project emphasis ought to be on the
quality of jobs even more than upon their guantity.

iateness of Participants' Training {Measure #6)

?igzzfz;a;a:ticipants in ;£i11s or procedures for which there is no.need in the 1oc:;e
economy will not contribute to project success. The project's su?cess wiltl depend.upzz
proper matching of participant fraining to job openings. The progéc?, there:or?,b1zraining
emphasize training in skilis for which there are openings, or obtaining on-the-jo

for participantis.

! isfaction with the Project (Measure #7)
Etz;:i:rZuci::s will require that participating employers be pleased with the‘?erformance
of the individuals placed with them by the Job Development Project. Monthly surveys are' S
therefore to be made of employer opinion as to the project's benefits. Openmended.qu:st1on
designed to elicit this information will be asked and the responses be used by projec
personnel to evaluate their own efforts.

Participant Attitude (Measure #8) . o
A good attitude among project participants is necessary for project success. Periodic

- : i asts 1
surveys are therefore to be made of participant opinion of the project's success, with emphasis }

. - A . ‘11 be
on their degree of hope.  Open-ended questions designed to elicit this information w111‘

| s
asked of all participants, whether already placed or not. The responses to these question
will be used by project peréonnel to evaluate their own efforts.
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IT. EVALUATION

Data Requirements

In"the preceding section, the measurements of
explained. Tiis section enumerates the data elemen
these measurements. (The actual calbulations are d

project success are described and
ts necessary for the calculation of
escribed in the Analysis Section.)

Number of Project Participants Rearrested (Data Element #1)

This number will reflect the project participants who have been rearrested for some
criminal offense while stili associated with the Job Development Project.

Number of "Successful" Project Participants (Data Element #2)

The number of participants continuously associated wit
more will be counted.

h the project for a year or

Number of Enrollees in Project {Data Element #3)

Individuals enrolled in the project, including individuals in training programs as
well as those already placed in Jjobs, will be counted.

Number and Relative Weight of Employers Enlisted in the Project (Data Element #4)

The number of employers whose cooperation has been enlisted for

Project, will be tallied. Each employer is to be assi

his relative economic power in the community.
Job Development Project staff as foljows:

1 = Small employer.

the Job Development
gned a weighting factor to indicate
These weights are to be assigned by the

(Five or less epenings available for project participants.)

2 = Medium-sized employer. ({Between 6 and 15 openings available.)
3 = Large employer. (16 or more openings available.)
Number

ard Relative Weight of New Jobs Discovered or Created.{Data Element #5)
The number of jobs that have been either discovered or Created by Job Development

Project personnel in their efforts with local empioyers-will be used.
be weighted in accordance with its potential for career advancement.
to be assigned by the Job Development Project staff as follows:

1 = Little opportunity for advancement. "Dead-end" job.

2 = Some possibility for advancement. May require project follow-up with
- employer to ensure job's development.

3 = Good opportunity for advancement. "Stepping-stone" job.

Each job is to
These weights are

Number of Participants Trained (Data Element #6)
Participants trained in skills for which jobs have been discovered or created by

project personnel are to be counted, as well as participants who have been placed 1in
positions where they will receive on-the-job training.

157



Employer Satisfaction (Data Element #7)
Each month, the appropriate Job Development Project specialist is to ask each employer
associated with the project the following questions:
Question E1: In general, are you satisfied so far with the performance of the
people we have placed with you?
The responses to~Question E] are to be categorized under three general headings:
Positive, Neutral and Negative. No effort is to be made to record the detailed shadings
of the responses. After categorization, responses are to be weighted as follows:

3 = Positive
2 = Neutral
1 = Negative

Question E2: Have you been having any difficulties? (If so) Could you give
us an idea of the problems you have been having?
The responses to Question E2 are to be recorded in as much detail as possible and
these data are to be used to identify recurrent problems, so that the project's follow-

up services may be appropriately modified, where necessary.

Participant Morale (Data Element #8)

‘Each month, every project participant, whether employed or not, is to be asked the
following questions by the appropriate project specialist:

Question P1: How do you feel about the project so far? Do you feel it is
helping you get going in the world? ‘

The answers to Question P1 are to be categorized under three general headings:
Positive, Neutral and Negative. No effort is to be made to record the detailed shadings
of the responses. After categorization, responses are to be weighted as follows:

Positive
Neutral
Negative

3

it

1

u

Question P2: What sort of preblems have you been encountering? Can you give
us an idea of the difficulties you might be having?

The responses to Question P2 are to be recorded in as much detail as possible and
these data are to be used to identify recurrent probiems so that project personnel can
get a different viewpoint on their own work,

These questions are not to be presented as a formal interview. Instead, they are
to be imbedded in the conversation about whatever the specialist thinks appropriate to the
participant's current concerns. 0Only in casual settings will any worthwhile information
1ikely be forthcoming., A formal "interview" will tend to make the participant nervous
and very possibly lead him to tell the specialist what he thinks the specialist wants to
hear, because he will feel that the Specialist might be putting him on the spot.
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Data Constraints

Evaluation data vequirements have been chosen for their accessibility and reliability,
A1l of the required information elements except for Employer Satisfaction and Participant
Morale will be known to project specialists because they will be the outcome of those
specialists' work, The questions pertaining to Employer Satisfaction and Participant
Attitude will be imbedded in one of the specialist's customary interviews with the
employers and participants associated with the Job Development Project. This procedure
will enable project staff to conduct the necessary periodic evaluations without allocating
too much time and money to gather evaluation data. As a result, no significant constraints
associated with either the existence, availability or cost of obtaining evaluation data
are anticipated.

Data Collection and Management

A1l data for this project will be generated and updated internally. Weighting of
data elements, where required, will be done by the Job Development Project specialists,
Data elements are to be maintained manually at project headquarters and updated weekly.

Special forms for data entry will be provided. These ave illustrated in the
Appendix to this component.

At intervals specified in the Analysis Section, below, progress reports will be
compiled from the data elements for the use of the Project Director.

Data Validation

A1l the data needed for this evaluation are generated internally by project personnei
and require that they attach subjective ratings to several of the elements. As indicated
above, the advantages of this approach are accessibility and ease of data collection.

The disadvantage, however, is that which attends any self-evaluation: where people's
personal success 1is bound up with the success of their project, a powerful incentive is
created to report progress, whether it exists or not. While it is unrealistic to expect
to eliminate such bias, it is possible to guard against it by appropriate reservation
when viewing the evaluation results.

It is recommended, therefore, that the Project Evaluator review the monthly
evaluation results alert for progress curves that appear too steep. Occasional spec-
tacular progress may be hoped for; constant, modest progress is the hopeful expectation;
but constant, spectacular progress is to be viewed as suspect. If progress reports
indicate invariably that “things are getting better all the time," the Project Evaluator
would be well advised to investigate the situation at close hand.

159



et

111, ANALYSIS

Calculation of Measuyrements

i i ai Tations
owing section details the calcu .
e ; r to arrive at measurements of project prog

which are to be performed on the data

ress
elements listed in Section II in orde

. s .
towards its objectives. Interpretation of scores 1s discussed belo

Measurement #1: Rearrest Rate Among Participants
Divide Data Element #1 (Number of Project Partic
number of participants enrolled in the Job Developmen

ipants Rearrested) by the total
t Project at the time of measuring.

Measurement #2: Job Permanency
i} fu
Divide Data Element #2 (Number of “Success . ;
of participants enrolled in the Job Development Project at the time of measuring.

1% Project Participants) by the total number

: in Project
Measurement #3: Humber of Enrollees in ' .
Count the total number of participants enrolled in the Job Development Project at

the time of measuring, including individuals in training programs as well as those

already placed in jobs.

Measurement #4: Economic Power of Employers Enlisted in the Project . e

Determine the total number of employers enlisted. Then calculate the weighted to a]0 .
indicating employer economic power as follows: Assign a weight of 1, 20or 3 %o'each employ
as instructed in Section II, Data Element #4. Sum across all employers and divide by

the total number of employers enlisted.

Measurement #5: Caliber of New Jobs Discovered or Created
Détermine the total number of Jjobs discovered or created.

total indicating job caliber as follows: Assign a weight of 1, ) © ;
instructed in Section 11, Data Element #5. Sum across jobs and divide by the totai

Then calculate the weighted
2, or 3 to each job as

number of Jjobs.

Measurement #6: Appropriateness of Participants' Training .
Divide Data Element #6 (Number of Participants Trained) by the total number of jobs

available.

Measurement #7: Employer Satisfaction with the Project . .

Assign a weight to each response to Question E1 as instructed in Section II, Data
Element #7. Sum across all respondents and divide by the ?umbér of respondents. - 1o
Responses to Question E2 are to be evaluated nonquantitatively. They aTe to et: u
for the evidence of recurrent problems and used for the deve?opment of solutions to ‘tiZi

problems. This portion of the evaluation will be presented in terms of a monthly wri

report to the director of the project. 160

Measurement #8: Participant Morale

Assign a weight to each response to Question P1 as instructed in Section II, Data
Element #8. Sum across all respondents and divide by the number of respondents.

Responses to Question P2 are to be evaluated nonquantitatively as described for the
analogous question pertaining to Employer Satisfaction,

Timing

Not all measurements specified in Section II, Data Requirements, are to be immediately
applied. Two months will be allowed for the project to get underway and to recruit staff,
participants and employer support., Consequently, although data e¢iements are to be
gathered and maintained from the inception of the project, calculations of measurements
will not begin until the end of the third month (two months'start-up and one month
employment data). The results of these measurements will be taken as the baseline for
any trends that may later appear in the measurements. The exception to this statement
is Measurement #2 (Job Pewmanency) which first acquires significance at the end of the
14th month.

Measurements are to be calculated weekly and presented to the Director monthly
in time-series form in order to distinguish any trends that may be emerging.

Findings ‘and Conclusions

Fach measurement is to be analyzed over time by the Project Evaluator for the
following trends and characteristics. When appropriate, he will alert the Project
Director that action must be taken.

Rearrest Rate Among Participants, (#I}

The rearrest ratio is to remain below 0.6. If it shows a risihg trend and exceeds
0.6, the ratio must be considered an indication that all aspects of the project may need
investigation and redirection, since recidivism may result from a failure of any one or
a number of the project components.

Job Permanency. (#2)

.The success ratio is to be 0.4 or greater at all times, If it shows a falling
trend and drops below 0.4, flaws are indicated in the project's efforts to follow up on
placed participants and supply support and counseling both to them and their employers.
Responses to Question P2 pertaining to participant morale might alsc be investigated to
see if certain problems may be identified connected with this measurement.

Number of Enrollees in Project. {#3)

Two months' grace period is allowed during which no enroliees are to be expected while
the project finds staffing and accommodations. After that, participants are to be enrolled
at the rate of 50 per month over the next 10 months, to reach a total of 500 by the end of
the first year. For the next 12 months, a Tevel of 500 is to be maintained.

161

1 g i



e e g s T T
i R S e S e S U g

1§ Fo be considered for possible discontinuation.,
timing prescribed abave are designed to provide con
; modification by giving periodic indications of p

The structure of measurements and the

stant opportunities for project
roblem areas.

gconomic Power of Employers Enlisteéd in thé Project. (#4) i
The weighted total ought tc approach as near to 3.0 as possible. If it starts well

below this level, a rising trend is to be taken as evidence of progress towards project

objectives. If it starts high and then declines, or if it starts low and remains low, i

it might be necessary . to investigate and perhaps redirect the project's efforts to enlist ;

employer support.

Caliber of New Joby Discovered or Created. (#5)
The weighted total ought to approach as near to 3.0 as possible. Its trend over time i
is to be evaluatad in the same light as that for Measurement #4, described above.

Appropriateness of Participants' Training. (#6)

& If the number of trained participants is well matched to the number of jobs avaiiable,
s the ratio ought to hover around 1.0. If, however, the ratio rises beyond 1.5, it will
indicate a dangerous excess of trained participants over available jobs. This is dangerous o
to project objectives for, if continued, it will Tead to the failure of many participants
e to obtain jobs even after they are trained. Such a rise in the ratio, therefore, is to be 4
AﬂQ considered indicative that both the enlistment of employer support and the training of

i participants require attention and perhaps redirection. ‘

One other aspect of this measurement will require attention: the absolute values of
the data elements of which it is composed. If both the total number of trained participants |
and the total number of jobs are small, then the ratio of the two may be well within the
acceptabie range, without indicating project progress. Thus, the measurement must include
both significant and rising humbers of trained participants and of available jobs, and

an even ratio between the two.

Employer Satisfaction With the Project. (#7)

The weighted total of responses to Question E1 ought to approach 3.0 as nearly as
possible. If this total remains at or falls to 2.0, then the responses to Question E2 are
to be investigated in depth to determine what problems are, in the employers' view,
obstructing the project's success.

Participant Morale. (#8)

The weighted total of responses to Question PV ought to approach 3.0 as nearly as
possible. If this total remains at or falls to 2.0, then the responses to Question P2
are to be investigated in depth to determine what problems are, in the participants’
view, obstructing their progress.

Project Continuation. (#9)

At the end of the first year, the project is to be evaluated for continuation. If
during the year several of the above measurements have deviated widely from expected norms
for a significant period of time, and immediate remedies are not viable, then the project
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APPENDIX I "

JOB DEVELOPMENT PROJECT ~ 1973 QUARTERLY PARTICIPANT STATUS FORM

Week Ending:

JAN.

FEB, MARCH

participant | 5)12) 19 ) 26

A}

STATUS CODES: EP
0JT

1T

UN

su
us

JOB_DEVELOPMENT FROJECT ~ EMPLOYER DATA FORM

Week of

List all employars whose support has been enlisted for the project
in the past weeks

Weighting
Name of Emplayer Factor (1)

1,
2.
3. . M

LB P P e s N AT P ]

L9,

be.

{1y Weighting Factors are to be assigned as follows:

1 = Small employer. Five or less openings available to project
participants,

2 = Medium~sized employer, Between & and 15 jobs available.
3 = Large employer. sixteen or more openings available,

JOB DEVELOPMENT PROJECT - EMPLOYER SATISFACTION FORM
Employer: Date Interviewed
Interviewer

The following questions are to be asked in an informal manner and Lf
possible, they are to bée imbedded in one of your customary discus-
sions with the participant.

The responges to Question El are not to be recorded in detail. It
ig only necessary to record the quality of the response, whether
Positive, Neutral or Negative,

The tesponses to Question E2 are to be recorded in as much detail as
possible. Try to note down as many as possible of the specific
points made by the participant as well as your impression of his
overall attitude.

Question El: In general, are you satisfied so far with the perfar-
mance of the people we have placed with you?

Qudlicy of respouse: D Positive

D Neutral
D Negative

Question E2: Have you been having any difficulties? (If so) Could
you gilve us an idea of the problems you've been having?

= Entered Project During Week

= Qn-the-Job Trainee

= In Training ~ Other

TAE = Trained and Available for Employment
= Unemployed and Not in Training
= Laft Project Successfully (l-year completion}
= Left Project Unsucceagfully (Re-arrested)

JOB DEVELOPMENT PROJECT - NEW JOB DATA FORM

Week of

List all jobs discovered or created by project persounel in the last
wveek:

Weighting
Job Dpening Emplover Firm Name Factor (1)

1.
2.
3,

[N\ S et VU T s PN P Attt o A T o e "
18,

19,
20,
(1) Weighting Factors are to be assigned as follows:

1 = Little opportunity for advancement, "Dead-end” job.

2 = Some possibility for advancement, May require project
follow~up with employer to ensure job's development,

2 = Gosd opportunity for advancement., "Stepping-stone” job,

JOB DEVELOPMENT PROJECT ~ PARTICIPANT ATTITUDE FORM

Participant ID Date . Interviewed

Interviever

The following questions are to be asked in an Informal manner and 1if
possible, they are to be imbedded in one of your cuystomary discussions
wich the participant,

%the redpanses to (uestion P 1 gve nokt to be recorded in detail, It
1e anly necessary to recoxrd the guality of the response, whether
Positive, Neutral or Negative.

The responses to Question P 2 are to beé recorded in as much detail
as possible. Try to note down as many as possible of the specific
points made by the participant as well as your impression of his
overall attitude,

Question P 1: How do you feel about the project so far?. Do you
feel it's helping you to get.going in the world?

Quality of response: [ FPosirive
[l Neutral
] Wegative

Question P 2: What sort of problems have you been hitting? Can you
give me an idea of any difficulties you might be having?

165
% U.S. GOVERNMENT PRINTING OFFICE : 1973 O—519-200

i
IUREPUIRIREE SRR

DR






