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SECTION 'I

A .INTRODUCTION AND BACKGROUND

1.1 OPERATING PROGRAM OVERVIEW

The Cleveland IMPACT Cities Program is an intensive planning and
action effort designed to reduce the incidence of stranger-to-stranger crimes*
and burglary in the City by five percent in two years and 20 percent in five
years. Underlying the IMPACT Program is the basic assumption ?;hat spe-
cific crimes and the people who commit them constitute the prob&l}n to be
addressed. As a consequence, program and project development has been
based upon an analysis of local crime, offender background, demographic
and environmental data within specific target areas of the City., Application
of this approach resulted in1 a program structure containing five major
Operating Programs: Addiction Treatment; Ezhployment; Diversion and
Rehabilitation; Deterrence, Detection, and Apprehension; and Adjudication,

Figure 1-1 displays the program structure.

The Diversion and Rehabilitation Operating Program was established
to minimize the desire to commit crimes, its s1;.b1eve1 goal under the IMPACT
Cities Program. The 18 projects under this program may be categorized
as those dealing with pre-delinquent and delinquent youth problems and those
dealing with the reintegration of offenders intc; the community. The scope

of this evaluation is restricted to the Youth Outreach Project, one of the projects

*Stranger-to-stranger crimes are homicides, rapes, aggravated assaults,
and robberies, as defined by the FBI's Uniform Crime Reporting standards

when such crimes do not occur among relatives, friends, or persons well
known to each other,

- +
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ULTIMATE
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SUB-LEVEL
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AND/OR
ACTIVITIES
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REDUCE
STRANGER- TO- STRANGER
CRIME AND BURGLARY
5° IN 2 YEARS
20”7 IN 5 YEARS

o
MINIMIZE NEED YO
COMMIT CRINE
PREVENTION
ADOICTION
TREATMENT EMPLOYMENT
o CDAP* B © CVEP**
o Suwer
Recreatfon

MIRIMIZE DESIRE TO
COMMIT CRIME

DIVERSION
AND
REHABILITATION

v

YOUTH PROJECTS

o Altermnative Education
{Street Academy)

o Youth Service Coordinators
@ Youth Outreach

o Intervention 7;nd Developmentsl
Centers

o Police Athletic League

@ Cleveland Youth Assistance

© Juvenile Court Developrent

® Juvenile Delinguency Treatment

CORRECTIONAL PROJECTS
o Comprehensive Corrections

o Group Momes
o Comrmunity-Based Probation

© Adult Parole Post-Release
{Seven Step)

o Institutional Post-Release
Aftercare

o Probationary Post-Release

o Community-Based
Supplerental Services

e Boys' Club Post-Release
8ig Brothers/

Project friendship
Post-Release Follow-Up

L

¢ Clevelond Pre-Trial
RehadiTitation

MINIMIZE
OPPORTUNITY TO
~ COMMIT CRIME

MAXIMIZE RISK
FOR OFFENDERS

i

DETERRENCE.,
DETECTION
AND APPREHENSION

v

o Concentrated Cries
Patrol

o Upgrading of Karcotics
Related § Felony
Investigative Procedures

® Auxilfary Police Training
and Equipment

o Expansion of Police
© Qutreach Centers

® Public Informaticn

o Clevaland IMPACT
Me{ghborhood Patro)

o IMPACT Response
Time Reduction

¢ IHPACT Security
Patrol for the Elderly

o IMPACT Streetlighting

@ IMPACT Awareness

ADJUDICATION

'

@ PRE-TRIAL DELAY:
o Visiting Judges
@ Prosecutor’s Offfce
e Counsel for Indigents

o POST-ADJUOICATION DELAY:
o Pre-Sentence Investigation
o Diagnostic Treatment Profile

@ Cleveland Offender Rehabilftatfon
Project

FIGURE 1-1

CLEVELAND IMPACT CITIES
PROGRAM STRUCTURE

*Cleveland Drug Abuse Program

*¢Cleveland Vocational Educatfonal Program



in this Operating Progr;m dealing with pbtentially delinquent ahd delinquent

youth.

1.2 PROJECT OVERVIEW

This report presents the fihal evaluation of the Youth Outreach Project's
performanceé during its two phases of IMPACT funding. IMPACT funding
was first awarded on February 15, 1973, at Wh.ich time funding became retro-
active to the beginning of the year. The first phase of funding was originally
scheduled for a 12-month period ending February 14, 1974, A Grant
Adjustment Notice (GAN), approved by the Law Enforcement Assistance
Administration (LEAA) Regional Office, extended the termination date of
Phase I by two months. This extension was to allow the project to expend
remaining first phase monies. The second phase of funding was awarded on
April 15, 1974, again for a l12-month period. Another GAN extended the
funding period by one month and IMPACT funding was subsequently conclu:led
on May.14, 1975, In summary, the Youth Outréach Project was funded

through IMPACT for almost 30 months.

\Q\_The Youth Outreach Project was established to reduce serious
delinquency among potentially delinquent and already delinquent youth in
seven high-delinquency areas of the City.* The problem which was to be

addressed by the project was that many youth, especially those on probation

*These areas are seven of the nine Regional Planning Commission Social
Planning Areas: Central, Glenville, Hough, Kinsman, Near West Side,
Southeast, and Tremont.
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and parole, are in need of specialized se;vices but are not seeking the
services of varioxhzs youth-serving agencies because of a lack of trust in
or alienation from these agencies, or simply ignorance of the existence
of such agencies. gThe proje:dt proposed to stimulate the utilization of
needed services by youth thi'ough a systematic approach employing Youth

-~

Outreach workers within the youths' environment, the streets. | Conse~
quently, personal assistance was to be rendered in controlling delinquent
behavior and alleviating the causal factors for such behavior through the

delivery of specialized social services directly by the project or indirectly

by other community youth-serving agencies.

The first phase grant application identified a population of 8, 696 youth
who were eligible for this assistance. The youth who were to be enrolled in
the project were defined as a target population possessing the following
characteristics:

'o Ages 13 to 19 years,

e Residents of primarily high-crime, high poverty areas,

e Iducationally disadvantaged,

® Active or previous pr‘obationers and parolees, and

¢ TI'requent drug abusers.

The project was to serve 1, 000 youth from this target population during the
Q

first phase of funding, An additional 1, 000 youth were to be enrolled for

project services during the second phase period. Subsequently, a total of:
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2,000 youth were to be served through IMPACT funds by the Youth Outreach

Project.

Youth Outreach workers were to be placed in the seven high-delinquency

areas of the City to seek out these youth on their own level within the com-
munity setting and thereby develop trusting, credible relationships with
them. In this manner, Youth Outreach services were to be made available

for use by the target population.

E;'i?he m2in emphasis of the pro ject was on individual personal and
parent/family counseling. iCounseling was to assist the youth in the develop-
ment of a more positive self-image and in the negotiation of critical
personal situations. Parental support was also to be enlisted to assist
in negotiating these situations.

Counseling was to be supplemented by three other activities: servi‘ce
brokeralge, advocacy, and socializing activities, The most significant of
the preceding activities is service brokerage, inasmuch as the worker's
effectiveness depends on resolving the youth's behavioral problems by pro-
viding appropriate services for the client. Through this activity, the
worker was to engage other agencies' services which the project could not
provide and also assure the utilization of these services by the client.

In the second listed activity, the worker was t'o serve as an advocate for
the Youth Outreach client and intervene on the youth's behalf in situations

where he/she is confronted with problems arising from the procedures and

requirements of institutions such as schools. Through socializing activities
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toward more pOSi‘tive group socialization such as educational field trips
and outings. To enable the workers to properly perform in these activities,
the Youth Outreach Project was to develop a supportive system for the
workers, This system was to include supervisory and worker training
programs incorporating service methodologies for specific populations and
the development and continued refinement of supportive relationships with

other youth-serving agencies.

In summary, Youth Outreach services were to assist youth in behaving
in a more constlﬁctive manner, enabling them to remain in school or obtain
gainful employment. More importantly, project services were to enable youth
to overcome personal crises, and consequently were to minimize impulsive,
unmanageable behaviof resulting from such situations. Thereby, the posi-
tive influences of the project were to reduce delinquent behavior, Table 1-1

summarizes the project's objectives and methods by which these objectives

were to be accomplished.

The following section presents an analysis of performance and manage-

ment concerning the Youth Outreach Project during the 29.5 months of IMPACT

funding, from January 1, 1973 through May 14, 1975,
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TABLE 1-1

YOUTH OUTREACH PROJECT

OBJECTIVES AND METHODS

OBIECTIVE

METHOD

Serve the defined target population,

Recruitment of 2, 0G0 youth meeting
eligibility criteria for project
service delivery,

Reduce the number of IMPACT and
non-IMPACT crimes committed by
project youth; reduce the recidivism
rate of youth in project.

Delivery of specialized social
services to youth by project or
other community youth-serving
agencies,

Increase positive feeling in project
youth about self; incrcase negotia-
tions of critical personal situations:

Increase constructive behavior of
project youth.

Provision of Youth Outreach Workers;
individual and group personal counsel-
ing; family/parent counseling; youth
advocacy; leisure time activities;
service brokerage.

Increase training of Youth Outreach
Project staff.

Training programs.

Develop and increase refinement of
supportive relationships with other
youth-serving agencies;

- promote active responses to QOut-
reach Workers' recommendations
for improved coordination among
agencies.

S

- promote joint agency activites

initiated by Outreach Workers.

Inter-agency activities.
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SECTION II

EVALUATION AND DISCUSSION

2.1 EVALUATION APPROACH

The 1972 MASTER PLAN proposed implementation of the Performance
Management System (PMS) approach for the overall planning and evaluation
of the Cleveiand IMPACT Cities Program. As a planning, evaluation, and
management tool, PMS is a method designed to permit rigorous measurement
of program effectiveness in terms of a hierarchy of explicitly defined goals
and objectives., The initial steps in applying the PMS approach involved the
definition of an ultimate program goal (Whic.h for IMPACT is the reduction
of stranger-to-stranger crime and burglary by five percent in two years,
and 20 percent in five years) and then "unpacking' the overall goal into a
series of measurable sublevel program goals,' Operating Program goals, -
eventually down to the level of project objectives. Under PMS, emphasis
was to be on the quantitative rather than the qualitative aspects of the IMPACT
goal-setting concept. Above all, this concept was intended to be crime-=-
specific. Hence, the IMPACT Planning and Evaluation staff assumed that _ _
each IMPACT Operating Program and project would contribute, however
directly or indirectly, to the overall goal of IMPACT crime reduction over

(initially) a two-year period.
Q

It I 1s become obvious that the Diversion and Rehabilitation Operating

Program under which the Youth Outreach Project is subsumed is not fully

2-1




susceptible to the rigor of the PMS crimé—specific program structure,
The nature of thAe‘Opera.ting Program places serious constraints upon the
kind of data collection and data processing required for the analysis of
commensurable data concerning a large-scale, crime-specific program.
Specifically, a measurable relationship between the Diversion and Rehabili-

tation project's activities and the incidence of IMPACT crimes in Cleveland

is impossible to assess, much less causally explain,

That is not to say, however, that a rmeaningful evaluation of any of
these projects is not feasible. Federal experience in the management of
large-scale social programs has demonstrated that some evaluative rigor
is possible if individual projects are evaluated according to the Management
by Objective (MBO) approach. MBO is less ambitious than PMS as a
mangement tool, MBO merely insists that each implementing agency
define its objectives in terms of measurable accomplishments and then
monitor the project to ensure that the agency indeed is accomplishing its
objectives. MBO does not demand analysis of project alternatives to deter-
mine which one might meet agency objectives most effectively and efficiently.

It does, however, require rigorous monitoring of stated objectives.

By employing the MBO approach, project performance can be simply
evaluated by asking, '"Did Youth Outreach achieve their project-specific
<

objectives? ! This can be easily answered by examining the collected data

with respect to each objective.
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Certain data elements were definé.d to evaluate the Youth Qutreach
Project's perforrénance in accerdance with the stated objectives in the grant
application, Two data collection forms were developed to ga‘cher' the identi-
fied data elements from the project, a series of Data Collection Instruments

~

(DCIs) and a summary Performance Status Report (PSR), %

The purpose of the DCIs was to collect client-specific data concerning
clients served by IMPACT funds on a quarterly basis, The DCIs were
specifically deisgned for each project and in many instances contained data
elements which related to information about offender or client socio-economic
backgrounds, prior criminal or delinquent histories, and client-specific
operational data (such as the treatment modality of a drug abuser or the
post-release status of a probationer). Since the data elements recorded on
the DCIs must be aggregated in accordance with the planned evaluative
usage, the DCIs were formatted for keypunching to allow for computerizeé

data analysis.

The PSR was developed as a necessary su‘.pplement to the DCIs due
to the three-month interval between DCI data collection and the time required
for data processing. The PSR format allowed for the capture of summary
information about project performance facilitating manual data reduction
and summarization. These forms were also specifically designed for each
<

project but were submitted on a monthly basis for more frequent periodic

management information purposes.

*Refer to Appendices A and B, respectively, for examples of the project's
DCIs and PSR.
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Prior to the implement.ation of the' ‘IMPAC'I‘ data collection effort,
the Youth Outrea;cifl Project commenced its own data processing effort. -
Client- and worker-specific management forms previously developed and
used by the project were redefined as data collection forms for computer-
ization. Inasmuch as DCI data elements were included on the project forms,
the DCI was eliminated as a data collection requirement. The PSR remained
as a data collection requirement to capture only relevant data elements

aggregated through computer processing.

For the prereding reasons, the following analyses of project per-
formance and management are supporied primarily by data retrieved from
the summary PSRs. These data are supplemented by information contained

in project narratives, monitor reports, and other relevant documentation.

It should be noted, however,. that the reliability of Youth Outreach -
PSR data is suspect due to data gaps and inaccuracies in reporting and
compiling data. The large number of project forms completed each month
were summarized manually for the PSR until computer processing was
implemented. Inaccuracies resulted from these manual tabulations. Al-
though the project was requested by the IMPACT Planning and Evaluation
Staff during several project/IMPACT meetings to rectify these inaccuracies
once computer processing wés implemented, the IMPACT Staff never

.

received the corrected, computer-compiled data for the earlier months

of project operations. In addition, when areas of inaccuracies were identified

during the PSR data verification process, after computer processing was
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implemented, the project did not demonst;ate the utilization of rigorous
methods to corréc.t these areas, Finally, monitor on-site visits to the
project indicated that the definition of some terms utilized on the PSR and
project forms were not clear among staff completing project data collection
forms which were compiled for the PSR. This situation resulted in incon-

sistent data reported for some data elements on the PSR,

The foregoing inaccuracies were further compounded by gaps in the
data recorded on the project forms. These gaps resulted from (1) incom-
plete project forms on clients who were carried over from the Youth
Outreach Program of Cleveland (YOPC)%*, and (2) lproject forms completed

by Qutreach Workers which were not submitted for compilation.

The project su.bsequentlly attempted to rectify inaccuracies and data
gaps resulting from Outreach Worker deficiencies (specifically, inconsistent
reporting and the omission of some project forms) by a more rigorous
supervision over the completion and submission of project data colléction
forms. However, earlier recordkeeping deficiencies could‘not be rectified

3ince project operations for as much as nine months had to be reconstructed.

*The YOPC was funded through the Young Men's Christion Association
(YMCA). This program was the prototype of the IMPACT-funded
Youth Outreach Project.
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2.2 ANALYSIS OF PROJECT PERFORMANCE

These analyses assess each project objective and/or the methods
by which the objectives was to be met. In many cases, quantified objectives
were not presented in the grant applications. Without comparative or base-
line data, it is impossible to determine whether the Youth Outreach Project
}'1as attained these project objectives. However, some reliable judgments
can still be made about project performance with respect to these objectives
if taking the factors which affect the results into cc‘msideration, such as
client population and services. Therefore, for unquantified objectives, a

discussion concerning relevant project activities will be presented.

These analyses cover the period from January 1, 1973 through
April 30, 1975, the period during which the project was operational. The

project was phasing out operations from mid-April 1975 through the end of

the funding period, May 14, 1975 due to the lack of continued funding resources,

Serve the defined target population.

The project was to enroll and serve 2, 000 youth meeting eligibility
criteria during the two phases of IMPACT funding. These youth were to be
recruited by Outreach Workers in the "streets' and from community

youth-serving agencies.

The project reported enrollment of 3, 068 youth for service delivery
@

during the IMPACT funding period, represenfing a 53 percent increase in

*Refer to Section III for a more detailed discussion concerning the project's
attempts for institutionalizatioa.

**Some of these clients, 567 youth, were carried over from Y. O, P.C.
During the IMPACT funding period, 2,501 youth were actually enrolled by

the Youth Outreach Project.’ :
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expected client enrollment; 1, 582 youth wve;re reported to be adjudicated, or
convicted, and 1', ;186 youth were categorized as potentially delinquent, or
high-risk. % Figure; 2-1 dumonstrated the breakdown of adjudicated clients
according to offense type. As can be seen by this Figure, many of thesé
youth were adjudicated for IMPACT offenses. The majority of adjudicated

clientele were under the legal sanction of probation or parole at the time of

project entry,

'

Figure 2-2 presents the breakdown of the referral sources for the
intake population. The majority of youth were recruited by thc Outreach
Workers in the '"'streets" or from community youth-serving agencies.

No data are available concerning the other characteristics of the youth

served.

The previous data do indicate that the project was serving the defined
target population during the IMPACT funding period and that the intake

population was in excess of the expected number to be served.

Reduce the number of IMPACT and non-IMPACT crimes committed by project

youth; reduce the recidivism rate of youth in project.

No quantifications were presented in the grant applications concerning
this objective with the exception of an arrest rate specification for Phase II
funding. The project reported on the PSRs that there were 485 incidents of
<

client arrest for delinquent and non-delinquent offenses. For the overall

IMPACT funding period, the number of arrests is equivalent to a 16 percent

*High-risk youths were classified as those who (1) have had contact with the

juvenile justice system, (2) were known to be behaving in a delinquent way.
and (3) were having behavioral problems.
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No. of Clients

1600 — Unknown* 13%
1400 | . . o
—= Misdemeanor/Non-Delinquent Offensess: 28%
Multiple Adjudications 10%
—-—— oo
1200 | B
One Adjudication 187,
1000 |
Non~IMPACT Felonies 21%
>’ Multiple Adjudications 7%
800 4— [ TTT77C
One Adjudication 14%
600 b IMPACT Felonies 38%
Multiple Adjudications 12%
400 | — mT T
200 One Adjudication 26%
« 0

FIGURE 2-1

YOUTH OUTREACH PROJECT
CLIENTS ADJUDICATIONS AT ENTRY

*The "unknown'’ number represents clients for whom these data were

" not available,

**Non-dehnquent offenses are social offenses not involving delinquent,
or criminal, acts; for example, truancy and runaway. 2-8




No. of Clients

3200 p— ] y
Unknowns¥ 149,
2800 e
Other Sources 19%
2400 e
2000 | Family/Friends 9%
Other Community Agencies 11%
1600 —
Schools/Churches 11%
1200 S—
Juvenile Court/Ohio Youth Commission 139,
800 —
Outreach Workers 25%
400 —
0
L 3

FIGURE 2-2

YOUTH OUTREACH PROJECT
CLIENT REFERRAL SOURCES

*The '"unknown' number represents clients for whom these data were

not available,. 2-9




arrest rate. * Based on the number of clients served during each of the
two phases of fun(iing, the arrest rates for Phases I and II are 16 percent
and eight percent, respectively. The preceding data indicate that the

objective of not more than a 15 percent arrest rate was met for Phase II

funding.

Of the total number of arrests, 336 were for youth who were adjudi-
cated for delinquent and non-delinquent offenses prior to project entry,
This number representa a maximum rate of recidivism of 21 percent for
the 1, 582 previously adjudicated clients.* In accordance with the definition
of recidivism, % this ra‘ge is reflected as a maximum figure for three
reasons. First, an arrest does not confirm a delinquent (criminal) or
non-delinquent offense. Second, recidivism essentially refers to criminal -

acts unless a non-criminal conviction resulted in an adverse change in the

*Whether any client had more than one arrest is not known since the PSR
collected summary data. Therefore, the arrest and rearrest recidivism
rates are based on the assumption that no client was arrested more than
once,

#*According to the definition of the National Advisory Commission on
Criminal Justice Standards and Goals, '"'recidivism is measured by (1)
criminal acts that resulted in conviction by a court, when committed by
individuals who are under correctional supervision or who have been
released from correctional supervision within the previous three years,

and by (2) technical violations of probation or parole in which a sentencing

or paroling authority took action that resulted in an adverse change in the
offender's legal status.'" See National Advisory Commission on Criminal
Justice Standards and Goals, REPORT ON CORRECTIONS, p. 513, Washing-

“ton: GPO (1973). .

#%kThis information is not available from the sumimary PSRs.
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arrest data are considered relatively accurate because of the Outreach
Worker's close contact with ciients, * there were large gaps in the data
on clients' adjudication prior to project entry, i.e. previous delinquent
histories are not known for as many as 425 clients. Such data gaps
inflacted the above recidivism rate considerably. In any case, the Youth

Outreach Project's recidivism rate compares favorably with available

Juvenile Court statistics, %

Increase positive feelings in project youth about self; increase negotiations

of critical personal situations.

This objective was not quantified in the project's grant applications.
Furthermore, qualitative assessment forms completed by project clientele
and/or staff at periodic intervals of enrollment would be needed to properly
evaluate increases in clients' postive feelings and their ability to negotiate

personal crises situations. The extent of such record keeping was not

within the scope of the Youth Outreach Project. As an alternative, the

methods by which this objective was to be achieved are addressed in the dis-
cussions below., These methods can be classified into two categories: project

staffing and client services,

*¥No formal method of determining arrests was developed or implemented.
Arrests were usually determined through contacts with the client himself
or his family and friends unless the youth wasg referred to the project by an
agency under the juvenile justice system.

*%For 1973, the Juvenile Court reported that of the youth who had official

filings for delinquent and non-delinquent offenses, 29 percent had some
contact with the Court prior to that year.
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Project Staffing, The prt.)ject was to secui'.e: 35 Qutreach Workers for project ‘
operations during' i?ha.se I and 29 Outreach Workers for Phase II. During |
the first phase funding, an average of 33 Out:reach Workers per month were

performing project functions; during second phase funding, an average of

28 Outreach Workers per month were performing project functions. These

data represent deficits of six percent and three percent, respectively, for

the two phases, In accordance with service and project narratives, these

slight deficits did not demonstrate detrimental effects on project operations.

Client Services, Table 2-1 presents a summary of client services which

were provided during the two phases of IMPACT funding. These data
indicate that service delivery was extensive as well as intensive for a project
of this nature. In particular, a considerable amount of time was devoted to

individual counseling by the Outreach Workers, ‘

To the extent that the client services provided by the Outreach Workers
increased positive feelings among client youth and an increased ability to

negotiate crisis situations, this objective was met by the project.

Increase constructive behavior of project youth,

The preceding client services were to enable youth to remain .in school
and obtain and maintain employment positions. Quantified objectives were
presented only for the second phase funding per'iod concerning the number of
youth to be involved in one of these two constructive activities. Table 2-2
summarizes the data concerning clients in school and employed. The cate-

gory, clients in vocational training, was added to this Table since it also

2-12



f

TABLE 221

YOUTH OUTREACH PROJECT
SUMMARY OF CLIENT SERVICES

Average no, clients enrolled/mo: 544
CLIENT SERVICES PROJECT DATA
Individual Counseling:
% Clients served/mo. 81%
Hoursic'lient served/mo, 4.1
Hours/session 1.5
Group Counseling:
% clients served/mo. 29%
Sessions/mo. 60
Hours/session 2.7
Family/Parent Counseling:
% clients served/mo. 11%
Hours/client served/mo. 3.3
Hours/session 1.4
Youth Advocacy:
% clients served/mo, 26%
Hours/client served/mo, 3.5
Hours/session 1.8
Service Brokerage:
% clients served/mo. 22%
% effective referrals 87%
Hours/client served/mo. 2.7
Hours/session 1.4
<
Socialization/Recreational Activities:
% clients served/mo. 28%
SessiOns/nuy 110
Hours/session 2.2
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TABLE 2-2

YOUTH OUTREACH PROJECT
CLIENTS IN CONSTRUCTIVE ACTIVITIES

PHASE 1 PHASE II |PHASES I & II

Educational Training:

Actual no. enrolled/mo. 368 267 313

Actual % enrolled/mo. 56% 60% 58%

Expected no. enrolled/mo. N. A, % 379 N. A,

% difference - no, enrolled N. A. -30% N. A,
Employment Positions:

Actual no, employed/mo. 105 63 8.2

Actual % employed/mo. 16% 14% 15%

Expected no. employed/mo. N. A. 125 N. A,

% difference - no. employed N. A. -50% N. A.
Vocational Training:

Actual no. enrolled/mo. 11 16 14

Actual % enrolled/mo. 2% 4% 3%
TOTAL In Constructive Activities:*

Actual no, involved/mo. 483 346 408

Actual % invqlved/mo. 73% 75%

78%

*N, A, denotgs not available,

«*These figures are based on the assumption that no client was involved in
more than one activity, Due to data overlap with respect to the PSRs it is

impossible to determine the distinct number of clients in educational/voca-
tional training and employment positions.
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 reflects constructive behavior of youth, although no quantifications was

indicated for this category in the Phase I and Phase II grant applications.

As can be seen from this Table, the project experienced deficiencies
in both the number in educational training and in employment positions per
month during Phase II. No documentation is available concerning the causal
factors for the deficit in clients enrolled in school. However, project
narratives indicate that Outreach Workers encountered difficulties in locating
available job sits for clients in addition to effecting referrals for employ-
ment p0sitiions. These difficulties were attribu'ged to the current generally
depressed state of the economy. As a supplement to the Outreach Workers'
attempts for job referrals, efforts were implemented to find other sources of
employment placements for clients, principally through community agencies.
The project noted that these efforts, however, were not as successful as
anticipated and that the majority of job placements were the result of relation-

ships established with selected firms and industries by project staff.

In any case, the total percent of clients reported to be involved in
school, in jobs or vocational training during the IMPACT funding period is
impressive, The project demonstrated considerable ambitiousness in the
objectives it set for Phase II. In accordance with these objectives, all clients
should have been enrolled in school and/or in jobs during the second phase
funzling period. The realization of such an objective, regardless of the
intensity of service delivery, appears unlikely for a target population with

the characteristics proposed for this project,
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Increase training of Youth Outreach Projeét staff,

Staff traihix;g was not implemented until May 1973, four months into
the funding period. This delay could be attributed to the late installation
of a Project Director and Associate Director, whose job functions included
the implementation of a comprehensive training program for staff, specifically
OQOutreach Workers and their supervisors., A substantial number of training
sessions was held during the remainder of the funding period, an average
of 10 per month since implementation. * Three types of traihing were
included: genral Outreach Worker training, specialty seminars for Outreach
Workers, and administrative and supervisory staff training. General
training was provided during 51 of the total 228 training sessions and was
designed to prepare and aid Outreach Workers in their role., Discussions
were held concerning topics such as available community services, different
counseling methods, and street contact techniques, Specialty seminars
included training in specific service methodologies and case planning; a
total of 124 sessions were held. Administrative and supervisory training
dealth with the expansion of supervisory skills and they related to Outreach
Workers, their role, and their caseloads. Fifty~-three .administrative and

supervisory training sessions were convened to address topics in this area.

Develop and increase refinement of supportive relationships with other youth-

serving agencies.

<

Two component objectives were included in this project objective.

Both were for the ultimate goal of promoting referrals to other agencies for

#Staff training was not provided during the last month of funding, April 1975,
since project operations were phasing out during that time.
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effective provision of needed supplementalv services for clients, or service
brokerage. In thi;; concept, tl';e two component objectives were geared
toward the establis};ment of sound working relationships with other community
agencies to meet the needs of youth through their liaison person, the Out-
veach Worker. These component objectives are:
1) promote active responses to Outreach Workers' recom-
mendations for improved coordination among agencies,

and,

2) ‘promote joint agency activities initiated by Outreach
Workers,

During the two phases of funding, there were 301 active responses
to the Outreach Workers' recommendations for improvements among
agencies, These improvements included new service programs and shifts
in resources to address needs of youth more adequately. In ad:dition, a
total of 358 joint agency activities were inaugurated by the Workers. The

sum of these figures represents almost one positive result per calendar da:y.

To achieve these results, an average of 452 area community agencies
were contacted per month by the Outreach Workers. Each Worker devoted
approximately 49 hours, or about six working days, per month to agency

contacts.

The preceding data indicate an intensive coordinative effort with

other youth-serving agencies,

2.3 ANALYSIS OF PROJECT MANAGEMENT

In accordance with the project's administrative structure, super-

visory guidelines were provided to the Outreach Wourkers by participating
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agencies. Representatives from these agéncies composed the Youth

Outreach Project Board of Directors. The Project Director was under

the supervision of this Board,

For the Phase I funding period, six participating agencies and 24
Outreach Worker supervisors representing these agencies were specified
in the grant application, Moreover, six fiscal agents, one representing
each member organization, were designated for the first phase period to
assume fiscal accountability. This organizational structure was modified
for Phase II funding since project operations, specifically relating to
administration and supervision, had become unwieldy and lacked cohesion.
I.nA‘fhe second phase grant application, the number of supervisors was
reduced to four and five participating agencies® were indicated. In addi-
tion, the YMCA assumed the responsibility of the sole tiscal agent for the

project during Phase II.

Although these modifications simplified the administration of the
project and resulted in improved communication between supervisors and
Outreach Workers, the multi-agency administrative structure continued to
present difficulties in executing project operations. Specifically, it limited
the Project Director's role in the supervision and management of the

Outreach Workers' performance of project activities.
<

*The five participating agencies were Campfire, Inc., Greater Cleveland
Neighborhood Centers Association, Young Womens' Christion Association
(YWCA), the YMCA, and West Side Ecumenical Ministry (WSEM). The
Girl Scouts of America elected not to continue its participation in the Youth
Outreach Project for the second phase.
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Although the preceding analysis of PSR data did not demonstrate

.

detrimental effects on project activities for the overall IMPACT funding

period, certain areas of deficiency were noted during monitor on-site

visits and IMPACT management reviews of project performance., These

‘included the following.

(1) Participating agencies did not have a clear or thorough
understanding of project objectives and methods. This
situation was partially responsible for the inconsistency
in usage of terms when reporting on project activities.
Several project meetings were held to clarify project
operations and definition of terms.

(2) In many cases, when cooperative inter-relationships
with other community agencies were developed, follow-
up services were not provided by the Outreach Workers.
The extent to which this deficiency was resolved is not
known.

(3) In accordance with PSR data, inter-agency activites
began to take a priority over clieat services during the
latter part of Phase I.* Phase II PSR data indicate
this deficiency was corrected.

{4) - The project was continuously late in meeting deadlines for
the submission of IMPACT reporting requirments. As
a result, the review of PSR data for IMPACT Management
information purposes hecame almost ineffective. For
example, the deficiency in hours devoted to client services
cited above was not known until almost six months later.
The final project narrative and fiscal report for Phase II
operations are currently outstanding.

Attempts to rectify these deficiences were hindered by the cumber-

someness of the project's administrative structure. The Project Director's

*Tle Phase II grant application specified that 60 percent of the Workers"
time was to be devoted to direct client services. However, an IMPACT
management report concerning project performance indicated that at most
55 percent of the Workers' reported time was encumbered by client
services during the three months prior to the commencement of Phase II.
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limited authority did not permit immediate resolutions of problems., For
example, extreme measures had to be taken by the IMPACT Office more

than once to bring all reports up-to-date.

Another area of concern to the IMPACT Staff was the project's data
computerization syst‘em. * Computer processing was implemented as an
in-house management information system. The extent to which this system
provided 2 management capability was never demonstrated by the project
although documentation on its utilization was requested by IMPACT Staff,

In addition, the project's computerized data base as a means to facilitate
the retrieval of more accurate and detailed PSR data for evaluation purposes
was never realized, IMPACT experience in retrieving data from the system
proved to be a time-consuming effort, Consequently, the utility of the

project's data computerization system cannot be determined.

The following section presents a summary of the preceding analyses
concerning project objectives .and activites and addresses the project's

generai performance during IMPACT funding.
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SECTION Iil

SUMMARY AND CONCLUSIONS

The Youth Outreach Project was a service-oriented program focusing
on the needs of delinquent and potentially delinquent youth. The project was
to aid these youth in the receipt of specialized services directly from the
project or indirectly through other community agencies. The project pro-
posed to provide this assistance on a personal basis through Youth Outreach

Workers operating within the youths' environment, the streets.

Although some management difficulties were experienced, perfor-
mance data indicate that the project was geherally operating in accordance
with grant application specifications during the twec phases of IMPACT
funding. A considerable number of clients were served through project
services, a total of 3,068 youth during Phases I and II. This number
represents a significant increase in the intake population as compared to

the expected client enrollment,

Results of client service delivery were impressive considering the
characteristics of the target population, The pfojec‘c reported an arrest
rate of 16 percent for its total population and a maximum recidivism rate
of 25 percent for previously adjudicated clients. Moreover, an average of
75 percent of the monthly client load was invoived in some constructive

activity, i.e. in school, employed, or in vocational training.




The high number of youth remainiﬁg arrest free and in constructive
activities during the IMPACT ‘funding périod could be attributed to the
intensive as well aé extensive level of effort regarding service delivery by
the Outreach Workers, particularly with respect to face-to-face services
such as individual counseling and 'youth advocacy, These two services account
for almost two man-weeks per month of the Outreach Workers' time and
reflect the importance of face-to-face interrelationships between client and
worker in'terms of positive results. That is to say, youth were met face-
to-face on their own level by the Outreach Workers, and the mutual
relationships subsequently developed allowed for a more productive individual

treatment modality.

The scope of the Workers' role was not limited, however, to the
individual client. Their role also included a large scale improvement in
infer—agency operations, ultimately for the benefit of ti}e youth they serve.“
The objecti;res relating to the refinement of supportive relationships with
other yquth-serving agencies also showed considerable results in the positive,

responses elicited by the Workers.

Although performance data for the overall IMPACT funding period
do not indicate detrimental effects on activities, the project experienced |
some difficulties in the management of project operations due to its multi-

agericy administrative structure. The Project Director's role in the

supervision of effective execution of project functions was limited. The
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Youth Outreach Board, Eomposed of repr'ésentatives from participating
agencies, held pr'ima.ry responsibility for project management. This

structure proved to be cumbersome in effecting immediate changes in

the direction of project operations.

Finally, the computerized data base developed and implemented
by the project did not clearly demonstrate its utility., The data Base
was develf)ped to serve a twofold purpose: (1) to ‘improve project manage-
ment, and (2) to facilitate retrieval of project data for IMPACT evaluation
purposes. Usage of the data base. as a management capability was never
defined by the project; and, in many cases, the data base proved to be a

hindrance rather than an aid in the retrieval of performance data.

The Youth Outreach Project was unable to secure additionai funds
for continuation of project services subsequent to the termination of the
IMPACT funding period. Several attempts were made to obtain monies
from various funding resources, although they were unsuccessful. The
project began phasing out operations in April 1975; clients enrolled in the
project during the last month of funding were referred to other community

agencies for continued treatment.

3.3




APPENDIX A

PROJECT DATA COLLECTION INSTRUMENTS



-
-
»
-

. ~ 'SECTION 1 cL

101S DESCRIP TIVE INSTRUMENT

1-1 Project Sequéncc Y o -
' Card Number L . . ‘ : 0 0 0
) " . . . rv .v . P .
. 1-2 Name | | = ’ l
Last . ) .
Jirst
Maiden .
Title ‘ 1l Mro
2 - MI‘S.
N 3 - Miss
4 - JI‘. .
5 - Sro
o 6 - Other Title
1-3 Date of Birth PR Month (Right Justify)

Day (R{gllt‘Jti stify)

-

Year {(Right Justify)

Sex

-
]
L.

) (1 - Male; 2 - Female), o

1-5 Ra‘cé

1 - White

2 - Mapro

3 - Orjental

4 - American Indian’
5 - Pucrto Rican

6 - Ncexican American
7 - Other

 (22-28

(29-35)

(47-48

(49-5C

- (51-52

. (53)

.(54‘)




P
i

'
[
1
|.
1
1
I

|
i

' '1-9
1
'

'.

] .

p

|

Marital Status

Residential Stétus;

- Financial Status

Project Sequence

Card Nuxﬁber

-

Residence .y

O ' C (56-57)

FOED COror =] - een

» (55)
1 - Single ‘
2 - Married

.+ 3 = Divorced
4 = Separated ‘
5 -« Widowed . i

01 - Live alone . e
02 - Live with spouse ‘
03 - Live with spouse and .

' children .-

. 04 - Live with children only
05 - Live with siblings
06 - Live with Parent (s)

L 07 - Live with other relative

08 - Live with friend (s)
09 - Institution (Specify):

L]

10 - Other (Specify):

(58)

1 - Self-employed

2 - Employed by other
3 - Unemployed

4 - Full-time student

5 - Part-time student

oo 1o s ] ‘(8-11).

O (12-17)

Street Number (Right Justify)

I W S V00

Street Dircction (Left Justify)

L]

| I

A A Y Y €2 -1

Strecet Name (L.cft Justify)

Ao



-

Street Type

1-11 Cengus Tract

’

1-13  Telephone

-

(39) .

1- Avecnue
2- Boulevard
«3 - Circle
4 - Drive
5 « Place _ .
6 -« Road . , . " )
7 - Street A

8 - Terrace
9. Other

o I .. (40-48)

1-12  Length of Time at Above Address (Months) -

o=

(Right Justify)

»t
0.3

| [T == [ | . ‘i i (50-56)

(47-49)



3-1

3-2

3-4

-

3-5

N SECTION III’

PROJECT DATA COLLECTION INSTRUMENT

YOUTH OUTREACH

Client's Name:

Last First Middle

Project Sequence (Y| O] b ) (1-7)
Card Number to} (o] ol & (8-11)
Client's Date of Birth [J ] Month

T3 3 pay

! ' l [ Year (12-17)
Referred by: [___:] (18)
1 -~ Self

2 - Friend or Relative
3 = Other (specify)

P;'oject Entry Date ' ' _ D [:] | Month

] 0 pay

[ T Year (19-24)
Project Exit Date E:l [::] Month

L] 0 pay

[] ] vear (25-30)



w
)
(o))

3-9

Worker's Name: .
Last First Middle
i
Enter affiliation with project: (31)
1 - Project Employee
2 - Volunteer

Report Period Ending: E:] D Month
[ [ pay
1 [ Year {32-37)

Length cf Reporting Period

(In Calendar Days) IR (38-40)
(right justify)

Number of Contacts with Client

During this Period: 1 (41-42)

(right justify)

Number of Services Rendered

During this Period (Enter

Numbecr in Appropriate Boxes

Please Right Justify).

Individual Counseling with

Youth 1 (43-44)

Parent Counseling l D (45-46)

Advocacy 1 ] (47-48)

Service Brokerage [:j [:] (49-50)
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3-10

~ "(cont)

L II". R = == III- -Ill I N “Irl lE s B N m e .llll'lllll -

3-11

3-12

Socialization Activities

Other (specify)

Number of Hours Spent in
Rendering Each Service During
this Period (Enter Total Hours
to the Nearest Hour, for Each
Service in the Appropriate Boxes
Please Right Justify),

Individual Counsecling with
Youth

Parent Counseling

Advocacy

Service Brokerage

Socialization Activities

Other (specify)

‘Number of Referrals Made

During this Period (Right
Justify)

O
-

.

(51-52)

(53-54)

(55-57)
(58-60)
(61-63)
(64-66)

(67-69)

(70-72)

(73-74)




i
f
i
]
|
]
i
|
[
|
|
|
|
|
|
P
|

3-12
(cont'd)

3-13

3-14

-

Reasons for Referfals (Enter

up to three reasons). . A |

11

1

1 - This project's services not appropriate to client's

needs.

2 - Client not satisfied with this project's services.
3 - Services needed by client are not available.

4 - Other (please specify):

Project Sequence

1

Card Number

Client Status (Place a 1" in each
box that applies).

Past Delinquent Behavior
School Truancy

School Suspension

Drug Abuse

Unemployed

School Dropout

Youth AWOL {rom Home
Severe Family Problems

Youth Returning from Ohio
' Youth Commission Institution

Unsupervised Youth

Other (specify):

(o] [o] [o] [7]

Uit oaodtdood

(12)
(13)
(14)
(15)
(16)
(17)
(18)

(19)

(20)
(21)

(22)

{75-77)

Fl G- 010000 030 an

(8~11)




APPENDIX B
PROJECT PERFORMANCE STATUS REPORT



l - CLEVELAND IMPACT
l PERFORMANCE STATUS REPORT

. . i
) ct: YOUTH OUTREACH Reporting Period (month): |
(SECOND PHASE) \

\l Client Intake Information

l 1) Number of clients enrolled at end of reporting period:

Convicted# Non-Convicteds
a) b) c) d) e) f)
l 2) Number of additional clients admitted during this period:
Convicted Non-Convicted
l ‘ a b c d e f
© New / / / /
Returned / / / /
l 3) Number of new clients admitted this period who were last convicted of:
Convicted
I a b c
IMPACT Crime / /
' Non-IMPACT felony / /
/ /

Misdemeanor
Non-criminal offensec

l 4) Number of npew clients admitted this period who were raferred by:

Convicted Non-Convicted’

. " a b c d e f
l Project Outrecach Worker / / / /
Juvenile Court / / / /
. Ohio Youth Commission / / / /
I Police Department / / / /
Family / / / /
School / / / /
Community Agency/Project / / / /
. Another IMPACT Project / / -/ /
. Friends . / / ! /
l Self / / / /
. Other (specify): / / -] /

®

*Youth Outreach clientele may be grouped into those who were Convicted and those

who were never convicted, Non-Convicted, Convicted is organized into three categories:
a) those who are institutionalized in a correctional facility, b) those who are under legal

fsanction (i.e., probation or parole), c) those who were released from legal sanction. ‘

Non-Convicted is organizcd into three categories: d) those who have had contact with the
Juvenile Justice System, but were never convicted, ¢) those who are krown to be behaving
in delinquent ways, but have never had cantact with the Juvenile Justice System, {) those
who are not behaving delinquently but are having behavioral problems and have had no

contact with the Juvenile Justice Systcimn. i
B~




5) Legal status of new clients admitted this period:

On Probation Previously on probation

On Parole . Previously on parole

Under custody of correctional institution -

Previously under custody of correctional institution, no probation
or parole

Under custody of Detention Home, awaiting court hearing

Under custody of parent(s)/guardian, awaiting court hearing

No previous or current legal sanctions

Unknown Other (specify)

6) Delinquent/criminal status of new clients admitted during this period. (do not
double -count clients),

One conviction:
IMPACT Crime Non-IMPACT Felony
Misdemeanor Non-criminal offense

Multiple convictions:
IMPACT Crime (at least one) Non-IMPACT f{felony
Misdemeanor (only criminal offense)
Non-criminal offense {only)

One court contact:
Criminal offense Non-criminal offense

Multiple court contacts:
Criminal offense (at least one)

Non-criminal offense (only)

7) Number of clients who exited the project during this period:

Convicted Non-Convicted
a b c a b c

iSatisfactory completion / / / /
Dropped Out / / / /
Probation Violation / / ! /
Parole Violation / / / /
Other Unsatisfactory , .

Performance / / . ' / /
Referred to Another :

IMPACT Project / A /. /
Referred to Community :

Agency/Project ! / ‘ ’ / /
Other (specify) / / / /




Worker Information

1) Total number of project staff (Leaa and In-Kind) employed at end of reporting

period:
Administrators Supervisors ___ Other (specify)
Outreach Workers Clerical ’
Total
2) Worker activity during this period:
No. of Workers No. of Hours#:*
P. T F,T,* . Exp, Act., Reg. Act. Other
Outreach Workers / ' ‘
Supervisors /

Number of additional staff (LEAA and In-Kind) emiployed during this period:

Administrators Supervisors Outreach Workers
Clerical _ Other (specify)
Total

Fiscal Information
1) Project funds expended during this period:

LEAA Funds _ In-Kind Funds o Total

Activity Information

1) Counseling services provided during this reporting period:

Convicted Non-Convicted
: a b c d e f
Individual:
No. of Clients / / / /
No. of Sessions /. / / /
No. of Hours / / / /

No. of Y.O. W. s involved in Individual Counseling

L}

w
- S—

*P, T. refers to part-time; F, T. refers to full-time,
**Hours should be presented for "Exp.' or expected hours, "Act. Reg.' or actual

regular hours, and "Act. Other'" or actual other hours which includes paid time not
worked. ‘

-
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Activity Information (continued)

Convicted
a b c
Group:
"No. of Clients / .

Total number of sessions for group counseling
Total number of hours for group counseling
No. of Y. O. W, s involved in group counseling

Convicted
a b c
Family/Parent:
No. of Clients / /
No., of Sessions / /
No. of Hours / /

No. of Y. O, W, s involved in Family/Parent Counseling

Total number of Y, O. W. s involved in counseling this period:

Total number of staff involved in counseling this period:

Youth advocacy provided during this period:

Convicted
a b c
Number of clients provided
service / /
Number of sessions . ! _ /
Number of hours / ] /

Number of Y, O. W, s involved in advocacy this period:
Total number of staff involved in advocacy this period:

3) ‘Service brokerage provided this period:

Convicted
. a b c
Number of clients provided

this service / /
Number of clients receiving

needed services (i. e.,

referral effective) / /
Number of sessions - / /
Number of hours / /

Non-Convicted
d e f
/ /
Non-Convicted
d e f
/ /
/ /
/ /
Non-Convicted
d e
/ /
/ /
/ /
Non-Convicted
d e f
/ /
/ /
/ /
/ /"

Number of Y. O. W. s involved in service brokerage this period:
Total number of staff involved in service brokerage this period:




Activity Information (continued)

Socialization activities provided this period:
. Convicted '
a b c : d e f
Number of clients / _ /
Number of sessions / /
Number of hours / /

N
. e

Number of Y. Q. W. s involved in this service:
Total number of staff involved in this service:

--?

wm
R

Inter-agency activities during this period:
‘ Community Agency/Project Other IMPACT Project
Number contacted
Number of contact sessions
Number of hours
Number of new programs,
resources, etc,

Number of joint other IMPACT projects and community agencies/projects
activities initiated by Y. O. W, s:
Number of Y, O, W. s involved in this service:

Client Status Information

g

- .

1) Number of clients who became enrolled in an educational facility during this period:

) Convicted ' Non-Convicted
' a) b) c) d) e) __
2) Number of clients enrolled in an educational facility at end of period:
. Convicted Non-Convicted
a) b) c) d) e) f)
i
. - 3) Number of clients who left an educational facility during this period:
: Convicted Non-Convicted
. Experience a b c d e f
Satisfactory / / -/ /
Unsatisfactory / / / /
. 4) Numler of clients who obtained employment during this period:
Convicted Nor.-Convicted
l a) b) c) a) e) f)
5) Number of clients who are employed at end of period:
Convicted Non-Convicted
a) b) c) d) e) f)
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6) Number of clients who became unemployed during this period:
o Convicted : Non~Convicted
Experience a b c d e f
Satisfactory ' / / !l /
Unsatisfactory / / / /

7) Number of clients who are enrolled in an educational facility and employed at the
end of this period:

' Convicted Non-Convicted
a) b) c) d) e) f)
' 8) Number of clients involved in vocational training during this period:
Convicted Non-Convicted
l a) b) c) d) e) f)
9) Number of clients arrested during this period:
l Convicteds Non-Convicted:*
a b c d e f
IMPACT Crime / / / /
Non-IMPACT Felony / / / /
Misdemeanor / / / /
Non~criminal Offense / / / /

bO) Number of clients who had court hearing for offense committed prior to

enrollment: _ T
Dispositional Breakdown:

‘ Convicted, IMPACT Crime A

Convicted, Non-IMPACT Felony

Convicted, Misdemeanor

Convicted, Non-Criminal Offensec

Not Convicted

Case Continued, No dispostion

11) ‘Nunxber of clients with whom there has been no service contact for:

Convicted Non-Convicted

Length of Time** a b c d e f
1 mo. to 2 mos. / / / /
2 mos. to 3 mos. / / / /
3 mos. to 4 mos. / / A /
4 mos. to 5 mos. / / / /
5 mos. to 6 mos. / ! / /
6 mos. or more / / / /

l *Refer to page one for definitions of these client groupings. These groupings,
Convicted and Non-Convicted, do not refer to the arrest this period; that is
' they do not refer to the dispostion of the arrest this period.

These time periods should be interpreted as "at least the first length of time,
up to but not including the second lengh of time. For example, if a client
received no services for 1 month and three weecks, he belongs in tro time period
"1 mo. to 2 mos." . ' B-6




L]
N
A

Within "Convicted! Category:

atob
atoc
btoc
btoa
c toa
ctob

Within "Non-Convicted" Category:

ftod
ftoe __
e tod

. Required Signatures -

bProject Director:

. IMPACT Monitor:

.

dtoa
dtob
e to a
etob
ftoa

ftob

Number of clients who changed client classification during this period:

From "Non~Convicted" to "Convicted" Category









