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Projecat CREST

Project CREST (Clinical Reaional Suvport Teams--Juvenile

Delinquency) was originally designed, and funded by LEAA, to

provide the Florida Division of Youth Services (now Youth Ser-

vices Program Office-¥8) with professional counseling and related
services for delinquent youth, largely probationcers, who were
expericncing unusual developmental problems.

The project was first funded June 15, 1972 and bhegan provid-

ing treatment services in October of 1972. It overated through

August 1975, then had a four-month interruption of service due to

loss of LEAA funding. Scrvices were resumed January 1, 1976 with

another six-month LEAA grant. A contract for DHRS-YS funding

($52,000) will provide for FY 76-77 overation.

Project CREST has been excentionally accountable, thoroughly

documenting operations and results since its inception. Objectives

are clearly stated in opcrational terms, and the data necessary to
monitor their accomplishments are systematically collected and sub-
mitted, in a timely manncr, to the granting agency. Reports on the
project, in the form of scholarly Jjournal articles, descriptive

summary wapers, and guarterly LEAA progress reports, have been re-

s

viewed for this evaluation and provide the basis for the conclusions.
The project director and assistant director were also extremely
cooperative in mproviding additional materials and giving straight-

forward answers to questions concerning minor gaos in information

which were not covered by the written matter. A critical analysis

of these materials and discussions leads to a very favorable evalu-

ation of the project. The pages which follow briefly describe and

review the evidence upon which this judgment is based.



Description of Project CREST:
Staff, Scrvices, Budgeot

STAFTF

Over a three-year period, eight naid half-time doctoral students
in psychological counseling at the University of Florida were organ-
ized to head up teams of voluntecer graduate counseling practicum stu-
dents and undergraduate volunteers (total of 120 volunteers) b to pro-
vide weekly services to four-to-six countics?. In adaition to these
counscling swecialists who were project team leaders, paid staff
consisted of a rescarch svecialist and an ceducational specialist,
both part-time, plus a full-time director and sacretary. One of the
counseling specialists has doubled as a team leader and bproject test-
ing specialist.

SERVICES

Clients are referred to Project CREST by the district YS$ offices
from their rolls of probationer53 because of severe develonmental,

and, particularly emotional, problems which require special attention.

Intensive, long-term weckly individual counseling is provided by the
counsecling specialists to a subset of those children determined most

in need of such scrvices after clinical diagnosis (also provided by

CREST). The families of many of these children are also nrovided

with family counscling. Less critical cases are assigned to volunteer

1 A maximum of six doctoral students and 64 voluntecers were working
during any one grant period. The FY 76-77 staff will include three
half-time counseling specialists.

2 The number of counties served varied during the three vears due to
shifting funding as LEAA regions were altered. In PY 76-77, three
counties will be served: Alachua, Columbia and Dixie.

3

Starting in January 1976, and continuing into FY 76-77, the project

takes some diversionary (non-adjudicated) cases, but the majority
are probationcrs. '




graduate counscling students for individual and/or group counscling.

In past projects, tutoring services were provided for many youths,

but this aspect of the project was dropped in 1974 due to adminis-

trative problems, and was wvlcked up by YS voluntecers with soma ro-

cruiting and training assistance from CREST. Tn FY 76-77,

tutoring

will again be provided, but only for CREST counselocs Also in 76-77,

weekly counseling will be nrovided, in one community only, for a

number of disruptive public school students, referred directly by

1

|

he school, who are not necessarily adjudicated delinquents.

Consultation scervices are offered by Project CREST staff both

ls of their clients and to the referring YS district

offices, in an effort to impact on the delincguent through his/her

environment as well as directly through counscling. Conferences with

school personnel, sometimes including parents, are arranged to plan

strategies for dealing with and heloving a child. In-scrvice train-

ing and consultation with the probation agency (Y¥S) focus on concepts

of testing, the helping relationship, current rescarch findings and

individual and group counseling skills.

Diagnostic testing services are provided on a limited, as-neoded

basis.. During the 1973-74 project year, available nsychological data

in ¥S files was analyzed, and profiles were constructed and assessed.
As an outcome of this study, it was found that at least 20% of the

files contained I and bsychological test scores from unspecilfied

and undated tests. This information is alarming because "in necarly
every case this useless and potentially damaging material was sup-

plied the courts by the schools".? It is a very important side

4 phis study is described in Lee, Robert, Project CREST: A second
year report. Mimecograph, 19%5. Gainesville, Florida. ’




-These goals have almost always |

product of the projeoct that the imolications of

D)

cussed with every YS district office involved with CRrEsT.

this finding were dis-

For ecach of the service objectives, numerical goals were sct

for cach grant period as to how many children were to be served,

xoen exeeoded by the actual nunboers sorved.

The followina chart summarizos Lhe number of clients roceiving each

type of scrvice and the total nunber of hours of that service pro-

vided by Project CREST for a 20-month grant period (July 1, 1973

-

December 31, 1974). During this period 421 children received an

average of 1.8 scrvices per child. The chart servos as an example of

how staff time is utilized.

No. Clients Services Hours per Cliont Total Hours
08 Individual Counseling 26 (6 months) 2,548
(paid staflr)
141 Individual Counseling 21,5 (5 months) 3,032
(volinteoers)
65 Grom Connseling 18 (4 wonths) 420
(four clionts ver groun)
79 Tutoring 13 (3 months) 754
116 Family Counseling 26 (6 months) 3,016
22 Parents Group 156 (12 months) GB6
(Five por qroup)
a3 School Consultation 10 930
78 Test Profiles 3 234
45 Research Testing 4 %3 540
25 Other Testing ‘ 4 100
58 Testing Only 4 240
239 Consul tation with YS 6 1,434
(paid stafrl)
65 Consultation with YS 1 65
(volunteers)
Total hours 13,999
, 4
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RUDGEET

The attached budget shows how Funds are to )

the FY 76-77 allocation.

BUDGLT: PY 76-77

Salaries

[

L Project Director (Full-time) $18,312
(includes $126/mo. retirement)

1 Bducation Speecialist and Assistant 8,100
Director (3/4 time)

3 Counseling Speeialists (half-time) 1%, 660
Q55,220

1 Seerctary  (Half=time) 1,360
Total Salaries

Qther Operating Fxpensos

Rent 81,440
Telephone 792
Supplics 480

Total Operating Exnonses

Travel

s st o d

($235 @ mo % 12)

Other *

v

Workmen's Compensation, Liability Insurance, cote.

* any excess in "Other" will go into "rravel"

Total:

w distributed uander

Total

Rk A i

$45,432

$ 2,712
$ 2,820
$ 1,036
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COST NFFICIENCY
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Over a three-year period (Ccotober 1, 1972 through August, 1975)

Project CREST provided weekly professional diagnostic, counseling,
consulting and tutoring services for a total of 591 children referred
by Florida Youth Scrvices: the total cash cast over the three years

was 5202,531 ($186,277 foderal and state; S16,254 logal).

The program was orqganized in stages, reaching full overating

capacity in the fall of 1973. A study of a 20=-month grant period
beginning July 1, 1973, shows that tho project overatod on an avar-
age ol $5,950 por month, which was $850 4 month loss than oriaginally

budgeted.  The average cost ner client was $283. Bach c¢hild received
from one to seven different professional gservices, for an averagqge
of 4.5 months per chitd, The estimatoed cost ner child contact hour
was §8.50; tho average cost per child dav was $1.49.
Experimental bvaluationg
For cach of the threo years Project CREST has been operating,
a subset of the long-term, intensive counseling cases has been com-

pared with a matched samnle of vy probationers who are not receiving

CREST services, to determine the effects of project intervention on
conduct and attitudes. WwWhile the number of cases for cach of these
comparisons was relatively small, and the individual measures of im-
provement which achicved statistical significance have varied some-
what from one year to another, overall the experimental subijects

0

have compared very favorably.
study 1 - The first fifteen "hard-core” cases roferred to CREST
(October, 1972) were compared over a six-month neriod with fifteen

delinquents receiving only YS probation and with 26 randomly selected
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“'school attendance, school grades, fewer susj

Study 3 - Twenty-four e

non-delinquents. The CREST group showed improvement over the

control group on school attendance, school grades, acts of mig-

conduct, and two instruments measuring personality change.
Study 2 - Thirty-four additional "hard-core" CREST clients were

compared with 31 controls over a 12-month experimental period in

1973-74. TPollowing CREST intervention the recidivism rate (i.e.,

percentage of clients with referrals to YS for offenses) during

that period was 24% For CREST clients compared with 44% for theé

controls.G

The CREST group showed improvement over the control group on:

bensions from school,

monthly rate of offenses, and one instrument measuring personality

change.

xperimentals were compared with 24 matched

controls between September, 1974 and June, 1975 on a monthly rate

of delinquent behavior before and after CREST intervention. The

average experimental period per subject was 6.6 months. Prior to

the time CREST secrvices were begun, the offense rate was higher Ffor

the experimentals than for the controls, indicating that CREST cli-

ents were probably more seriously aélinquent than the controls.

v

However, for the CREST grouo the rate of offenses was reduced to one-

half of the controls.

5 Details, including significant differcnces, arc presented in Piercy,
F. & Lee, R. Bifects of a dual treatment approach on the rehabilita~
tion of habitual [duvenile delinquents, Rehabilitation Counscling
Bulletin. 1976, 19, pn. 482-492. -

Details of the study and statistically significant differences are
discussed in Kemp, M. & Lee, R. Professional counscling and the
juvenile offender: A field experiment. L.A.E. Jeurnal, 1976, in press.




Also, during the experimental period only 29% of the CREST group

had any subscquent charges of misconduct filed against them, compared

with 50% for the controls.7

A new Florida Statute which protects the confidentiality of

student records limits access to data on school attendance, grades

and suspensions, therefore restraining comparisons on these mecasures

due to small numbers.

Follow-Up Studies on "Experimental" CREST Clients

Study 4 - A short-term follow-up was conducted on the 34 Study-2
CREST youth and a comparable group of probationers who did not re-

ceive CREST counseling to measure the project's effects on the rate

of change of delinquent behavior. This study found that CREST cli-

ents esscentially ceased misbehaving after only four months, as com-
pared with ten months, ormore than twice as long, for the control
group on probation only.

The combined costs of YS$ supervision plus CREST for four months
is” less than the cost of YS supervision alone for ten months; using,
1974 cost figures the saving is about $80 per child.8
§E£§X~§." A longer term study, with an 18-month follow-un, was con-
ducted on all youths who received intensive CREST services between
October 1972 and July 1973 (32 children, including the 15 Study-1

'experimentals"). Comparison was made with a random samole of 30

children who had been on probation alone for at least 18 months.

Details, including statistically significant differences, are pre-
sented in Kemp, M. and Lee, R. Project CREST: A third year oxperi-
mental study. Mimeographed manuscript, 1975. Gainesville, Florida.

Details of thesc studies are in HMaynes, L. Project CREST: follow-

up studies on rates of misconduct. Mimeograph, 1975. Gainesville,
Florida.



The study showed that before referral to the pruject, CREST delin-
quents were being charged with offenses at one and a half times the

average rate of the "control" probationers, i.e., their misconduct

was not slowed down by probation alone. llowever, when CREST coun-

seling was added to prebation services, the rate of law violations

was cut in half, and about 709 comvleted the last nine months with a

8
clear record.

Study 6 ~ Recidivism Study - ALl of the experimentals and contfols
’ :
over a two-yecar period (July 1973 to August 1975) werc compared on !

recidivism (as measured by referrals recorded in YS files) by means

of Chi-Scuarc Analysis. The number of experimentals was 58; the num-

ber of controls was 55. Following CREST intervention, only 27% (16)
of the counscled children committed a subscquent delinguent act, com-

pared with 45% (25) of the control group. The odds that this dif-

ference was due to CREST intervention and not to chance alone is bet-

ter than 40 to one (X% = 5.85, df = 1, p{ .025).”

Additional Evaluational Information

- Commitment to Training School 0

When asked to assess the probability of commitment to training

school of each child referred to CREST between June 1974 and June

1975, the Y¥S counseclors rated 64% of these children as having a 50/50

chance or higher of being committed. Three-fourths of this high risk

group have not becen committed. Out of the low risk qroup"(rated less

than 50/50 chance) only 6% have begn committed.

9 No further details available; this sutdy was reported in a summary

of evaluation findings attached to the "final" LEAN progress report
for August 1975.

10 petails are on file at Project CREST; reported in LEAA quarterly
report foy July 1, 1975.




Client's Evaluation of crpgpll

4

Counseling evalvation forms submitted anonymously by clients

indicated the following: a) 97¢% said their CREST counselor helped

them deal more cffectively with their personal oroblems: b) 949

said their CREST counsclor helwved them stay out of trouble; c¢)

74% said their CREST counscelor hoelped thoem dmprove their school

work; d) 97% said thal overall CREST counseling was worthwhila.

Lvidence of Public Support

Letters of support and apnreciation of Project CREST have
been received from peonle and agencies familiar with the project's

achievements. Lotters from Youth Counselors, District Supervisors,

and Director Joseph Rowan express the support of the Division of
Youth Scervices. The effectiveness of the work done in schools is
attested to by letters from school principals and from professors
and department chairmen in the College of Education at the Univer-
sity of Florida.

Senator Richard Stone has expressed strong support, as have
Senator Kenneth MacKay and Representatives Bill Andrews and Pete
Skinnex. Letters or resolutions of suwnport have come from public
agencies and units of local government, such as: Lake City -~ Colum-
bia County Chamber of Commerce; City Commission of Lake City; City
of Gainesville City Commission; North Central TFlorida Regional Plan-

ning Council; Alachua County Juvenile Committee; Alachua County

Mental Health Association; Tri-County Mental llealth; Gainesville

Police Department.

11 por the youngster's own comments, see Lee, R. Project CREST: A

second yecar report, Appendix D. Mimeograph, 197%5. Gainesville
Florida.

10



The cost of Project CREST cver its three and ona-half years of

operation breaks down to a very modest amount on a per child basis.

This is especially clear when one considers the alternative cost

to the juvenile justice system if even a few more of thea youngsters

N - 4 nE o) ! 1 3 2
served by Project CREST wore not diverted from YS§ comm;.tmcnt.l

12

An analysis of the 1974-75 assessment by YS counsclors that at
least 32 offenders were probably diverted from training schools
(at a per-casc average cost of $3800 at that timn) by CREST inter-
vention resulted in an estimated saving of $50,000 above the cost
of the Project for that year. .
This analysis was included in a summary page on Project CREST
results at the conclusion of the August 1975 vhase. By similar
calculations at present prices and tenures for Training Schools,
(L.e., $27 ner day and a 7-month averagae stav), only ten diver-
sions from Lraining schools as a result of CREST intervention
would more than justify the $52,000 expenditure for 76-77.

11




Conclusions

Critical review of 1) the extensive documentation of services

rendered, and 2) the numerous and varied evaluational studies con-

ducted by Project CREST, has resulted in a very positive picture of

the work accomplished by this group. Their etffectivencss on most major

outcoma measures 16 well established.  While one might quibble with

the small size of thoe experimental group in any one study, the reoli-

cations, and the many different measures which showed improvement,

tend to avercome Lthe eriticism.

The ability to work with and supplement YS services, and to

deliver a fairly wide varicty of counseling and related services to

a population defined by YS as needing this more extensive attention

has been clearly demonstrated.  The fact that special services are

qene: lacking for sueh dovelonmentally impairod and emotionall
jenerally lacking for such developmentall paired and emotionalls

disturbed delinquents as were served by the vroject is attested to
by the number one oriority sct by Secrotary Page for 1976-77 on

improving resources and services for emotionally disturbed children.

12
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summary,
This roport by PDYS on Project CREST is

]

hased uvon a roviow

of written materials prepared by CREST personnel, discussions with

CREST stalf, and commnnts by local Y8 staff rovarding the work the

wojeat has done over the yoars.,
proj Y
The project is enthusiastically supported by the Y8 gtaff

whose efforts Lhey supplement.  The workleoad data and evaluational

reports provided give amble substantiation of the

soervicaes supplicc
and their measuvod offoct iveness,
Project CREST provides intensive, professional, individual,

counsceling services to cspecially disturbed YS probationers, and

gives additional support through family counseling, tutoring, and
consulbtation with the schools and Y8 personnel, Studies of the im-
pact of these services have found significant improvements in both

attitudes and conduct of the children. Follow-up studies on rate

of change in delingquent behavior and recidivism both show effec-
tiveness in terms which are readily translated into cost savings
for YS8. Project CREST's small nald staff is suoplemented by volun-
teers who are also carvefully supervised vrofessionals-in-training

who scerve the less severely disturbed children.

CREST efforts clearly provide important additional resources fox

serving Y$ clieonts and addressing the obicctives of the Y8 agenay.
They do this with documented effectiveness and full local sunport.
No recommendations were deemed necessary; the overall evaluation

of the vroject is very positive.

13
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