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THE FOLLOWING IS A SLlGHTL Y ABRIDGED AND EDITED VeRSION OF 

THE TRAINING MANUAL VOLUME 1 - PROJECT NEW PRIDE: MANAGEMENT - .' 
AND OVERVIEW. THIS MATERIA I", WAS COPYRIGHTED IN 1980 AND 
APPEARS HERE WlrH tHE PERMISSION OF NEW PRIDE, INC., DENVER, 

COLORADO, WHICH DEVELOPED THE MODEL AND THE TRAINING 

GUIDANCE FOR ITS REPLICA nON • 
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HISTORICAL BACKGROUND 
.... 

The initial support and design of Project New Pride was developed under 

the siA1fisorship of the Denver Mile High Chapter of the American Red Cr<)sS. 

The Mile High Chapter was one of a select number of National Red Cross 

divisions mandated to provide new forms of Red Cross services to inner-city 

residents. Essentially, Red Cross management viewed the organization's 

tradltional services .... disaster aid, assistance to military familles,"blind and 

hospitalized persons, and water safety instruction - as not reaching or 

particularly involving inner-city minority residents. Moreoyer, the social unrest 

that char~cter1zed many urban areas in the late; 1960s convinced the Red Cr~ss 
that its wealth of resources and volunteers could and should be effectively 

utilized to serve Inner-city needs. A neeqs assessment, several experimental 

programs in a juvenile detention center, ,and continuous consultation with court 

officials and commun~ty leaders were the building blocks for Project New Pride. 

The Denver Anti-Crime Council (DACC) then funded Project New Pride 

from July, ·1973 to 1976 under the LEA A Impact Cities Program. In 1976, 
~ . 

additiQnal funds were received to further develop the Project New Pride concept ' 

and to increase the number of clients served. The Office of Juvenile Justice and 

Delinquency Prevention (OJJDP) 'supported New Pride; Inc. in its provision of 

technical assistar~ce to other agencies funded to replicate New Pride. Currently, 

the, State of Colorado, the Mile High United Way, and private foundations enable 

Project New Pride, Inc. to serve 120 youth annually. 

Apart from the addition of new st~ff, refinement of' tte'atment strategies 

in keeping with emergent state-of .. the-art techniques, and the diversification of 

funding, the organization of Project New Pride has remained essentially 

unchanged. The succJ~ssand stability of Project New Pride are the results ot: a 

'strategy of careful planning and development. Over time, the Project New Pride 

model (holistic, multi-disciplinary,.integrated) continues to respond effe~tv~ly 
" '" 

to the needs of the individual and community. 
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In 1976 Pro' tN' 'i 

, Jec ew Pride was awarded national' ; 
~aw Enforcement Assistance Ad ", exemplary status by the 

, mmlstratlon for its dem t ' 
servmg serious offenders I 19 ...... ons rated effectiveness 
',,, • n 79, the OffiCe of J 'I ' 
Debnquency Prevention/LEAA b .. uvenl e Justice and 

. . . egan a national in1 ti t' 
support .~ r~p1ication efforts b . d ~ , a lye to encourage and 

ase on the Pr01ect Ne P' 
com~titive request for proposals to re r ' w ride model. A 
actors in \Ijuvenile justice syst P lcate project New Pride was sent to key 

. . ems across the United States d ' 
for-profit agencies interested in th ,an to pflvate not-

e program. From among th ' 
proposals submitted to OJJDP 10 ' e approXimately 80 

, sites were selected in th f 1 
Pensac:ola, Floridae Washington D C C . . e 0 lowing cities: 

, , • e; am den New Jerse • P , 
Island; Boston, Massachusetts' Ch' Ill'" y, rovldence, Rhode 

, lcago, mOIS' Kansas C't K 
FranCisco, Fresno and Los A ! C' " I y, ansQS; and San 

'... nge es, ahfornra N P 'd' 
became the recipient of a • ew fl e, Inc. subsequently 

contract to provide tech' 1 ' 
national replication projects. . mca assistance to ~hese 

\) 

J' 

.. ~ 

~ ... 
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TH~;4(EW PRIDE, MODEL - PU~SES, TARGET GROUP, 

OBJECTIVES, AND PROGRAM DESIGN 

Project New Pride is a commUnity-based, comprehensive, pioogram} of 

integrated services for serious multiple deltii~dent offenders.f' 
/~: " .' . .~" 

The Project's specific target group is adjudicate1i youth fr~m 14 to 'lil~yecfrs 
: , " ,1.) 

of age residing in jurisdictions with high levels of sel'ious juv'enile crime,,! These 
" , ,:. - /.) '. 

"are juveniles who are under court supervision for a serious offense, ,witJi/ records 

of at least two prior convictions for serious misd\emeanors and/or felo~fe~ within,' 
" . ' fir r ' 

the past 24 months, who would otherwise be confined in correctionC\Wlnstitutions 

or placed on probation. These juvenile offenders are g~nerallY r«rg~rded ~mong 
the ''hard-core'' intractable case~"for whom inc::arceration 1s tht;t' only practical 

answer. The New Pr~de ':Model is seen ~'de~~onstrating a m~re humane' and 

practical way. ,; .J! 
Ii 

'Tne model's major objectives are: 
.I .. 

• 

• 

Increased school achievement~ remediation of learning 
disabilities, employment, and impro~ed social fllnctioning; 

Reduction in the incarceration of youth adjudicated for, > 
criminal offenses, 

o ~eductionln arrests; and 

, '-, 

'/; 

~ 

". 

• Institutionalization of cQmprel1.emsiye., and ,integrated --'~--"".--'-'" 
community-based tr.~atment,services for serious juvenile 
offEmd~rstnrGugn redirectiorLof state and local resources 
Into "more cost-effective comm~nity-basedtreatment 
services. ,=" ' 

These objectives are acc;:ornplisned through provision of a comprehen~ive, 
"', ,~ 

integrated, and individualized system of servlces~ A central~oncept":of th~ 
Project New ~ridel110del is its' h9listic approach to workh1g witildellnquent ,', 

t';'..... , ',1 ~-

youth. Crime, and delinquency literatdre confirms the" conclusion that' 

, 'c{ellnqUEmcy is the manifestatign;; of a c:omple~ interactionaf variables, and th~t 
, '.' ,r 'I"~ " --<," " 

no single factor can be attributed as its cause. In' order to,impa(:;t ,uporCthes,e" 
" 

I) '. 

1\ •. , 

" , 

.--:; .' 

.;,r , <.» //'~ 

.~i'{/<' 

,. ',.-, if' , 
, I""~ '. 

problems, the needs ot the "to~al" child must be addressed.> Consideration must 

be given to the sociaJ<>an~ e~oticnal need~ of the youth in their relationships 

with all the main :''1stitutions 1,~pacting Gnhis or her life - the farriily, peer 

group, schbol, ':Jork, and Jarger community. The acquisition of basic academic, 

work,; and . socia! :?k~lls' ~re the vital "steps toward establishing the basis o~ 
effective institutional relationships that w.ork for the youth rather than 

discq),uoage and alien,~te hk., or her further. Overall, the holistic approach 
• : _ ill ". ,- - ~. " 

necessltates that the mtera,ctlon of all these, varl~bles be addressed in relation to 

the lndividual needs and abilities of each youngster and in a mutual1y supportive, 
integrated fashion. 

. . 

Project New rride's major program components are: 

• 

.,' 

Intensive Supervision: Project New Pride counselors are 
expected to have contact with clients 6n a dai~ybasis. 
Caseloads'do not exceed 20 cHentsand the~ntire family 

. is tC'J be .considered part of !the c{)unselor's caseload Ii ' The 
CounselQr I Case Manager is also, responsible for 
coor~inating the del~veryof the Project's entire range of 
servIces to each of hl~or her clients. 

-.' ,,": 

• Dif4nostic~"~~m~-111t: Project New P~ide uses an biter-' ' 
d~ciplinaty diagnos~je'iteam t9 indivi~ually e,.,9-!uateeach ' 

,:K.;bent. . Test r,e,sults are combined. with comprehensive 

• 

•• 

;/ needs ,'ass~~rrtents to deter,rnirrt!' the appropriate 
treatme~t/strategies. Fourl~veL' of testing are,utHized 
and.~r~ det.ermined by the client's neeqs. The, diagnostic 

-, l:y;tter:~~$",,~lndude ,basic;::paca.ciemic: and .psychological 
" : screerling; ,diagnosi:i . oi, learning disabilities; "precise 

spe<:iii<:ation of leamin~ disabilities; artdin-depth speech, 
la.hguage, and psychological asseS$J]leht. 

Alternative' ~ucatlon: Rem~lal 'education is designed to' 
decrease general educa,tiona1101ag. SpecicH 'education tp 
~out~ .with l~arning diSabilities fOCUses on therapies that 
remechatf! qrcompensate for specific learning disabilities 
m~ifested by Project clients.' In addition, cultural 
educ;ation ,lsdesigned to'-'e~pose youth to the total 

.(,cortntiun~ty and is.' integrated into both aspects of the\\ 
. Alternatlve EducatIon Component. ~ 

'.' (\ 

Employment (Job Preparation and Placement): Introduces \ 
clients to the world'~of work t~rough providing meaningful 
employment experie"ce ')where they can earn lncome for 
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work aduaily perfurrr,ed. These placement. options are 
. used: direct placement, on-th~-job traini~g!and ref;,!tal 
. tQ publical!'y.·· fundeq, programs. ~~dlt~()nally! jipre
employm~nt'training CJird "l=~E~7t,counsebng em~has~~e the 
development of good ~lorknablts and marketable slfills .• 

. ..:-. '.:}j' I." -:"". ;.(., 

Volunteer ~-PPOrt: The extensive use o~ volunt~err'j ~ in all 
.asp~ts-of the program has enabled P~~)ect Ne'~ ~r~deto 
provide individu~llzed and special ~~rvlces"ary.d facllita.ted 
th~ development of a wide.base 01 commum~r support;. 

lV~gement Information S)'$te!": , Provi~es a 
comprehensive and d~taHed inventory of Inform~tlon :hat 
is.u.sed to mam,tain quality contriol, and cpnduct mtenslve~ .. on .. going 'programmatic anq individl1a11zed F!'~nit~ring of " 
service delivery and fa<;ilitates program modlflcatl:ons and 
long-range planning ." 

.~ .... 

",. 

Critical to th~c'succe~s of·ProjectNew Pride is apredse synchroni~tion of 

th~&e maIn progr~m elements. This is accompliShedqy·emphasizlt\g three 

pr'1maryintegrating functions. Theyindude: ii" 
,-,<, 

• 

• 

ComprellfmSiveN~ .. ~ment-D~~tic Services: 
As described above,Pro)ect New Prlde mcorporatesa 
comprehensive, body of information as Its first -step in 
individual progr,am plannlng";f)' . 

. , 

Staffing: During a Placem~nt Staff~n.g, the. Diagnos~ic 
Team and counselors collectlvety reVIew . all infOrmatlon 

,:fgather~d on the client's· placement ,to the ~rogram's 
/ components; later a· ~ro~r,am S~aff1ng ,provides .)_ the 

opportunity for the '$har~'lg o~ aU lr-for,matlongen~ratedh' . . _.. :.: .. ...... ?.:.:f .. ~"-... ...:."'·:'.0' . 
during the intakephas~Wlth dlrect'servlce workers 1nt~t.::..:--': '., .. - . '7 ..... 

• 

program componen:tin w~ich the tlient is place~~.~ou~rl:-.~!;:,~'~-;;'· 
subsequent stafflngs assure· that all tn~ exper't',.se,,-*~tne 
Project Is continuously ~ought!O ~r/:Qrr'p~nin~ and' 

. del1verlngservices to the~ c:~~nt.. ... .: ~J. 
_ •••• • ~ ¥' ",:,,} ." I' .-'1//''''' ~ ." . --- ... I 

mdividualized Integrated 5ervj¢e~ Planning \\(~p): A s.b,g~e . 
document wblch incoreorates . all of, th~" Project s ,1/ 
counseling, education".·empioyment ~nd ret:erralg~als, 

, measurable object~ves, ~d :service pr~criptio,,~ provl~es 
the basis for act'dal;lYi,ntegrating servi~e. Im~lementatlon. 
of . this p~~ is c>MOO1tOj'ed . cl(;i;~ely by ~se, M~agers 

; lhr~u~h/the 11 ln~ensi~~,',S~pervision;ProC!!s.s and, WJ.th ~ey 
" tra¢kihg, capabilltyprov~ped by the P,rO)~C~ r-... ew Pr~de 

.; .... 

MiS~ ....... ~,:~ .......... _.;./. .. .. ' ',,/'" .1 
. ~~~ 

, 
"I ~;J 

/ -~:' 

. ~:.-,. 
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I 

I " t ....... 

".9' .. " 
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Project New .. Pride provides six mon~~s of ~'1~.~n&ive,tsef'vic~5 "to each client 

... ;,~ . '. ..... ~ .. (',- ., : ' . . '.' 

and six months·of follow-up $ervice~. Ti1;i;·project operates on ,the basis of the 

premise that an' individl.!al must i~arn .. '~~ . confront.his or herdwn prohiems 

su<;ce~sftilly in the community where t~e "problems". are': Isolation of the 

~,rtdlYidualfrom the co~munfty may sol~~ one of. the ~~mmunitY's "problems!! 

.) .. temporarily, but can acco.mpllsh virtuallyr .. nothing to help the youngster.' Thus, 

Project New P~i~els oriented toward mO"i)~ng e~ich client progressi~ely oackinto 

the community "maihsfrtam" with support (and increased c'ompetencles" 

Proj.ect New fride E~mbract!s lts titleliterally. Its efforts are aimed at . 

creating % feeling ~f "ne~,prj,den within its clients, aptide long lost or never,' 
..... ;; i :: . . .. ,- . 

before distoveredi t\lthough vie:wedas alliast chance" by some, all aspects .. of 

Project N~w Pridri are ori~nted to overc?me the po~r self-concept ,and~deteaHst 
attitude charact/~riiing its clients at en'trY, 9y'helpi''lg to instIll' a ne~ sense of 

pride and seJf-~6rth. based ~pona better 'un9'tstand~..rlg. of ~hemselves 'and othe,rs, 
and the rea1i~ies gf the. w()~ld and soc:ietyji(which they live. .... ';. 

Thetnain phHQsophical orie~~tiori thatg~~$!.~;Proje~~J~ewpride's enti~e 
effort is the hollstic concept tnat. foc;~~es';onthe you~h_as a"totalpersone His or 

her problems, strengths, andih~-'world ar¢und.hln4'~r her must be dealt with" 

~imultaneously and in. a coordinatedfashio~ tel' make~a difference. 

I.' 

Project New Pride has cr:~ated a series of services that aire individuali~ed 
to meet the specific an~.uni~~ needs and interests of ~~ery cliJent. The focus Is 

.... "" 
to integrate all Of, <;ttiese services,provlding comprel:lf;msive treatment of its 

clients. Stat! .J1eUevis 'that intensive indivld1.!al services and atte~tlonare of 
J', ", • '.,! ,.',1' . • 

parMnou9tYrnportance to maintain the: ~Uentts in'itolvement and inter.est.The 
" '" ••• : _'.-1 '.". " . e _,. _:." 

lntenslve Supervisiorf process is the key. It implements procedures assuring 

routine contact with each client and a thoro~gh" management proce~ which ,. 

implements effective pl~n.ing and' delivery' of,~ervice~~. As illustrated in Figur~" 
One, Intensive Supervi$ion'ji the,. c~rn:~~t.ofi~tlipon· 'W'hi~h all the otherprogra~ 
components are based.. . ,;:.""'; 
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,', 

The prace~ -of rnt~n~iveSuper,vjsjon implemented by Project New Pride 

evolvetnn'resp~nse to the muJti-facetei~;;~dsexr'iib1t~ bJ(,the project's dients. 
. '.'. 01.' • '"- .'"'-.••.•• -. _ .• 

All clients receive !lintensive supervision" in the form of close ,9-nd routine 

contact which assures that all significant areas of need are identified and 
1 ..' • 

systematically Ctddressed through a comprehensive individualized; plan of 

services. 

The.re are two' (main phases to the mtensive Supervision process: Client 

;~take, and(,the Cou'1sellng/Case Management Process. All referrals to Project 

New Pride who art! accepted as clients after the eligibility screening are 

assigned ~n intake counselor who is' res~nsible for conducting a needs 

asseS$ment interview with the dient and his or her family;o This interview covers 

the following areas: 

• Family Environment and Relations; 

e, Sehool Status; 

• Employment Situation and History; 

• Peer Relationships; 

• Court Status; 
. ;~,,-:;' . '.~ .. :., 

• Physical He~lth; , , 

• Material NeedS; and 
~:., 

• Attitudes Toward Authority. 
... ~ ... 

, ;n1~ ~ntake couns~lor'J~ also responsible"]orgatheriiig information from any'" 

commuriltx'''~g~11£!e~, schOQls,or court with which the cllent has been involved. 
- ,,~ ''''~ " 

ThismfQrmatlcn" at~1& with l'ecommendations for component placement and 

programm~ngneeds'~ls",;;~S~~~d at staffings ~ith theDiagnosti~_"J~~m~JMlq,'.~ __ =,_, 

members af theA1ternative,~du~~km ~d Gounseling Coh1p;,~e~t~~- , .' 
,';' "', '~~""",' :"" .. , 
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Upon placement in one of Project New Pride's direct service components, 

the ~1ient is assigned a Counselor/CCi;s~ Manager, thus marking the beginning of 

the Counseling/Case Management phase. The case manager is responsible for 

the coordination and integration of all project services througi1olJt the client's 

one-year involvement with the project. The planning and monitoring of these 
-' .. ~ervices is perform~ utilizing the format of .the Individualized Integrated 

Service Plan (liSP). It is the counselor/case manager's responsibility to prepare, 

revise, and update each client's IISP, under the supervision of the 

Counseling/Case Manager Supervisor, and with input and review from other 

project staff involved with the client. 

In addition to these case management functi:~.ls, the counselors also 

provide direct counseling services to ,all clients. These services include 

individual and family counseling, liaison with community agencies, resource 

brokerage, court relations, and support and advocacy in the community. The 

counselor/case manager's involvem~nt continues throughout each client's 

intensive and follow-up phases, with the expectation that during follow-up the 

client will demonstrate increasing responsibility and independence in pursuit of 

his or her goals. 

Diagnostic Services 

Project New Pride'S Diagnostic Serv~ces are provided by a multi

disciplinary team utilizing a level of testing a~proach. This approach not only 

serves to Complete each client'S diagnostic assessment expeditiously, but also 

m~es efficient use of the diagnosticians' time, -as clients proceed from a 

screenlng;l~vel of assessment to more in-depth test batteries ~nlY as needed. 

The first three levels of tes~ing present an integrated approach to assessing 

client functioning in the following areas: - Acuity, Self-Esteem, Achievement, 

Leal'ning; P~ocessing, and Self-Report D~ta. Level I, a screening battery, is 

administered to all Project New Pride clients. The results pro~ide basic 

information on client functioning in these areas ~nd lead to preliminary 
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diagnoses of learning disabilities. Level II testing is administered to confirm the 

tentative diagnosis of learning disabilities, and Level III specifies the nature of 
the learning dlsabiHty. 

Level lV, Projective Psychological and In-Depth· Speech and Language 

contains optional batteries administered to clients who demonstrate possible 
emotional problems or language deficiencies. 

(} 

The Diagnostic Team is an integral part of the entire- Project New Pride 

process. Their assessments, which include observations of client functioning 

during testing as well as information from outside agencies who have had contact 

with the client, are combined with the intake counselor's recommendations and 

informal assessment results for those clients referred to the Alternative 

Education Component, to provide an integrated and detailed assessment of each 

client's needs. The Diagnostic Team routinely participates in formal staffing 
conferences held initially to assist in the preparation of integrated plans for 

services to be delivered to each client in Proj~ct New Pride, and periodically 

thereafter to monitor clients' progress, and revise plans as needed. Each of the 

diagnosticians is a1soavaH~ble to the staffs of the direct service components and 
the court to provide additional testing or consultation as needed. 

Alternative Educ;ation 

The Alternative Education component of Project New Pride provides three 
main services: remedial education, special education, and cultural education. 

Remedial education is aimed at providing those clients o!f Project New". 

Pride who nave fallen far behind In the public schools, 'but demonstrate no 

specific le~rning problem, with an alternative educational experience tailored 

more to th~ir individual learning styles q,nd interests than the traditional 

classroom settings in which they have been chronically unable to perform. 

1-11 , 
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F Special education is provided/ to clients for whom specific learning 

disabilities are diagnosed.' These 's~rvices are particular-Iy-individualized and 

focus on development of more effective information processing skills. 

Cuitural edtjcation is provided through the use of community volunteers 

who bring to the alternative school setting a wide array of specialized 

capabilities. They organize special events, serve as instructors for special 
" 

subjects, and Clo'jsist the regular teaching staff to integrate special materials into 

the educational curriculum. 

Volunteer interns are also used extensively in the Alternative School, 

providing one-on-one and small group tutoring. 

Individualized educational services are the hallmark of this component's 

services. A teacher-to-student ratio of one to five Is supplemented by use of the 

volunteer interns to maintain the capability for one-on-one education at all 

times. 

School Reintegration 

The ?chool Reintegration and Maintenance Program is designed to 

facilitate and provide continuing support' to the client as he or she leaves the 

Alternative Education Component of Project New Pride and reent~rs the public 

school mainstream. When a client is referred to the School Reintegration, and 

Maintenance Program the Coordinator will wO,rk closely with the youth, his or 

her counselor, and school Qfficials in selecting an appropriat~ placement and 

closely monitoring the student's progress. 

The Coordinator will first identify the student's home school and review his 
, ~ '. 
or her school history. 'A staff meeting is held with ".th~ youth's counselor in order 

to prioritize the youth's needs and identify special "program options which will be 

available. While the programs offered dlffe.r in ,each school, the maIn ones' 

ut,mzed are Alternative Education, Special Edu(;ation, and Vocational Training.; 
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::o~:::::to:r:~~=e:I:::~:n~e S~O~1 of tNhe student's planned reentry and 
, '. rOJect ew Pride provid 11 

dlagnostic arid intake information 't h es a of the 
,las collected on the cl' t h 

dUring school staffing conferences h ld. . len to t e school 
. ' .. , e to select an appropriate program option. 

It is the Coordinator's responsibilit '. 
with the schools in the co' y to mamtilm a working relationship 

.mmumty and to be aware of 11 . 
the appropriate placement is crucial for successful relentr: o;~::~~n::~grams, as 

Employmetlt 

The Emplo:y'ment Program ' , 
which h ' . . . IS a SupportIve se:rvice of Project New Pride in 

. t e clients are able to receive dire 
while earn in ',. . , ct exposure to the job marketplace 

. . g money, explofJ..,:] varIOUS vocationa.I fields and I '. , 
work and job maintenance skills. The thr ' " ' earmng particular 
Job Training' (OJT) D' P ee ~ptlons wlthm the program - On the 

. , lrect lacement, and R f 
Employment/Training. Program' e erral to Outside 

. s - are each carefully desig d t 
experience the best possible for the client d h ne 0 make the job 

. . an t e.employer. 

If the program is appropriate, clients are referred by the' ,'I 
assigned to J b PI . lr courase or and 

, a 0 acemellt Specialist. The Job P . , 
an Assessment Interview wfth. th 'li '" , lacement 5,peclahst conducts 

e cent and reviews all inf ' 
needs assessment to assist h"\ h' .,' ormation from the 

Imor er 10 determinIng the employment option. 

It is. determined, based on interests, level f ki <) ~ • 

of the clients are ready for dO' t 'b . 0 s ,11, maturity, etc., that some 
an OJT pos't' h· lrec JO placement. Others will benefit more from 

I Ion were the individual may enter " 
advance at his ,or h·" . a new vocational area and er own pace. 

The first phas f h , e 0 t e Direct Placement and OJT 
Readmess Training, in which act' 't' " programs is Job" 

to assist the client in., ., . . ., IV.1 les are deslgned 
bettermg h15 or her skills In . 11 ' . ,. 

. . a areas "necessary to obtain ancl maintain employment. 
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In order to assure optimum job retention and quality of experience, the 

client's needs and interests are matched to a particular job. Once a specific kind 

of job has been identified as appropriate, the Job Placement Specialist surveys 

the community for available jobs O,r for an opportunity to create a new job that 

meets the needs of the client. A Work Place Assessment is conducted at all 

placement possibilities. The characteristics of the actual placement can be a 

contributing factor to the client's success or failure there. 

The Job Plac,ement Specialist contacts prospective employers 1;0 make 

necessary arrangements prior to the client's interview. The Job Placement 

Specialist works with the employer and client to finalize all arrangements and 

'insure that all questions have been ans~ered before the client begins work. Job 

site monitoring visits are conducted'a~_li.!ast once per week but may be increased 

depending upon the client's needs. The Job Placement Specialist works closely 

'1 with employers to prevent or deal with any placement problems. 

Outside Training Programs, an option' 'seldom used, must meet thE7 strict 

;:'criteria established by Project New Pride in order for' an eligible client to be 

referred. The Job Placement Speci~ist is responsible for determining if this 

option is appropriate and for closely monitoring any client who is referred into 

. such a prog~am. 

The Project New Pride counselor is informed regularly of the client's 

successes or problems on the job. The counse:lor and Job Placement Specialist ' 

work as a team to do everything possible ,to ensure that the client has a positive 

experience on the job. 

Volunteer Support 

Volunteers are regarded as' an integral part of Project New Pride. They 
7; ,.' 

, prtwide needed services to Project clien~ and he~~he Prj)Jtfbt :'build a wide base 

of community support. There ' are two general types OC'v01tlhteers In' Project New 

Pride: Volunteer Interns and Community Volunteers. All volunteers aile 
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regarded as extensions of th 
e staff and are carefully recrUited, screened, and 

trained for specific tasks All I 
the needs of the r . vo unteer aSSignments are designed to meet both 

c lents and expectations of the volunteers. 

Local colleges and universities are the primary s f 
who are recruited . ' ource 0 volunteer interns, 

10 correspondence to school semesters. Volunteer" , 
used almost exclusively in the Alternative Education Com ~nt~rns are 
classroom instruct" " h . ponent, asslstlOg with 
The' " Ion e~: er as small group facilitators or as individual tutors. 

Obje:t::s r:~:o~:l~::O~~ an: 'ben~ouraged to participate in setting daily dient 
e con rl utlons to the overall lesson plan Th . 

given t 1 • ey are not 
a~ ua C~e!~ads, but use their skills to implement individual teachin and 

counseling obJectlves and activities While being cl 1 " g 
h" ose Y supervIsed by the 

teac 109 and counseling staffs Th ., 0" 

I 
. .. e lOterns recelve academic credit for th " 

vo unteer serVlces. elr 

Voluntarv organizat" . " . " " 
J Aons, ClVIC or rellglous organizations and b " 

the main sources of" " , ' usmesses are 
client d Th co~mu01ty volunteers, Who are recruited in accordance with 

, nee s. e major role of community volunteers is to enhanc "" ' 
staff C~pabilities to provide a richer, more diversified array of service: ::~lOg 
~ecreatl0nal act~vities or arts and crafts. Supervision of communit '1 as 
IS perfo~med on an individualized basis. y vo unteers 

'-

Management Information System 

Project New Pride's M . " 
th ' .. , " anagement Information System is designed to serve 

ree purposes: . , 

• 

• 

~:li~~~Vide ra~id turn-~roOm:i .. -Or.lnformation on service 
staf'f anYdand cbent progress, enablfug:ztb~ ProJ'ect's overall' 

case managers to t k '~'~d 
act!ott~ when adequate services

a a~e app{~late .. ~?rrective 
an Inci!vidual client Is nlOt achieving n~dequl~~e del~ve .. ~~ ?f 
the program; , progress In 

to provide routine feedback t th P . 
on the effectiveness tOf spec~fic eser~~~~ct~o~~~~~~m:~ 
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program components relative to specified performant:e 
standards, enabling a continuous reexamination and"fine 
tuning" of the Project's design and operational procedures; 
3Jid 

to establish a comprehensive data base, enabling thorough 
overall evaluation of the Project's effectiveness in terms 
of impact on clients and on the juvenile justice system. 

, ' 

In 1979 it was determined that automation of the system throughremQtc! 

terminals was necessary to continue its operation at the required high 

performance level. This strategy greatly increased the system's utility and 

decreased the clerical demand on direct service staff and supervisors created by 

manual operation of the MIS. 

The first priority of the Management Information System is to provide 

rapid feedback relating to service delivery and individual client progress. The 

forms ~md procedures, used to implement this feature of the system have been 

carefully designed to provide comprehensive information ami: still minimize 

paperwork. The three key forms are: 

• The Needs Assessment Checklist; 

• The Individualized, Integrated Service Plan; and 

• The Service Delivery Record. 

Only the last of these, the Service Delivery Record, exists, solely for 

.purposes of the MIS. Thus the MIS requires only one "extra'· piece of paper to be 

generated per client per week. 

OVerall, the Management Information System is integral to the design and 

operation of Project New Pri(fe~.The Intensive Supervision Process is the 
~ " 

Project's most critical element. It cannot be implemented effectively without 
the proper interf~c;=;ithO~the"ClVlIS 'through which service delivery and cllent 

progress monitoring is achieved. 

1-16 
II 

! ,j 
" <:,l 

Y., . 

'\ 

\ 

.~. 

I 

I 

. ',.'. 
, " ~ 

Under a gra t f 
c" n rorn the National I" . 

Delinquency Prevention the P "f" 'I .. "',, nstltute of·Juvenile Justice and 
, aCI IC nSLltute for Re h 

commiSSioned to deliver tech' 1 " , ' searc and Evaluation was 
Olca asSistance to ," " 

New Pride. Its plan for the " . project sites replicating Project 
P " provIsion of this assist . . 

rOJectNew Pride MIS m d 1 " ' ance lOc1uded translating the 
o e Into or--at" 1 

replication site's needs and capab
i
!" ;4 ... , lona systems compatible with each 

, - It ...... S. 

Management of Project New Pride 

ProJect New Pride's stability and " 
SUccess IS the r 1 

careful planning and develop esu t of a strategy of 
mente The project "_ 

critical. aspect of its succ h '. was lmplemented in 1973 and a 
I ess as been tne attention ' 

management issues during tha. t ,.,' "d given to a number of 
- joIeno • 

Board Development 

An Advisory Board f 
per orms several function 

program on community perce ." . s. It provides input to the 
ptlons, needs, and co 

review and evaluation of th . ' . ncerns" It also assists in the 
e program's effecti 

generation of cOmmunl"ty "ve""ess and faCilitates the 
. SUpport. Project New pOd ' ""~ 

representatives from the acad' ". n e s Board con:Usts of/ 
emlC commuOlty the I . / 

programs, community-based ". . ".' . '.. ..ega! profeSSion, commul?,ity 
"" . .',' ~orrectlons, the business CO" .... " 

agenCIes, prIVate citizens public 'ff' "_1 mmuOlty, hum~ln. $~rVlce 
, 0 IClc;uS, and youth.// 

! 

While their selection hasb b "'. ,', 
" een ased 10 part on " -
Influence in th~n:ommu "t. expertise, knowledge and 
. . 01 y, commitment to the . ro r" ' 
has been a par.amount consider~ti I" P g am phIlosophy and intent 

..... , on. t IS essential th t h 
responsibility be clearly defined and that ' a . ~. e Board's role and,,\ 

. an agreement of trust be established. 
~-~=~-~-"~-"'~'-~~,~co==-,~,~~,-,=,=~_c~_~C"_=-==c=~,~_ 
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Relationships with Juvenile Justice p'~gencies ii 

" ,. . d 'th lccal juvenile courts,/and 
Arrangements and relationshIps develope WI .; . i 

., .... al to the Project's suecess. They~pntro 
probation departments have been mtegr / . common practices usecJJf which 
the referral of eligible clients. There are some . ". 

are as follows: 

• 

• 

. . j 
d t meet frequently with c~urtl 

Managers and, sta~h neperog~m's' design, implementatlonJ,l, 
personnel durmg e ,1 ", 
and Qo .. going phases; _ ,f;: ,~ 

, 1 quested and open!4Y , 
Ob' ective input' should be honest Y re" 

} d ' received; an . ;1 
. .. __ " >'tlve-a.nd mutually benefi,¢ial 

Goals to ,achiehve1a
d

·· ~,::or established, followed,' ,land 
relationshIp s au ,,' 
monitored. ) 

ent .... and staff's Complex Role Managem .~~ . 

1 ' t\,;e man~uz~ment of a " a complexro_~m~L ... 
The Project Otrector serv~s ..,' ,... , taining~ tfte7' 

.' ~ . .' Management is" responslbl~ fO,~>ma~n . , ' ' 
... --rnuruty-based program. . ' ./ 'f the 

' ""VI n ". . . • h' with '!'atl0US agenCleS 0 .' !f 
th ro' ect gesign and relat1Qns IPS ;,' , ', ". 0 ~,,~ 

integrity of c e Pl. h tasks are equally demandil1gand reqwree~te?"lve 
juvenile justice system. Bot" . . ", System (MIS) is eS$f;!ntial 

\ . tl a Management Infopnatl0n ·i .._ ,. . . C:::' , 

feedba,ck~ Cons,e~en y, .': - . . t theretofe must ~ skilled 
'.. . ' . don .. Project managemen , .... .' ':i . .' 

for effective project opera '. < .-,-",,=' . . . . ........ ,.~. 'n ""allv skilled in working 
in the· use of a sophisticated' M!~2c but .also should ~?~~::.<~'''''~~-':. ". ._ 

. . .' d't baring on daJ.lwoperatlons.·· ", 
with outside agencies that have a lrec e ,-..... ~~. 

~.: ' 

. ",. /i. ..~t New Pride deman,cls that a highly 
The target populatIon served bY/1:'~' Add't' "ally" the integraj;ed service.··)1 

. Iff's employed. 1 lon, -? . , ._-

skilled professlona sta. 1. 0, >' 'p 'd c' rea tes over lapping' ~olesJn'1'Tfany 
'U ed by' ProJ. ... ct New rl e.· " 

delivery system uti z, ,.,.. //~- . '.' . el1-coordinated team 
. .. ' tW"rl II creates the need for, a, W " ." .', 

, instances, and thiS .1ft:/ .. '." . .0 _ ••.. ~ ". d the .delegatlon of 
d ~,,, I r lines Qfcommumcatlon an.. " . 

approach.· The ne~./.Ior cea. . ,.', ~ To implement tht;$e lineS of 
. . ks .,.1\'not be overemphaslzE;!o.I. . . .,' . , 

specific tas ,9p..·· .' ..., .... tmeeton a regular basls. 
communica~vYit'effectivelY~ thePrO}ec; Director mus, ..,., . 

. with s~jWe~iSOry staff, and the comm,unlty~oard. .." 
-'. 
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Pt()ject management must also be sensi~ive to environmental conditions 
'-

ang, characteristics of the referral process. The comml.lolty and the juvenile 

justice system playa critical role in project implementation.. The success or 

failure of t,he program is determined by,.a. number of outside events: community 

acceptanc:e of the Project New Pride concept; fluctuations in the juvenile crime 

problem; existing resources which treat eligible juvenile offenders; juverille 

just~ce syst~m a~cep~ance of t!1I{Project New Pride con~ept; the organizational 

ability of the juvenileJustice~ system in making referrals; the number of ~llgible 

juvenile offenders; changes in legislation which impact client eiigibiUty; al}d' 
~ ," . ;.,~ 

I,.,ther factors. All of the 'factors listed above are external events which can have 

negative impa~t on pr,gject operation. Obvio\'!sly, since Project New Pride serves 

adjudicated delinquents, it must maintain excellent working relationships with 

the juvenil~ cO'....trt and all of its <>fflc:ers, and it is also critical that relationships 

with prose7pjt~rs are well est~1ished and project personnel are respected for 

their abmty to work with the target population. The cornmunity at large must 

~'''ca!s{S:~~.~'invoivedi utillzed-jan(f'brought "on board" with the program ~.Q,mgke It 
.. ~ . """" ." .... : .. :.:..:;-: 

work most:~f:fecti~ely. 
-:-:..~ " 

>. ",~, 
-""~.': ," '. 

The Project New Pride model is an original concept. It uses a complex and. 

highly integrated service delivery system to meet individual needs. Its hollsti~ 

approachr~quires the use of an exr."erienced, proiessional staff whose expel"~ise 

must be geared and coordinated to meet the individual needs of e~,:..h~client.This 

can be accomplished only through the eXtensi'l~ exchange of information 

br.itween statt and betwe-en staff and mCllilagement. How~ver, tne sheer 
. \ " . 

magnitude o~ datq.(;oUected on a single client further complicates this task" 

TIterefore, it isessenti~l that the MIS be used to. effectively manage'~e!ivery, of 
',';. -

service.-sto clients. This sy,~t~JT!,:;.Ptovides critical information in an ea,sily 

understandable format and ~iriV~l~able in the decision-making process. - "- . ~- ., .} ... :';:::" -

,,",.;:..~-;' 
, ,-;;/ 

Project }parf~~ement mus~;:also;a~tivelY p1,lZ'sue resources to institutionalize 

. the prograrrr~fter OJJD)?Jfi;-~d 11l0ney is terminated. It 15 essent,ial that this 

pr;ceGS be lra1tiated from the'~erybeginnlng' of the project. Most courts are 

so,loewhat wary of federally funded efforts th~t raise expectations and disappear 

"wren f~nding termina~es.1h~se concel"nscan be allev'ia:ted if a solid plan for 

'r .-
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institutidnalizat~9n is developed. This is also ,an ~rea in which the involvement, 
of the a:card can be invaluable. Management should define for the Board itsrgle 

. . ' The Board, assisted by management, in developing the necessary resources,,:' 
should'then develop a long-range strategy to achieve this objective. 

In the final analysis, th~ basis o~ Project New Pride's success is directly 

attributable'to the work of its<,rughly profession;;),l staff. Job descriptions .or 

procedu~al explanations are somew,hat inadequate_t9des~ribe how to wor~ ~~th 
the typical New Pride client. ,These youth have long histories of fallures, 

opportunities denied, underachievement, disapPoirltments, ,'. family problems, a~d 
difficulties with the' juvenile justice system. Consequently, it is essential for th~i 
staff to be extremely committed to working with.~~i~"target group. 

.c. ! ',,:::' 

,:New Pride's mana.~~r~~r:'t._/:~~tlits personnel Wh~ have the person~~.~:~, 
social skills that are necessary to relate both to the chents served and to~.. _" .. \;,:,; 

professlO'nals~ Although the staff has the ability to rela.te to individu~ ,~li~:ts, 

t, 

I"' ~, 

if 
:~ 

, .,;, 

they do not overly identify with 'the youth, ~d are quite capable of ma1n:ammg 

the "~~~,, professionalcdistance. 11lis characteristic is essential bec.ause the 

·"'··~"st~fi has to face disappointments, fo~ every client cant;\0t c~ucceed. Prolect New 

Pride has been for"~·..!nate to have an extremely conscientious, orgat1iZed,a~d 
: professional staff", The credit for New Pride'S exem~lary ac:hievement belongs 10 

lafge part to the staff for their efforts. ' 

r '.-

--.::--" 
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OVERVIEW OF THE NATIONAL EV ALUA nON 

During> 1979, NIJJOP supported a proposal compretition to design an 

evaluatiory'study of the New Pride Replication Program. The design, established 

by s0c;iologists at PIRE and accepted by NIJJDP, took as its primary study 

oJ~jective the task of ascertaining theeffectiV'eness of the New Pride Replication 

. Program in J;~ucing deUnquency. In essence, four questions were posed: 

1. To what extent and under what conditions of community 
support could New Pride be replicated, 

2 •.... _ What were the client and service issueS whIch emerged 
during the replication program that could be used to 
refine the New Pride model, . 

3. What kinds of. services were most effective for what typ-es 
of youth, ~d'iJnder what conditions, and " 

4. '. Were the youth who were accorded progt:?-m servke®-:less"<~'c 
prone tO,persist lr.tdellr.ti~ri't o'lfense"behavior than were 
me"!~rs of comparable groups of youth s,ubject~d to the 
trad~;tlonal procedures of secure detentlon and 
commitment to correctional instit!Jtion,~? 

,~ , :':',--;'.'-- .. ~::,::,: .. 

Additional questions.\~o be addressed conce~ned program effects on: the 

academic achievemel')t and employme~t experience of clients; the procedures 

and personnel of the juye~i1e, jus.tic~ system; leaders of other community 

agencies that 'impact~d the lives of youth; and on the comm!Jnity's youth service 

network. The design'~lso called for fmexami~ation of prQgram in'\lplementation, 

with special ~:;tenti~n"1:osite-by-s'itevariatiori in env,i.ronmen!ts, facilities, 

staffing, ,po1ititilsUp~rt, and programmatic emphases on various Clomponents of 
the New Pride!inodel. "-, 

, ' 

, To answi~r the major . question of prograrl{ effect on the offense behavior of 
~ - ' 

clients, the st:Udy design incorporated two principle elements. The first was the 

use of the strongest (i.e., th~mostconclusive) comparative' design pet'mittr~d by 
-'. ",»I~j , 

thestru~u~e:"o:t a model progfam designed to treat very chronic and serious 

offender~~ {An experimental design with a randomly selected control group was 

not f~asil)le given size limitations of the target population.) OJJDP had made 
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project agreement to provide data for a national evaluation an absolute 

requirement fer funding eligibility. 

The second principle element of the evaluation design was the development 

of a data base for analysis. This included information regarding socio-economic, 

demographic, attitudinal, educational, and family sta~us characteristics of each 

program client; the source of referral to the program; all formal complaints 

together with the most serious offense in each criminal event; the entire prh1r 

record, including dispositions, of both status and delinquent ?ffenses; and follow

up data on all petitions/indictment:i. and adjudicatioJ'!!:/cony!ctions subsequent to 

)pr-ogr-a~ admission. 

In addition, qualitative data were to be. obtained permitting the 

cha!'acterization of each project with reference to elements assumed to 

facilitate;r"liTlpede implementation of the New Pride holistic service delivery 

system. This information was deemed essential in order to specify the co~ditions 

under which the program could b~.replicated, and the degree of success with' 
which various program components ~f the model were implemented. Thus, the 

natioJal evaluation effort was designed as a comparative.study with a view to 

specifying the contextual pcoblems that should be taken into account if New 

Pride was to be successfully launched and institutionalized with non-federal 

funds. 

Information provided in the program gui~elines was explicit ·1n presenting 

the character and thrust of the ,evaluation study. Local research obje;:tives 

included those related to client impact.. The study was designed as a 
. . 

comparative examinatlQr) of the conditions under which the New Pride Program 

fostered a reduction o£the offense behavior and the incarceration of youth, al"1d 
- . . 

an increase in their academic achievementJo"~mployment experience, and other 
beneficial outcomes.~ This required the acqui~iti7,nof~uniform data elements to 

be obtained through a relatively standa;cJ1z~ administration of instruments 

across' the set of diverse project sites, each varying with respect to data 

availability and access. As the organization' coordinating the evaluation study 
and conducting the co~par.ative analysis, PIRE was responsible for obtaining 
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from loca! evaluators an extensive body of data in uniform format and for 
maintaining quality control of the data. 

As a condition of its grant, each project agreed to hire evaluation staff as 
specified in the New Pride model, and to provide to PIRE the full complement of 

data as prescribed in the national evaluCition design. This was clearly defined as 

an important task. Local evaluators were encouraged to- use the data that they 

collected for PIRE in local reports, and to obtain whatever further data they 

wished for use in other studies of specific interest to them. In addition, they 

were expected to furnish information on case tracking and services that could 
serve the needs of program managers at their sites. 

However, as a condition of their grants and continuation funding, local 
projects were obllged to accord highest priority to the data requirements of the 

national evaluation study. This mearlt, in effect
i 

that the design of most local 

evalua·tion studies was not freely determined by them, but imposed. Often this 

made the generation of research findings much easier for them. As PIRE refined 

its ~~n data analysis procedures, it passed them on to the projects as a matter of 

course in a simplified format. Special analYSis programs were written for local 

evaluators that could b~ executed by a single command when the relevant data. 
files were selected. . 

To meet the objectives of the national evaluation study, PIRE had to 
monitor continually and closely the data collection and .computer entry work of 

the llocal research staff. The major a.xis of communication was, consequently, 

between the 10 local evaluators and the national team at PIRE. The line of 

cOntrol and authority, on, the other hand, ran from the project directors to the 

local evaluators. As o~jDP began emphasi7.ing the importance of New Pride 

research to the project· 'directors, a situation was created that provided an 
unusuall.Y clear environ~nent of SUpport for evaluation. 

A few problen;/s in conducting the.national evaluation study deserve 

mention. The challerige of the task in establishing a complex program like New 

P~ide at m~ltiple si1Jes w~ Initially little appreciated. Very little start-up time 
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was provided for in the planning. As a result, ,the programs were expected to 

become fully operational within a period of from three to five months into their 

first funding year. In that period" many of them had to locate new facilities 

and/or complete a competitiv~ bidding process to renovate existing ones. 

Failure to provide time to resolve start-up problems affected the 

evaluation study as well. Specifically, there was no opportunity prior to program 

initiation to field test the data collection instruments for their capacity to 

accommodate the enormous differences across sites in the characte~ ,and quality 

of available data. The concern here was wi~I;\:!?:9 .... ~h program service and client 

offense data. The difficulties were exacerbate(hii~~he';~gioning by" :l;penee:f"to 

revise'\the national data collection forms and computer formats several times)n 

order to accommodate extensive cross-site variation in the definition of 

offenses, agencies of referral, and in the content of official offense, records. 

This became a serious problem in view of the need this imposed to modify data 

instruments simultaneously with the need to maintain data recording 

concurrently with program operations. Project directors were concerned 

because they did not have an adequately field-tested MIS in hand when they 

began serving the first clients. 

A second special problem was intrinsic to the scope and complexity of the 

data required to examine the comparative. effectiveness issue across the range of 

client enaracteristicsand program components. In all, 22 data sets were 

necessary. In order to assure the uniform it):' of the information and to maintain 

quality control, these data had to be centrally processed. Arrangements were 

made with local evaluators to retain copies of their own site's data that they 

could analyze with assistance from PIRE, as necessary. However, it shortly 

became evident that the time required for constructing an analytically useful 

data system capable of handling the 'massive volume of data was seriously 

underestimated. 

Because PIRE, OJJDP, and the replication projects were unfamillar with 

the implementation and operation of network-based data ~ystems, everyone 

initially believed that the system would emerge instantaneously, fully formed 
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and documented. WhHe all bought' t h 
. 10 0 t e concept and . 
It could deliver, patience grew thO were eXCited to see what 

10 as the steps and 1" . 
extended period of devel ' rea ltles Involved in a more 

opment became apparent. 

Specifically, the steps inVOlved in " . . 
the Replication Program 'were as fOllows:

the 
10ltlal ;;stabhshment of the MIS for 

1. 

2. 

3. 

4. 

5. 

6. 

7. 

8. 

9 •. 

10. 

U. 

12. 

13. 

14. 

Feasibility study 

Requirements anaiysis 

Hardware and software selection 

Preliminary MIS design 

MIS pilot testing in multiple settings 

DeSign review and revision 

DeSign acceptance 

Program coding 

System testing 

Documentation 

System acceptance 

Training of trainers 

Local evaluator training 

System ~peration and maintenance 
( ,,\ 

Except for MIS development time and th' . 
the data system it .. . e requlred training in the use of 

" was not difflcult to provide eval . 
they needed for purposes of '. . uators With the information 

mOnltor1Og their own . 
collection and data. correctio t ks . progress 10 completing data 

n as , performing sp . al 
them, and providing inform t'.' .• eCI analyses of interest to 

a Ion on clients to management. 
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1 Accomplishments of the National Evaluation 

In successfully undertaking the New Pride evaluation,. major milestones 

were achieved by all participants. Starting early in the project, core staff 

designed, field tested, and refined a sophisticated Management Information 

System (MIS) in order to capture the data necessary for both project 

management and evaluation purposes. Next, a network of remote terminals was 

instituted in order to collect,. store, and analyze data on clients, case flow, 

service delivery, etc. Then the PIRE researchers set up an on-line conference 

and trained local evaluators from 10 cities to use the' system, adapting it to meet 

local needs as well as the national objectives. The system was effectively 

implemented to some degree in all projects. It was fuUy functioning at the seven 

sites which continued into their third year of operation. This level of success 

with such a highly complex technology transfer is unprecedented in evaluation 

history. 

Explicit in the New Pride service delivery system was the assumption that 

various kinds of services would have different impacts according to the types of 

youth being served. ,For this reason, considerable data relative to the 

development of individualized treatment was generated and subsequently stored 

in the data system. As of January 1984, the computerized data base contained 

approximately three-and-one-half million separate pieces of information on . 

1,161 clients and 1,164 comparison subjects from the seven cities which provided 

comprehensive impact data. The system worked best as a tool for evaluation 

purposes, both on the 19c-a1 and the national level. 

The National Evaluation of the.:.New Pride Replication Program has been 

unique because of the compr~hensiveness of its data base. In all possible ways of 

measuring success of a data, collection effort for an impact study, this one 

excelled. The major reason~ were that: 

( ; 

1. Detailed records were meticulously kept on clients' 
backgrounds, services, and outcomes. 
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2. 

3. 

4. 

5. 

6. 

7. 

• 

Thetre r~cords were subsequently checked d d 
entered 1Oto a carefully constructed comp~t~~z:d' d~~d 
system attached to one of the I . a 
computers inthe United States. argest mamframe 

There the records WE!re monitored cleaned 
and the files .. merged :for analysis. ' , and updated, 

At t~~ an~ysis stage:, 166 new variables were created for 
speclflC kin~s of anallyses in addition to the 218 th t 
used from the raw data files Thes a . were 
combined information from two ~r more ~le~~w varIables 

Follow-up of the official records of all . 
~~":,~~~is?n SU~jects involved uniquely th~i:~hY~~!~c~~~ 

Juvem e and adult court files. These searches 
f;:~ t~~~~~~~8~~e.ry six months from the beginning of 

~~~ii~~~s a;'~°:S~ r'ecords were analyzed for the final 
. . cIne year of follow-up after 12 months 

estImated 1O-program experience. Most had two t th years. 0 ree 

Th~ comprehen~iveness of the information collected w 
assisted and reinforced by a uniquely concerted effo~ 
towards that .end .on. the part of both NIJJDP and OJJDP 
program mOnitors. . 

The fOllOWing. table demonstrates the comprehensiveness of the New Pride 
data base. It descrIbes only the data files used in the anal . 
f' I .• yses presented 10 the 
lOa report: Ther~ were many other files used for client tracking and 

mangement l~fo~~atlon that were not targeted for analysis. These include 
sc~edules of indIVIdual curricula, service provider and service capability files 
client names and addresses, etc. . (, , 
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Data Fl!e 

Client Demographics 
Cases referred: 
Cases opened: 

Comparison subjects: 

Intake Survey 

Client Characteristics 

Test Scores 

IISP Files 

Objective Updates 

Employment 

School Status 

Service Delivery 

Juvenile History 
Client records: 
Comparison 

subject records: 

Offenses; 
Client records: 
Comparison 

subject records: 

Exit Survey' 

Termination Form 

Replication Totals 

Evaluation Records 

Total Records 
in File 

1,699 
1,.355 
1,220 

1,034 

1,119 

96,471 

19,825 

16,08.3 

1,105 

2p119 

250,57.3 

1.3,302 

11,059 

15,502 

12,900 

559 

1,142 

447,067 

Records 
Analyzed 

1,167 
724 

87Q 

9.37 

87,587 

16,602 

12,578 

967 

1,786 

202,Q90 

12,28.3 

9,717 

11,589 

503 

1,035 

.360,"'35 
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Variables 
in File 

41 

47 

15 

8 

10 

8 

29 

28 

11 

17 

7 

64 

,19 
i 

.304 

Variables 
Analyzed 

18 

.35 

13 

4 

6 

6 

27 

25 

7 

8 

5 

60 

1+ 

218 
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Each of the elements of the New Pride program was examined in relation 
to 'every other element according to the following model: 

Client LD Treatment Secondary* Primary 
Char<lcteristics -+ Diagnosis ..... Plan • Services ---+Outcomes -.Outcome 

As nearly aU of the data files had to be merged to study the impact of the New 

Pride model on the recidivism of youth served, the work represented a challenge 

, of organization, analysis, and presentation. Because of the comprehensiveness of 

the variables used in the generation of this modeJ, we were able to intelligently 
Cl;ilswer aU of the questions related to client impact. 

* Secondary outcomes were defined as intervening variables between 
the clients and their program experience and the primary outcome of 
recidivism after New Pride. ' Secondary Outcomes included program 
results such as employment experience and academic achievement. 
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THEORETICAL FRAMEWORK OF PROJECT NEW PRIDE 

The theoretical idea of differential opportunity originated with Robert 

Merton (1938) who argued that the social structure itself determines that 

members of. society have differential access to legitimate opportunities, 

depending upon their socio-economic status. In soc:ietiessuch as,our own, there 

is a great cUl:tural emphasis on monetary success for all and a social structure 

which unduly limits practical access to approved means for many. This similar 

cultural emphasiS for the wealthy and the poor combined with differential access 

to opportunities sets up a tension toward innovative prac1tices which' depart from 

accepted social norms,. 

Ohlin and Cloward (1960), building upon Merton's theme, sugges·ted that 

efforts to live up to these universal social expectations often entail pro:tound 

frustration, especially under conditions:that preclude the legitimate achievement 
of socially approved goals. Devia~~e, including law breaking, ordinarily 

represents a search for solutions to problems of adjustment. Alienation, which is 

the withdrawal of attributions of legitimacy from established social norms, is'~ 
necessary condition for deviant solutions to also be d7linquent. 

" The particular form that $ocial devjance may tai(e is at least partially the 

result of the alternatives present in the environment. Whether or not there are 

legitifnate,,, illegitimate" or", no oPJ)()~~n~tl~s".i!t J~, ',' CO~.rr'~~ry"·Ci~termines "th~ , 
cultural 'm~if~sta1:i~~~' 'of ' ~rime. ,,' Strl!<;j:u!'ed'~art~rnatives for delinquent 

solutions emerge depenqingon/~he''1"EH~tive acce~~ibi1ity of illegal means. In 

turn, this acceS!iibIDty /tcf<iilegal means is determined by the degree of 

integration <Jfagei;~els of offenders, and the degree of .integration of 

conventional and criminal values in, the social milieu. If nO structured 

ait~rnatives are present, the frustration is likely to produce aggressior •• 

'. Because of a lack of legititriate opportunities, persons in the framework of 

lower socio-economic clas~ are unable, in terms of ~ither achievement or the 

disciplining of beha,!!9r'f~~cessary f'ar achievement, to acquire the symbols of 
success of the wig~,!~ciety. ,As a result, young persons are exposed to invidious 

.:-"'" i-'P-~ 
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judgments of those who repl"eSent and exemplify the norms of middle-class 

culture. Such persons symbolize power and prestige and are usually found in 

middle-class oriented institutions such as schools. 

" One of the responses avail~b!e to youngsters in this situation is to reject 

the Imputation of inferiority 'and gegradction by emphasizing those traits and 

activities -which distinguish th~!Jl from these carriers of middle-class vali.les~: The 

common response may inaugurate new norms of conduct. A hostile responne by 

the youngster in a high-del1nquency area to his devaluation arises because of the 

;act that the success ~alue, common to the whole culture, has validity for him 

,Short and Strodtbeck, 1965). Seen in this light, vandalism, arson of schools, and 

other acts of defiance are dramatlcdenials of a system of values which the 

dellnquent has internall~ed, but which for the sake of perserving a tolerable self

image he must reject. The mood of rebellion may be created not only by the 

negative judgments of the carriers of middle-class culture, but by the negative 

self judgment as well (Kobrin, 1966). ' 

When a person is faced with a discrepancy 'between his aspirations and his 

achievements, failure may be attributed either to elements external to himself 

~r to ~is own faults. If he attributes failure to the s~cial order (injustice, 
mequahty, "bad breaks"), his mode of adjustment to the condition of stress 

produced by this discrepancy is likely to be delinquent. If he attributes his 

failure to personal deficiencies, his mode of adjustment is likely to be solitary: 

drug addiction, mental illness, etc. Delinquents are persons wh9 have been led to 

expect opportunities because of their potential ability to meet the formal 

established criteria of evaluation and to whom multiple social barriers to 

achievement are highly visible. 

Earlier researchers did find a large discrepancy between aspiration and 

expectation among delinquent populations when compared t? non-delinquent 

controls (Spel'gel, 1966). Merton suggested that this might be caused by parents' 

unrealistic success goals which they, having failed, hold out for their children. 

The high aspirations 'that hav~ been internalized by these children cause 

correspondingly higher stress than that found in children who do not have 
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unrealistically high aspirations, even though both groups may be confronted by 

failure in the inadequate opportunity structures available to them. A major 

intention of' the New Pride project is to reduce the discrepancy between 

aspiration and expectation by providing educational and work experiences in 

which the individual client's successful experiences are maximized. 

SPe.rget(966),.among otr.er researchers, found evidence in suppcirtoi·~he.·,. ,_ ._ .• ~_>::";_:. 
theory of differential opportunities in field research •. According to Fagan, et~a1. 

(l9~H), "Empirical tests of strain theory are generally supportive, indicating that 

these hypotheses explain as much as 30% of de1inqU~fl~ behavior (Elliott and 

Voss, 1974; Brennan and Huizinga, 1975)." It is logical tha\t if resources are in 

'Short supply, the individual would be driven by his aspiratio,ns - whichitn'.$io far 

as they refle<7t,basic wants, are fairly inelastic ;- to accept substitutes. It is 

difficult to<tihcover, however, just how differential opportunity acts to produce 

crime'or other symptoms of social disorganization. This factor is interwove~ 

... 1nt~ the fabric of people's lives in a fundamental way, but a way in which it is 
•. . ' :-difficu1t: to iso~te trom other conditions, such as family disorganization, which 

may themselves ~ results of financial difficulties traceable to the social 

structure. 

In the provision of a multiplicity of services including education and-work 

experience, New Pride is designed to forge a path (bridge some of the distance) 

between cllents and the legitimate opportunity structure. New Pride represents 

an attemp~t to bring client expectations Jrfterms of career ,choices and future 

earning plOwer more 111 line '!.~th:i;their aspiratj~n~. If such services are 

successfully delivered, part!cipation in the program should stimulq,te a better 

goal orifmtation, a greater ·sense of self-esteem, and a new beUef,in these young 
offenders that'they can make a better life for themselves using legal means. I 

1 < 

:;". 

:Educators have argued a similar rationale for the provision of special 
programs to underprivileged youth. nth: imp?rta~ce of producmg an i 

, 'environment which increases acadeq~uc skills .. 1S that. su~cessful 
achievement of educational skills will serve to. re~1Ostate 10 tHe drop-

" .' ".' . bfi! I .. - I' ,11.1 I' out or potential drop-out a pro'!lise thathe,c~Il.,._~"mQr,rnJU~."!-~or~! .. ",, 
in this case means that he can oesuccessful.1O.an area wh~r~ he ~l __ ' 

, been previously unsuccessful. Furthe~ruore, this success w1l1 prOVide 
him with a means to re-enter the mamstream of adolescent world -
the school,and the choices of oppor~unities to follow (Staats and· 
Staats, 1965:40)." 1-32 
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Delinquent youngste:rsare consistently characterized by low self-esteem. 

They are fre~'Jent1y suffering from social .,and psychological handicaps of 

considerable magnitude. ~Vhj!e advanced technology has made younger workers 

relatively dispensable as a:source of productive labor,' it has also rendered the 

types of occupations in which these younger 'w~rkers are qualified to perform 
, (unskilled labor) relatively dispensable t6~ society. Changes in the educational 

. '"., ~d oCcu~~ional patterns have increased the demands on young peof.lle to 
",,- conforri1~--t6 attain more formal ed,tication over a much longer period of time 

-<'. .-

than any era in the past. It has also proportionately heightened the frustrations' 

of those wh'!J feel that they have failed. For 'this reason one of society's major 

problems'is the; question of how to keep the losers playirig the game. For this, 

adequate rewards are nee-ded. The reason for the emphasis on education and 

work as treatment components in the New Pride program is that achievement in. 
both spheres has been seen as essential to status in mainstream society. The 

youngsters involved must be taught not only how to read, spell, etc., but more 
i~portantly~ that they CAN • 

To accomplish these aims, certain assumptions are relevant to the New 
Pride mode!: 

•• 

• 

• 

• 

• 

,:~:i ,':' 

Most of the youngsters concerned are alienated from a student role 
and from school. .. . .... 

.~ i 

Most are not" alienated from the idea of education (Spergel, 1966; 
Short and Strodtbeck, 1976). 

Most are positively oriented towards work (ibid). 

The program mus,t produce and ... maintain substantial education 
without going to school •. 

!h: . pro.gra,!, must have an extraordinary capacity for 
lndlVlduabzatlon (the youngster'sabillty level must be determined 
beforehand and the materials provided at his level)~ '.,. _. 

Const.ant encouragement and successful work and educational 
4xperiences are necessary. 
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The·theory of differential opportunity provides an explicit rationale on 

which the major program elements of Project New Pride can be understood to be 

ba.sed~ Consider edllcation. Specifically, improving academic skills (the 

immediate treatment objective) is viewed as a means for improving regular 

school performarice, which is postulated to increase a youngsterls chances in,the 

system of existing opportunities:!n which he or she, is, now equippedtt)~perate 

more successfully. In turn, this should reduce iny()lvemeJ1i"m delinquent 
_ ,-.:c.--

behavior, thereby lOWering the subsequ:n,tr'i:;;.~of recidivism 4 

... _ ... :::'L': 

" 

If the program does in fact ,a.shi~ve" its initial obj~tive of improving 

academic Skills, in this sense" it is' successful. A~~.une, on' the other hand, that 
, , \' ~ , 

improvement in academic skills is" followe9,:bya reductio(i in recidivism only for 

youths who fmproved substantially, 'to' within t"fo grades below ,their assigned 

grade level i~'SChool",b,lrt"tha.t it does n~t result ~n fewer additiori~lof~enses for 

youth whose ,s~jllle~els represent a deficiency greater than two, y'~ars'~ 'In this 

case~ we have theory support, program support, and we know What to do. 

If academic skill improvement is followed by a reduction in' reddiy.~~tl'!\'onry';; 

for youths who do not return to public school, either t~c~;~~~rYisV;ro~g of .... the 
I ' '';'' .• ';'" ... >' 

public school system does not repres~~"~;.~ c.:mer-ifiln'gful avenue to existing 

structures of legitimate o.ppc:)r.tllfirty'."':it~ork experience during the term of the 

project ~ Jql!Qwe<l"5y:'~~" ~eduction in recidIvism, with those still employed at 

~,,: ;. if~HOW~~~':';howing the greatest reduction, there is s":!pport for the theory in the 

area of'work. Th'at is, work can be s~n a:g;.:aif'e~#ective means by which youth .. 
~. ~ 

are . linked to th~~ existing legitim a teopportunlt~;!struc~ure. 

........ ,. 

:::'" 

{.' 

If neither work' experience nor acadcrmic i"'!prQvement are a$soci~~~)'\:'~~J:L,~" .. ' ..... 
"':. .-' -'-'~ ,,' . _,' ...... ~._~vr 

a reduction . in recidiVism,. and if t~~g!~J~E~rn,~~r~,~y~~~fu!~inprG\11aing both, 
we hay~, a ".caseofptograrn,suc~sf-'and theory Ji;tl!ufe:", The most global 

pr~limin9-ry findings related to theory validation show mi?,ed results at. the = .' 

present time. 
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AND ITS IMPLEMENTATION 
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EVALUATION GOALS AND OBJECTIVES 

The national evaluation was designed to address both impact and process 

questions concerning the replication of Project New Pride. Accordingly, its 

primary goals and objectives were: 

• To develop information regarding client and service issues 
which could be used to refine the New Pride model; 

I 

I 

• To determine under what conditions the program may be 

• 

• 

implemented in different types of jurisdictions. 

To develop profiles of the types of youths served by the 
projects; and 

To document and assess the development, implementa
tion, and results of the projects«, management/self
evaluation components. 

EfCplicit in the New Pride service de:/.ivery system is the assumption that 

various kinds of services have differential impact according to the types of youth 

being served and the individual needs they bring to the prQjects. For this reason, 

considerable data relative to the development of indivi~ual treatment was 

generated, stored, and analyzed by means of a computerized data system 

adapted by PIRE to accommodate information frOm different cities and mUltiple 

jurisdictions. 

The aggregation of data related to types of youths within given projects 

was important to understanding many differences across the various replication 

popul~tions. Using sophisticated data analysis techniques, several kinds of 

profiles of the serious juvenile offenders served by the replication projects w~re 

generated. These profiles, because of the COmprehensiveness of the variables 

used in their generation (e.g., so~io-ec~momic, academic, behavioral, etc.) 

provideo the input for an analysis of w~~t works, for whom, and under what 

conditio~s. Several int~~tl}~ting and unique findings from this analysis provide 

invaluabIe~-=aQditions~~tc5'~1:he"grow~hg body of scientific knowledgeregardlng 

juvenile offenders and their treatment •. 
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Each~ replication's implementation of management-oriented, self-evaluation 

plans were documented. PIRE examined the information output from the MIS in 

relation to the services andprocedur:es being pursued by the program. Given this 

output in combination with interviews and other documentation, the evaluators 

were able to determine the conditions under which the projects could implement 

effective self-study systems and how those systems were used. 

Other objectives concerned the system impact of the projects on the 

juvenile justice system, other youth agencies, and key decision-makers within 

New Pride communities. To address them the national evaluation included an 

intensive juvenile justice system, youth agency, and key decision-maker study 

which focused on evaluating: 

• the extent to which formal referral and communications 
linkages with the juvenile justice system were formed and 
used; 

• 

• 

• 

the extent to which the structure and/or orgq.nization of 
parts of the juvenile justice system changed \ dtoring the 
project's Federal funding period; 

the extent to which the imposition;al response of the 
juvenile justice system to serious juvenile offenders 
changed during the project's life; 

the extent to which projects wei'e able to secure 
continuation funding from sources other than the Federal 
government; and 

the extent to which programs developed 
relationships with public school systems, 
delinquency prevention efforts, and youth 
agencies in their communities. 

sound 
other 

serving 

Recognizing that the funds .available for the national evaluation were 

insuffici~nt to provide in-depth tlssessments at all replication sites, OJl!)? 

selected a three-site set for intensive evaluation. Therefore, a separate system. 

impact study was conducted on an intensive level at the Providence, Kansas . -

City, and San Francisco sites and on a more summary level at the r~maining 

sites. Its goals were: 
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• 

• 

• 

to d~ter~ine t.h<: impact of the project on the 
organlZatlon, policIes, and administration procedures of 
the juvenile justice system; 

to det~rmine the impact of the project on other public 
and prIvate youth serving agencies in the community; and 

to dete~~ine the impact of the project on the attitudes of 
ke~ decIslon-makers towards the community treatment of 
serlC~u~ offenders, and towards the New Pride program 
specIfIcally. 

Objectives of the Local Evaluation 

Local evaluations, or self-studies, were important to the overall evaluation 

of the New Pride replication effort. Project level research staff collected all 

data on. clients, case flow, and service delivery via a Management Information 

System (MIS) similar to that used by Denver New Pride, as part of a self-study 

approach to program management. It was carefully designed by PIRE to address 
the following site evaluation objectives: 

• 

to develop information on the numbers and types of 
youths served by the project; 

to develop information on level and types of services 
provided; 

to .determine the impact of the project on school 
achIevement, remediation of learning disabilities, and 
employment of youths served by the project; . 

to determine the impact of the project on rearrest rates 
of youths served by the project; . 

to determine the impact of the project on the number of 
youths incarcerated; and 

. to determine what types of services appear to be most 
effective for what kinds of youth. 

2-3 



, 
" i 

. , 
,r" 

RESEARCH DESIGN SUMMARY 

The ~valuation design was organized into the following sections: 

Client Impact Evaluation. The first two objectives of the local evaluation 

to develop information on the number and types of youths served and to 

develop the level and types of services provided - were addressed by means of a 

computerize~ Management Information System. 

The remaining four objectives - concerning the impact of the project on 

school achievement, the remediation of learning disabilities, and employment; its 

impact on rates of recidivism,~he number of youth incarcerated; and the 

relative effectiveness of alternative types of services - presented significant 

challenges to evaluation research. 

Although all six objectives were assigned by the solicitation to the local 

evaluation components, PIRE assisted the local evaluators in addressing those 

objectives by developing a common research design, suggesting structured 

methods of data collection, and providing pretested forms and simplified analysis 

techniques. FtJrthermore, PIRE continuously integrated the, results from 

individual projects, in order to study inter-project variations and provide a 

program-level perspective on the initiative. 

!?recess Evaluation. In addition to conducting an impact evaluation, PIRE 

completed a comprehensive process evaluation, which involved the careful 

synthesis of documentation and interviews gathered over the course of four 

years. Whereas in the impact evaluation FIRE i'tudied the influence of the New 

Pride project m()del on the pattern of oufcomes (clientsl1served,youth employed, 
:1, 

and crime prevented) that occurred as a corisequence of program 

implementation; in the process analysis, the way inl which this pattern of 

outcomes,' became established w~ the central issue. ~ua1itative research was 

designed to answer the questions of how such outcomes occurred and what forces 

or combination of events produced them, by exploring how the programs actually 
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dev~loped,operated, and attempted to become institutionalized beyond the 

peno~ ~f F.e~eral support. In the process evaluation, PIRE observed and reported 

the slmliantles and differences whlch existed in and between replication projects 

a.sthey responded to different external and internal contingencies unique at each 
sIte. 

Q " Sy~em ~pact Evaluation. This design addressed the impact of the 
r","pl~catlon pr~Jects on the local Juvenile Justice Systems (JJS), on private youth 

serving a~encles, and on the attitudes of key decision-makers in Providence, 

Kansas CIty, and San Francisco. It called for longitudinal panel data to be 
coUected at two points in time. Th f" '. e lr5t series of interviews was conducted 
during the spring and summer of 1981 after the projects had been funded one 
year. The second wave was conducted a year later. 
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CLIENT IMPACT EVALUAnON DESIGN 

The evaluatIon examined all of the outcome variables from a dual, yet 

integrated and complementary, perspective. The first of these approaches 

examined, the differential outcomes of sub-groups and sub-types of the 

experimental subjects ,q,l:'ly. This part of the evaluation was an internal analysis 

of the juveniles who reCeived the services provided by the program. Its results 

are described in "The Impact of the New Pride Model on Client Outcom~s." The 

second part of the analysis was external in nature and compar(~ the 

experimental subjects with the members of the comparison groups on various 

outcome measures. These results are described in "The Comparative Analysis of 

Recidivism." While these two parts of the study were logically distinct, they 

were closely related and were designed to provide a complete assessment of 

program impact. In combination, this dual approach allo\V~~an evaluation of the 

overall impact ~f the program as well as the differential impact of the project 

for youth receiving treatment. 

The study was based on three groups of subjects - an experim~ntal group, a 

qualitative comparison group, and a :statistical comparison group. It is important 

to note that a complete data set was created only for members of the 

experimental group. Members of both comparisoil groups had a similar data set, 

with the exception of the information on diagnosis and treatment. For these 

groups the only information on treatment concerned the presence of alternative 

treatments and types of such treatment, if any. It is also important to note that , 

the members of the experimental and comparison groups were treated identically 

in terms of the collection of data on the primary outcome variables. Both groups 

were foll~wed' for identical periods of time and information on the same 

recidivism measures were collected on them. 

The data set for the comparison groups was considerably more limited. 

The major reason was that these groups could only be created retrospectively. 

Federal guidelines' on client eHgibility (three prior offenses adjudicated in 

juvenile court) and careful monitoring virtually assured that the projects could 

not select participants from lists of eligibles sent over by the court. All sites 
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had difficulty finding enough cll'ent b 
, s ecause so few . d' . d 

Therefore, the information d 0b d In IVI uals met the criteria. 
escr! e that was r 1 1 \ 

interviews arid testing could b 0 I egu ar Y gathered from 
o VIOUS y not be collected for comparison subjects. 

Client Cba.raaeristi S· 
---;;';;;"';==::::':::=i&~!!5cs!:. mce the most Com let d 

the experimental Subjects thO dO 0 0 p e ata set was collected for 
o ' IS lSCUSslon IS confined t th 0 

bemg. Client characteristics Woo IS group for the time 
ere measured An two I 

characteristics and criminal h' t 0 genera areas - demographic 
o 0 . ,IS OrIes. In the forme 0 

basIC mformation relating t ' r, we were mterested in the 
. 0 age, sex, ethnicity educ to all 

socio-economic status and kO d dO' a lon evel, family status, 
, 10 re variables. Comp h 0 

data was collected in this and th re enSlVE and comparable 
o er areas by means of °d to 1 

and files across the replication. . I en lca format in forms 

The second component of the client ch 0 0 
histories. For each sUbJoect d t aracterIstlcs relates to criminal 

a a was collected 11 
petitions and/or indictments d to 0 on a arrests that resulted in new 

, up a lng all ides ev 0 
information, offenses were grouped 0 h ery SIX months. Given this 

mto t ose that d 
after the intervention of th ~. OCcurre before, during, and 

e program. Smce we ls h d 
the number and typeS of off f 0 a 0 a all available data on 

enses or whIch these youn ' 
referred to Court this inf 0 g people were arrested and 

. , ormatIon allowed us to m 
offenses committed. easure the seriousness of the 

Dia~ Ca c teggries. The second maoo 0 ' 
was that of diagnostic catego ; A J r block .of Information collected 

r .. es. t the onset of th . 
tested and interviewed each 1'nd' 0d I e program a dIagnostician 

IV1 ua referred to f . 
all clients were to be adm100 0 t d ne proJect. During this phase 

IS ere the Woodcock R dO 
the WISC-R or WAIS IQ T t d ea 109 Mastery Test, either 

o es ,an the Key Math Test. On h o· . 0 0 
and an Anterviewprocedure th . t e basIS of thiS testmg 

, e areas of relatlVe str h 
each person were defined and 'd 0 0 engt s and weaknesses for 

areas I entitled in wh 0 h 0 0 
Over all 10 sites about 24:: lC remedlatlon was required. 

, J percent of the New P °d l' 0 
program were diagnosed learning disabled. rl e c lents 10 trye replication 

Post-testing occurred after the intensive 
months long) on the Wo d k phase of the program (about six 

o coc and the K M h 
ey at Tests, which provided 
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measurable outcomes 1n the area of academic achievement. ResLuts indicated 

that substantial gains were made by the New Pride clients. 

Treatment PlanS. The next block of information collected concerns the 

treatment program that· was designed for each of the clients. Since the projects 

provided individualize" treatment. the actual plan varied from person to person. 

A service plan developed at the end of the diagnostic period was collected for 
each of the participants Md made a part of the data set used in the evaluation •. 

In addition. any systematic changes made in the plan during the course of 

treatment was also recorded and added to the data set. 

~ Deli".,..,:l. Having collected information on the types of 

treatment plans that were recommended on the basis of the diagnostic phase of 

the program, the next major data cluster involves the actual treatment provided 

by the project. It should be clear that an underlying assumption to this part of 

the analysis was that there might be discrepancies between the plan that was 

recommended and the one that was implemented •. This discrepancY could be in 

either of two directions _ either the addition of treatment elements not 

recommended or in the deletion of treatment elements originally recommended. 

One of the reasons for collecting updated information on the recommended 

treatment plans was to separate planned from unanticipated changes. 

To accomplish this part of the data collection, the actual services that the 

youth r"""ived were recorded for each subject on a daily basis covering the. 

actual amount of time clients spent in varioUS activities. Again. these included 

such things as ~ttendance at the alternative school and the general subjects 
. . 

studied. employment counseling. family counseling. etC. (over 55 categories in 

am. 
In "ddition to noting the presence of these elements in the actual service 

plan. their intensitY was also of interest. intensitY was measured by such 
variables as service frequency and duration as well as the number of days in 

attendance and the distribution of those days across time. 
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W lch the clients varied was that Another dimension along h' 
exposure to the project. For a variety of reaso . of total 
course while others dropped . ns some chents completed the 

out at varlOUS times and f . 
times and reasons for te ! • • or varIOUS reasons. The 

rmmatlon were recorded f al 
Information built Into the or 1 clients and this 

assessment of program impact. 

Revie~ of Elements in the Model.' . 
kind of information that W 11 Thus far thls report has described the 

. as co ected on' each of th . 
This is. a good time to' e expenmental subjects. 
.. . . .. recapltulate. For the ex . 

detaJled mformation was co!Jected . . _ _.. perlmental group members 

li 

. In each at IOUr g--9~~1 
cent characteristics diagno,.t' . t:;ll .... 'illA a,reas of concern: 

, l) lC categorIes reco d 
actual treatment experience W'th' ' mmen ed treatment plans, and 

• 1 1n each of these I 
variables were measured. genera areas many discrete 

c aracter istics focused on . The client h 
characteristics and criminal h' t' . . comprehenslve demographic 

IS orIes, mcludmg the '1 b 
arrests ~d the seriousness of th ff I urn er and type of prior 
.. e 0 enses. Diagnost' .. 
mformatlon on the results of th t . lC categories mcluded e estmg and the couns I' . 
conducted. The recomme d d· e or mtervlews that were 

. fi e treatment plan cont . ed . 
service plans that were rec d am mformation about the 

ommen ed by the treat 
diagnostic work. It inci d d . . ment staff as a result of their 

u e mformatlon on the 1 
recommended for each client. I e ements that were , as we 1 as the recomm d d . . 
elements .. Finally the a t I en e mtenslty of those 
._ ,c ua treatment given to each Ii 

us10g the service delivery record f h cent was also measured, 
exposure and continuity of sot e project staff. The clients' total 

exposure to the program w 
the treatment components that were received. as me·asured, along with 

The .. information collected l'n thO IS part of the ev l' . 
background against which t . a uatlon prOVided a rich 

o assess and 10terpret th 
provided detailed Informat' e outcome measures. It also 
. . lOn on what happened t .. th . . 
10 terms of desired treatment pIa d. 0 ese chents m the program, 

ns an those that were actually implemented. 
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Outc..-ome Measures 

The outcome measures employed in the analysis were divided into two 

classes: primary measures of outcome and secondary or intermediate measures. 

Since one of the main goals of the New Pride project was to reduce the 

. amount· of crime committed by the subjects of the 'project, we took the primary 

outcome measure to be that of recidivism. Accclrding to the conventional view, 

if the New. Pride replication program was to be,. viewed as successful it should be 

able to demonstrate a reduction in the amouj't of crime committed by youths 

served by the projects. Although this seems like a simple enough goal, it is in 

reality an exceedingly exclusive one, both in tefms of actual achievement and in 

terms of scientific measurement. Nevertheless., recidivism was taken to be a 

primary outcome measure. 

The other outcome measures were viewed as being of a secondary nature 

and were seen as interven~g variables. They were also analyzed as outcomes. 

Among the variables included in this class of events are the following: academic 

achievement (especially for the younger clients), net gains in educational test 

scores, learning disability remediation, and improved employment status 

(especially for the older clients). 

These outcome measures can be viewed as intermediate in two senses. The 

first is quite simply that they are not direct measures of the primary goalo£ any 

delinquency treatment program, ':Vhich is the reduction Of.delinquent~hayior •.. 

The secondls that these variables can be viewed as mechanisms through which 

the treatment offered by the program effects delinquent behavior. In other 

words, a "reduction in delinquency may be related to improvemfmt in educational 

.. attainment or learning disability remediation and it may be on~y through changes 
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in these inte~mediate variables; that changes il? delinquency can be observed. 

Bec~use of thIS status, the interme,diate o~ltcbme variables played a dual role in 

~h~1 Impact evaluation. They w(!re treated as true outcome measures and the 

~mpact of the program in bringing about changes in these variables was assessed 
An.the same fashion as cha 'del' nges 10 mquent behavior were assessed. For 
exampI~, the ,data were examined to see if there was in fact improvement in 

~cademl: achievement or employment status. By collecting and analyzing the 
mformatlon in this manner th ' 

. ' e Impact of tha program' in each of these areas 
could be evaluated., 

, In ,genera!, the' assessment of ,the impact of. the program on these 
mtermediate variables was conducted at two levels Th"e f' t . ' .. Irs was a general or 
overall evaluation in hich h ' 

, w t e varIables were examined for net gains. The 
~econd was an Lnternal analysis that linked the outcomes to the treatments 
Imposed so as to test for treatment effects and non-treatment effects. 

After the evaluation of the impact of the " , program on Lntermedlate 
outco~e varIables, these variables then became a part of the overall evaluation 
model 10 order to assess the impact of the New P 'd . rl e program on the primary 
out~ome meaSllre. In this case, the amount of change in these intermediate 

var~~l~ was used to interpret and explain observed differences in the rate of 
readivlsm. 

Recidivism 

Given the central role that recidivism plays in evaluation, multiple 

measures of it were employed in the analysis. Among these measures were the 
foHowing: 

• 

• 

The proportion of subjects petitioned to Court on new 
chal"~es and the proportion adjudicated or .convicted; 

The frequency of new offenses as measul"ed by the number ?! ti~ew charge~ p.er subject (all petitions and readjud-
1 ... ~. ons or COnVICtiOl1S); 
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• 
• 
• 

• 

The latency to the first offense; 

The "proportion of youth recidivating over time; 

The serious~e~s of the offeri$esfor. which youth have 
again been charged and/or'adjudicated; and 

The proportion of subjects incarcerated • 

Proportion cGi ~biects Recidivating' 

. In this analysis a simple head count is taken oisubjects who did or did not 

recidivate after the New Pride program.: Differences between groups are 

determined by finding~whs.t proportion of subjects recidivate at leas·t once in 

each group. In pri~~iple a simple chi-square test can be used to test group 

differ;nceso Differences between groups in. the amount of time youth were 

followed up, arid in the gender and ethnic compositions of the groups, however, 

require that a more complex analysis procedure be applied to the data. ~ne 
approach to this situation ls to use the data collected on the chent 
characteristics of the subjects, to assess the degree of the selection biasl~s that 

have occurred, and to adjust the data accordingly. Linear-logi$,tic analysis was 

selected as the most appropriate technique in this respect, since it allowed us to 

compare the observed differences in the recidivism rates once the composition 

of the various groups were statistically adjusted for selection biases. l,Jnlike 

most otheravallable procedures, it also has the benefit of being designed._ to 

account for differences in dichotomous dependent measures. '. 

Frequencyq~. Recidivism 

The nUn'iber of times each subject ';~ecidivates is another kind of 

information. It is an indicator of the p;.nount of crime that was c~lT\mitted by , 

the members ,of each group. While ~.tlis mezsure is easy to conceptualize, it /,,1s 

fraught with a number of difficultt~s that must be understood.'" First, significant 

covariates like follow-up time remain uncontrolled- when one simpl}f,counts 

offenses. Second, the .distributions of offenses are highly skewed since mQst. 
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youth who do recidivate do so only once. Yet the amount of recidivism is an 

important measure of dient impact and so it was examined despite these 
problems. 

. ~"~'-
". ' .- ~ ; . 

Latency to the First Offense 

The third measure of recidivism that ;requires discussion refers to the 

distribution of new charges across time. It was imperative that this variable be 

measured as accurately as possible. Prior approache~, in which the proportion of 

failures as of some c':!toff date are compared across groups, were not 

satisfactory.-The'basic problem with these approaches is tha1\ they rely on the 

slngle-point-in-time observation which can be considerably misleading. 

Therefore, some of the techniques used in this research focused on new offense 

distributions through time so as to improve the measurement of recidivism. 

Here is an example of the inadequacy of past approaches. Suppose that 

after 12 months of follow-up the experimental and comparison subjects had 

identical proportions of clients who were rearrested. In a traditional appro.ach 

the two groups would be consider~d equal. Yet it is possibl~ that the rate of 

increase in the rearrest patterns of the comparison group "'was . consid~rably 

steeper than the rate for the experimental group. It is also possible that' the 

distribution across time for the experimental group suggests that their rearrest 

rate is approaching a satu~ation point, while t~~ rate for the comparison group is 

continuio~ to rise. Either of these outcomes would suggest that the 

experimental subjects are more successful than the comparison subjects, even 

though the proportion failing at a single point in 'time is equal for the two groups .... 

Since the primary measure of r,ecidivism employed in this study is the 

distribution of petitions and adjudications over time, it is impor~'ant to specify in 

greater detail how this variable was measured ~nd how It was integrated into the 

overall analysis. As we indicated earlier, the primary problem with' earlier 

studies which used the proportion of subjects who recidivated:. as the measure of 
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outcome is that they typio.lly compared the two groups at a single point in time. 

Yet this comparison can be considerably misleadi~g. 

The next figure shows the cumulative recidivism rates over time for two 

hypothetical groups, A and B. The initial rate 'is higher for Program A at time 

t l' but the rate becomes steady as time co~tinues. For program B at time t 1 it 

has a comparatively lower rate of recidivism, but it increases afte: t 1· The two 

prograr;,1s have the same rate at t 2• However, prc~ram B has the higher rate at 

t. Thus, the evaluator may draw different conclusi~ns at each different 

o~rvation time. It is intuitively clear that a short time period is relatively 

insufficient for the detection of differences between populations. To use a very 

long period, on the other hand, may increase the cost of the study and diminbh 

the utility of the results. 

Program B 

• 

Program A 

" 

eo"mparison of Two Cumulative Recidivism Rates Over nme 
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Except for Maltz and McCleary ( 1977)9 previous researchers on the 

measure of recidivism have used a model which assumes that all offtmders will 

eventually recidivate. This is in contradiction to the empirical finding of Glaser 

(1964, 1968). The well-established statistical analysis in life-testing for censored 

samples developed by Epstein (1953), Cohen (1954), and oth~rs has been applied 

to the system reliability. The split population approach de'/eloped by Maltz and 

McLea:y (1977), in combination with censoring techniques, afforded a clearer 

analysis of recidivism. 

Basic survival al"lalysis involves measuring how long it took for the 

members of each group that did recidivate to do so. Since at any point in time 

data was captured on who did and did not reoffend, and since it was known how 

muc::h time elapsed from the date of case action to the date of the first offense, 

'he proportion of each sample that survived witn! no new offenses could be 

described over time. By plotting these pointsr estimates can be made of future 

recidivism beyond the time of follclw-up. 

Proportion of Youth Recidivating Over TIme 

Analysing the proportion of youth recidivating over time using a time 

series design incorporates many of the better featu,tes of the "time-to

recidivate" analysis described above. In addition, hGlwever, it allows all 

recidivism to be analyzed and not just the first reoffense in what may be a string 

of others. In the time.;.to-reCldivate analysis, once an offense occurs, the 

subjects involved drop aut of tnb analysis for atl future time beyond their first 
, I 

recidivatIng event. Time series designs, or. the other hand, assume. that future 

events are possible and incorp('~rate this possibility in the analysis procedures~ _ 

While much more sophisticated than simply counting crime, these designs 

still have a number of problems in that the same biases remain uncontrolled. 

Time series designs as well as survival functions allow projections to be made of 

future recidivism beyond the time of follow-up data collection. Group curves 
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can be compared to show the length of time it takes before one group starts 

improving faster than another. . 

Offense SM'iousne5$ 

.. ' In addition to the number of officially recorded offenses, information was 

c~ptured on their types and quality. Assume for the moment that :he 

experimental and comparison subjects commit equal numbers of offenses durmg 

the follow-up. Assume further, however, that the offenses committed by the 

experimental subjects were all status offenses while those committ~d by th,e 

comparison group members were all serious violent offenses. Glven trus 

possibility it was necessary 'to measure the impact of the program in terms of 

the quality as well as the quantity of new offenses. 

The use of mean or cluster scoring allowed an estimate, of the seriousness 

of the offenses committed by the subjects of this research in a relatively simple 

fashion. A variant of the seriousness scoring system orlginally created by Sellir) 

. and Wolfgang (1964) was applied to juvenile justice history data. The i~>gex itself 

measures the amount of harm done in a criminal e'v·Ct."lt as a function of modifiers 

such as the number of victims of minor or major injury, the number of victims of 

forced sex, the number of victims of intimidation, etc. 

In cluster scoring, each crime type has a certain seriousness scpre and this 

score is applied to all offenses of that type. Mean seriousness scqres are ~ed 
on scores from previous research done on similar subjects. The most approprlate 

source of such information is the series of cohort studies condl.\cted in 

Philadelphia by Wolfgang and his colleagues. These studies have generated ,a 

data base in which well over 40,000 juvenile offenses have been scored for thelr . 

seriousness, ea.c:h of which captures the variation in ~eriousness that surrounds 

specific offenses. Such scores were applied to the data collected in,this p~o~ect. 
The availability of seriousness scores for experimental and c.omparlSon subjects 

allowed measurement of the impact of the program in terms of the quallty as 

well as the quantity of delinquency committed. 

2-16 
I 

·1 
i , 

\! 
I 

f 
j 

Incarcerations 

A linear .. logistic analysis was used to predict incarcerations occuring 12 

months after case action date. The measures employed in this analysis were 

incarcerations before and during the first 1.2 months after case action date; 

whether or not a filed petition or sustained adjudication occurred after case 

action date; number of prior offenses. (aU offenses, flled petitions, and sustained 

adjudications); New Pride site; ethnic group; gender; age at entry; and time to 

foHow-up. In addition, tests of the relationship of treatment and comparison 

group membership to subsequent incarceration were also made. 

Review of Types of Variables 

The previous diSCussion has presented a detailed description of the types of 

data collected for the impact assessment. These data fall into two logical. 

categories:, those which can be viewed a3 treatment variables, and those which 

can be viewed as outcome variables. 

Among the former are client characteristics,' diagnostic categories, 

proposed treatment plans, and actual treatment plans. By collecting this 

information we were able to determine the types of subjects served by the 

projecttthe types of problems they possessed as determined by the diagnoses, 

and the types of remedial services provided by the projects. Knowledge of this 

allowed us to assess the impact of the program for different types of clients and 

treatment strategies. 

In addition to thes~ background and treatment variables, the evaluation 

also collected information on a number of outcome measures. The primary 

outcome measure was that of recidivism and this was rneasured in terms of the 

proportion of failures, the distribution of these failures across time, the number 

of offenses committed, and the seriousness of those offenses. Finally, a number 

of secondary outcome variables were measured, including variables in the areas 

of educatiori, employment, and learning disability remediation. In combination 
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these variables allowed the overall impact of the program to be assessed as well 

as the differential impact for different types of clients and different types of 

treatment services. 

The Evaluation Design 

The evaluation plan consisted of a series of integrated anaj.lytic steps 

examining the data across the experimental- and comparison gro.ups!. and within 

categories of the experimental group. The analysis began with relatively 

straightforward bivariate analyses and proceeded to more complex models that 

assessed the interaction of the different types of variables. 

For purposes of this discussion, only the manner in which the primary 

outcome variable was assessed is described. However, the reader should bear .in 

mind that the same research ciesign was employed to assess the impact of the 

program on the secondary outcome variables. The specific techniques varied 

somewhat, but the logic of the design was the same for all the comparisons. 

. The simplest form of evaluation consisted of comparing the recidivism 

rates of the experimental subjects with the recidivism rates of the n'lembers of 

the comparison groups within jurisdictions. If. the program is to be deemed 

successful at this level, we would expect that the rate would be 10y'ler for the 

experimental group. 

Since random assignment was not possible in the New Pride projects, only a 

comparison group was available. This made the analytic task more complex, 

since it is not always easy to explain the sources of observed differences. One 

approach to this situation is to use the data collected on the client 

characteristics of the subjects, to assess the degree of the ,selection b~ases that 

have occurred, and to adjust the dat~ accordingly. Linear-logistic analysis was 

selected as the most appropriate technique in this respect, since it allowed us to 

compare the observed difference$ in the· recidivism rates once the composition 

of the various groups were statistically adjusted for selection biase$e Unlike 
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most other available procedures, it also has the benefit of being designed to 
account for differences in dichotomous dependent measures. 

, Thi~ approach was the simplest that could be accomplished, but the least 
1Oformatlve. All it provided was a relatively rough, overall assessment of the 

New Pride program. While this is useful informatior!~ ~he generality of the 

approach detracts from its practical value. Previous literature suggested that 

th~ observed differ~nces between the groups in general would' not be substantial. 
thIS should not suggest that the program be seen as a failure; only that the areas 

of Success and failure were likely to be specific rather than general. Because of 

this,the evaluation concentrated on a series of comparisons internal to the 
experimental group to allow assessment of the specific areas of Success. 

A Model for Initial Internal Comparison 

The internal comparisons 'be.gan on a relatively simple level by studying the 

separate imp'!-ct of each of the background and treatment variables on 
recidivism. The following fig h" . , ure presents t IS model 10 an extremely simplified 
format: For the purposes of this diSCUSSion the following rather extreme 
constraints were placed on the data - that only· one variable exists for each type 

o~ data and all variables are dichotomous. While these assumptions are extreme, 

glven the number of subjects available for the analysis across all the sites, the 

model was extendable to a large number of variables that could be either 
polyctl0tomous or continuous. 

Initial Internal Comparisons 

Client Characteristics 
Diagnostic Categories 
Treatment Plan 
Program Experience 

, 
,. '\.1c' 
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Intermediate Outcome Variables 
• Academic AChievement 
• Employment Status 
• School Status 
• Program Completion 

Primary Outcome Variables 
• Recidivism Measures 
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As this figure indicates, analysis began by determining the relationships 

between each of the variables and the various outcome measures. Client 

characteristics, diagnostic categories, proposed treatment plans, and actual 

treatment experience were related to both the intermediate and primary 

outcome variables. In addition, the intermediate outcome variables were related 

to the primary outcome variables. 

While this is a very basic type of analysis, it played an important role in 

the overall evaluation design. This phase of the evaluation allow~ the research 

to begin to focus on those areas of, the program that seemed to be related to 

successful and unsuccessful outcomes. It also delimited those variables which 

were unrelatled to outcome and consequently, not carried further in the analysis. 

On the other hand, it identified those variables which were strongly related to 

outcome and needed to be controlled in an assessment of treatment effects. 

Finally, information on how delinquency was distributed at this level provided 

usefui theoretical information that set the necessary background against which 

to interpret the observed effects of treatment. 

A Model for· Second Level Internal Comparisons 

The next stage of the evaluation is to move from a series of bivariate 

analyses to a multivariate model in which the interaction of these various types . 
of variables is examined. The next figure presents one of these situations in 

abbreviated format. In this case we are interested in examining the interactioll 

between client characteristics and each of, the other variables in relation t~) 
outcome. Let us examine just one pathway in ·thi~ figure: the link between thi~ 
characteristic of age and the treatment plan in' ~~hiCh employment experienCli! 

,. ' 

was provided. It is possible that the age of the client would be related til) 

recidivism but that there would be no apparent treatment effect for th!~ 

employment experience. 
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Second Level IntemaJ Comparisons 

. ~lntensive Supervision 
Chent Alternative Education~ 
Characteristics LD RemediatiO)rn~:~==:::::===~"Recidivism 

Employment- , 

The point of this analysis is to examine the treatment effect for various 

youth at various ages to see if the employment experience has a specific rather 

than a general effect. For example, it might be quite helpful to the older clients 

who are seeking more permanent jobs, and relatively useless for the younger ones 

who are returning to school. 

While this illustration is a relatively obvious one, and one that we would 

expect to observe, the analytic process of searching through the data to uncover 

inter~ctio~s among the variables is not limited to uncovering obvious 

relationships. Its advantage is that it allows for the systematic discovery of 

interactions that are not at all obvious or expected. For example, there may be 

strong differential outcomes in the effect q£ employment experience for the 

male and female clients. It may not always be clear as to w~y these differc~tial 
outcomes came about, but it is important to identify them so that the program 

can re-evaluate its treatment approach accordingly. 

A variety of associations were analyzed using the approach outlined above. 

The ones discussed are only illustrations .. In some respects the model presented 

in this figure is the prototype of the evaluation model being employed heree 

Overwhelming evidence that the New Pride program works for ail of its clients 

was not an expected outcome. The weight of the evidence in the evaluation 

literature in delinquency suggests that general effects simply do not occur with 

any frequency. That literature does suggest, however, that specific effects do 

occur and that programs like the New Pride program may work for some types of 

people. An important aspect of the evaluation was to uncover and measure these 

specific effects. 
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o e uivalent models could be presented by 
A number of other log1cally q 0 tOcs by those that refer to 

• • 0 0 to client characterls 1 
replacing the var1ables relatmg d Is are logically equivalent to 
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diagnostic categones. u s~n d to discuss them in detail.. 
the one just presented, there IS no nee 

Pr . ect Procedures A Model for Analyzing Impact of OJ 
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tu lly implemented. 
and those that were ac a " I d the treatment plans, there was 

h d" gnOStlC resu ts an 
concordance between tela 0 between the amount of concordance 
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The Impact of Project Procedures 
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measures what is done. Successful outcomes may be linked to the concordance 

of these variables. On the other hand, unsuccessful outcomes may be linked to 

the lack of concordance since treatment elements that are not theoretically 
appropriate are being imposed on some clients. 

.. ,. 

A Mode! for External Comparison 

The final model presented in this section is the most complex: it includes 
all the variable sets we have described. Based on the results of the previous 

i\llalyses, a final set of variables was selected for an overall assessment of the 
diffe\'entiaJ impac;t of the New Pride program. In this case the task was to 

examine the relationships of all of the variables in producing differential 

outcomes. How did types of Clients, diagnoStic categories, and treatment plans 
interac;t to generate different Outcomes? In this analysis a number of nested 

configurations of subjects were created and the outcome measures observed for 

the various groupings. Through this analysis those treatment strategies that 

were most Successful for the various types of clients served by the New Pride 
program were delimited. 

To summarize the section of th."evaluation internal to the experimental 
group, systematic steps were folloWed from simpler to more complex models in 

an effort to identify the differential impact of the New Pride program. 
Beginning with bivariate relaticmshlps, the types of subjects and the types Qf 

treatments that were strongly related to reduced recidivism were identified. 

Based on this information, the analysis then turned to Increasingly complex 
multi-variate models in which the interaction of all of these types of variables 
were considered. 

To. this point in the evaluation design, the internal and el(t!ftnal phases of 

the study were treated separately. That is, PIRE separated. the comparison 

between the experimental and comparison group Subjects frOm compp.risons of 

different subtypes of the experim<llltal.,subjec.;ti.<I:!iit4aSt isslle to dj~cuss in this 
.. ,.... -.-.-~-~--. .. ,'. '~'~-""""-';'-;: ,;;;,;; .... :.;.,-~.~A·:····;.·'f.o;,~'c~.".,,-section<iS~,'l!;j!SgINIf''tI1~evOi'iulrtive strategies. . .. . 
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Since some of the background variables were available for both the 

experimental and comparison groups, the differential impact of the program was 

analyzed by' making comparisom. across groups but within subtypes. For 

example, when a characteristic was available for both groups such as gender, we 

compared the recidivism rates of male experimentals with that of m~le 
comparison group members. The saune comparison was made for the females. 

Recidivism Measm-es 

This brings us to a discussion of the way in which the key variable of 

recidivism was defined. It was measured in terms of rearrests that resulted in 

new petitions in juvenile courts or indictments in adult courts, and new 

adjudications fmd/or convictions. Offenses were measured after c~ients were 

admitted to the program and after comparison subjects were assigned a similar 

case action date. Offenses were again measured 12 months later for both 

groups, when it was assumed that clients had the benefit of the treatment 

experience. 

. New Petitions. The first basic measure of recidivism consisted of rearrests 

that were referred by police to tht;courts for action and which resulted in new 

charges. There ~/ere two reaso~s why this measure was selected. The first was 

that the decision by the prosecutor to charge an individual ~ith a new offense 

was likely to screen out the more trivial arrests and other arrests for which 

there was insufficient evidence to convict (or to, find a "determination of guilt" 

in juvenile courts). This was considered a worthwhile screening of the population 

under study because multiple offenders are often watched more closely and 

arrested more' often than others in their age group who do not have records. :rh~ 
second reason involved the difficulty of obtaining permission to access police 

files directly, particularly it. those cities where there are multiple police and 

sheriff's departments. The concomitant strategic problems of accessing reports 

when they are located, in many offices spread over wide geographic areas was a 

cost consideration. 
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Readjudication. When the study got underway, it was successfully argued 

that from a policy point of view the impact of the program on New Pride clients 

might be best assessed by USing a "harder" measure of recidivism such as new 

adjudications or corNictions in adult court. Several problems have arisen, 

however, in previous attempts to use measures of recidivism involving points of 

discretion deep within the juvenile justice process. In the California Community 

Treatment Project, which ran for over 13 years under several Federal contracts 

through NIMH, such problems eventually became well-documented. Evidence 

concerning the community treatment of youthful offenders who had been sent to 

the 'California Youth Authority, using the recidivism measures of parole 

violations and unfavorable discharges, initially showed spectacular' results in 
\ . 

favor of the community treatment cohorts. More in-depth analysis, however, 

using rearrests as the measure of recidivism, indicated that the overall 

differences between experiment>a! and control groups were due to variations in 

offic:ial decision-making. What had been measured in the initial study results 

was a sort of Hawthorne effect of the 'program which produced, changes in agent, 

as opposed to youth, behavior. 

l.erman (1975) pointed out, 

"It is well known to serious scholars of criminal 
justice agencies that at each state of an official labeling 
process there exists an enormous amount of discretionary 
decision making that occurs as part of the day-to-day 
tasks of the norm enforcers... This kind of perspective 
means that any statistics based, on official data are 
complex measures of J:.oth adult decisions and youth 
be~avior. The further we proceed in the discretionary 
'l~eling process in order to obtain vi('jlational data, the 
greater' Is the likelihood we shall be measuring official 
behavior rather than youth behavior. The ideal solution, 

. of course,' 15 to obtain indications of 'pure' behavior that 
are not tcynted by the decision to complain, the decision 
to record, 'ttle decision to arrest, the decision to revoke or 
suspend parole or probation. Unfortunately, social 
scientists have not produced an ideal solution that is 
applicable on a large scale and that accords with 
scientific standards of reliability and validity. 
Researchers must do the best they can under the 
circumstances (Lerman, 1975:59) ,"., 
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·~~erally speaking, measures involving earlier decision points are superior 

to other types of recidivis~ measures. For this reason, arrests that resulted in 

new petitions or indictments were usedo However, more legally consequential 

measures of recidivism, including new adjudications in juvenile court or 

convictions in adult court, were also used. Aside from their relevance in 

assessing system. penetratIon, these variables are generally considered to be key 

elements in the social definition or labeling process for most offenders. 

Incarceration. Evaluating the consequences of program participation on 

the incarceration rate of cliertts required comparing observations on a statistical 

comparison group which was matched to resemble experimental subjects in terms 

of two criterion variables: the number of prior adjudications and age at offense~ 

Information on new adjudications or convictions and on the dispositions of such 

cases were routinely gathered by follow-up documentation. Decisions of the 

court were noted on forms covering each criminal event in the client or 

c~'mparison group file that was updated every six months. 
- :~. :-~ . ...;--.--

Comparison Groups 

Composition. Two types of comparison groups were generated from the 

complete court file searche$ in each of seven cities. Both, grcups consist of 

adjudicated youth who meet the individual sites' criteria of eligibility for the 

program as it was operationalized for purposes of client intake. The first 1s 

comprised of the universe of all individuals who meet the eli,gibility criteria for " 

the program and who have been scr,eened by at least one kihowledgeable person 

originally involved in the' selection Ol~ clients. The off~cial r!)le of this person has 

varied from city to city, ranging fr<>m the supervisor of pro~l.tion officers in San . 

Francisco to the counseling super,jisor or evaluator eisewht,re. This group is 

called tl;\e "qualitative comparisongroupll because it was designed to control'for 

the discretionary decision-making of projects and courts in the selection of 

possible candidates for the program. 
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The second gro ' 
up IS a quantitatively derived 

called the "s. tatistical comp , set of comparison sUbJ'ects 
, , arIson groupo" It' 

ehglbles defined qualitatively I d IS a subset of the universe of 
. • n or er to define th 

apprQpnate for this group b e matching procedures 
-1 ' anum er of substant' I 

eva uated, and addressed by all la problems were defined 
, core staff and the nt' . " ' 
ISSues and their solutions are dis ~ a lonal adVIsory panel. These 

cussed Ln the following section. 

MatdUn g Strate!!_ Matching was d . . ' 
wide " one on a sIte-by s't b ' varIatIons in Court proced. be - 1 e aslS because of ures tween th " . d' . 
was replicated. For example· " Ch" e Juris lctlons in which New Pride 
d" d' ' ll'l lcago, the avera .'. - " 

a.Ju lcated for the treatment ge number of prior counts 
group was 3.7. In P 

average was 6.2. The 1 ensacola and Providence th 
on y way these differen' ' e 

control for them by match' . ces could be held constant was to 
Ing ~ompanson subject!\ from the sam-e- ClOt" . .. lese 

Because of the well-documented relat' , 
offenses and subject age on th ~onshlp between the number of prior 

e amount of crime " 
new charges, a matChing procedure f h commltted and the likelihood of 
devised that would take them lnt or t e sta.tistical comparison group was 
. 0 account. Subjects h d b 
In order to insure comparability' th ' a to e matched on ~ge 
d' d' , " 1n e maturIty of th 

a JU lcatlons in their crimin 1 h' . e groups. The number of 
a IStorles had t 

examining th~ background f • , 0 correspond so that we were 
s 0 equally serlOllS off d 

selected comparison group s b' ,en ers. Therefore, for each 
u Ject, matching 

hypothetical date of entry ( , procedures establiShed '" 
, or case actlon date) ft ... 

corresponding, in terms of numb f' a er an adjudicated offense 
h er 0 priors and a 

t e treatment group. ge at offense, to a Subject of 

To assure similarity in th 
treatment and comparisol'l e a~e at offense distributions between the 

... I groups, subJects ,were m t h d 
categories of numbers of p , . aCe proportionally within 

rlors. Hence if five 
entered the program with 1 " " percent of the client group 

on y one adjudIcation f' 
group members were matched to th ' lve percent of comparison 
percent of all clients ent 'd ~m at their first adjudication. LikeWise if 10 

" . ere WIth two ad·ud' , ' 
comparIson group were incl d d. J lcatlons, 10 percent of the 

,. .. u e to "start" with ' , 
ComparIson subjects for each cat two adJudlcations, etc. 

. egory were selected on the bas' f"" , 
. IS 0 Slml1artty 
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to the client g!'OUP 1n terms of age at their match~d offense. This procedure 
I' , 

allowed the comparison groups to be smaller while the offense distributions 

remained the same. 

Finally, an adjustment ~!.·as made to control for the "intake lags" which 

occurred in the treatment group. After the last prior adjudlcatlon occurred for a 

client, there was some period of time before he or she entered the program. For 

the treatment groups'at each site this lag time was measured and the median lag 

time was assigned to comparison cases from the same site. The point in time of 

each comparison group subject's matched prior offense plus the intake lag 

assigned provided the hypothetical t.:ase action date for that person. 

Infonnation Collected. The following pieces of information were collected 

on all comparison subjects who met program eligibility by' local definition, but 

had not been referred to the program: 

• 
• 
• 
• 
• 
• 

• 

Name and court 10 number (if available); 

Probation officer's name and teiephone number; 

Birthdate; 

Sex; 

Ethnicity; 

Complete juvenile justice history forms filled out on all 
offenses for which the juvenile was adjudicated or for 
which a site-specific alternative type of determination of 
guilt was made; and 

A separate listing of dates on which other petitions were 
filed which did not result in an adjudication or other 
determination of gull t. 

For the most part, this data wu {;~llected on eligible ('~es occurring 

within the same time frame in which the projects operated. One site with 

special problems, ···"ere aU or nearly all eligible cases were referred, collected 

the information on ... -imilar:- cases processed by the same courts two years prior to 

the implementation of the project. 
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Follow-up Data Colle(..-uon 
I 

Timing. All experimental and comparison subjects were followed J"p every 
six months through the winter of 1984. Additional records were entered for each 

individual charged with new offenses that got referred to either juvenile or adult 

courts for action. Regular updates included all offenses, their accompanying 

case action, and dispositions that were recorded by June 30 and December 30 of 
each year. 

All youth . were followed up through December 31, 1983 and many through 

the spring of 1984. The evaluation design, parti<;ularly the comparative analysis 

of the distribution of recidivism over time, required that three points of follow

up be available. This goal was met for all but a very few clients. From one to 

three years of follow-up time after 12 months of program participation was 

available for every youth. Clients ,:ntering the program in or after' 1983 were 

not considered in the impact evaluation because they did not have sufficient 
follow-up time to be compared with th,'e others. 

Sources. Sources of follow-up information included the assligned juvenile 
probation officers, juvenile court records, and adult court records ,When indicated. 

by virtue of subject age or waiver. Clerks of court, court administrators and 
'. , 

intake units for adult probation agencies \\'e~e other sources a 

!m!: In all instances of recidivism for both client and comparison youths, 
a JUVenile justice history form was filled out. Secondary outcome measures, such 

as diplomas or GEDs received and school attendance records subsequent to 

program participation, were usually followed up by school reintegration 

coordinators for the client group. Such foUow-up provided before-and-after 

profiles as well as indicators of program achievement, the intermediate outcome 
variables. 
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,',l THE MANAGEMENT INFORMATION SYSTEM 

Figure I presents an overview of the management information and data 

processing system utilized in the evaluation of the New Pride Replication 

Projects. It provided the national evaluation team and individual projects with: 

1) an effective and efficient case-tracking and general purpose records 

managemE!nt system; 2) the computer facilities necessary to complete extensive 

research and evaluation studies; and .3) an interactive program monitoring 

capability. The national team provided specifications for hardware and software, 

and for the records required to meet national evaluation objectives and 

standards. However, we recognized that individual sites had particular, 

idiosyncratic information needs. We therefore initiated an MIS design that was a 

collaborative effort, allowing program wide and specific project Information to 

be collected simultaneously. The software used allowed a great deal of 

flexibility in information management. Individual projects could, with sufficient 
, 

training and practice, structure their own MIS, while at the same time proyiding 

essential information to the national evaluation effort. 

Requirements 

Historically, evaluations of projects have been plagued with problems in 

attempting to capture timely, uniform, and complete data sets. Because of the 

"batch" processing orientation of most systems, 'the computer analysis and 

feedback stages typically occur several' wee~._ or months after data has been 

submitted by a project. A typical scenario would involve submission of data 

collection forms, keypunching of data, creation of the data base, pre-processing 

of data (i.e., cleaning and editing data), feedback to project of inaccurate and 

incomplete data, resubmission of data. collection forms, and update of the new 

data base. All these steps are preliminary to the actuQ! computer analysis which 

generates management reports and conducts statistical analyses. Such an 

approach to data base development has often meant considerable delay in the 

feedback of information useful for decision-making purposes .. 

The evaluation of the New Pride Re:plication Program required 

technologically sophisticated procedures for data collection and storage. Given 
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the problems eKpected with existing information systems, it was necessary to 
institute one whicl1 could be responsive to the easy entry and storage of a series 

of data eleinents at several client processing points and whicl1 could provide 

management with up_to-date data on clients. 

one of the first requirements ff'r eacn site was a system for keeping track 

of client progress througn different components of the project and of 

information on juvenile justice histories and neW offenses. Many of the staff of 

these agencies previously nad no regular use of a computer, and little eKperlence 
with computer-based case management or statistical systems. Althougll several 

of the organiZations llad access to local computing facilities, most facilities did 

not maintain any software whicl1 was useful for eitner client tracking or case 

management. 

The Data System 

Effective management of project information was seen as essential to the 

success of this evaluation for two. reasons. First, it was the mecnanism by whicl1 
critical project data were speclflbd, col1~d, and retriev<:d to serve a variety 

of management and evaluation needs. secon,lly, It was related to an additional 

goal of NI3JDP wtlicl1 was to make certain tnat tile evaluation component was 

considered an essential part of the New Pride model, one whicl1 would continue 

beyond the period of Federal support. Tnerefore, pacifiC Institute implemented 

a computer networking system that was designed to serve the management 

information and data proce~ng needs of both the evaluation and of indIVidual 
projects. TIle management information and data processing system adopted was 

optimally designed to surv~~ three constituencies: 

• It could serve each proiectas a case track,\ng. information 
retrieval, and t'ecQrds man,agement system. 

• It could se('ve the national evaluation team and local 
evaluators as a da1~ coUe~tion/statistical analysis system, 
and I 

• It could S«1~rve the project monitor as an administrative 
and information gathering system" 
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The data system was I' k d m e to the M' h' 
througll Wayne State Un0 ° IC Igan Terminal System (MTS> 
, , lverslty and provided f'. ' 

flies 10 the University of (.' h" mgertlp access to most of th 
LVlIC 19an hbrary Th e 

memory of the terminal was 't I · rough a telephone hookup the 
f VIr ua Iy unlimited d ' 
ast, complete, and accurate ' f ' ,an an operator could obtain 

W'th 10 ormatIon without! ' lOUt the telephone connection th A!I.":lWlOg the project office 
ow • e recommended to' 

n memory space of 20 000 ch ermlnal (TI76.5) had its 
~ , aracters. It was b 

otners, whether they were on th t' capa Ie of sending messages to 
of info ' e ermlOal or not at the ti ' rmatlon gathering on all t" me, mak10g the process 

f.&..: OplCS qUick effecti o ",.Is feature, it was able to ser ' . ve, and inexpfmsive. Because 

P
a t" , ve as a vehicle fo r lClpatlng projects and th' r communication between 

, e natlonal evaluat' 
projects themselves. Ion team ~ and between the 

The key challenge fol.'" New Pr'd E I evaluation 
was data intensive (i.e., provided fo th was to design a system that 
at several client processing points) :nd

e 
h cdollection of a series of data elements 

to-d ' a currency (, ate 1Oformation on clients). T ' I.e., was able to reflect up-
at th ' 0 accomphsh these ' e project site itself by alms, data entry occurred 
t ' way of a "remoteU t ' 
ypewrlter-shap.,d piece of h d ermlOal. This is a small 

ar ware to which a 
through any functioning telephone Th parent com puter can be linked 
both ' • e remote dat project staff and the eval a entry approach provided 
, uator with . 
mformation. A major benefit w' ,accurate, complete, and timely 

as Its location at th . , e project site itself. 

In addition to· using remote data entr ' needed an interacti y via teletype terminals the MIS 
ve system (one which ' 

conversational mode) that responded to the user in 
f < was cost .... ffective n d a 
or statistical analysis file m"'; t ' a extensive software packages 

1 ,_n enance and r 
or ented (i.e., could be util'z d b eport generation, and was user-
M'ch' ,Ie y nonprogrammer) Th 

ligan Terminal System {MTS> th s • rough the use of the 
it ' e local evaluator h d 

so ware for analysis and report' s a access to extensive 
t generatlon purposes I ° ensure confidentiality of data ~ we I as security systems 
u d' sets. Components of th 
se 10 the evaluation are described b 1 '. e MTS system that were 

Terminal System Is appended to th' e ow. A general overview of the Michigan 
.' IS report. 
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MICRO: THE DATA BASE MANAGEMENT SYSTEM 

The MICRO data base management system was selected for use by each 

New Pride project as a records management and report-generating system. 

MICRO also served as a tool for abstracting evaluation data from operational 

data and transforming the end pr9duct to analyti~al form. 

MICRO is an interactive relational data base management system 

originally developed for the U.S. Department of Labor. While a relational data 

\':base system is simple in operation, it can handle any type of data structure~ 

(iMost record management systems are based ona single file - one record for 

each client - but some records management systems can handle hierarchical 

records, in which a client record may have repeating groups of subordinate 

records. For example, a subordinate record might be generated for each 

counseling intervention made on behalf of the cIlent. 

Hierarchical systems cannot handle more complex Ilnkages. A cIlept is one 

of several clients in a program. fi~ or she is one of several students in one or 

more of several classes in a school. He or she is one of several members of a 

family which may include other cIlents or students \v', similar linkages. MICRO 

was able to handle and manipulate aU of these and:~ .Jr linkages, and made it 

possible to retrieve data on students, familIes, schools, offenses, and 

interventions. 

Retrievals were made on the basis of direct or indirect information. ' 

Direct retrievals were on the basis of characteristics of the item being 

retrieved. The request, "List the cIlent identification numbers of boys between 

15 and 17 years of age," is a direct retrieval since it is based on the 

characteristics of clients. The request, "List the client identification numbers of 

tsoys who have fathers or stepfathers living at home," is an indirect request. It 

implies' a direct retrieval on fathers or stepfathers and indirect retrieval on boys, 

via sex of clients. Both kinds of requests can be made in MICRO usin,~ fewer 

words than are required here to describe them. 
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File Design: The design, testing, and redesign of data files was 

accomplished by the New Pride national evaluation staff at PIRE with input from 

users across the United States. A file was established for each type of 

information of interest to the program or to the evaluation. A file corresponds 

to a set of observations of a specific kind. The file called client demographics, 

"CL-DEMOG" for example, contained variables such as BIRTHDATE, SEX, 

ETHNICITY , CLIENT-10, as well as referral and intake information. Other files 
included: 

CLIENT-NAMES 

CLIENT -ADDR 

CLIENT ",CHAR 

INTAKE-SVY 

SCORES 

NEEDS 

OBJECTIVES 

SERVICE-PLAN 

NEED-QBJ 

SERV-QBJ 

SCHEDULE 

OBJ-UPDATE 

EMPLOYMENT 

SCHOOL-ST AT 

JUVl'HIST 

OFFENSES 

(client addresses) 

(client characteristics) 

(intake survey) 

(test results summaries) 

(problem areas) 

(treatment objectives) 

(services planned) 

Clink file of needs and objectives) 

(services planned and objectives) 

(individual curriculum) 

(on'going status of objectives) 

(employment status) 

(school status) 

(juvenlle justice histo,ry) 

(multiple charges per criminal 
event) 
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SER VICE-DEL 

SERVICE-PROV 

SERVICE-CAP 

EXIT-SVY 

TERM-FORM 

(includes basic intake, casework, 
counseling, alternative education, 
and employment service delivery 
records) 

(service providers) 

(staff service capabilities) 

(user survey of client satisfaction 
with the program) 

(termination form) 

This set of twenty-two data files provided the structure for making 

retrievals on the basis of any combination of client, family, service, or outcome 

information. Files can be linked to other files using a simple one-line join 

command, "JOIN CL-DEMOG by CLIO (client ID) WITH JUV-HIST 13'1 CLID.
i
' At 

this point MICRO would create a temporary file which was a composite of the 

two, referred to as "it." if the analyst wished to link additional files for purposes 

of more elaborate -kinds of analysis they typed, "JOIN IT 8 Y CLIO WITH IISP (or 

other identifier of the desired file)." Additional join commands were used to add 

any of the other desired client files in exactly the same way. Finally, naming 

the temporary composite file constructed by this procedure, e.g., "NAMEIT Ai' 

turned it into a single file that could be set up for statistical analysis. 

Moving into the l"ecommended statistical package, MIDAS, was also quite 

simple. While still in MICRO, let us assume that file "A" needed to be written 

fnr analysis. Using a slelect command, fields having character strings (text, not 

numbers) could be delt!ted from the dataset that MIDAS would read. The 

statistical package was run only'after the composite file was constructed and the 

datasets to be used in the analysis were pulled from the MICRO dictionaries into 

a format that MIDAS could understand. Since MICRO and MIDAS are 

compatible, many variables defined already in MICRO could produce a MIDAS 

system file of selected variables that could be analyzed statistically. 

Files were designed, implemented, extensively field-tested in multiple 

cities, streamlined, and restru6ured by the research staff in consultation with 
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local evaluators, service providers, and OJJDP staff. Programs to generate 

management reports from these files, called macros, were also created and 

successfully utilized on a local level. Each local evaluation used its own copy of 

the files, and had full C( Introi of access to it. Others could have access to these 

local files only with the permission of 'their custodians. 

In the New Pride initiative, each local evaluation used its own copy of the 

files and had, fuU control of access to it. Others obtained access to these local 

files only with the permission of their custodians. Each local file containe,d a 

core of "national" variables which provided the data for the national evaluation. 

When desired, sets of "local" variables were added to the file definition. Many 

such modifications were accomplished. In return for providing a common set of 

data, each local project had access to a data management system which was 

tailored to its needs. The local evaluators had complete control over their 

copies of files, and were able to add variables to the data base as they wished. 

However, at least initially local evaluators did not have the detailed knowledge 

of MICRO's file definition system and required technical assistance. PIRE 

assured. that seasoned TA providers who were familiar with the data system and 

its uses conducted training on the system. In addition, PIRE developed unique 

training materials for novice users. 

Data Entry: MICRO includes a batch and interactive data entry system. 

Data could be entered from the terminal in response to prompts from MICRO. 

Alternatively, data could be entered into an off-line device or a computer file 

and fed to the MICRO data entry system. In either case, MICRO checked 

automatically for invalid and out-of-range data. This feature enhanced data 

. quality overall. 

Retrieval and Report Generation: The retrievals and reports from MICRO 

were made by local and national evaluators. MICRO included facilities for the 

generation of formatted reports from its data bases. Arbitrarily 'elaborate 

reports could be produced by using MICRO reports as input to a text-formatting 

system, which produced one or .more pages of text for each line in a MICRO 

report. ~is system was used to produce such things as cover sheets or mailings 

of letters to parents or juvenile authQritif!s. 
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The fact of principal concern for program managers was that their 

evaluation ~taff, with a limited amount of training and with no programming 

experience, could generate the r~ports they needed to monitor and manage their 

programs. The capability was flexible and inexpensive. As often happens in a 

management information system, the user discovered additional data, or data 

relationships, that he or she wanted to see on reports, once they began using 

them for decision making and problem solving. The simplicity and flexibility of 

MICRO permitted easy modification and reformatting of management 

information reports, thus creating an adaptive feedback system in which the 

reports became increasingly useful for the program managers and staff through 
successive iterations. 

Generation of Statistical Files: MICRO is a data management and 

information retrieval system. While it can generate cross-tabulations and 

reports, it was not designed to produce such t.hings as regressions and other 

analyses of variables. Statistical analyses of MICRO data bases were most often 

accomplished with the MichigCln Interactive Data Analysis System (MIDAS). 

MICRO was used to retrieve information on individuals while the purpose 

of MIDAS was to produce aggregate statistics on a set of data. Note that this 

division of labor neatly solved problems of data confidentiality. MICRO files 

were accessible only to authorized personnel. The national evaluation staff 

requested (and were granted) access to local files to help solve MICRO problems 

and to obtain data. for the national research data files. The NAMES and 

ADDRESS files had special status, however, and could not be permitted to or 

accessed by anyone other than the local project personnel. 

National statistical analysis files were constructed by the national 

evaluation staff. When local evaluators gave access to the MICRO files, and 

there were sufficient data stored, the national evaluation staff cou.id generate 

the MIDAS versions of local files. Local evaluators were also given the option of 

generating their. own MIDAS files. This process was not difficult, consisting 

almost solely of typing "WRITE FOR ANALYSIS ON CL.MIDAS ALL BUT (fields 

with character strings or text) IN CL-DEMOG". This MICRO command would 

2-38 

r;.~ . 
. '" 

'\ 

" 

- , .... '~,- - '. . .. ,:-;:. ,,~. " , f 1'/ 

create a MIDAS file called "CL.MIDAS" w.~ich contained all of the numeric data 

. in the IiCL-DEMOG" file, excluding only the fields with text. The national staff 

then merged all the local files, added a variable indicating the project each 

observation came from, and analyzed the available data. 

There were significant benefits to the cooperative analysis of a national 

statistical file or files. The data management could be carried out by a small 

technical staff for the benefit of all analysts. Since each analyst was working 

. with the same file, there could be exact replications of analyses without the 

question arising of "Which version of whose file were you using?" Analysts were 

able to communicate their results to others for comment either privately via 

CONFER message or publicly via CONFER items. 

CONFER: The Teleconferencing and Message System 

The CONFER teleconferencing and mess.age system provide~ the 

administrative and communications environment for the MIS. CONFER allowed 

groups of people with common interests to share information and to exchange 

messages. Among the many CONFERences presently operating on the MTS are. 

discussions of word processing, data base management systems, and micro

computers. Other CONFERences are used as media for technical assistance to 

MTS users, and as tools for project management. A CONFERence founded and 

managed by Pacific Institute linked all the participant~ of the Project New Pride 

national evaluation (including the ten project sites, the national evaluation office 

and consultants, thete~nical assistance contractor, and the NIJJDP Project 

Officer).. co\ 

The CONFERence consisted of a series of public "items" and prhrate 

messages. . An item is a short article of general interest to CONFERelrtCe 

members. Any member of the CONFERence may enter or read and comment on 

an item. Items were used to provide technical assistance and to make general 

announcements. Issu'!s were ustlally discussed in a series of items entered by 

several participants. Figure 2 is an item from the New Pride CONFERence. 
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CONFER was an essential component of the management information 

Th CONFERence was used to keep local evaluators informed of the 
svste!m. e 
;rogress of the evaluation and of each others' progress. Local evaluators "~er'e 
able to discuss issues,trade evaluation ideas, and ask and oUer "hel~" In ~dd1t10n, 

bership in the CONFERence provided continuing commUniCatlon wlth other 
mem d "th the national evaluation staff that reinforced the local 
local evaluators an Wl . d th " 

" b d up 'and improve elr evalua&:ors' feelings of belongmg to a roa er gro , 

motivation to collect and enter data on their clients. 

Th~ CONFERence was also used as a medium for progress reporting. The 
" "CONFER. as a management tool showed that 

experience of other projects uSlOg "" d 
, " " e important Informatlonal an 

periodic progress reports filed as pubb~ Items wer 

motivational tools .. 

Example Conference Item 

Item 125 17:44 Febl3/81 4 lines 
Alice Magee 
KID LUNCHES 

. Id rk t know what the other sites are doing 
We at ~ans~ N~~ Prl~: :: kid~ ~ri~g their own lunches? Do you have 

~::~~e!U~~~er:~? t ;0 you· turn them loose? Thanks for your input. 

5 Discussion votes 
Don Davis: A OUR KIDS STAY ONLY MORNING OR ONLY 

HERE IN PENSAC~ivER WE GIVE THEM A CAKE EVERY MONTH TO 
~~~~~Nf~~;.~OBIRTHDI;\yS, AND A LOCAL BAKERY DONATES THE 

CAKE. 
John Holton: " f the free lunch program. We let 

The majority of our clients qual1fy or 
. them eat lunch at a local high school. 

Helena Lon~: "d both breakfast and lunch for our kids. Here 1n Boston, we provl e . 
.. Theresa Roth: l"f f freta lunch We work with the schools and pick 

Our kids also qua 1 y or,a .. " : 
up lunches and bring them to our facll1t'~ for lunch. 

Dolores De L~on Dozie~: Sch 1 Department provides and delivers hot lunches. 
~u;r~:~:~~~e'Dir:ctor O~ys' th'lt may be so for every project, for more 
information, call (us).... ,. 
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MIDAS: THE STATISnCAL SYSTEM 

The Michigan Interactive Data Analysis System (MIDAS) is a fully 

intera(~tive statistical analysis and data management system. While the 

Michigan Terminal System (MTS) supports SPSS, BMD, P-STAT, SAS, OSIRIS, and 

other statistical systems; the power, economy, and ease of use of MIDAS has 

made it by far the most generally used MTS statistical system. An interface 

between MIDAS and MICRO, the relational data base management system, 

produced a statistical system of unique power, abl,~ to handle fi1~s of almost any 

conceivable structure. 

Although MIDAS can be used as a batch program, it was designed to be 

\J.sed from the terminal, and is thus more appropriate for use by those who are 

remote users of MTS. MIDAS provided a fuU range of parametric and 

nonparametric statistical procedures; as well as a powerful data transformation 

language. While we encouraged the use of MIDAS, evaluators and analysts used 

other statistical systems if they preferred. 

It should be pointed out that if an evaluator had a strong preference for 

statistical systems other than MIDA!S, the raw data. stored in MICRO could be 

prepared for these other packages as simply as ~or MIDAS. Even when 

alternative packages such as SPSS were preferred, the user could take advantage 

of MIDAS' superior data handling capabilities to prepare and modify the data 

base before,!actually processing it on SPSS or some other system. 

DATA PRIVACY AND SECURITY 

Local program managers expressed legitimate concerns about the privacy 

and security of their data. Their concerns were heighteoed because their data 

was stored far from the¥ p~gram offices on a computer which was shared by, a 

large clientele of other uSer~. One of the main reasons f~r choosing the MTS was 
its high degr~ of data privacy and security. 

Privacy is the ~bi1ity to keep unauthori~ed persons from reading or 

modIfying data. MTS has proved to be extremely strong In maintaining the 
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privacy of its users. An elaborate system of access control allows the owner of a 

data file to permit and denr others access 'to it. 

A new file begins life with a permit status of UNLIMITED to its owner and 

NONE to others. Among the forms of access which may be extended are: 

READ, READ-WRITE., WRITE..,EXTEND, FULL, and many others. 

(WRITE-EXTEND allows one to add to the end of a file, but not to read it or to 

modify what is alread<, in the file.) 

Access may be extended to everyone on MTS, to the members of an MTS 

project, or to individuals by user ID. It is even possible to allow access to a file 

only through a particular program. For example, the command PERMIT 

EVOATA RW XABl, R ABC2&:PKEY=STAT:MIDAS, NONE OTHE.RS allows user 

XAB 1 to read, copy, and write into the file called EVDA T A. User ABC2 cannot 

modify EVDAT A~ and cannot even read it unle5s he or she is using MIDAS. No 

one else' _using MTS (except the owner.) may have any access whatever to 

EVDATA. 

There have been many attempts at penetrating MTS by classes, research 

and development projects, and by unauthorized individuals. Each vulnerability of 

the ~ystem discovered in the course of a penetration attempt has been closed by 

the maintainers of the MTS. Although it is not possible to be completely certain, 

the current understanding is that no penetration attempt, including those by 

computer securi~y experts, has ever resulted in unauthorized access to another 

user's files. Unauthori~ed access to other user's flles has invariably come from 

the discovery of passwords which were left in public places or in file'iii permitted 

to others .. 

Data security is the system's ability to preserve the files of its users. The 
, . , 

MTS offered a. high degree of data securitYe Si.nce MTS users ed~tthe original 

copies of files, loss of communication does ''lot cause the l()~/ of data files. 

(Systems such as TSO and WYLBUR use "editfJr copies" of files which are often 

los't if there i,s a system stoppage in the cour~~ of an editing session e) 
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MTS has both system and user facilities for the backing-up of data files. 

Users may archive files to and restore files from their own tapes at any time. 

Each night, aU files which have been modified during the day ar<.! archived to 

tape by the Computing Services Center. Ev~ry Saturday night, the entire 

contents of the file system cLre archived to tape. Users may request any of the 

archived versions of any of their files to be restored to the disk. Thus, any file 

which has remained on the MiS overnight has proof against loss or inadvertent 
destruction. . 

Cata Quality Control 

• Keying Errors. The major source of. errors were usually keying errors 

as the da.ta were entered. The most effective way to correct ~"eying errors was 

to verify the data by re-keying and comparing the two data entry batches. The 

MTS has excellent facilities for performing such comparisons and for correcting 

keying errors. However, no computing system has facilities for convincing data 

managers to re-key and verify each new batch of data. Only the local project 

manager could pr~scribe and enforce such a level of data verification. 

In [ll'actice this was not often done. What actually happened was that the 

I"iational evaluators provided continuing feedback to projects on items of 

information that were keyed inappmpriately. The dient 10, the file name, and 

the field were specified and the loca\ evaluator ~sked to change the entry so that 

it was accurate. No one ever refused to respond appropriately to these requests. 

The~e error files were used by both national and local evaluators to monitor the 

records manag~rr • .:nt efficiency of each participating site and the quality of the 

Qata~ 

~ Syntac~ic Errors>~ The MICRO data entry system automatically 

checked f('lr such syntactic errors as alphabetic characters In numeric data fields 

and none:dstent categories. Since syntactic violations had to be corrected prior 

to the data batch's entry into the MICRO $ystem, 't:hey were rekeyed before 

acceptance into the file. 
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, t that data was submitted in timely 
• Timeliness,. It was 1mportan . l ation data were identified. 

. aintain and subm1t eva u 
fashion, and that fa.11ures to m . . ' ch data file were counted 

t red into the system 10 ea 
The number of records en e Periodically, reports of the 

JOP d to project evaluators. , d 
arid submitted to NiJ an . cis' each file were submltte 

" . e number of recor in , 
minimum, maXimum, and <,!:verag . . f the number of records 10 the 

along with a count a . ' 
to each project manager" .• '. ed h 'dentification of problems 10 

. 't This facllltat ' t e 1 • 
sq,me files from their own 51 e. hile encouraging prioritized activity to 
information collection and data entry w 

solve them. 
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TRAINING AND TECHNICAL ASSISTANCE 

The evaluation of the New Pride Replication Program needed to be built 

upon a working partnership developed between the national evaluation team and 

local projects, a partnership from which both parties would benefit. While local 

projects developed their capability to manage information effectively, the 

national evaluation benefited from local project input and from the vested 

interest the- projects developed in assuring data quality. The mechanism through 

which this partnership was fostered and nourished was the training and technical 

assistance provided by the evaluation staff. 

Needs Assessment 

Despite their diversity, the New Pride projects had some common needs, 

including technical assistance, case management, project reporting, and the 

provision of evaluation data. 

In.ltially, local evaluators required a Sl~bstantiaL amount of technical 

assis'~ance to become familiar with the system and its capabilities, to learn how 

to enter data, obtain assistance over the conference, and acquire useful 

documentation. They further needed help in setting up a workable and timely 

system of paper flow for data collection, <md in establishing the experimental 

procedures for their own evaluations. PIRE developed original materials for 

nov!c~· users, based on its experience with this need. As the New Pride: sites 

gained experience on the system they became va.l~able technical assistance 

resources for each other. 

The purpose of training and technical assistance activities of the national 

team was ~o assist project staff to understand the objectives of the evaluation 

and MIS, to adapt the MIS to provide local iniormation for self-studies, to 

develop appropriate data collection/analysis forms and procedures, and develop 

necessary and u$efut~~ports. At the. same time, the national team was provided 

with additional perspectives to guide the overall evaluation design. An 
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important result of training and technical assistance was capacity building at the 
• 

project level 1n operating the computer system, managing program information, 

accountability, and client tracking. 

In line with these purposes, a number of specific objectives for the 

training/technical assistance effort were specified. AU of them were met: 

• Provide project staff with an understanding of the ov'erall 
purpose and scope of the national evaluation and the 
management information system; 

• 

• 

• 

• 

• 

• 

• 

• 

Assist project staff in developing a set of project-specific 
management information objectives, in interfacing these 
with the objectives of the national evaluation, and in 
adapting the MIS to meet these objectives; 

Provide local evaluators with an understanding of the 
operations and procedures of the MIS, and provide "hands 
on" experience in using the system; 

Assist project Sitaff in ul'!derstanding data collection 
procedures and forms; 

Provide project staff with an understanding of impact 
evaluation design and implementation; 

Provide project staff with an understanding of pr.ocess 
evaluation design and implementation; 

Assist project staff in translating management 
information objectives into useful reports; provide "hands 
on" assistance in developing speCific analysis objectives 
and procedures; 

Provide local evaluators with an understanding of 
computer..assisted data analysis options, and provide 
"hands on" assistance in developing specific analysis 
objectives and procedures; 

Provide project staff an opportunity to share approaches, 
progress, successes, and problems with and receive 
feedback from other projects; 

Provide specific information and recommendations to the 
national evaluation team to guide the design and process 
of the evaluation. . 
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Technical Assistance Products 

National E·~a..uation Training Manual 

Everyone needed a dear understanding of the research design to be 

implemented and the goals and objectives for the national and local evaluations. 

In January of 1980, before the local projects were funded, PIRE issued to each 
site a research design manual providing the following information: 

• Overview of the New Pride Evaluation 

• 
• 
• 
• 

• 

• 
• 

The Process Evaluation Design 

The Impact Evaluation DeSign 

The Intensive Site Evaluation Design 

Roles and Responsibilities of National and Local 
EvaluCif,tors 

Roles and Responsibilities of Project Directors in the 
Evaluation 

Confidentiality and Protection of Privacy 

The Data System 

Data Manual 

Another key product of the training/technical assistance effort was a 

.project training ar . .:I data manual that was provided to all participating sites for 

ongoing reference. The manual; designed for self-study, provided information 

useful to project staff at all levels, and was organized functionally so that a 

given staff person could quickly find and extract what (and only what) he or she 

needed to know to expand his/her knowledge or perform a given task. For 

example, a project director who wanted to find out 2!h!! data were required by 

the MIS, and ,whY they were collected, could refer tQ the MIS overview section 

on MIS data needs. A local evaluator who needed to find out the procedures and 

commands for providing an update on offenses committed by project youth could 
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refer to the data entry section on submission requirements and specific entry 

procedures for this type of data. 

A failing of many manuals seeking to describe information systems is that 

they appear to be written for data processors rather than system users. In highly 

technical language, they provide a great dea.l of information on systems 

configurations and capabilities, and seem to ignore the fact that what project 

people want most to know is what the system can do for them and what they 

have to do to make it produce. We therefore rewrote system documentation in 

simple English rather than in computer-technical jargon, with the needs of local 

staff firmly in mind. 

In the spring of 1984, a neVi streamlined version of the MIS, data. files, and 

documentation was developed. A comprehensive User's manuaJ was produced 

with sections designed to serve different needs. Each section could be bound 

separately. MIS purpose, forms, and instructions were described for Project 

Directors and staff (See example from Appendix n.) Instructions about the data 

system, data entry, and repor~ generation were rewritten from the original 

versions to. serve as t.raining materials for loca.l evaluators. Data element 

dictionaries were included that document all of the data files for ongoing 

reference by evaluators. Therefore, the revised data manual was actu,ally 

comprised of three separate manuals: 

• An MIS Manual 

• A Training Manual 

$ A Users Manual 

Early in the New Pride Replication Program, essential elements of the data 

manual were developed, pilot tested in several jurisdictions, revised several 

times, and provided to projects within ten months of action project funding. The 

document was not "fixed in ~tone" at that time, however. Its functional 

organization allowed it to evolve throughout the life of the program, based on 

individual project's needs and local staff requests. Essential data collected for 

2-48 

i'7 
i 

1 

lJ 

! 
~: 

'\ 

1 
\ 
tl 

i , 
( 

I " 

\: 
Ii 

'] 

····1 

; 
,j 
') 
J 
j 

, 

j 

.0' 

research purposes remained unchanged, however. Several minor modifications 

were made as projects gained experience with system use. All modifications 

were approved by NIJJDP and resulted from discussions with local evaluators and 
project directors. 

As the MIS became operational the system itself was used as an extension 

Qf the training manual. The format of the programs on the system could be (but" 

did not have to be) interactive, or self-instructional. The process of creating a 

file automatically pl"ovided instructions to the evaluator for entering data into 
the file. 

As an example, consider the case of a project evaluator who wished to 

enter the reqUired information on a new case. He or she simply typed, "Enter in 

Refer" on the terminal. The terminal would respond with the name of the first 

data item, in this case, 10 number. The evaluator then entered the number and 

the terminal would prompt for the next data item, the individual's name. This 

process continued until all the items in the record were entered. The system 

automatically provided a quality-control of the input by rejecting errors that did 

not conform with the standard descriptors set up for the variable. As evaluators 

gained experience, they entered information into their memory terminals off

line, but in the correct order. Then they dialed Telenet, secured a main frame 

connection,p and "burst" the data on several clients at one time into the file. 

Training/TA Design and Delivery 

The 'design of the training and technical assistance. provided by the 

evaluation staff had to be rigorCllus enough to accommodate the transfer of a 

great deal of relatively technical informat.\on and at the same time be flexible 

enough to accommodate a wide varietYQf project capabHlties and needs. 

Project directors and evaluators from different jurisdictions brought to training 

sessions a wide range of background and experience in evaluationo Few had any 

experience with the use of client and service information for management 

purposes. Moreover"none had any' experience u.sing remote terminals. In this 
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environment the national trainers, as they instructed projects on how to use the 

MIS, had to continually adapt both the information they presented and the level 
of sophistication at which they presented it. 

The data manual provided a complete description of the MIS and of the 

procedures necessary to implement it. Training. sessions ~oncentrated on 

providing assistance focused o~ specific components of'the system, including the 

development of data coUection-analysis procedures and forms, as well as MIS 

operation and reports. Initial PIRE staff orientations and training sessions 

helped clarify and standardize the training format ~d process. The full range of 

trainlng/T A objectives were eventually met through a mixture of operations

focused training events involving local evaluation staff and some project 

directors, individual site visits focusing on the concerns of specific sites, and _~ 

continuing conSUlting via the national teleconference. A brief description of 

each type of event compriSing the overall effort is provided below. 

Orientation and Training of Trainers Session. The consultants initially 

made available for T /T A activities represented a highly professional and 

knowledgeable pair of individuals from Multiple Technical SerVices Associates, 

Inc. Their level and range of expertise enhanced the likellhood of successful 

adoption and implementation of the MIS in each unique jurisdiction. The national 

evaIuatio~ staff at PIRE participated in orientation and training sessions 

conducted by MTSA that developed their proficiency in the new computerized 

MIS system. These sessions also enhanced generic trainlng and group facilitation 

skills, allowed for the sharing of spet::ial proficiencies, and produced a 

standardized format for the upcoming t.raining of local evaluators. These 

sessions took place during the first two months of action project funding. 

Training Events. Two training events for local evaluators were conducted 

during the first project year, one on the West Coast and one on the East Coast. 

These week-long sessions provided intensive instruction in such areas as data 

collection procedures and form deSign, as well as in the operation of the 

comput:r system. They also provided opportunities for smaU group planning and 

problem solving. Project directors were invited to attend as well, in order to 
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enhance their understanding of the system. It was hoped that their participation 

would lead to the generation of increasingly useful information for management 

purposes. 

During the second project year additional regional training events were 

held to give local evaluators more expertise in the generation of reports to 

project management. Presentations on the MIS and the evaluation were made 

every quarter to project staff attending the Directors' meetings, which were held 

in different New Pride cities. Monthly reports on client intake were sent to the 

projects, as well as copies of data monitoring and nationa.l evaluation reports. 

When local evaluators were present at the Project Directors' meetings, ad hoc 

sessions of training and individualized technical assistance were organized for 

theme In short, PIRE used every available means to enhance project evaluation 

understanding and capabillty. 

On-Site Train!ng/Technicai P.ssistance. The purpose of on-site T /T A 

activities was to provide individualized assistance tailored to the specific needs 

and understanding of local project staff. Each site was assigned to a national 

evaluation staff person who provided ongoing contact and liaison. Early in the 

replicatIon program, this staff person visited the project to establisry a collegial 

dialogue on local training needs, evaluation design issues, and skill levels. Such 

information was the vehicle through which training needs were assessed 9 jointly 

agreed upon, and met throughout the life of the project. Based on this dialogue, 

the staff person either provided or arranged for individualized technical 

assistance designed to maximize the potential for use of the data system at the 

project level.. On-site TA often inllolved upgrading skillS and resolving 

implementation difficulties. It was supplemented by ongoing telephone/CONFER 

contact. 

To ensure continuity of communication should the primary contact be 

temporarily unavailable, a backup person was also assigned to each project. As 

local evaluators became more familiar with the various sources of assistance, 

they were encouraged to contact appropriate consultants directly, via the 

computing center at Wayne State University •. 
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When particularly competent and/or qualified local evaluators emerged 

with 'perspectives that were helpful to other projects, they were invited to act as 

co-trainers and assistance providers with the national rese~rch. staff. , Inviting 

such contributions from local evaluators further reinforced the partnership that 

developed between the national evaluation and local projects. 

Off-5ite Technical Assistance. Because of the unique qualities of the 

Michigan Terminal System and its teleconfe":'encing capabilities, many problems 

were described and resolved via the system itself. When requests for assistance 

were communicated via the conference, an immediate record of the request and 

response was made. This information was then readily retrievable by others 

throughout the system for addressing similar problems. In effect, a compendlum 

of problem-solving strategies and techniques was created for the ongoing 

reference by problem area. A subject-categorized index of such records was 

maintained on the computer system by the national evaluators. 
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PROCESS lEV ALUATION DESIGN 

In addition to conducting a large and carefully designed impact evaluation, 

PIRE completed a full-scale process evaluation of the· replication projects. 

Whereas in impact evaluation one studies the influence of an interventi~n on the 

pattern of outcomes (clients served, educational achievement, crime prevented) 

that occurs as a consequence of program implementation, in process analysis one 

examines the way in which this pattern of outcomes becomes established. 

Process evaluation is designed to answer questions about how such outcomes 

occurred, and what forces or combination uf events produced them. 

In the impact research design, the experimental group undergoing 

treatment-Is compared with a carefully matched comparison group which does 

not. During the course of the process evaluation we observed th~ differences 

which appeared in and between the selected New Pride projects given different 

external and internal contingencies and constraints unique at each site. For both 

types of research effort, PIRE's design was of the classlcallongitudinal variety. 

But the qualitative approach to understanding has a different purpose: to answer 

questions concerning 'how the program developed and how it actually operated in 

different phases of its growth continuance. 

Little is known about agency evolution as a social process and researchers, 

while able to define global categories of experience, are often unable to 

anticipate the dynamics of project impelemntation in advance of an inquiry. 

Therefore, in order to understand the nature and historical development of the 

replication projects, the Paciiic Institute executed qualitative field studies 

designed to explore the organizational, situational, and personal contingencies 

which set the stage for decision-making in the projects. In order to comprehend 

these processes, PIRE asked project staff members to define their situations, 

their understanding of program goals, and their own challenges. In this way we 

studied directly the natural social.world of the projects as seen "by the actors in 

tf)em, where-in living experiences were accepted 111 their actual and unique form. 
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Techniques of Data Collection 

PIRE's· process methodology encomp~sed a variety of techniques with 

weU-established usefulness in evaluation research, including: 

• 

• 

• 

• 

In-depth, open-ended interviews with staff, 
administrators, and service recipients, by which the 
opinion or judgment of the people involved in a program is 
treated systematically as a valuable source of information 
regarding the program. Working relationships, client 
flow, and program-justice system processes are just a few 
of the salient aspects that are investigated through 
interviews. 

Participant observation, which permits events to be 
recorded as they occur. This involves observation of 
program staff and services recipients in their natural 
social setting while the program is in operation. 

Examination of archival records such as staffing plans, 
work plans, quarterly reports, advisory board meeting 
notes, newspaper clippings, and correspondence with the 
national evaluators. 

Regular ongoing cummunication with program analysts 
and project directors by telephone and teleconference in 
which questions are clarified and anecdotal data are 
reported which can provide a more complete picture of 
the project. 

Soon after start-up the local evaJ'i,\ators began submitting a weekly diary or 

log to their assigned PIRE site evaluator. Later on, because of the magnitude of 

the work load at the projects, this diary becc!me a monthly responsibility. The 

chronicles contain information on program activities, staff ~ inter-relations, 

staff/client interactions, and general project concerns. They include accounts of 

shows, field trips in which clients are involved, and staff and board meetings 

notes. The monitoring of diary.and other reports provided a continuous flow of 

impressionistic data on the management decision-making of the projects, the use 

of information, and on program implementation. 
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Site VISits 

Each project was visited by its primary site evaluator at the approximate 

rate of one trip per year. Addiitonal visits were made to three intensive sites 

and to troubled sites early in '~he replication's history. The number of visits was 

altered in some instances to accommodate changes in OJJDP plans and to handle 

crises that arose, e.g., the need to hire new local analysts or to work out the 

MTS interface problem from terminals that required floppy disks. . PIRE 1,lsed 

these field trips to assess the accuracy and quality of the local data collection 

effort as well as to continue observation of the ongoing project activities, 

conduct interviews, and evaluate each component. 

Categories of Information 

Categories of information important to pr'ocess evaluation involve an 

assessment of what kinds of information are relevant a~t what points in time. 

Derived categories then lend themselves to opei'ationallization vis-a-vis one or 

more of the techniques of data collection nlolted previously * Appropriate 

instruments such as structured or unstructured interview guides were developed 

to meet data needs. Then decisions were made as to who should be interviewed, 

which operations should be observed, and what archives should be Investigated. 

Generally, the following categories developed by Dr. Edwin Lemert of the 

University of California for the New Pride Replication Evaluation were used for 

data collection and as analytic categories. 

,1. 

2. 

\l 

Internal Social Interaction: This takes place within the 
project, between adinTniStrators and staff, within the 
staff, and between staff, clients, and parents. It also 
includes interactions with the parent agency. 

Important Actors: These should be identified, meaning 
persons with power to influence dedsions and action, e.g., 
board members, administrators, consultants, or persons 
with informal influence. 
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Each project was vislted;bY'lt~;trt;~ry site eval~ator a.t the approximate 

rate of one trip per yearf Addiitonal visits were made to three intensive sites 

and to troubtectsitesearly in the replication's history. The number of visits was 
altered In'~s~~~'instances to accommodate changes ,~ OlJDP plans. and to handle 

<:rises that. arose, e.g., the need to hire new local analysts or to work out the 

MTS interface problem ,from terminals tha.t required floppy disks. PIRE used 

these tield trips to assess the accuracy and quality of the local data collection 

. effort as weU as to continue observation of the ongoing project activities, 

conduct inter'views, and evalvate each con1~nent. 

Categorid of Information 

Categories 01 information Importaht . to process evaluation involve an 

assessment of what kinds of Information are relevant at what points in time. 

Derived categories -then lend themselves ,to operatlpnalization vi~-a-vis one or 

l1l~re >of~ the techniques of datacoUectio" noted"previously. Appropriate 

instruments sUd) as structured or unstructured Interview guides' were developed 
'.5 to meet data needs~' Then decisions wer.e made as to whosho~dbe inte~viewed,' 

'" 

whiCh operations should be observed, and what archives should be investigated. 
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3. 

4. 

5. 

6. 

7. 

8. 

9. 

Kinds of Internal Interactions: To obser~e, describe, and 
record· staff meetings, board meetings, conferences, 
testing sessions, classes, program activities with clients. 

~haracterizing the Interaction: These, ),may be s~ch 
captions as difference and divergence of vlews.' conflict, 
resolution of differen~es by c0!1'promlses and 
accommoda tions, e.g., in regard to pollcy developmen~. 
Emotional Tenor of the project in general, e.go, "Up thlS 
week,.' "down the next. It 

External Interaction: ' This refers to that between the 
project and other. agencies, "such as the ~ourts, 
subcontractors, cooperating agenCies, the Washmgton 
Office, Denver, and the National Evaluators. 

Important External Actor~: Juvenile c,:u~t .j~dges, pOlice, 
probation officers, public ~chool, ~fflClalS, employers, 
mental health and social serVlce OfflClalS and workers. 

Kinds of External Interaction: To observe, de,scr~be ~d 
record- formal and informal procedures, comm, •. lnlcation, 
creati~n of reciprocal understanding and new procedures, 
effects of "conferencing" by computer. " 

. Re:s~rceLAvailabilit~ and '!se: In general the eval~ator 
tries to sho'VI~h()\V interaCtion and resources ~re hnked 
t~gether to facilitate' orlilTllt <:hoicesand actlons. The 
resources include physical facilities, informal s~ace use~ 
the neighborhood ~d, its ,ecolo~y, u~e. , of· .pSJ.d st,,:ff~ 
contractors, volunteers1Ocludxng 1I\~emsf' leammg 
disability ~quipment, the computer t~r!yunal, use of free 
services, ~d budget surpluses and deflclts. 

changesl .. This cate~oryof d~ta i!,cl~des/ibservations on 
si ifican"r -c.~ges 10 the organl~atiOn and proced~res 
wr:;,in t.he proleCt~'at:l~~ between 1t and other. agen~es. 
1'hese changes ~an be. 'lho_~!",",of as stages 10 project 
growth or evolution of the proJeCt ..... __;.~ 

S ifie Changes to ,Observe: Staff. turnoyer, 
10. rrsiinanons, lIburnouts," dis~lusionment, ,pobcyshif't;S, 

.~~~,-;--'" ",··::,c.;"''''ncial crises new accountlng procedures,. chang!!s 10 
;I;.on""., ... '. .,- - , '''h d lin ""soft hnes" counselor..cuent . relationshtps~=~ . es" , 
factionalism. -. .. "'~' 

" 

11. Conjectures, Impressionszand Inferences: These may be 
included as part of the process data,. hOPefullY~;Sect 01\ 
particular events or actions. N,· " 
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Project Evaluation Context ~d Analysis 

Rese9fch~rs from the National Evalu;ltion of the New Pride Replication 

Program observed the processes of project implementation over. the course of 

four years. During thl~ time, the conditions for observation were optimal. Site 
'I 

evaluators who were re'sponsible for the collection and analYSis of process data 

at the beginning of the research\1 wo~kedon the study until its conclusion,' which 

isa.rt unusual condition in applied research settings. Each New Pride project 

.'" began with approximately the same dollar amount of Federa.l commitment, and 

there were adequate resources to Cover the costs of 'implementation. All began 
at the same time. 

The analysis of evolving pictures provided by the co\mmunlcations of the 

local evaluators~nd the c1inic~ evaluation methods used by both the local a
l
.ld 

national researchers allowed for the assessmen~ of each individual project as it 
' " c-.,. I, 

passed ~hrough distinct phases of development. ~, It prq,vided inft:)r~ation for the 

claS$ification of these phases and other important f~)atures of the projects by 

Inducth1e typology construction. The analysis uncovered many other "grounded" 

characteristics of the projects, PE=rmitting the evolution of natural patterns to be 
depicted. 

Process evalaution data proVided much of the information regarding client 

and service issues that was used to refine the New Pride guidelines as the 

Replication Program continued. It al!;o contributed importantly to the 

develqpment of recommendations for the refinement of the New Pride model 
itself. 
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INTENSIVE SYSTE~ IMPACT EVALUATION DESIGN 

Juvenile Justice System ImpaQt 

In order to determine the impact of New Pride' projects on the 

organization, policies, and administrative procedu~(es of juvenile justice systems 

in those three sites selected for intensive study~ 1!he research design called for 
" " 

panel data to be collected at two points in time. 'I, One series of interviews was 
'\ 

conducted in the spring and $~Jmmer of 1981, whi\~h was a year after projects 

were funded and from six to'Mne months after th~y began taking clients. The 

second wa~e occurred a year after the first. Interviews were obtained at two 

points in time in order to acquire, a longitudinal perspect~ve. 

Because their number was small enough to permit this, all juveriHe 

probation officers were contacted, using a complete list of. agents whose case 

loads were aSSigned from within'the jurisdiction of targ1eted N~w Pride cities. 

Juvenile probation officers were questioned in depth abo~t thei~ knowledge and 

, impressions of the projects and the impact of the project on the juvenile justice 

system, and about the extent to which they pers~:maUy made referrals. 

The total population of targeted New Pride city judges and juvenile court 

referees were interviewed' comprehensively on system impact issues using 

different interview schedules. () Interview guides were designed and pretested 
',j , J '~ • 

before being used in, the field. All interviews were conducted by especiaUy' 

trained outside evaluators on location. 

Case studies were undertaken of the juvenile justice systems at intensive 

sites based on additional in-depth interview data from key infQrmants who had 
. , -

worked il\ these systems a Jong time. This·allowedan'examination of patterned 

variatioll in juvenile court procedures. This examination provided a background 

for study results. For example, significant variations involved the nature of the 

public defender system and the nature of " partici~tion by the prosecutor in 
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juvenile court proceedings. Whether the prosecutor provided the initial 
screening of cases, passed to petiti"n, or had no involvement at intake except to 
prepare petitions differed from site to'site. 

Three intensive sites were recommended by PIRE based on the following 
criteria: 

• 
• 

• 

• 
• 
• 
• 
• 
• 
• 
.. 
• 
• 
• 

Cooperativeni!ss of the site 

Catalog of public and private youth serving agencies 

Geographical distribution of sites 

Cooperative~ess of the juvenile justice system locally 

Availability of probation office name list of officers 

Focus of New Pride project 

Seriousness of crimes c:ommitted by clients 

Distribution of clients by ettinicity 

Emphasis on different components of New Pride project 

Parent program age~cies (facilitating or hindering) 

Distribution of clients by sex I 

Degree of planning coml?!eted toward institutionalization 

Type and structure of juvenile court system 

Ethnicity within target community 

Economic variation within communities 

yariation In the intake process 

• Variations 1n the structure of the probation office and its relationship 
to courts 

. 
• Using vo!unteersvs not using volunte~rs 
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The three sites selected by OJJPD were Providence, Kansas City, ,and San 

Francisco. ,It was determined that cooperation was adequate to, support the 

inquiry at these locations, particularly because no additional demands were to be 

made on local evaluators. Special intensive site eyaluators were hired and 

trained on location to administer more of the interviews. All interviews with 

juvenile court judges were conducted by the Director of the Intensive. Site Study. 

Youth Agency Study 

While the original design called for youth serving agencies to be randomly 

selected from catalogs of such agencies found locally, this method,?l()g.y was 
changed to include the selection of only those agencies who~e missions wer~, 

c<' I 

broadly related to the prevention or treatment of delinquency •. This procedure 

assured a survey of more relevant agencies such as YMCA's group homes, boys' 

dubs, and county camps, but excluded organizations such as the children's 

symphony and children's hospitals. It limited the il1quiry to those agencies trat 
, ,." ~ 

would be likely to form a meaningful sQcial ~rvice netwo~l' to the New Pride 

'project. 

Telephone, interviews, were conducted with agency' headsand/or 
~ , 

knowledgeable staff. Panel data were not obtained in this instanceo Rather, tor 

each time of inquiry, new respondent$< could be interviewed. This w~~,due to the 

good possibility of respondent attrition between survey points. 
I" 

.{ 

~ 

Additional interviews were conducted using thereputational method. Key 

decision-makers In each 'community were identified and followed up with 
r:~ " 

interviews in two waves~ 198.1 and' 1982. Interviewees at intensive sites included 

suchpe9ple as community leaders and media and,public agency representatives. 
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The three sites selected by OJJPD P' were rovldence Kans C' 

Francisco. It was determl'ned th t . ,as Ity, and San , a cooperation was d 
inquiry at these locations, particularly because no addit:O:~u:te tad support the 
made on local evaluators. Special intensive ' eman s were to be 
trained on 10cMion to admin' t ... _ " ~lte evaluators were hired and 

'. 15 er mos" of the mterv' All ' , 
juvenile court judges were conducted by thO-' lews. l~tervlews with . e Irector of the Intensive Site Study. 

Youth Agency Study 

While the original design called for youth se ' " 
seleCted from catalogs of such agen' f rvmg agencies to be randomly 

. Cles ound locally th' h ~ged to in":lude the selection of ani th "IS met odology was 
broadly related to the prevent' ,y ose agencies whose missions were 

Ion or treatment of dr· ' 
assured a surve . . e mquency. This procedure 

. ,Y of more rele' -ant agencies such as YMCA's 
clubs, and county camps but excl d d '.' . group homes, uoys' 

'. . u e organ1z~tions such as the h'ld ' 
symphony and children's hospitals. It limited th' , c 1 rEms 
would 'be likely t f J, • e mqulry to those agencies that 

, 0 orm a rneanmgful social service network to the New P 'd 
proJect.' . t'1 e 

Telephone interviews 

P 

were conducted with agency heads and/or 

knowledgeable staff. anel data were not obtained in th' , each time f' , ' IS mstance. Rather, for 
o lMqulry, new respondents could be i"t _.' _,.,..r --, 

g 
d 'b' , .. ,~~~ .. ~ . .. e. Vll:weu. InlS was due to the 

00 POSSl Ihty of respondent attrition bet .. , ~ ween survey pomts. 

Key Decision-Maker study 

Additional interviews were .. d . , 
decision-makers in each..;..o c:o~ ucted us~ng the' reputational method. Key 

\ ~'... mmumty were, ldentified d f 1 
interviews in tvfo~aves, 198 t and 1982 [ , ,. an. 0 lowed up with 
such.. . • ntervlewees at intensive sites Included 

,~ople as community leaders and media and pubf ' " . ', . IC agency representatlves. 
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APPENDIX A , 
/.;. 

OVERVIEW OF THE MICHIGAN ~RMINAL SYSTEM 

The Michigan Terminal System is a terminal-oriented time-sharing system 

that offers both batch'(card reading) and interactive (r~mote terminal entry) 

facilities. Development of MTS began at the University of Michigan in 1966 arld 

has continuea up to the present. MorS is presently the production operuting 

system at eight universities and research centers in North and South Amer~ca 

and in England. MTS is designed to run on: IBM/370 compatible hardware w~th 

virtual memory, and .in most cases is a full replacement for the JBM~~upplied 
operat,ng systems. 

AJI tape, card, and print files produced by ~he Michigan Terminal System 

are in standard IBM or ANSE formats. Asynchr.onouscommunication is via the 

ASCII protocol; synchronous communication is via IBM's 2780, 3777, or 3780 

binary synchronous protocols. 

The Michigan Te(minal System has a humber of distinct advantages over 

IBM-supplied systems; advantages which have led to its ado~tion by the Pacific 

Institute of Research and Evaluation and a number of PIRE's clients. The 

advantages of the Michigan' Termi~al System over other computing systems are· 

its: 

• 
• 
• 

• 
• 
• 
• 

Totally integrated interactive and batch system 

Virtual memory 

A simple but powerful command language for batch and 
interactive use 

Powerful direct access file system 

High degree of .file security cmd protection from loss 

Large librar~1 of well-documented public programs 

Low costs of training and operation 
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MTS Overview ' 

The Pacific Institute for Research and" Evaluation, the New Pride 

Replica1tion sites, and Denver New Pride all use the MTS installation at Wayne 

St~te U1rtiverslty of Detroit. Waynel (WU) runs MTS on an Amdahl 470/V6-1fI 

computelr, with 8 million bytes of main storage, 1.2 billion bytes of on-line~ 
storage, and ~4 tape drives 'yhich oper,ite at densiti~s of up to 6250 BPI. Wayn~~ 
State also operates a second Amdahl 470/V6-II which runs several of the 113M 

operating systems, including Multiple VirtUal Storage (MVS). The two computers 

can communicate with each other over a high-speed channel, allowing data on 
one system to be input to a program on the other system. 

The MTS Operating System 

Integration of interactive and batch systems: The MTS batch and inter

active lang,uages are identical, with the system treating a batch session ~...s a 

special kind' of terminal job~ Thus, there is only one command lang'uage, and it is 

possible to run any j,?b either from. a terminal or from the batch queue. As a 
'); - I'; 

result, any program may be run interactivelY':-by entering its c--ommands at the 
terminal. 

:1.':"':<>, 

Unlike many o~hercoinputing$ystems, MTS does not restrict·:i~t~ta.~tive 
! users toa subset of the available facilities. The terminal user has access to~l 

facUlties of the system. While it o_~ten may be desirable to ru~ small jobs from 
" "-

th~ terminal and large jobs from the batch queue, the choice is entirely up to the 

user, ~;lho may run arbitrarily l~ge jobs interactively. The only difference 

betwe,en,batch and interactive Costs is the addition of a $l • .5lf/hour terminal 
connection charge for inter~ctlve use. 

.. YU'tUal machine and memory: MTS has been a virtual memory operating. 
, system since 1968. A user may have, up to 1 million bytes of virtual 1nemory on 

" 'demand, with no requirement for special paramet~r$ or 'prioritiesacMTS is ";uso a 

virtual operating system... In a virtUal machine, several cQpies- of the operating 
': 

;, '. ~" 

I' 
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system may b~running at the same time. This allows systems programmers to/ 'c 

) , 

j 
1 

c 

develop nev/'features on their copy of the operating 'system, without disturbiryg 
,,' , ~ )1 

other ~ers, and without having to bar others from the mClc~ine • ., Thus, MTS;/s 
,;' . '.' l 

regularly available seven days and nights a week. The hardwareaIJd software are 
,sufficiently, rellable as to' allow the machl~;"c'to be left toorUn unattendet.1 on, 

holid~ys. (the machine is sometimes unavailable betWeen' 5 a.m~.a.nd 7 a:l11.~;" 
,)1,,... ' 

.• The MTS Command Language 

Ii> 
"t 

The MTS command language is bothsimpl~ and powerful. In!;;~ostcases, 
", . !' ,it .~' _ 

, operations which would normally take an elaborate IBM" J~l:?o Cont-tol" Language 

(JCL) procedure can be acct.;rriplished in.a ,sin~fe line of com'l',and langua,ge. 
Indeed, the command language is so simplEfthat ,ft MTS installations,' there is; no ' 

effort identified as "JCL consultingU sinceftommand language" farrors, are 

responsible for only a small fraction of unsuccessl,uI runs. ' 
II 
If 

For example, the MTS command 

f/($)RUN XYZ 5=FYLE 7 +OTHERF'ILE 8 of-TEMPFILE ,{ 

runs a program" in, a file called XYZ which will' h~dle data in f'nTO permanent ", 

files called FYLE and OTHERFILE and a temporary file called -TEMPFILE. If 

the program, XYZ, were' using the FOR1"It!.\f\Lconv.entioii vf-wrlt1ng-Tts~prrnt ]Ue-~ 
on unit 6, then thi~ n$R:U,N",cornmand \-..r6,\lld suffice for printing the outputona 

terminal (if iritera~·ti~~)~r on the line print~r (if in'batch): 

Another, more fan;tiliar, e~mple'is 

1/ .-~. --~-

I, 
t _ ...... .,.. ........ _ .... -,_""_,," ... ~ ... _,,, ...... '1-.' - ...... ~ ..... - ... _.~.--.-" -T''--- -...... ~. ___ ' . ' .... '. . ....... 
i~ ____ • _____ ~~~~.~~~._ 

'r 7_ 

\, .I 

," -' t r 
.": 

I" 
'" 

S' 

I 

~ " 

II($)RUN *sJ~. 
RUN NAME· 

j.xAMPLE OF RUNNiNG SPSS 
1 f ~ .;. 

" GETFILELLIl3 .... ~ 

" .-" ....• ;... 

• 

• 

• 
FINISH 

MTS Overview 

Itpsho'fld "be,stre$S~g,that"tjlese examples, although resembling the 

invocation o:fan IBM Job- Control LaJ'llguage Procedure
1 

are not procedures which 

re~ett,Qa prepar'ed set of more complex commands.; "Tney are full statements of 

everything reqwred to run the progrl1ms and specify all necessary file creation 
and assigprnent inf:Drmation. ' -

Ii _.~ _~~'!-' .. ' 

.>The MTS,fi1e s~~:tem','~kt{thC!! (command langwdge, is simp!etiut powerful. 

All MTS fi1~/.are'dire~ acce5.s/cflsJ,: files, iUld m~y becre~ted, destroyed, and 
" acce~er.fa"""jjJj,},;her from th~MtS command lao~ua.;~ or from progral"""s Th b . 

" ":/'" ,- ~ ,q. , . - II., e aslC 
uni~/)f':ff/ifiJe is,a,Jlufnbered line; II""S ,allows' th,: reading and the' writing of 

arb~f.~~fY "C:o.lle~fonsQ'r ijriesfrom a,:§J.ng!e file 'or a group ~f files. Some 
~;~Jimple~wiU Ulustra~e these capabilities .. 

_,,~/ /"/ , :; l;; "\ 

.;.:')./ 

. ,-;;.-::.~ 

~/<,~.::.(/ 

.8 

A file <;alled ASC'is cr;eated by the cornn;and: 

:, 

II 11($)CR1EA TE ABC, 

A'FORTRAN.~rOgrarh ¢ailed XYZ ca'/'l be made to read the data In ABC:\ by"the 
command: "Cc ~, "., " 

f/($)RtJN XYZ 5=ABC 
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A subset of ABC· ec?!X,~tin(!tjnly' "f li~S with nt!t1iber~between 
fed totheprOgra~ by ti)ecommand',l it ' 

- -, II ' 

f/~)RUN XYZ ;~ABCC:i!3~1 

e, 
il 

Program· Library 

.::.:. 

. . 

'MiS Overview 

1 and 36 can be 

c- . 

'Sjnce, the (.Mlchigan Ter.minal ~ystem 1s simUar>-w the~BM. operating. "'_ 

systems in: its internal' environments,; most 'IBM/36~ or ,310 pro~.a~~;~pt~Yt"l" 
,under MTS without extensive mud1fleations", As"a~esult" the MiS Program 

• '..+.0 dinarUy' lar"e encompassing much. of the 360/370uteratureas Library 1$ eA"~ aor CI t, ,.:r>. '., " . . .' , 

well as many programs which use special facilities fOUf'd,OnlYJn MTS. 

, , 

\!" I, 

t" 

'J, 
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/; 
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Th~;/Michigan Termil'l~Sys1em.suppo~tJ:l SPSS, as welLas the Intii2ractive 

SCSSand P-STAT 18. ,It also supports OSI~IS III and OSIRISIV, as well a.s a 
~, complete ~Mbp library. ; ii,' , 

, I ' ' 'j1~ ;i ;' 
J' 
l' 
\, 
t.' .;j 

OSIRIS IV' is uruqu~ In being able to handle ~omplex structured data files~ 
c,' . ';1 

The system ,can be used to rrnaintain and analyze tree-, lattice;.., and panel-

structured· fi~~s. ' ,Unique to !;'MTS is, the Michigan Interactive 'Data Analysis 
, ,'. . ;, ,!. l:' 

~. ~ystem (MIQA,S), whicll,/inc1ud~!S notanIy the usual statistic~Yroutines~:but is also 

~. powerful~~e-:seri~ prcce~or. An interfa<:e betwe~n" MIDAS and MiCROta 
(( r. -., ,I .,.. .. - '- •. " 

relational database iJanageulentsystem, prQlduc.es a .st.atisticaJ. system 6f uniqu~ 
lj.... ;t :~r' _ . '. ,-, - " . . Jt• 

power, able to har.~~ files of almost any co.lceivp:ble structure. The full Ubrary 

of Guttman-Lingo~~ f11~!i~Jmep.siona1 sca.V~g;/·programs '1s ," supported, as 15 ' 

Young's TOR~S~2i~~~t1?8~~d Chang's IN~SCAL, and Krus~';rMD§,Get~. (~.:~~. 
:r;"" !,~:,:;,~v~~.uabi:lfB~~~ne MVS mach~ne. , SAS jobs ,may be p!~pated:.aS;>MTS fi!eS'arid<"'~:': '. 

dispatched to the,MVS job queue.) ,,;.r! ", ,,~.' '. " 
. ,~,~ 

,,!}-' 
~~. , 

.;::>:::-,.:J--:;" \ >'~.': __ ";')f:"!.;~< 

'(~c. ~.;,Graphic Display Systems: JiMTS has its~own Inte~rated graphics ,.library, and 

supports the industry-standard DISSPLA· and its,/1nterac!tive front;'end, TELL-A ... 

/GRAF. Both DlSSI'LAandMXDAS hav:~ li1tg~' cClordinate, file libr'~~ies for the 

·generatiO-l'lofomap displays of11;l.~r 6ypes. "The H~vardr.~raphiJ~ Laboratory" 

soft~are, IncludlngSYM~~.;;,ar:c:i -SYMVU, h;avebeen 'r~pI~ced by)' ASPEX and 
0,' DYSSEY. ,~. c<Y ". .'. '.', 

-, . .~7 
,;!'''.' (,:' 

, :-' ;' '~~, '. 

;'/il I r:, 

. T~p J~Oi~tters: MTS supportsIBlWs {"EXT/360~ the University Qt"Srltish 
j/ __ ~.,., "'0 .-.:.".' / - , . - '. .' .. '. -;-:.:." 

)/C~llJmQj.a's FORM,AT, /the", University" of Michlgail~s T,EXTEDIT, ~d, the 

Iffniversity of Alberta's, new TEXTFORM. 
" .. £J" I:' ;' 

, • {~;. "." •• j , ;.,rtJ'?(:"'- ~ :;, .... ~:.., •. ;~ 

Modelh1g Systems: M1S/stiepor.t~"'"'lc~tVi!S"'· 'Contin'uous Systems M09~1ing 
Program ,<CSMP) and' its G.ener~ gur~~Simulation System (GPSS), as /~ella.Cj . 
Simscrlpt2. ,'. ':.,,,-.:)<j/9,' ,; {/ ,~ 

_ ./~!:.,.J • ",,7" 
.... ~ .. . ,.J:"" -

. c· . ~ 
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E~~etri~"-~SYS~;_!~e Time Series' Processor (TSP), the National 
" .' ,.",;: , . I-"""~fi - '-L. ...<including the TROLL library of Bureau of T;(;onomic Rese~ch s ~'"O~ j _""_'''''"'~."''~'',- , 

' , , . ,:·';;,,:·~uno' e .. s-rlOes) and SHAZAM are all supported. - "",,,,,_, ecQf10ml\.o.'-" .' .~'" . 

MTS is unique in supporting the CONFER onOn-Une Confer,enceSystem: 

CONFER provides the on-line line conferencing and message system. c, CONFER 
'environment' tor the data <:enter's communication and ~anagement.. . 

'- li dO,ct y and an indexIng provides for public an1 private messages, an on- ne u-e, or , _" 
syst~m for message~~ if. 

Go 

• R'tr" __ I Sud-ems- MTS supports the StanfordPubllC, Information e ~eyG.l J.... ., ". . , " 
o . ° al S~' (SPIRES)- MiCRO, a relational data base system; Informatlon, Retrlev, ' ",,;m> " . d . ark IV 

dTAXIR a hierarchical data base management system. AOABAS an M, 
an . "', C d be d by jobs dispatched '--" ,are availa-bleon Wayne Statf~ls MVS system an may" use _". 
from MTS. 

here co' n'stl"tutesonly a part of t, he documented' software ' TI1e"list' given 

available on MTS. 

t.~ - . 

~~-----.---

J 
i~, " 

, ''i' 

I, -' 'Q 

1-,-' 
I. , 

L-lN .... 

I., ,----""',.............. .... '-_. ",'W,_.,_ "~'--'~'-""-'''''''''''~',a,_,,<_",,, "",,,,_ ,. ',. ",_,.~,~ '4'",', $ •• c" ,_, -,-L-"'''",,,,,,,,,_ --, '","'--: ::"::':::::!::::::::''''~' __ ':' .~'i,:'~,' __ .~::'~-' .... 

"~" 

APPENDIX 8 

HOW THE MIS WORKS 

'1")1" New Pride Management Information System (MIS) consists of;thirteen .\ . 
. forms ";1:f.'!,ight~n computer diltasets and their corresponding dictionaries. The 

forms were designed to ~Ilect all the client data necessary for" thorough self-c:: ,; 

evaluation of New Pride. ' After they are collect.."'CI, the-data are entered by the 

evaluator into the appropriate dat~~ or computer file. Each dataset or file has 

its . corresponding dictionary,' which provides a ·vocabulary. to use in reading the 
data by linking -the>~umber~ and codes with their descriptions. "..~:.. .. .-

Data eoUecticn Flow 

Together the MIS forms, <;reate an interlocking data collection system. 

Each step of the system has been buil't upon the Previous step. The flow begins 
with' 'the cli~\'t·s background and diagnostic information. This information is used 

" 

to plan obie:=tives. Services are planned and deli\(ered .to achieve objectives. 

Progress toward' melOtlhg obj~ves is reported r~gularly through computer_ 

generated update forms. "The scheduling of ~ch step of the evaluation process 

for each client is malntainedtn a eomputer file'that produces a weekly schedule 
foe-staff. ': 

The following,~s an·outline of the basic types of aatacoUected: 

-1.. 
BaCkground and Diagnostic Information 

DUii"'ing the -- in,take phase, information is ga~hered on each client's court 

status, JUVenile, JustiCe histor~, family,' school, and employment statuso 

,Subjective background and ,attitudinal data are collected from the client 

him/herself.A battery of diagnoStic tests is,administared which measures 
academic i1chiev~mel't,. intellectual" ability, 

¥ld 'pnysi~al and emotional weU-being.' 

." 2. 

':" ~\ 

"'>~"" 

, I 

'-~"""""''''~;:<.~ .... , .. -:-., ' 

, . 
Objectives ~~ . , .. ' 

" ~ ", '\ ' " 

The backgro
Ond

. and diagnostiC-\~a ~resent a full picture of the needs a 

-"',,' ., II '<\~>\ ...... . ... '. 
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I " tives are then designed to meet these needs. For a truly 
client has. Ob)ec ,~~' h e ~1':" ectivesrieed to be concise and individualized program to be planned, t es . J 

measurable, rather than general. 

3. 
Services "c s are planned. Planned. For each objective set, one or more serVl e " 
a. , "lil some areas It may be a~ "Services" is a word with many meanmgs. " ' Id " " I d~ an 

( h lth services, which wou, mc u a generic level , e.g., ea -" b defined 
- t ) In other areas it may e 

examination, surgery ,x-ray, e c. • T c activity type (e.g., 
less abstractly at the level, of methods or Specl I " "ts own 

ti"onal training)~ Each project is at liberty to develop 1 ~a. " 
" . "s if they so deSire. codes for these speClflC service ' " 

b. . " 1 ned it is mo~1. often delivered Delivered.. Once a service IS pan, 

through a series of contacts betwee~ the client and S;::f s::~:ee:,' ;~ 
ct "on behalf II of a client (t.e., to arrange 

conta s 0.. , tc ) These service delivery 
follow up on referrals, advocacy, e •• , d t at' 
contacts are reported on a Service Delivery form or , for stu en s 

the Alternative School; on the:School Attendance Sheet. These forms 

.. ~ b "tted weekly to the data coder for entry into the computer. are su ml ~ '~" .. 

• 
4. Progress Reporting t printout'~ of. the thl basis the evaluator generates a compu er 

On a mon Y,~ d meeting the 
" d the progress to date towar 

objectives for each client an ddt the client's case manager who 
!hi rintout is to be forwar e 0 

objectives. s p . duct f the staffing is a current aff" g on the client. A pro 0 

arranges for a st " 10" This information is r~corded on the printo~t, which is 
update for each obhiectlalv:~tor who enters the new data into the computer. then returned to t e ev , 

, £ " an ongoing basis, rather As most New Pride programs accept clients on" """ d at 
... "" d" "dual clients need theIr objectives update 

than in co~orts at set times, In IVI tho l!testaffing schedule, maintained by the 
different times throughout the mon reporting so that 

prov,l"des a timetable for each client's progress evaluator, 
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DEFINING PROJECT SUCCESS 

Success can be an elusive quality to define. It may be judged in terms of 
the attainment of a specific goal and/or evaluated in relation to the qUality of 

certain activities or processes. For the New Pride Replication projects, four 

different measures of success will be examined. They are success in 1) becoming 

institutionalized; 2) reducing recidiviSm and incarceration of youth; .3) increasing 

clients' school achievement, remediating their learning disabilities, and finding 
empJoym~nt for them; and' 4) implementing the New Pride '·mode!. The first. 

three of these measures are primarily goal-oriented, and the fourth is both goal

oriented and quality-related, although the boundaries of these two categories are 
somewhat indistinct. 

Institutionalization 

At first glance, lOOking at project success in terms of institutiofializ':ltion, 
t~at is, continued existence on local funding, seems clear cut. Projects are either 

still functioning now that Federal funding has been withdrawn, or they are not. 

Yet when we look more closely at this measure, it becomes more complex. None 

of the three projects still in operation is functioning at the level established by 

the New Pride model. In faci, all are operating on significantly reduced budgets, 

so that the level of their services is much lower than before and some services " 
can no longer be provided at aU. A t this point, the issue of 'successful 
institutionalization hinges on answering the question of what level and type of 
services con~titute a New Pride program. 

While the Replication Initiative explicitly listed institutionalization as one 
of the results sought from the replication effort, longevity Is certainly. not the 

only valid measure 9f a ~ program's success. The New Pride projects were 
organisms, in the sense that Webster's defines an organi$m as "a complex 

structur~ of interdependent and subordinate elemen~$ Whose relations and 

properties are largely determined by their function In the whole." The SUccess of 

any organism is not restricted to how long that organism lives, but is determined 
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to a large extent by the quality of its l~fe. Some of our other success measures, 

therefore, may prove t~ be more illuminating. 

Reduction of Recidivism and Incarceration 

The New Pride model was based on the following assumption: if a project 

tierving multiple juvenile offenders provides comprehensive, integrated and 

planned service~' that succeed in increasing their academic achievements, 

remediating their learning disabilities, and providing employment experiences for 

them, then the recidivism and incarceration . rates of these juveniles will be 

reduced. Thus, the reduction of these rates was a major goal and measure of 

success in the New Pride Replication Program. Yet it is only a success measure 

for the theory on which the Initiative was based. If New Pride projects achieved 

all tile these program outcomes and still did not succeed in reducing recidivism 

or incarcera.tion rates, what has occurred is a failure of the theory, not the 
and incarceration is an 

programs. Thus, while the reduction of recidivism 

Initiative goal, it is not a measure of project success.: 

program Outcomes 

As discuSsed above, New Pride projects had three programmatic goals 

relating to education, learning disability remediation, and employment. These 

measures were listed in the guidelines as goals, yet the degree of program 

i~Pact exPected in any of these three areas was not specified. For examt)le, 

while projects were to improve l:lients' academic achievement, the amount of 

improvement expected was not sp,ecified. Thus, the degree of a project's success 

or lack of success in anyone area is a c:ompara,tive, though powerful, measure df 

project success. 

Another issue became increasingly important ,~lVer the course of the 

Replicat!on Initiative: how successfully projects kept youth in the program for 

an entire year of treatment. It was clear~,-+hat if clients left the pr9gram early, 
\, " 
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before the services planned for them could be offered, it was unlikely that the 

programmatic goals would be achieved. Initially clients' successful terminations 

were measured by their reasons for termination, with those who completed the 

program being considered successes. In time it became clear, however, that 

some clients could be considered successful terminations who may not have 

participated in New Pride for an entire year. For example, a youth may have 

been in New Pride for 10 or 11 months, secured a job and/or gone back to public 

school, have committed no reoffenses, and have been officially terminated from 

probation. This client could be considered to have terminated successfully from 

the program. Thus, a client who terminated successfully is one who received the 

full benefits oi the New Pride program as defined by his or her caseworker. 

The seven New Pride sites which remained in operation longer than two 

years are ranked on ~orogram outcome measures as well as successful 

terminations, and these comparative rankings are presented in Table 1. The data 

on which these measures are based are indicated in the footnotes to this table. 

For a number of reasons, we 'cannot measure the variable of success in 

remediating lea/rning disabilities. Each site identified youth as learning disabled 

according to different r.riteria and these criteria even varied within projects 

over time. Therefore,.quite different types of youth were labeled learning 

disabled. Even if we were to assume that youth identified as learning qisabled 

actually were learning disabled, there Is no way to measure the remediation of 

learning disabilities that is corrmonly accepted a,mong professionals working in 

that field. Again assuming thatxouth identified learning disabled actually have 

some type of learning disability, we might exami.ne how many of them actually 

received services aimed at remediating their learning .. disabilities. Yet this is 

impossible to unravel for two reasons. First, educational services provided in the 

classroom setting were not differentiated as to type of instruction, that is, 

regular or learning disability remediation. Incomplete data collection at some 

sites also prevents us from meas~ring services accurately. Those learning 

disability remediation services which were individually recorded do not reflect 

t~e actual effort some projects made to help youth who were considered learning 
dIsabled. For example, Pensacola provided many learning disability remediation' 

.3-27 
"I 

I 
J , 



, ___ ~_re&~,",,~. 

4·":-:·'~·'="·='~' .",=.=~ .. ~ .. ".~.~ .. -".-."" .. 
> ,~ 

~(j 
:\1 

!N! .' ' 

i:~:.:1 
i' 

\: 

~ 
:'" 

-

" 

Table 1 

Rank Order of Sites on Program Outcome Measures 
(A Rank of 1 Represents the Most Successful Site on Any Measure) 

Improve-
Site ment l 

Atten
dance2 

School 
Success 3 

Successful 
Empl04- Termin-
ment ations5 

Clmden 1 3 7 6 6 

Chicago 3 3 7 7 

Fresno 2 1 6 2 4 

~ansas City 5 3 4 3 

Pe~$acola 7 3 5 2 

Pro\l'idence 6 4 

1 

I 1 1 

'San Francisco 4 2 3 5 

1 

2 

3 

4 

5 

Academic Improvement is based on increases in grade equivalents 
between pre and post-testing on K.ayMath· and Woodc:ock tests., 

Attendance ranking is based on the proportion of days present and 
unexcused absences of the total number of days enrolled. These data 
are available for only four sites., 

School Succe-sS is derived from positive and negative reasons for 
changing school programs and the proportion of youth to be dropped 
out of sc.hool during the program. 

Employment ranking is. based on the proportion of clients who were 
employed during New Pride.,co~·~'~"', ' 

\'\\. . \ 

Successful terminations, are' based on a composite r:~king on three/ 
measures: the proportion of clients who ter~tnated succe~fully! the 
proportion who compl1ted the program, anp"ehe average tlme cllents 
spent in New Pride. (C,;' 
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'services but documented only a small proportion of them. On the other hand, 

Chicago diagnosed 12 clients as learning disabled yet provided learning disability 
remediation to 70 youth. 

When examining Table 1 it is important to realize that two measures -

attendance and school success - are strongly affected by the completeness of 

the data at any site. The data required to rankorcfer sites on the measure of 

school attendance is only avaiJable for four of the seven sites and nothing can be 

said about this measure for the other three. On the measure of school success, 

sites which entered more complete data might have ranked lower than those 

sites with incomplete data. Sites where data were scrupulously collected, for 

example, where youtl) were carefully tracked so as to determine whether they 

dropped out of school when they ended a particular school program, may appear 

to have fewer school successes than sites where a similar or higher proportion of 

youth dropped out, but this information was not gathered. 

Implementation of the New Pride Mode! 

Another critical indicator of project success, in addition to the measure of 

program outcort:les, is the degree to which projects actually implemented the 

New Pride model. Before one can determine the level of success of a project, 

one mustfirst ascertain whether the . project actually implemented all of the 

major components and provided all of the services it was supposed to deliver. 

Process data on program J,mplementation at each site is detailed in th~ ten case 

studies of replication which are included in a 'supplement to this report. In 

addition, Tabl~~. fa.r:'ks the sites on how thoroughlY they provided a range of 
services to their clients.",,..,s the table indicates, this ranking is a composite 

ranking of the prop~rtion of clients p~Q.~~edeachtype of ser,yice • 
'"::::",'r." 

~ '~~.~-. 
Beyond the issu~ of whether projects implemel'lted all the service 

interventions of the New Pride model, the quality of im;i~fnent~tion becomes 

paramount: Were the services planned, individualized, and integrated? These 
" 

i! , , , 
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Table 2 

Rank Order of Sites on Program Implementation Measures ... " 
. (A "Rank of I Represents the Most Successful Site on Any Measure) 

Range Planned 
of. Diag- Objec- Set- Services Objec-

Services nostic tives . vices Actually tives 
Site Delivered I Testihg2 Set3 Planned4 Delivered' Updated 6 

Camden 6 6 6 , 4 

Chicago , 7 7 6 6 

Fresno 1 :3 1 1 1 

Kansas City 7 4 4 4. 7 

Pensacola 4 2 3 3 , 
. Providence 2 .5 2 2 3 

San Frandsco 3 1 .5 7 · .. 2 

1 

2 

3 

4 

.5 

6 

" 

Sites were ranked on the proportion of clients provided each typ~ of 
Service (intake activities, casework activities', counseling, educatIon, 
learning disabilities, employment, and "other") and this measure 
represents a composite ranking of those. 

Sites were ranked on the proportion of clients administered each, 
r;quired diagnostic test (IQ, WR;AT, KeyMath, and Woodcock), and 
thismeasW'e represents a composIte ranking of those. 

. This measure is based upon the proportion of clients for whom 
objectives were set. 

. ':'. b' .. d upon the proportion ~'ofclientsfor whom This measure 15 . ase . 
. services were planned .. 

. ' S~tes were ranked according to thepropo~tion of plannc.:dservices ,?f 
each !service type which were~ctl."Jlly dell'lered, and this measure IS 

a composite ranking_~t~_~~e. .'. . 
=-~-- ---~ ~.r-__ " ___ ":, __ ._ ""'{i'C;"'-'=-~ . 

This measure lsbased upon the proportion of clients with objectives 
updated at anytime during treatment~, \: . 
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factors constitute the core of the New Pride model, and the degree to which a 
,,'; 

project reflected them is a vital measure of its success. 

These three aspects of the treatment strategy ove!'lap and are 

interdependent. The first stage in planning a client's treatment involves a 

thorough .needs assessment and diagnostic process. Whelli the client's needs are 

identified, staff members from the various components convene to set specific, 

measurable .objectives designed to meet the client's needs, and plan setyices to 

achieve the objectives. Working as a te~m, the staff develops an Individualized 

Integrated Service 'Plan (lISP), a detailed deSIgn .for treatment which includes 

needs, obj~tives, and planned services. As long as the client remains in the 

program, this team must meet regularly to assess his or her progress and to 

revise the plan when appropriate. Staff teamwork ensures that the treatment 

remains . 'integrated. Carrying out this carefu!lyconstructed and continually 

modified plan ensures that the services a client receives are truly individualized • 

Thus, to replicate the planned, individualized, and integrated treatment 

model of New Pride, the following elements are nec~ssary: 

• A cC)mplete diagnostic assessment of each client; 

.• An nsp for each client, updated throughout~he treatment 
" process; 

• Frequent and regular meetings of staff from ail service 
components involved in the treatment process; and 

• Actual provision of the planned services • 

MIS data provide information on all of these program implementation 
elements exceptIor the frequency of staff meetings (see Table 2). Service staff 

usuaUy met to "set ,objective$ and plan services, and each time objectives wer~{ . 
upda..ted, so that sitflS which ran,k well on these measures lJ$ually had a high level 

__ ~,£tf,~f_.,;tA-a..~W·OFk.;. Snml!...site§.~hifh_.r:nade little use .(}I the IISP, however, still 
."" ,JC='-- had frequent staff meetingS,atthou~h;;s;~;ere;'iisuanYinfurma!~~~:I"Q~r~,~~ 

some process data in the site case studies which document the frequency of such 

o ; _ 

.'iliI ... _U., .• ,1_lIiiI'.1 1llilli1i.!lliilIi_l!IIl;~;iiIil!l .. ~~'~i7'''i;'''''''::.''''''''''':'''''''~~'''''''~-","~=.,,..>=<w_~,,=~".~. __ ._._~=,,,~._"~ .. '~~"_' ___ ~"'-,_"",._ .. _.': .... ,.,,' ... '_'.',_ <,.,~ ",'.' '. 
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. d to which the holistic service dell very",: interaction, its quality, and the egree 

concept was actually implemented. 

. h N Pr'l·de model worked for youth seems to have had Jar 
The reasons t e ew .. . i! 
. . h h llty of thereiationships which admln1strators, ~d .~I:aff more to do Wit t e qua '. . -." 

t and maintain with clients than with any o~her fa,ctors. 
were able to crea e . ..... hi 

. . d· the way of establishing such relatlfJns ps Whatever Impeded or stoo 10 , "~.,._~'c·-

undermined the overall effectiveness and impact of project efforts. 

In some situations a particular component or set. of compot~nts,.:: 
. . 11 effective way. When this was the!' c;ase, 

implemented 10 an especla y , . , , T h 
uld be S

",id to have had a salutary effect on the clients seryed:. 0 t e / 
program co ...... ,,' d·" d 

. f the clients were oQsitively directed of re lrect~ ... " 
extent that the energies 0 " .. !' ·d 'Ii have 
through any or all of the program components, the program could ~" Sal 0 

had a di:~cernable favorable impact on its clients. 

" :-... --

3-32 

I 
1 

\

,.. C?~' 
;:Y ~ 

, 

[ 
-~~=-~~~~~-

" /, ,'. 

--."~ .. ;.. . ~--
, ~'.: .~ ".-;: " -

r o

, ,t,:- .~/ 
. ~/(' .. 

" ~, ;': ,. 

.:.."-, 

I, c' 

----_. " •• ' ."' ..•.• , ... ' ... ,..,,.,, .. "u ............ 4"'~pu.-<'"..::.t'.i<J."-~=."'-'_.>r.",·-~,. 

.. 

THE INTENSIVE SUPlt.itVISION COMPONENT 
/-

The Intensive Su~rvision Component was the core element in the holistic 

treatment program, and was to provide 'services to every youth admitted into 

New Pride. Its function was to coordinate and integrate all the services provided 

to youth by the program. Through maintaining' a close relationship with the 
client and Q'!erseeing his or her ti~atment plan, the staff of this component was 

r~.sp9ns.ible for ~suring that the client's needs were met. 
-' 

Model Component Design 

Thlscomp6nent was to b~ staffed by a Counseling Supf!rvisor and 

approximateWthree counselors; The actual number of counselors could vary 

accordlng.,f6 the number of c1ien~ in the program. Each counselor was to have a 
~.,<: ~"', ,~,.,.r _ " "(~,: .... )..,,.... '. 

·_maxim.yWcaseload of ten youth 1n the intensive phase and ten in the f,q!1ow-up'" 
C "';: -..;.::.:;_--:-:.~~ _. 

h 'l"<'>~"" , 

.' 

P ase. '- .', 

The counselor'S role, in turn, had.two ma.jor phases: intake and the , 

counseling/case management process. The 'Counselor Supervisor was to initiate .~. 

'the intakep~e.se by assigning a counselor to gather intake information on a you,th 

ct.nd dlrectthe youth through the diagnostic process. After the 'client was 

assign,ed to· on~ or more progr~..mcomponents, ~he counselor was to act as :hiS or 

her case manag~r atld pl"OIvicje ongoing co~psel~lng. Throughout. both ot' these 
phases, the counselor-,was:responsible for responding to.any urgent.l1eed~ that the 

client mlghthave, such as medical, dentl!l, t~~§p~rtation, or housing; ,;~. 

,./'";;1t,;:~,j;O'<"" " 

_-::-?:;::..:::..,.-:::.-y .. , ..0;:,' 

/Y 
.. ~ .;:.-::;~:q-

Intake 

./'" /J .. ' i 
~ ," :-7 .....;:. I ,.r; . 

. ':. Afterc-i'&eing assign~:'1o ,\~e'ss a parti~ular client· for intake in'to the 
\') .' . ·:r·h,.·(.' 

program, the (;ounselor w~ to ar~angean ioterv~ew with the"c1ient and his or her 
famhy•. This was usually held/in the c1ient's"Jiome.:'the counselor' gathered 

,lpf?,m~tlon on the you til's "family and, social life, physical well-bei~g, a.nd,\~choOl, . 
, I •• • • • \ ". , ~ • 
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work, and/cou.rt h~torie$ •. The counselor also collected information directly ; 

from the sdtoo!, court, and any other community agencies with which the cUe~~_ 

had been, involved., 

-D~agnosticscreening was th~n scheduled, and the coun.selor was responsible 

for seeing that the youth completed the diagnostic proces.". D1~ring this period, 

the counselor~ was to hold:mini-staffmgs about the youth with thre staff of the 

other program com~nents, so as to share information and insights abo~t the 

client. A formal placement staffing was then held, during which the clieftt was 

assigned t~ /o~e< or more prograJl'l' components. The entire assessment and 

diagnostic process, from the time of referral to the formal placement staffing, 

was to be completed within two weeks. 

The final part of the intake process was the preparation of the client's" 

Individualized Integrated Servi'.:e Plan, the IISP. The, c:ounselor was to schedule 

_" ,:- meetings with the staff of the prog;am component~to which the client had been 

assigned. Based on cill the.~!r,t~~rmation wruehhad: been gathered up to this p-?int, 
t.lle co~~selor completeda'~~~dS'cassessment,and using that as a guidf;, wrote 

measurable treatment (objectives for the client. These were compiied into ~ 

nsp (an Individuali%ed Integrated Service Plan), which was to be formallzed 

within two _w.eekS a,fter the program staf~ings/ The entire intake process was to 
"""6efi~i;h;jwithln four 'weeks. 

Counseling and Case Management 
, ..... , 

After intake was completed, the sme or another counselor was assigned t~ 

,be ,the client's case manager. TIlis was a multi-fa<:eted role, encompassing many 

ar.eas, of respOnsibility for both the Individual client arid the whl lIe group~ 
'. \\ .... 

_ -c=:,~,-,,-~ The cou~selQt f~~e manag~r"had, ,the foll(.')\vip~~sponsibillties 'to til~ c,:iient ."_ I,', • 
,-~,. . -'". ." ~" " . "', . ~~. :...,~~. ," 

' He or' she w~s,,;tocoord1nate aij /d1e '-seh,le;esprovided by N~{~V Pride sta,.f&,,:to 

conduct at leastone,;planrted,ihdividUal coul1~ling:::session a week,a:n~,1'~6Vide 
~~iS co~iing ~hene'Ver it was needed. if the di~nt needed'serVlces that 
-:~", . ,,:" ,':;,-. .~':' :.:' 
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could not be provided by New Pride', the counselor was to broker these services 

with outside ~gencies. In addition, the counselor was' to maintain a relationship 

with the dl~nt's Probation Officer, to attend aU court hearings, to submit 

written repbrts on the, client's progress to the court, and act' as an advocate on 

the c1i~~t~s behalf with the juvenile justice system. 

CClSe:n?,3,s were to be kept for every contact a counselor had with a client. 

The counselor was to schedule and attend regular staffings V!ith other staff 

members involved in the youth's treatment. Using information gathered in these 
, statflngs, he or she was to update the IISP 0 

When the time came for a client to mcveInto the follow-up phase of 

treatment, the counselor was to prepare a follow-up IISP. During this',six month 
.' 

phase, the counselor Wa,s to maintain a reduced level of involvement with the 

--- " youth, making persona! contact at least monthly and more often If necessary ~ 

,; .-' 

, Some of thecGUnselor'S resp:6riSibiliti~~"~~te~de-d beyond the individual to 

, ~he gtouP. ,-Mo~/t 'counselors were to conduct group counseling sessions, either on 

~>r~guJar basls_o~ when a special situation arose that ne,!derlto~c?e,.~~alt with by 
('---V"~i-,~ '" the group. Ea~h"~~un;elor'was'to plan and supervise recreational activities at a 

,,-".' 

~' .. "':. 

'f 

.' 
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l~vel rec:ommende;d by the'modei of once a month 0-

Amazingly, at rlt~~ of the New Pride proje~ts, the cbunselJlng staffs were 

able to carry" out their complex set of tasks very effectively . The counselors 

provided, int~ke, case m~agement,and counseling, services to almost every 

cllent' acimi~ted into ~'Replication project.. The Intensive Supervision Component 
" . Ii , I' 

was Implem"mted at allte'n sites, .and at most of them quite well. 

rt.e t~ks for. which ~'Ounse!ors were responsible feU into three categories,~ 
direct services, l1~lson, and record-keeping. In general, the counselor~ were best 

"e~ipped to provide direct servic:es. A number of the counselors had "street , ~ 
j 
• , 
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worker" backgrounds. Many had training in counseling and felt comfortable in 

the role of case manager. They often developed dose relationships with the 
clients and became familiar with all the aspects of ' their lives. Many would pull 

the:m out of bed when they failed' to show up at school, see them through 

interpersonal crises, or be there to le!ld s~!9port when they had to app~ar before 

ttle judge. Most counselors saw this role, as the youth's guide and mentor" as 

their most important task. 

Performing liaison functions with other New Pride staff, ~utside agencies, 

and the court usually meshed wEill ,with the direct service aspect of the 

;c~unselor's role, a:s these functions were clearly related to the needs of the 

client. There wer'e, however, time pressures. A counselor might suddenly be 

! needed at the project to handle a crisis situation at the same time a meeting was 

sc:heduledwith a J?robatilOn Off:icer. In fact~ the court liaison duties tend~d to 

increase over time for many counselors, and this will be discussed in greater 

detail below. In general, however, the counselors performed their liaison tasks 

quite well. 

Responsibilities to record information were the greatest so~rce of conflict. 

for the counseling staff. It was not easy to see how these tasks actually helped 

clients, and many counselors resented the time they took away from 'their other 

duties. As early as the intake process, counselors felt that the data they were 

required to gather interfered with the rapport they were trying to build with a 

client. Later record-keeping tasks proyed even'more agonizing.. Few counselors 

had any idea of how to write measur~le objectives, and even after attending 

special training sessi~ns\ for this, many still had difficu1 ty in preparing liSPs. 

Recording each contac:t'with a client, when most of these were informal and 

spontaneous, was especially difficult. Unless recorded promptly, they were 
easily forgotten, and other duties that Seefi'i~crnOre important often took 

pre~edence. Counselors resisted spending their limited time and energy on t~ese 

taskso 
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Difficulties with the 'Component 

As was the case with the other components, the Intensive Supervision 

Component h~d frequent, staff tur.nover and forced staff cuts due to diminishing . 
project budgets. Consequently, some counselors had to take caseloads larger 

than the prescribed twenty as well as taking on addi,tional responsibilities. At 

some si tes,- counselors had to plan a.'1d supervise all recreational acti vi ties, 

supervise work crews, or find jobs for their clients. Their court responsibilities 

increas~ as well, and counselors were responsible for getting referrals at a 

number of sites. This proved esp~aUy strenuous, for it required them to spend 

a great deal of time at court and in meetings with Probation Officers. Burnout 

was a common problem among counselors at most of the New Pride pro]iects. 

Sites dealt with these pressures in different ways. Some simply reduced 

their services, offering few recreational activities and a minimum of follow-up 

contact. Some .increased their use of volunteers to provide needed supervision. 

Other sites assigned specific responsibilities to particular counselors in addition 

'to their casework activities; one would be assigned to the court, one to run group 
counseling sessions, and one to monitor classroom attendance. 

Three sites~reated.a separate court liaison position. This person took over 

the responsibility for getting referrals as well as handling the court-related 

affairs of clients. This division of labor, although it diverged from the model, 

proved to be very successful and measurably improve? the I?rojectsir relations 
with the courts. 

Achieve.-nents 

As well as binding the various treatment facets of New Pride into an 

integrated whole, the: Intensive Supervision Component brought its own special 

contributions to the ,program. At many sit~s, counselors held group sessions for 

all clients on a regular weekly basis. At these sessions, both youth and staff had 

a chance to d4i'al'with important issues that affected the functioning of the 
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project. They discussed interpersonal conflicts, behavioral rules and sanctionls, 

and they planned trips and special events. The weekly group session became ':in 

important part of New Pride for all the participants. 

A number of projects, realizing that they could not effectively treat the 

child without also treating the family, placed a far greater emphasis on family 

involvement than had been in the model. A t one site counselors would refer a 

troubled family to an outside therapist and act as co-therapist in the sevSions. 

Another site formed a Family Intervention Unit. A t still another project 

counselors w~uld make a monthly home visit_~~ meet with the family. This 

involvement with the family usually facilitatel;t~d1~'t~~~:Lmprove~7~t. .. 

A't most sites, the Intensive Supervision Component was the glue that hE~ld 
the project together. The counselors worked as a team with the teachel~, 

employment staff, diagnosticians, and other service providers. In their mul1ti

faceted role, they provided stability to the clients and other staff members. One 

Project Director called this "the ~ost important c~mponent." 

The clients concurred. They rated counseling as the service that helped 

them the most; over 94 percent of the clients who filled out exit surveys saHd . 

that cOl!m;eling had either given "some help" or had "helped a lot." An 

overwhelming majority expressed satisfaction with the amount of time they 

spent with their counselor, the counselor's efforts to follow through on plans, and 

the amount of trust they had in their counselor. in many instances, 'aients 

maintained contact with their counselor long after they'" left New Pride. This is 

certainly a testimony to the impact these counselors had made on their lives. 

ij 
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• THE DIAGNOSnc COMPONENT 

The diagnostic component authorized for imple~entation in the New Pride 

~ePlicat.io~ Program was designed as a four-level testing battery to gather 
dIagnostIC mformation on all clients so that they could receive services deSigned 

to meet their individual needs. In addition, the tests were to identify those 
clients with learning disabilities (LD) and to delineate the degree and ty e of 

such disabHities so that their particular deficits could be. remediated. p The 

diagnostic component was considered essential to the New Pride model because 

of the relatively well-established assumption that there is a link between LO and 

juvenile delinquency mediated through. school failure. It is hypothesized that if 
the learning disabilities are "remediated," recidivism will be reduced. 

This component, however, was perhaps the most difficult part of the New 

Pride modeJ for new sites to implement. It is c()mp!ex, highly technical and . , 
very controversial. All of the replication projects S:ucceeded in implementing it 

to some degree, but only one site has diagnostic data which demonstrate that a 
significant proportion of clients received all the required tests (Pensacola). 

Lack of Familiarity 

One of the main reaso th d' . 
. . ns e lagnostIc component was not fully 
lmplemented at most of the replication sites was that most project directors had 

~o bacf<8,round in dealing with the diagnostic process and little familiarity with 

lts use. Among the(t~n parent agencie~. which were selected to implement New 
Pride programs, only) two had previously used diagnostics Q.S a part of their 

service program and at one of these, a new project director Was hired who had 
had no experience with diagnostics. -

Perhaps partially because of- this lack of familiarity, a number of the 

project directors were skeptical 'that the. id~ntification of lear~ing disabilities 

~d their remedi~tion would have any mOl'e impact on client ,reCidivism than any 
of the other serVices. Some administrators remained ~keptical. After two years 
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of managing a replication site, one project director said, "We haven't ~5een LD as 

being as major an issue (as the model assumes it to be)~ LD isn't as crucial an 

issue in a kid's involvement with the (juvenile justice) system.1t In taped 

interviews, other project directors declared their skepticism. 

Lack of Data 

At the onset, little evideOf.:e existed to substantiate the value of the 

I • diagnostic component as a part of the New Pride model. This fact alone 

(~ngendered a certain amount of resistance from project directors. Research 

~e.'S~~lts ()~ New Pride were made available from three sources. In all of these 

studies, diagnostic data Were too incomplete to allow con~usions to be drawn. 

Thus, this component was included in the New Pride replication model without 

having been fUlly evaluated. 

The LD Label 

Some project directors had other concerns with diagnostics. There was 

some feeling that diagnosing a youth, as LO would have a negative labeling effect 

on that child.. For this reason, one site refused to identify any clients as learning 

disabled. In a different city, all of the clients were labeled "behavior

disordered" so that they -would quality f~r free pu'blic services such as bus fare, 

health care, and free 1\.W,J.:hes. The LD label was not seen as important to the 
""~~ 

operations of.Jhe program. 

Diagnostician Shortage 

Another ,serious obstacle to. implementIng the diagnostic component was 

the difficulty programs had in hiril)g and keeping qualified diagnosticians. States 

require ,diagnosticians to. have various kinds of credentials, and some ,Sites found 

it difficult to 'find appropriate applicants for that position. Trained 
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diagnosticians can often expect high salaries, far higher than other service staff 

and even close to the salary levels of the project directo~s. The demand for 

their services is such that they can usually expect some job security and regular 

salary increases. Unfort~nately, the New Pride programs were unable to provide 

these because of their shrinking Federal funding bases and erratic funding from 

other sources. As a result, every New Pride site which continued past its second 

year experienced a tur,nover ·in this position. At one site there were five 
diagnosticians within two-and-one-half years. 

As diagnosticians were expensive, hard to find, and difficult to keep, and 
the diagnostic results were of limited value to the programs, most sites modified 

the model requirement that they keep a full-time diagnostician on salary. Each 

replication site had a full-time diagnostician at some time, but when there was a 

budgetary crisis or a turnover in that position, different approaches were tried. 

At some sites, diagnosticians were aSSigned other job responsibilities in addition 

to diagnostics. A more common response was to retain diagnosticians on part

time salaries or use their services on a consulting basis. For periods of time, one 

~ite used a student intern to test clients and, another had a teacher doing aU the 

testing. One site actUally had their eValuator determining which clients were LO 

by applying parts of the model's algorithm for determining LD to the test score 

data in the computer. 1jlese kinds of modifications of the model were the rule, 

rather than the exception. By 1983, only one of the four remaining New Pride 
replication sites had a diagnostician on salary •. : 

Test Completion 

Many ,Sites questioned the programmatic value of diagnostics. One 

assumption' of the repUcationmodel was that all youths would be tested and 

would then be placed in an appropriate classroom on the basis of their test 

results. The Denver model included an LO remediation setting that wa~ separate 

fro~ the alternative school. In fact, In all but two replication projects all 

students, ~'th LD and non-LO, were placed In the same classroom. Most 

programs had individualized l.f!arning programs for each client within the 
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claSSroom. As one project director said when asked if LD identified clients were 

treated differently from other clients, "As far as individualizing the school 
packets (between LD and non-LDl, we don't. We individualize for everybody. 

But we recognize the deficiency in the kid~' Since a separate classroom 
situation was the exception rather than the rule, there was no pressing need to 

complete all the testing before placing students. 

Use of Test Results 

,Even after testing was done; the results were not always used. Many New 

Pride staff members found the test results to be of limited value. In response to 
questions asked of all sites about diagnostiCS by Denver's technical assistanCe 

team, there were repeated comments that particular tests or whole levels of the 

battery were neither useful nor relevant to the program. At one site, the 
educational coordinator admitted, when asked if he used test results, "1 really 

don't. 1, at the bottom line, only need to knOW the operational GRE grade level 

and where this kid is at in reading." 

Because so much of the testing produced results which no one used, project 

administrators were reluctant to put money anc! time into diagnostics. They 
were requit'ed, however, by the specifications of the model to do so. As one 

directar repol"ted: "(We) need to knoW why data is being accumulated and who 

wi1l be using it." He added, ''<We) need more clatification as to why testing 

should be given consideration above program needs." 

ReteSting 

Often staff retested youth after their diagnostiC wOr~-up, using tests 

directly relevant to the partiCular serviCeS they wQ;uid provide.J}t one project a 

tolacher explained that the diagnostic tests were helpful, but said, "Once we got 
the results and the kid in body, 1 would retest all the kids~' At the same site a 

counselor reported,''ThoSe diagnostic tests were more help to the teachers as 
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opposed to the counselors b !... • ' ecause they could 1 t aD14ty. We wanted to k e you know the youth's acad " . now mare about the . , emlC 
we would do te~s in addition to those tests." personahty and things like that. So 

Diagnctstic Battery 

The difficulty f " . 0 Implementing thi 
problems inherent in the di" 5 component was compounded b 

agnostIC battery its If Al Y 
',' presented to projects as a part of th " e. though this component was 
foll d e repllcation and "ts d " 

('Iwe , some administrators doubted th I eSlgn was to be strictly 
ori~" . 0- at all of the t h ,lIna.l enver New Prid " ests ad been used in th 
f ,. e proJect •. They cert 'nl e 
,?ftmat designed for the rep' Hcat. ion al y had not been used in the 

d 

program the f' al " 
pro uct of negotiations b tw ' . 10 verSIon of which was th 
. d e een Denver New P . d h e 
an ,Development Project' of th " "fl e, t e director of the Research 

Disabilities, and the local sites (eac: rASSOC1~tiOn for Children with Learning 
esponding to different state laws). 

,
.~ had The level system ·in its original form " to receive Level I test~ng b t was seen as 1Oconsistent. All clients 

disab T " ' u only those sus t d Iltles, psychological prabl pee e of having learning 
t ' ems, or other handi 
est1Og. ' A major criterion in identif " caps were to receive further 

signif' ylOg LD was that nth c1" lcant discrepancy between " e lent demonstrates a 
achie" mtellectual funct" " vement. Yet the iritelli 100mg and academ" gence test was a IC 
could not de:finitely be determined nl ." part of LeveUI, so a discrepancy 

. ' " u ess c:;bents were tested beyond Level I. 

A t every replication site 

b 

' complaints w " 
attery. These were directed" ere aIred about the diagnostic 

mandated and the level " agatnst < the speci:fic t,,!sts which had been 
, s at which they wer t b " 

ratsed about tests not measuring what the e. 0" e admmistered. Issues were 

~rmed for the as\' group of the New pri: w~,: Intended to measure, not being 
SItes had particular problems with ,lents, and being redundant. Some 
measures. measurIng IQs or with other selected 
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As a result of all the complaints and confusion, OJJDP encouraged the 

formation of a National Committee on Diagnostics, fortrled of the diagnosticians 

from the replication projects. In addition, Dorothy Crawford of the Association 

for Children with Learning Disabilities was contracted by OJJDP to review the 

diagnostic package and to provide technical assistance in revising it. All the 

diagnosticians were invited to attend a Quarterly Project Directors' Meeting and 

discuss the diagnostic issue. After this meeting, MS",Ciawford and Ms,' Carol 

Heschmeyer oj Denver's' technical assistance team made site visits to all 

replication projects to gather further input about how the battery was being used 

and what changes needed to be made. After these site visits, a revised package 

was produced and presented to the replication projects for their adoption. This 

revision changed the level at which some tests would be administered, deleted 

.some tests, and clarified the definition of LD cand timeUnes for pre- and post

testing. 

Even after this concentrated foc~!$<,on diagnostics and the careful revision 

of the testing battery, there "was still confusion, dissension, and. radical 
differences in how the battery was used. Denver's technical assistance team 

gathered informa'tion abm.tf the diagnostic component from the seven remail"..ing 

replication sites and published a report in June, 1984~o_~~They foundarriong the 

sites an ", • .appa.rent selective elimination of complete or par~iaJclevels of testing 

for a significant number of clients." 

were not given all the required tests. 

(S~ CIla.-pt~r.~,)·~~les~~~ ~d}lfb)'!.o 

M~y clients, ~ .. rf1ajority at some sites, . . 

The MIS~ata fullY confirm . .thlsJiridin...go' 

Several unresolved i~sue; r~maii1ed even afte'r the battery was revised. 
. ,.-~~-:-

Many sites were 4P,.Sure _a-s/to which tests were mandatory and which were 

optional. For .. so~e'test;, SCQring was a problerrt. On the Woodcock, one of the 

two t~stsWhiCh was to be given on both ~"pr~' and a post-test .basis,_ two different 

scOfing scales were used and ther~ were additional variations in scoring test 

results\..at the high end of the sca1es~J 
." .;"" 

There were additional p.(oblems In that the bS:ttery was-not really designed 
,t:!-:/' 

to be compatible with \Q~f school district or state testing requirements for the 
',.:;i;~:i~l . . .' , 
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clients. Hav' 109 to satisfy two separate sets of' . . 
youths were subjected to takin' d' . requIred tests often meant that 

g mor Inate numbers of test .' 
redundant information. s, many of which gave 

Technic:a! Assistance 

Project directors an"" d: . " . 
quest' bo '. _.; •. tt la~?,stM;;lans were uns\c'~e to whom to address 'their 

Ions a ut.,the cattery. They addressed many .. -f: th ' 
evalu t h -.;... ell' questions to the 

a ors w.o, having no expertise In the 
D area, referred them back to th 

enver New Pride technical assistance team. e 

This general confusion was exacerbated b ' 
diagnosticians. Apparently new d" " y the high turnover of 

. , . , lagnostlclans seldom w . , 
particulars of the battery by . their Dl'ed ere traJned in the 
same problems all over a' " . _~ecessors, so they would. have to solve the 

- galn on theIr own Th' I' 
radically from the model (0" 1 ' '., ell' so Utlons often diverged 
been lost, misplaced or re~overdlgfma prhoJect t~chnical assistance materials had 

, rom t e premIses.) 

Evaluation Data from the Replication Projects 

Unfortunately, because of the difficulties out!" ' 
sites experienced with the d"' . lned above that replication 

lagnostlc battery eval t' d 
particularly on those youths who d" ua Ion ata on this component, 

are eSlgnated LD is k 
four percent of all clients &_ , ,very s etchy. Twenty-

.. .L!'om ten Sites were identT d 
group, at most only 2110 7pe" . 1 leas LD. Of the LD 

• rcent were gIVen a com 1 I ' . 
testing level desi ned" . pete evel II, whIch IS the 

g to confIrm a suspected diagnosi5~ of LD ( 
aU clients were given a full 1 I II) . ..• 10.5 percent of 

eve ~ At seven of the t ' 
given a complete level II Th en SItes, no clients were 

• e one test that was requ' d bo 
test basis for all LD cll +.. ,,' Ire on th a pre and post-

en"", was admInIstered as a pr t 
a post-test t 7 I. e- est to 21.9 percent and as 

o • .,. percent of the LD youth C 
LD identified clients' t i ... · · onsequently, the diagnostic data on 

IS 00 ncomplete to be used b' 
results. " as a aslS for strong evaluation 
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The issue of the reliability of the diagnostic data presents a serious 

problem.. Early in the replication, Dorothy Crawford included this ,warning in heir 

"Report on the Diagnostic Pack'et": 

"There is nothing to substantiate any attempts that 
perhaps have been made to establish reliability procedures for 
seeing if different diagnosticians" are~' ra'ting·"kids",ln:,.~.~~l!ar 
fashion. Interjudge relia.:,i~ty becomes crucial In as muCfi as 
this is a repiicatiori project which is being conducted in several 
sites simultaneously. So, not only is there apossib,llity for error 
to occur wi thin a particular site if there is more than one 
diagnostician at the site, but there is certainly much room for 
error in reliability across the sites. In other wor~J~ ~.oes not 
appear that there has been any kind of independent validity and 
reliability check on the procedures th~t are being used in this 
project. These errors are crucial and could, in fact, invalidate .. 
the entire LD component of PNP,&" 

,r-/';'> 

.f"'::> 
'::",t' 

,.;t.i~"'steps were taken subsequently to check the reliability of diagnostic 

f;~ti~g. Indeed, with the revisions of' the testing battery and the continual 
i~ . 

.t'tlmover ofdtagnosticians, the stalldar~ation of testing broke down even 

. further. In some cases, new diagnosticians had no access to replicatiQri 

documents explruidng the battery and in many instances, tests were administered 

by' people untrained in diagnostics. As noted above, some sites used altogether 

different scoring scales for tests than those which were recommended fotthe 

replication. 

At pr,sent, we have no clear ~g~ar'on what basLs sites have identified 

clients as ~t.). Quite different defioiii~ns of LD have bI!~n used among the sites 
, (." 

and eV'en Wiithin individual Sites at different times. in addition, there are so few 
It:) 

test scor('i!S for )these ,:;youths that we cannot· check this designat~(m from the 
diagnost!!~,.dat~ by using an algorit~m •. ' 

','" , . : 

" 
H1!n~e, it is" impossible to determine if youths identified as LOare ~!te 

~ ~ 

same funds of youth w!th similar types of learnj.ng problems~ Withou~, valid test 

5cor~$'<:onsistent!y and reliably'sdr:ninistered, t~~.~a.~!~l\~"EY~~t.l~~~ .<:an say·" 
," ". ".-::00 , " • _. '."~""':;'- ._-•• -;, •• -_. -... •• ----....-... c.!~,-... ~, .•. -.-- " ,,- " ... -\ r 

veryjlltt!e,~uttheextent of LD remediation that was accom..,Us,hed cWadiU" , 
II .. ' ' , 
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Project Impact 

When poUed in the Sr:)fing of 1982 about this component, only one project 

said, "We like it the way it jts." This was the only site where the project di~ector 
had had experience with ~agnostics prior t() replicating New Pride. In an 

interview with the Nati,onal Evaluation,,,'rie project director commented, "I don't 

.... tt\lll.k ~~.~~J~,~gt)ts provided by testing have given enough results to justify the 
resources required. The results of testing don't seem much more insightful than 

the perceptions gained from intake interviews. it Another said, "The diagnostic 

unit was too expensive and overblown. In this day an~ age, people are not 

impressed with,(this component. If a kid has real problems, he should be sent to 

(a) medical c~~ter." Thj.s director went on to add, "There was far too much 

diagnostics. One hundred percent of 10 percent of the data would have been 
better." 

, Of all the components of the New Pride replication model, diagnostics was 
the most cOl1troversiai and was considered by many to be the weakest.Jt Was a 

new service type for most projects to provide. It was ~xpensive, time

consuming, complicated, and the results were apparently of. limited 

progil"ammatic benefit. The data gathered from dia"nos~a "test!n? were 
C) v" 

incomplete and their reliability questionable, especially regarding !earning 
disabill ties. 
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AL TERNA11VE EDUCA nON COMP\.,)NENT 

In the New Pride Replication model, the alternative educa~ion component 
was designed to provide regular and remedial instruction in a classroom setting, c 

and for thosecllents diagnos,ed' as learrung disabled, speCial educati.~? ... ,' 
remediation planned to meet their individ~!al.needs. :Cultural educa~~I).-,.vas to 

be offered to all students and was to' be provided prim~i!yJ}yc-volun~eer staff. 

The Alternative School, as this component'~~;c~ed;wasto be~taffed by two,. < 

classroom teachers, one speecn····aricrl~guage tea~her,and on~ .. ).earriing 

disabilities (LD) teacher. Instruc:tion !11>.bpth theregular/"r~mediaI and the 

special.~dt.ication classes was to be 1ndi~idualiZed...!"j!e·the staff to student 

ra.tio was to b~ one
c 

to five, the use of studen:tintern volunteers was to provide a 

one to one ratio. The Diagnostic Te'lmt'eader was ... to supervise this. component 
as well as the cfi,~gnostic component. 

-. i 

The Replication mod~l assumed that most New Pride cl.ients w~Utd attend 

the Alternative School. It was expected that a few clients who did not have poor 

grades or behavioral problems in their public schools wou1dremal~ ", .. in,.::;~IiQ;~· 
schi>ols. Also, clients sixteen and older who did not want ~~,~~.~~;;school could 

pursue vocational, rather than education~.,.,,:~9:i!Ms...'''···1'he>:rest of the clients, 

p~esumably a majority, wou1dg~r~~pate·'tnCthe New Pride school. 

_ACCl:irdfug';R:;::::on guidelines, youth were t?be accepted into New 
':s'·>'·"':~~·;;P·rid~~ in cohorts rath~r than on a continupus b.~is~~' T:rrs system was considered 

;'f5'lf' <>~. c' to be especially important to the school, for it w~,,,fecJJ'edthat classes would be 

; , disrupted if students contim,l~y.cameand lef~:throughout the !jemester. ,. Half

. '. 

day classes were to b~ held five days a~ek f~r. & total of 1.5 h?~r~~ .?~, ' 
instruction. It was expec1;eq that arrangements wou1.<ib~m.a$lewith~Qecd·""school 
districts to aw~rd students,~Sferable~a~a~ for th~ir~ork. ,. 
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Implementation 

Among the Replication sites, the Alternative Education Component Was 
one of the best organized and most cohesiv~ components. At a number of sites it 

was the strongest program compotlent. Only one project was unable to fully 

i~p!ement the AlternatiyeA5dlool, and this site had difficulty with aU the other 
.- .. ~ , 

components as weU.. ( 

A t a few sites, some staff membet;a· ·and· e~~~ 'administrators held "anti

school" attitudes. Where this w~s:tt{{~~e, the Alternative School had difficulty 

getting the resources and'~~~~ort it needed and deserved. This created some 

hardShips for the~'" schools and their staffs, but did not have serious 

consequences.. 'Dedicated staff members managed to provide quality services 
. ".~' 

(~ ....... 

desp~ te~'op"position. 
" .~.,~ .. :.~ ~ ~ .. 

Variations from the Model 

None of the ten Replication sites followed ex~ctly the model's staffing 

plan. Over time, the Alternative Schools experienced a variety of different 

staffing patterns. Most projects created an educational supervisor position with 

responsibility solely for this component. Continua! staff turnover at almost 

every site, combined with fluctuating numbers of students in the school, meant 

that .class sizes changed frequently. At brief periods, _a~c§t.thool might have 
> ..... " "', ., •• ,," 

operated with Oldy one credehti.aJed classroom teacher; at' 'other times, it might 

'have had'five teachers, some of them qualified "special education" teachers. 

Seldom at any project were there enough volunteers to reach the desired 
one to one student/teacher ratio. Qualified volunteers who were able to work 

effectively with these difficult youth were hard to find. Staff time and energy 

were required to train mdsupervise the volunteers, and the teaching staff was 

quite often too busy with· their other tasks to be able to cope With this added 

burd~. '. It was not uncommon for volunteers.l .. aiter being trained, to leave 
....... ,~ 

sudde~lly to take another 'job or for some other reason. Thls was an acded 
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disincentive for teachers to put time into volunteer staff. Thus, while most 

projects did use intern VOh.l\1teers in the classroom~\, they did not use as many as 

were' called for by the model. As a result of the limited number of intern 

volunteers, as well as the high turnover of teachers~ instruction provided In the 

Alternative School often could not be as individualized as desiredc 

There were other variations from the model in this component. At many 

sites, classes were replaced by field trips on Friday, so the school week was only 

12 hours rather than 15. Pressures to get enough clients made most sites accept 

referrals on a continuous basis, so the schools often had to deal with students 

coming and going in mid-semester. 

Different projects had quite different proportions of their clientele 

attending the Alterna\tive School., At three sites, over 90 percent of the clients 

were assigned to this component.: ~ t"~oe site, the proportion ~as a third and at 

another it was close to hili, for staff at t!Jese sites made every effort to keep 

students who were able in public school. A t another. site, all clients under 

sixteen and a half years of age attended the project's school, while there was 

only limited instruction, primarily GED-,"~iented, for·the older clients. 

Two projects mixed New Pride clients with non-New Pride clients in the 

cla5$room. This latter group fell under the definition of being either "socially 

maladjusted" or "emotionally disordered,'i yet their offense histories did not 

meet the New Pride eligibility criteri;! • 
. ;~ .. ...~ 

A t Denver New Pride all the youth who were diagnosed to received 

remediation at a facility specifically designed for that purpose, separate from 

the Alternative School. The'Replication model did not call for two facilities, but 

did specify that to students sh~u1d receive individualized remedial services from 

speci~ education teachers, in classrooms apart from the other students. This 

actually occurred at only a few sites and at these for only part of the school day. 

A t most projects the to and non-LO s~udents were combined in tl'>le same 

d~sroom. Within th8,t setting many of the to students did receive special 

3-50 

c' , 

. ; 
! 

";-, ,.," .', . 

, .. 

instruction and attention. In general, few projects were really convinced that it 

was useful to maintain a sharp distinction between the LO and non-LO clients. 

State Education Requirements 

In their different judsdictions tthe New Pride projects were faced with 

state education requirements they had to meet. Everywhere younger clients 

were required to attend an approved school .. 

At two of the sites, the Alternative School had to become fully accredited 

by the state in order to meet state requirements. It was an incredibl~cha11enge 

for these agencies to satisfy aU the requirem,ents for state accreditation at a 

time when they were putting together the complex New Pride program; it was a 

major accomplishment when they succeedE:.d. Sl.\I)sequently, these two projects 

could not only credit students' work, but they could graduate students. Early in 

1983, 'the first New Pride Alternative School student was graduated from Central 

CIty Private High School in Camden. 

The other sites did not have to go through the. formal accreditation 

process. They made arrangements with their local school districts whereby 

certified teachers at the Alternative Schools could conduct classes and the 
districts would award credits for the students' work. Atone site, a local pubUc 

high school treated the project school as an extension of itself, and the students 

were officially enrolled in the public school while they attended the New Pride 

Alternative School. 

The issue of tuition monies for students was a tricky one for most o! the 

projeC1~~ Schools nationwide are provided money on a per-student basis, ,and 
--':d<, . 

most s(dlools are desperate to get as milch of these monies as possible. On the 
'i 

other hand, many of the New Pride clienlts were so difficult to deal with and such 

disruptl,,~ influence~ that the schools were happy to tum over their education to 
someone ~;e~'" N~tU~~ly, If the replications accepted the responsibility for 

providing educational services to these youth, they felt they should be entitled to 
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their alloc~ted tuitions. Almost no school district would agree to hand over any 

tuition money. Rather, in most distric;ts, they substituted in-kind services in lieu 

of funds in the form of teachers. Most sites received from one to three teachers 

from their local school districts. 

Another practice in all states is that special laws and accompanying funds 

are targeted for the education of special groups of children. There are 

variations, however, in the definitions of these special groups. States often 

require special treatment for youth who qualify as "socially maladjusted," 

"behavior disordered," "educably mentally handicapped," or l;learning disabled." 

, Consequently, sites often had to deal with multiple' eligibility criteria in addition 

to the basic New Pride criteria. 

Several sites maintainet1 that since they provided educational services to 

serious juvenile offenders, many of whom might otherwise be incarcerated, they 

should be eligible' to receive education monies from their State Departments ox 

Corrections. Two projects lobbied repeatedly at the state level to push through 

legislation which would have made this possible. Neither was successful. 

. Across New Pride jurisdictions, the Alternative Schools were fighting 

di.fficult battles to get the funding required to institutionalize this component. 

The traditional institutions which received state education monies were not 

about to let any of these monies go. At one site where the 'school had been fully 

accredited, it was able to become self-supporting by receiving tuition monies for 

instructing "socially maladjusted" children. Other sitt;.s were not able to find 

education funds to support their Alternative Schools~ They continued to receive 

teachers from the local districts, but not tuition monies. 

Obstacles for the Alternative SchOfOI 

, 
All the New Pride Alter:native Schools had to deal with three major 

obstacles: high ~taff turnover,. discipline problems, and a high rate of 

absenteeism.' The staff turnover, as was discussed above, continued to be a 
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problem from the projects' beginnings. Losing one or more teachers disrupted 

classes and forced class sizes to rise, reducing the amount of individual attention 
anyone student could receive. 

Maintaining discipline in classrooms of multiple juvenile offenders was a 

constant challenge, especiaUy since many clients had dropped out of school prior 

to entering New Pride. Sites developed their own systems of discipline, usually 

some type of behavioral modification, which were devised on a step or level 

basis. As teachers and students got used to these systems, many of them became 

quite effective. The start of each new semester was often a difficult adjustment 

period, and then the chaos would level off to a point where learning could take 
place. 

Absenteeism was an even harder problem for the sites than discipline 

problems. When the projects were fully staffed, counselors would often go to 

clients' homes to bring them to school when they didn't show up on their own. As 

budgets tightened, staff no longer had th.e time to do this. At one site which had 

trouble implementing the model from the start, the proportion of students who 

were absent sometimes exceeded 50 percent. This became a catalyzing factor in 

rupturing the local judges' support of the project, which subsequently led to the 
project's closure. 

Being Mlon-residential placements for very serious offenders, the New Pride 

, projects faced a real challenge to find positive ways of getting clients to 

participate without driving them away with measures that were too coercive. 

Over time the staff gained experience in dealing with these youth and in 

providing instruction that was interesting and valuable. They learned new ways 

to keep the youth involved. As a result, absentee rates improved as the projects 
became established. 
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GEn' Preparation 

Across the replication sites, teachers added a new type of instruction 

which was not emphasized 1n the original model """ GED preparation. Seeing that 

many if not most clients lacked. both the interest \'aIld the credits to be able to 

graduate from high school, teachers realized th~t the most practical goal for 

most of these youth to work toward was a GED certification. Almost every site 

held special classes or tutorial sessions oriented toward preparing students .to 

take the GED test. In most states, youth cannot take the GED exam until they 

are eighteen. While some youth did pass this exam while they were still in the 

program, many more went on to pass 1t after leaving New Pride. 

Achievements 

Overall, the Alternative Education Component was the best implemented 

and frequently the most effective. one. Many success stories were reported. One 

of the best of these components operated in the Anacostia area of Washington, 

D.C., within a project that was considered to be deficient 1n most other respects. 

The Alternative School in Boston, another site where many of the oth~r 
components were weak, was also strong. At both of ,these projects the 

educational component was, as one observer put it, "the backbone" of the 

project • 

Teachers spent more time interacting with clients than any other staff 

members. It was usual for the teachers to counsel students in the normal course 

of the school day. When polled at the time of terminating from New Pride, 

88.3 percent of all clients said either that the teachers had helped them. or 

helped them a loto 
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THE EMPLOYMENT COMP''')NENT 

The provision of education and work experience in delinquency treatment 

projects is presumed to enable youngsters to forge paths of constructive 

attitudes and actions between where they are and where they need to be to take 

advantage of society's legitimate opportunities. Career awareness, job-seeking 

skills, and employment experience are all supposed to stimulate a better goal 

orientation, a greater sense of self-esteem, and a new belief in young offenders 

that they can make better lives for 'themselves. 

While advanced technology has made younger workers relatively 

dispensable as a source of productive labor, it has also rendered the types of 

occupations for which younger workers are qualified (unskilled labor) relatively 

dispensable to society. Changes in the educational and occupational patterns 

have increased the demands on young people to conform, to attain more formal 

education over a much longer period of time than any era in the past. It has 

proportionately heightened the frustrations, of those who feel thai: they have 

failed or :~ave lacked the opportunities to succeed. 

Young people referrec' to New Pride often suffered from social and 

psychological handicaps of considerable magnitude. They frequently brought to 

the projects an ingrained sense of fatalism~ as well as unrealistic expectations 

with regard to employment and its demands for responsibility and performance. 

They had previously experienced no skills training, no job awareness, and no 

motivation other than an initial burst of enthusiasm at the idea of getting a job. 

The Model for the Employment Component 

In the Replication model, sites were to have one employment counselor for 

every 20 clients., One of these staff members was to function as the 

Employ.rnent Su~ervisor, being accountable to the Project Director or Assistant 

Director and supervising the· other staff. Thus, there was to be a distinct 

employment staff with well-~efined functions at each site. 
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The'tasks of 1.:he employment component included the following: 

Conduct al4 assessment intezview: After clients were referred to the 

employment cC'Jmponent by their counselor, one of the employment counselors 

was to intervievi the youth to determine his or her employment needs, desires, 

and experience. 

! 

Provide. job readiness training: This training was to be directed toward 

preparing the youth for the world of work. It was to cover such topiCs as 

transportation and map reading, job interview skills, and preparing; and 

submitting job applications. 

Identify an appropriate type of job: After exploring a client's career 

interests, positions were identified which were relevant to his or her long-range 

vocational goals. One of three placement options could. be chosen: on .. ,the-job 

training, direct placement, or referral to an outside employment program. If the 

first option was chosen, New Pride or some other funding source such as CET A 

was to pay the youth's salary. 1£ the second was selected, the employer was 

usually expected to pay the salary. If the clien~ was referred to another 

program, the employment cpunselor would not be directly involved with finding a 

job or the job referral/negotiation process. He or she would, however, monitor 

the client's progress on the job. 

Job development: Once an' appropriate type of job was selected, the 

employment counselor began the process of searching for such a job. The model 

did not encourage the, development of a job balnk,but recommended that each job 

be developed ·individually for each client. Potential jobs were assessed as to how 

supportive, the work environment would be, the level of supervision that would be 

provided, and how long the job could be ,expectedto last, gIven acceptable 

performance by the client. 

Interface in the referral process: Although the employment counselor did 

not arrange for the client to be hired, he or she did assist in the negotiation 

process between the employer and youth. 
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Follow-up and m . 
onator the job situation: 

the employment counselor was . . Once the youth had been placed, 
attendance and performance. to V1S1t the job site weekly to monitor job 

Throughout this process, the ~mpl 
with the , oyment counselor was t 

youth s caseworker/counselor, so as 0 work closely 
general activities and progress. h to stay informed of the youth's 

10 ot er areas. Th 
employment activities were to remain .' rough this teamwork, 
services. integrated with the other New Pride 

Most of th R li 
. e ep cation projE!f:ts, even after the 

some time, found it very difficult t l' Y had been operating for 
• 0 ocate appropriate . b 

Sltes had experimented quit . JO s for clients. Two 
b . e Successfully with creatin th . . 

y starting bUSinesses H . g elr own Jobs for youth 
• OPing that this approach w 

employment components OJJDP d. ould strengthen sites' 
, ma e 1t a part f th 

encOuraged all sites to pursue it. This add 0 ~ New Pride model and 
above: ed the fOUowmg tasks to those listed 

• Research and d 1 eve op new product lines 

• Pind the capital for these bUSinesses 

Start. new business ventures . hi . 
mearungfully involved· In W ch clients could become 

• 

• Supervise~e operations of an ongOing bUSiness 

Implementation Across the Sites 

As with the oth 
er components, sites varied wi . 

the employment component At L A dely 1n how they implemented 
. • os ngeles th 

grOUnd, although a few youth I ..' e component never got off the 
. were paced 1n jobs. At S P . 

services were to be provided an ranClsco,employment 
on a subcontractual b . b 

arrangement lasted one aSIS y another agency. This 
. year and then the ro· 

providing these services A 11 P Ject assumed responsibility for 
. • n exce ent empJo . 

final project year and eff t· . yment supervisor was hked in the 
ec lve serv1ces were provided. 

3-57 
~ , 

• Ii' , 
, , 

" ,. ~. 



; 
i-, ! 

" 
" .~"~ ~,-:".--:; £, r:: ......... _-=?-.,.; ~-' •.. ~.-::~-"'; .. --:-~ .•. :"-:--::-.;:-"~ .:~"::.'-";~'::.;~ ,~";;':';'-:''';":1''' .. ,";-;:..~ 1';~_~t:~~.;:·:::~<::.;:.~=-n:.:-+'!.;:~.~~~_·,:c:;"!.."''''~~·_<:::::'t''''-.... -",,,,,,-· ... ~,'J;C""""", ..... w. <~c_~ .~._ ~ _,,"," ~-< ".,- ._"....., ...... "~' • ...."" ... ", ~._,,:,,,,,,"_--,='''-'',,",=''<.;--,,,,,...-.="X~ ,;.'o;~."t:.;:.'l::"-::;~',:!!'C7;;.:::' ... '1"':'~':.';!"~-:'I.\,·.;:::'';!:~:.r-;';.-:::~~l 

Two projects were able to provide only job training and career awareness 

services to the majority of the clients. In Chicago the original plan was to 

subcontract employment services, but this did not work out. In Georgetown, the 

project ended up trying to subcontract the component. Both the Chicago and 

Georgetown sites experienced problems with job dev!elopme~1t ~nd placement, 

due partially to tight local restrictions on the employment of younger and non

union workers in many jobs. Another cause of difficulty was that at both sites, 

the Project Directors were unfamiliar with this service and provided minimal 

support and resources to the emr.loymeht component. As a result, fe':-r Chicago 

or Georgetown clients were placed in jobs. 

Three sites - Camden, Fresno, and Boston - did not create a separate 

employment component and only intermittently .. employed one or two staff 

members whose sole responsibility was to provide employment services. In these 

projects, counselors assumed many of the employment tasks. Each of these sites 

had a different experience with this type of structure. 

A t Boston, some employment services were provided and some youth 

placed, but many were not. The staff of the other components did not have the 

administrative guidance or the time to provide a full range of employment 

services. 

At Fresno this arrangement worked much better and a high proportion of 

clients r(.'Ceived vocational 'training and were placed in jobs. This success was 

due to good linkages with the community and good administrative directioll

They were able to use local employment agencies and tap into local and state 

funds especially desisnated. for youth employment. 

The Camden site provided excellent services to its clients. Prior to being 

awarded the New Pride grant, this. agency had been a part of the county CET A. 

The provision of employment services was such an integral part of the agency's 

purpo$e that all the $taf1:,retained some involvement in this area. The 

orientation of Camden New Pride was somewhat different than that of the model 
as well. Youth were expected to take far more responsibility for securing their 

own ~mploymnt. 
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The remaining three sites, Kansas City, Pensacola, and Providence, 

followed the, New Pride model and implemented highly successful employment 

components. The first two C)f these sites and Camden were also able to start 

businesses which employed a number of clients. In Kansas City, state and local 

funding sources were!; used to excellent advantage both in starting businesses and 

in subsidizing youth employment. 

The development of jobs for New Pride youth was the most arduous and 

time consuming task for the employment component. To be able to locate 

suitable job openings, sites either had to have a sheltered workshop or business 

enterprise within the agency available to clients,or have developed llnkages with 

local businesses and agencies throughout the community_ The only New Pride 

projects successful in finding job placements for their client~ were those that 

provided such services in the past or that were able to hire staf;,!; who already had 

developed expertise in the area. At many of the sites, projects were trying to 

provide employment services that: other agencies in their communities might 

have been better equipped to provide. 

The creation and management of new business ventures by projects was a 

very demanding enterprise, for it required someone with a good deal of business 

experience or understanding, who was willing to ~ake risks and invest a great 

deal of time ~d energy in such special projects. Few staff in the New Pride 

projects had the requisite backgrounds or could spare the time from the 

multitude of their other tasks to make new business ventures successful. 

The New Pride employment components, with its many different mandated 

tasks, was very difficult for projects to implement even at their relatively high 

initial funding level. Yet most sites were able to provide a range of employment 
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services, including the placement of clients in jobs. Considering the seven sites 

which continued past their second year, 62 percent of all clients admitted prior . .. 

to January 1-, 1983 were employed during their stay at New Pride, usually in a 

supported work situation (New Pride or CET A wage source - 60 percent). 

Priv;,ite employers were responsible for providing and paying for an additiona4 

third of all jobs. Employment experience was most likely to be arranged after 

clients had spent a period of time in the program and had 1,;~9mpleted a. course in 

job seek}.ng skills, or adjusted sufficiently well to other components of the 

program. Of those clients who had completed at least three months of services, 

64 percent received employment experience, an excellen,t record for such hard

to-place adolescents. (These figures represent all clients, including full-time 

students.) 

Amazingly, the projects in Kansas City and Pensacola were able to 

implement all aspects of the employment component, including the creation of 

new businesses in which to employ"' youth. Camden implemented all but one 

aspect, that of finding actual jobs for clients. As previously indicated; in 

Camden the clients were expected to find their own jobs and many of them did. 

All three of these projects implemented exceptional employment components. 

1 ~.' 
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THE PROGRAM EV ALUA'nON COMPONENT 

At the 1local project level, the most important goals of the evaluation 

component Wf!!re to increase the availability of information to managers and 

funding sources, to provide more timely information for decision-making, and to 

provi~e an increased l.evel of on-site understanding about information and its 

uses. The parent New Pride project in Denver had, since its establishment in 

1972, recognized the importance of project information on clients. Because of 

this, the model program.:~lways had. a full-time evaluator on staff. 

Effective management of project information was the purpose for which 

Elssential pro~ect data were specified,collected, and retrieved to serve a variety 

of management needs. Since evaluation data were seen to be oTequal value to 

mctnagers and evaluators in judging a program's performance, PIRE instituted a 

computer networking system designed to serve both the management information 

and data processing needs of the evaluation and of the individual projects. This 

decision was based also on the experience of the model program in Denver, which 

moved to a similar computerized version of its own information system as the 
Replication Program started up. 

The computerized data system (the MIS) was in place in the New Pride 

Replication Program for four years. It was the system used for the national 

evaluation as well for several local self-studies. The staffing pattern for the 

evaluation component was supposed to be the same as that of the Denver model, 

including both a full-time researcher and a full-time data coder. While PIRE was 

responsible for collecting the data for an evaluation of the replication of New 

. Pride, it was simultaneously responsible for rendering MIS training and technical 
assistance to on-site evaluators. 

Results of MIS Implementation 

The information system was highly succe~ful as an evaluation tool and w~ 
in continuous use by all ten projects until their Federal support ended. Two 
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evaluators from sites which closed earlier in the initiative continuea;;:~(),";lJpdate 

client and cOlllparison group follow-up data from remote terminals to ~hich"th~y ':';,:, " . 

had access. ' By the time the replication program ended, CONFER:PRIDE had 

, been the longest running conference at-'Wayne State Univf:rsity,l whose large 

computer system the projects had used on a time-share basis. 

Acceptance and Participation: AJ1 ten sites made at least nomina! use of 

the compu~ing systEm for checking on messages. When the system was first 

'established, peop!'~'s participation was bimodal, either quite active Qr almost 

completely, nominal. None of the local projects had had any experience with 

other computing installatiods. One of the projects had to provide parallel data 

to local "management information system / but the system was almost entirely 

manual. Another 1~aJ. project tried to implement its own case management 

system on the Apple n microcomputer, but lacked the necessary funding and 

computing skills. A third project ran its own local system on a TRS-SO Model 2, 

using software recommended by people in an on-line conference on 

microcomputers. One instance of computer murder was documented early in the 

initia~ive. In this case, a frustratc:d counseling supervisor pulled the "ears,1I or 

modem, off of a TI16'. 

Technical assistance via on-line conference and electronic message was 

~most entirely restricted to evaluation matters. Techni.cal assistance on 

operational issues of the New Pride program was almost entirely througn other 

channels, even though the technical assis~ance contractor Was also a user of the 

computing system. One possible relt\Son for the failure to use the message 

system as a technical assistance medium is that the project directors and their 

assistants (JJd nlot have experience with terminals, did not know how to use the 

message 'system, and did !;lot want to use their evaluators as communication 

mediators for operational matters. 

Power V~ Complexity: The N,,\V Pride computing environment was 

both powerful and cGmplex. The operg~.1ng system command language was clean 

and straightforward. However, the design, implementation, and management of 
an on-line conference system and a relational data base with 23 differ;~nt files at' 

1210cations isa complex task, even in the friendliest of environments. 
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. The on-line conference system was eas fo . 
many features which required Sad ,y r the begmner to use, but had 
k om~. stu y, trIal, and effort Wh'l ' 
eep up with current items and b Jl' , • 1 e It was easy to 

• u etms, It was more diU' It 
the conference index for th I " ICU to learn to search 

. '. " e oca tlon of earlier inf ' 
required repeat~d, helM l- &!_-'!_ ormatlon. Many evaluators 

," " ' 4t" 11 .l.lllu!ng documentation h ' 
forgot:en, especially within th f' w os~ locatlon they had 

e lrst two years. 

Similarly, the relational data base s stem . 
but capable of doing many the y was relatIvely clean in design 

lngs. PIRE provided l'b " 
for reporting, but the evaluator h d t h ' a 1 rary of macro-commands 

a 0 ave Some cone t I 
of the system in order to use it eff 'V""" ' ep ua grasp of the nature 

ect!.~lY. (All but two of them did.) 

The Local £valuat I R 
or s ole: The institution of 

environment generally impr d h the shared computing 
ove t e lot of the local al 

provided with a reference group to whom the ev uator. Evaluators were 
group provided social support t ch' y CO~ld relate on a daily basis. The 

, e mcal aSSIstance and 
sympathetic audience An urgent bi ,an occasional 
of the time it was disc~ d pro em was LlSually solved within a few days 

vere ,and the solution was immediate,ty a~ailable to all. ' 

, The responsiveness of the system really serv--' l'n 
mcrease th al '0;\.1 some instances to e ev uator's worth to the protect 
system as a case manag ~J • The dual use of the information 

ement tool as well as al' " 
evaluator status as the custod' f an ev uation tool gave the 

Ian 0 a valued resoll .. ,.... Th ' 
system and the data system th I -. -'". e communIcations 

us P ayed compllmentar I ' 
local evaluator's status 1 ,y ro es In enhancing the 

,va ue, and morale. 

Constraints 

The New Pride experiment had some constr ' , 
a standardi.ZGd evalu&tion .... of aInts which arose from its being 

Q- a set of geag h' 11 
organizatiorw:;. Th " rap lca y scattered", diverse 

ese constramts lnCluded d' 
development time lack f ' lstance, diversity, lack of 

" 0 computIng and dat ' 
training, and i:he turnover of al a experlence, limitations on 

ev uators. 
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Distance: . The replications sites were deliberately spread around the 

continental United States. Scientific rigor required that the program be tried in 

a diverse set of environments; pclitica.i. equity demanded that the potential 

benefits of the program be broadly available. 

This geographic dispersion meant that there could be relatively few 

meetL~gs of, staff members from widely separated programs. Funds were 

available for quarterly meetings of project directors, as well as for technical 

assistance and evaluation visits. Some sites were sufficiently close together to 

allow members of several projects to meet with a trainer or evaluator. But over 

all, geographic separation imposed certain limitations. 

Diversity: ln~ replication sites had different clientele and legal 

environments. One of the most important pieces of information was the crimes 

the clients have been convicted of committing. Since the projects were 

established in ten different cities, ten separ,a:ce criminal and juvenile codes had 

to be merged into a comparable coding structure in order to allow comparisons 

to be made acroSii programs. The diversity of the programs and their 

environments made it necessary to spend much effort in developing common 

vocabularies which cuuld then be translated into common data elements. Project 

managers wanted services coded into finer categories than had been planned for 

in the project evaluation data system. Several project sites had names for 

services which diverged from the usual terminology, and required parallel codes 

bearing their local nam·es. 

To cope with th~ diversity of the projects, time was spent on reconciling 

people to the limitatior.\S .,f the data system, while simultaneous efforts were 

made to maximize the data system's capacity to acr,:ept diverse data elements 

which could later be normalized to a more restricted scheme. This task was 

long, as in any traditional applications development process where an 

organization develops a system for the user. It usually ranges from months to 

years. In 'tile New Pride Replication P:.)gram, it tQok about eight months to 

complete the process. 

3-64 

- --~ 

--~---- ---

,> 

Lack of Development Time: Because PIRE, OJJDP, and the replication 

projects were unfamiliar with the. implementation and operation of network

based data systems, everyone initially believed that the system would emerBe 

overnight somehow fully forme~. While all bought into the concept and were 

excited to see what it could deliver, patience grew thin as the steps and realities 

involved in a more extended period of development became apparent. 

The estabUshment of any computer-based administrative system requires 

knowledge, diligence, and patience. The process required trained specialists to 

analyze, interpret, and implement the sites' requirements. Initially some of the 

necessary expertise was provided by a sub-contractor. But it rapidly became 

apparent that all the knol.v-how had to be available on the national evaluation 

staff if PIRE was to remain responsive to the projects' needs for technical 
assls t3J1ce and training. 

Establishment of anything as new and multifarious as a cooperative, 

network-based data system requires constant profeSSional attention over the 

initial period of the system's implementation and operation. Such systems 

function optimally with quantitatively trained program analysts on site 

responsible for the collection and entry of data and the generation of reports. 
Few evaluators initially had such previous training. 

Inexperience: The national evaluation staff and the on-site evaluators 
were all aware that a computer system of some sort would be needed to evaluate 

the performance of the ten replications. PlRE'S winning evaluation proposal 

assumed a more conventional approach in which on-site evaluators would provide 

central stnff with hard-copy data to be keyed into machine-readable data files. 

Few of the central or on-site evall.~ators brought to the effort much computing 

-experi!!nce, and none were profeS/sional computerniks. The adoption of' a single 

shared computing system was f~xciting and meant that a single computing· 

curriculum could be adopted, but it also left the national evaluation staff with 

the responsibility for all computer training of on-site evaluators. In the usual 

evaluation effort, sites would have been responsible for the selection of their 
own computing systems and for the training of their staffs • 

3-6.5 i , 
, ! 



, 
" 

Limitations on Training: The training problem was complicated by 

budgetary constraints, which allowed only two four-day training sessions for on

site evaluators, one on each coast~ After the original training in operation of the 

message system and the data base management sy~em, all further training was 

via telephone and electronic message. In May of 1981, additional training 

events on both the east and the west coasts were convened to cover topics such 

as data analysis and reporting. All told, twenty-five local evaluation staff were 

trained through a combination of on and off-site technical assistance and 

regionalized training events. While turnover occurred among local e.aluation 

staff, all sites but Los Angeles, San Francisco, and Pensac~la retained at least 

one person who had attended all the training sessions. 

Competing Requirements: In theory, the project evaluator was supposed to , 
be responsible only to the national evaluation staff. Since the evaluator was an 

employee of the local New Pride program, the theory was not entirely consonant 

with reality. The on-site evaluators' access to a computing system made them 

the projectsl data managers for clinical and administrative information as well as 

for evaluation data. Evaluators were under pressure from project directors to 

produce clinical records, operational information, and in some instances 

proposals, a situation which creat~ greater cooperation by project directors, but 
- ~~' 

which also strained the evaluators' capacity. 

RQle Strain: All on-site evaluators, whether employees of a local 

organization or a national evaluator, were subject to considerable role conflict. 

As evaluators, they had a duty to.produce an accurate record of the program's 

performance. As colleagues of the local staff, they often felt an obligation to 

make the program look as good as possible. In the New Pride Replication, an on

site evaluator normally communicated with a member o(the national staifonce 

or twice a week, and with an evaluator at another site perhaps four to six times 

a year. As a result, the local staff were initially a more salient reference group 

for the evaluator than the group of na~or4al or other on-site evaluators who were 

geographically distant. This changed as time went on, familiarity grew, and the 

evaluators became united by virtue of the similarity of their problems and tasks. 

Nevertheless their first commitment remained to their own projects. 
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Local Evaluation Accomplishments 

There were three important audiences in the Replication Program who 

were recipients of project information. These included the national evaluation 

team, the Federal monitors at OJJDP, and the project managers. Project 

managers had the following data-related needs: 

1. 

2. 

'.. .3. 

5. 

Case history and tracking information; 

Documentation concerning the project's success in 
treating clients by providing the means to assess project 
impact and recidivism rates as well as school 
achievement, remediation of learning disabilities, and 
employment; 

Information on the types and amount of services the staff, 
volunteers, and referral agencies provided; 

Information.lor funding sources, including information to 
document 'fee-for-service' funding; and 

Documentation of program capability to potential funding 
sources. 

'Three out of four of the Replication projects that were continued for a 

fourth and final year of Federal support maintained excellent evaluation 

components (Camden, Providence, and Fresno New Pride). Their effective use of 

data collected for evaluation purposes doubtlessly helped in the 

institutJonallzation of parts or all of these projects. 

The New Pride model to be replicated featured a strong computerized 

man~gement information system and an evaluation component staffed by a full

time evaluator and a full-time data coder. While only Providence maintained 

suchliln intensive staffing· pattern in this component for the duration of Federal 

fundb'g, Camden did so up until the final y~ar. In Fresno, the evaluator was not 

only extraordinarily capable and productive, but also remained in her position for 

all four years. Though working without the assistance of a data coder, she was 

higl;tly instrumental in getting the Fresno project financiaUy supported by city, 

county, state, and prlvate institutions. 

,. ~. 
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At the Fresno site, and to a more limited extent elsewhere, the 

. computerized MIS was used to its fullest extent as a management tool. In Fresno 

all records were computerized and analyzed for management as well as for local 

evaluation purposes, including individualized service plans, treatment objectives 

and their regular updates, and the myriad of services delivered. School and 

employment progress reports were submitted on a regular basis. Periodically, 

the evaluator would produce comprehensive research reports on client impact, 

including recidivism. 

The stories of success surrounding the MIS and its effective utilization by 

the three sites that continued beyond the period of Federal support, argue 

strongly for its usefulness to projects in their quest for survival. 

Local Evaluation Concerns 

An essential purpose of the MIS was to provide case tracking information 

and records analysis on individual youth for the continuously proactive, rational 

design and redesign of client plans. This purpose of the MIS had been a major 

intent of the evaluatioh component ~ it was used in Denver and provided for the 

replication projects. In order to do it, accurate records had to be maintained on 

clientprogress. While the information available was copious and of high quality 

and special software programs were available to facilitate report generation, 

this purpose proved the least likely to be achieved by the projects. 

One reason for this was that local projects wer:e obUged to accord highest 

priority to the data requirements of the national evaluation study as a condition 

of their grants and continuation funding. This fostered an emphasiS on data 

collection and entry, rather than reporting. As the study proceeded, local 

evaluators had to ward off feelings that they were functioning not as essential 

program staff, but only as data collectors. Since they were burdened with the 

" task of providing the voluminous data required for the national evaluation study, 

some of them attended only to those features of program operations that were 

relevant to their data collection tasks. 
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Sometimes their relations with others ' •. demands imposed on·· on the projects were troubled by the 
program staffs to com 1 t h 

accurately and promptly Th pee t e required data forms 
• ey had to really work t b . 

project managers by producing re t f' a ecommg valuable to , por s or buard rr: b . 
agencies, for OJJDP and f lem ers, for pOSSible funding 

, , or c;ase-management. Th 
sometimes frustrating tasks. ese were challenging and 

The idea of the proactive plannln of i .. . 
be rationally changed on the b" g ndlvlduallzed treatment that could 

aslS of measurable cl' 
goals of treatm~nt was a good H ' . lent progress towards the 

. one. owever, It was d ." 
qwte foreign to the experl'e' f "a mo e of thm!<.mg that was 

nce 0 many project d" 
field of corrections especiall th lrectors. Much work in the 

, y at concerned with' il . 
to challenges that arise s dd nl' Juven es, mvolve\$ reacting 

u e y, or to "pos 'bl • effectj,,;,~y reverses this reactive' . SI e trouble." Using, an MIS 
. .' orlentatlon. It requir .. 
10 the flow of information d es orgaOlzation, s\tructure 

• ' an procedures, which . ' 
staffings take place. ' msure that regular client 

T .. 
hus, anoth~r reason for lack of MIS u+:l' " th w, lzation was the uo£ il' . 

e part of project staff and d' ". am larl'ty on lrectors With us10g case tracki "0£ 
management tool. Unless th 1 al ' ng I ormation as a . e oc ~valuators took th, " '" . 
such information unasked 'h . . C" 101tiative 10 pt·oviding 

,as appened 10 Fresno and 
elsewhere, there was" no ap G to a lesser extent 

parent reason to provide . t .... 
management habit was form d b l' I. (.,.onsequently, no . eyre y10g on it for decisi _I.: 

process was never effectl"vely' 1 on-m~ng, and the Imp emented. 

The local evaluator from the Ch' . 
by the funding agency on having 't lca

d

g
o site suggested that an early emphasls 

SI es ocument the ai" . 
have assisted managem~""ts' til. . qu Ity of services might 

.I;;.c,~ u lZation of the MIS B 
surrounding eligibility and the "hall . • ut because of the issues. 

, c enge projects fac d' f' " 
three prior adJ.udica+1ons th I e 10 1Od1Og referrals with 

..". , e ear y emphasis w h 
to the program. What .' as, rat er, on what clients brought 
. ' p,ro)ects brought to the eli "', 
1Oformational emphasis until h l' , . ents did not receive 

mue ater. This evaluat 
the projects off with the . or proposed that starting 

service plan (lISP) as the nl . 
might have assisted the process of rethink'.,. 0 y reqUIred document~tion 

. mg .hat was clearly necessary for staff 

.. , , ' 
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to use information effectively as a tool of case management. Because the 

system was compl!ex, it needed an early and sustained emphasis: 

''The MIS is a system that implies everything done 
for a client is related ••• F or quality of program, we 
theorized that services are linked to needs. Kids have 
needs that should be addressed. Any real evaluation 
assumes your initial objectives developed for that kid may 
not hit that need. They may have to be revised. As kids 
go through the New Pride process, needs and objectives 
should constantly be evaluated. Brilliant staff could do 
it." (Intervit.~w, October 15, 1982) .. 

In conclusion, more emphasis, better technical ass~stance, and a faster 

implementation of the computer system for the MIS might have helped the sites 

to utilize it more fully. As this final report is being written, there are no local 

evaluators left on any site in the New Pride Replication Program. The goal of 

institutionalizing evaluation expertise at the local level was not achieved, even 

though those sites that were able to institutionalize the project did so using 

evaluation· information. 
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SCHOOL REINTEGRA nON AND VOLUNTEER COMPONENTS 

All New Pride Replication Projects were to have both a School 

Reintegration Component and a Volunteer Component. They will be discussed 

together for they were small relative to the projects' other major components; 

and were to be staffed by one person who was responsible for implementing both. 

The School Reintegration and Volunteer Coordinator was to work in conjunction 

with staff of all the other components, particularly that of alternative 

education, and was to be supervised directly by the Project Director or Assistant 

Director. 

The Model for School Reintegration 

In the Replication model this component actually had two titles, School 

Reintegration and School Maintenance, which reflected its two major functions. 

To carry out the first function, the Coordinator was to reintegrate New Pride 

students into the public school system, after their intensive phase in the project. 

The second function required the Coordinator to monitor the students' progress 

in school and provide ongoing support so as to prevent or ameliorate any 

problems which might arise. 

Re-entry into School 

Not all clients were expected to return to public school. Some were able 

tc? remain in their former school situations while participating in New Pride. 

, Some who were over sixteen, could choose to explore a career path rather than 

, return to schools A few of these older youth, however, could be placed into GED 

or vocational programs by the Coordinator. 

The remainder of th!~ clients were to be placed into an appropriate school 

program. To accompliah this, the Coordinator had to have a thorough 

understanding of State and local educational regulations. This person needed to 
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be familiar with the full range of program options that were available locally and 

the eligibility requirements for the different programs. Most importantly, the 

Coordinator had to develop referral links with the schools; he or she needed to 

know who to contact to make any particular placement. 

School Maintenance 

Once a student was placed in a school program, the Coordinator was to 

mon'itor that student's progress in order . to optimize his or her chances of 

success. Most New Pride clients had long histories of failure in school and had 

come to the project with school records reflecting poor grades, frequent 

absences, and misbehavior 0 It was the Coordinator's responsibility to maintain 

contact with school administrators and teachers so as to monitor the student's 

grades, attendance, and behavior. If pr,)blems arose in any of these areas, the 

Coordinator was to mobilize s'upport for the student from both school and project 

staff. Additional supervision, tutoring, or counseling might be needed. This 

involvement on the part of the Coordinator was to continue for at least one 

semester, and sometimes longer. The goal was to help the client remain in 

school even after. the follow-up phase ended and he or she was no longer involved 

in New Pride. 

1be Model for Volunteer Support 

The Replication model encouraged the use of volunteers for two reasons: 

to improve the level and range.of services which the project could provide and to 

establish supportive linkages with the community. The Coordinator was 

responsible for recruiting the volunteers and for ensuriJig that they 'were 

screened, trained; and supervised in their tasks. In addi~~on, the Coordinator was 

to see that "volunteers received formal recognition for/'their contributions .. This 

usually occurred at a luncheon or dinner held in their honqr. 
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Projects were to use two types of volunteers, student interns and 

<=;ommunity members. The interns were to be recruited from local coUeges and 

universities and used in the Alternative School as teachers' aides. It was through 

the use of these interns that classrooms were to reach the desired one to one 

ratio between"teachers and students. Volunteers from the community were to be 

recruited f~om local organizations such as the Red Cross or Junior League, or 

from private businesses or business organizations. These volunteers could .be 

used in any of th~ project's components, wherever their skills or expertise were 
a~propriate, They often helped to supervise the recreational activities. 

\ 

In 1983, OJJDP suggested that those projects still in operation use Foster 

Grandparents as volunteers. This opened up a new resource for the remaining 
sites. 

The School Reintegration and Volunteer Coordinator 

This position was not maint~ed at any of the ten replication s'ites 
throughout the project's duration. At eight sites, budget cuts and other pressing 

tasks forced project administrators to split the responsibilities originally 
assigned to this poSition among other staff members. One site never hired a 

Coordinator and never implemented these components. Another site 
subcontracted with a local agency to perform these functions. 

When the Coordinator's responsibilities were assigned to other components, 

the task of school reintegration usually feU to the staff of the Alternative 

School, primarily the teachers. For a few projects, this arrangement worked -

well. At other projects, teachers found it difficult, if not impossible. Their 

classroom obligations left them with too little time to do the liaison work 
required to place students in appropriate programs or to monitor their work. 

At two sites, the duties of school reintegration and court liaison were 

combined. This combination was understandable in that both functions required 
,th~ d.ev~tqpm~nt _and l11.gintenan~e>of:·Jhjt-:.~",w.itf.i:~';":d 'Th I' 

-i··'..c",>:.t;';;:;~~":.:.Y".:.:,;~.,,~,:vt?:,,;,~~·s::::::,,:;:;;~,,""~J«l"':;'~'~,;..,\ .':.-. ~"""'£ e agencles. e rea lty 
, \ -----.,.....,..... 
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of the situation was that the court liaison duties eclipsed those of school 

reintegration, for without sufficient referrals and an acceptable relationship 

with the court, the project would die. 

The supervision of the volunteer component was reassigned in a number of 

ways. At one site it was taken over by a Resource Specialist, whose other tasks 

were to do . public relations and work towi"uods institution~lization. At another 

site, volunteers beca.~e the l"esponsibility of the job' aeveioper • One Project 

Director assumed this task, but spent little time Qr energy at it. Most often, all 

the project staff took a role in recruiting, training, and supervising volunteers. 

Where this was the case, the effectiveness of the volunteers reflected the level 

of organization and capability of the staff. Where the project was well managed 

and the staff were experienced -and dedicated, volunteers made useful 

contributions. Where the opposite was true, the use of volunteers was minimal. 

Implementation of the School Reintegration Component 

As noted above, after the start-up period most sites assigned the task of 

school reintegration to the teachers, and two sites combined it with a court 

liaison position. l!nfortunately forr,nost projects, this weakened the focuS of 

school relntegratio~. Mainstreaming clients back into public school and keeping 

them there became a priority second to staff members' other duties .. 

Other difficulties s~faced. Many clients, even those under sixteen, didn't 

want to return to school. For most of them, their experiences in public school 

had been negative. They usually preferred to work or prepare to take the GED. 

A number of projects discovered that the schools were not eager to have 

many of the cliants back. Some sch .... 'Ols refused to readmit clients, or 1n other 

~ases, administrators and teachers were unwilling to devote the attention to 

these troubled youth that they needed. 
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For all of these reasons, only a small proportion of clients were 

successfully reintegrated back into school after their New Pride experience. The 

actual number of clients who were reintegrated fell far short of the number that 

sites had projected. 

Some sites, realizing that many obstacles lay in the path of clients' re

entry into school, kept a number of clients in the Alternative School for two 

semesters, until the end of their follow-up phase. They reported that this proved 

to be very successful. Having a longer period in the project's idividualized and 

tolerant environment gave these youth more time to build both skills and self

esteem, so they were better prepared to meet the challenges that awaited them 

after they left New Pride. 

Implementation of the Voltmteer Component 

All sites used volunteers to some extent. The number of volunteers 

available to sites varied greatly over time. A project might have had from one 

to fifteen pe~ple who regularly volunteered their time, and a large group of 

people who werre willing to come on a one-time basis to share a special talent or 

take youth on atll excursion. The process of recruiting, training, and supervising 

volunteers was often stressful for t."e staff, yet the majority of the sites were 

appreciativre,:of the services pl·ovided by volunteers. 

The most frequeratly used volunteers were student interns who worked in 

the Alternative School. They were assigned to the. project by their college or 

university and l'eceivedschool credits for the time they spt=nt in the classroom. 

Occasionally teachers complained that some of the interns were unmotivated or 

had dlfficulties dealing with the clients. In general, however, the interns proved 

to be helpful. Their presence allowed for students to receive more individualized 

instruction than would otherwise have been possible. 

(. 

Thl!} New Pride projects had a harder time recruiting volunteers from the. 

community. Many people were unwilling to work with serious juvenile offenders. 
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Of those who were willing to donate time, very few were male. Since the 

volunteers were' not paid for their services, they were sometimes ~.ndependable, 
which created a burden on the regular staff. 

Most projects, however, were able to find good community volunteers who 

brought with them a wide variety of expertise. D?ctors, psychologists, teachers, 

and lawyers offered their services voluntarily to the clients. Classes were 

d ' h alth cookin(!' karate and street law. Volunteers conducted arts presente 10 e, oJ , " . . 

and crafts projects, took youth on field trips, supervised recreat10nal act1vlt1es 

These Volunteers exposed clients to a wealth of new ~d work crews. 

information and experiences. 

The use of volunteers did cause some unavoidable problems for the New 

Pride staff and these were exacerbated by the fact that most sites did not have 

one persc.m who was responsible for the component. Staff members, ma~y. of 

them alr(~ady overburdened, had to spend time training and supervls~g 

volunteers. Often they felt that this time, which might have bee~ spent w1th 

clients,wa!i wasted. 'M~yvoluhteers came La'trlf: project for only a short time 

and then left abruptly. The cause was usually burnout, lack of interest, ~r a new 

job elsewhere. A number of staff felt that the volunteers did not s.pend enough 

time with clients to really help them. One site recommended to OJJDP that, 

because of these difficulties, "the volunteer component should be deleted .. " 

I 

Most sites disagreed. The use of volunteers built ties between the project 

and the community and made services available to clients that the regular staff 

could not have provided a One project reported that it would n01~ have been able 

to start its recreational program without volunteer help. those sites that 

recruited Foster Grandparents as volw.teers were all pleased with the results. 

d II' 'r' " One administrator commented that 1:hese senior citizens ha aC1V1 1z1Og 

influence on the clients. Overall, thf~ difficulties inherent in using volunteers 

were outweighted by the ~nefits gained by their participation. 
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TIiE IMPACT OF JURISDICTIONAL DIFFERENCES 

Subs~antial jurisdictional differences in Juvenile Court procedures were 

found throughout the New Pride Replication Program. These had a bearing on 

whether or not youth were jailed before program entry (ranging from an average 

of 90 p\~rcent in Fresno to 9 perc~nt in Camden) and their length of detention 

(ranging from an average of 53 days in Providence to 12 days in Pensacola); and 

on whether or not restitution was order~ as an additional sanction (ranging from 

51 percent of the clients in Pensacola to 7.4. percent in Camden). In one site 

stayed detention time was given along with New Pride ~ a. Special condition of 

probation. This could be invoked if youth became disruptive on the project, or 
otherwise needed discipline. 

Rates of incarceration, the number of prior offenscs,and recidivism rates 

were all powerfully site-related. For instance, the recidivism rate in Providence 

is from two to five times higher' than anywhere else, for both the treatment and 

the comparison groups. A New Pride eligible sixteen year old in Providence with 

an ~verage ~ollow-up period of J;34. weeks (two years and seven months) has a 

very high probability of receiving a new petition (94. percent), whereas the 

chances of a. new petition for the same youth in Kansas City is only 5 i percent. 

In Camden and San FranCisco, it is 7 J percent; in Chicago, it is 6J percent. 

Providence also leads the way in the number of offenses charged and adjudicated 

true both before and after case action date, as well as in the percentage of youth 
incarcerated. 

This record can be traced to the procedures of the Providence Juvenile 

Court. If the local POlice decide to file a complaint, the Family Court Intake 

Unit follows a set of explid.t guidelines based on age and the seriousness of the 

alleged offense. The intake unit does not screen cases for petition. No 

screening of evidence takes place and there is no involv~ment of a district 

attorney. This means that the deCision to file a petition is based solely on age 

and number of priors and has little to do with the quality of the state's case. 

Given youth of the age and chronicity of offense history that might qualify them 
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for New Pride, discretion in the system oct.:urs only with the police decision to 

file a complaint and th>2 judge's decision at adjudication. , 

Jurisdictional differences such as these were SCI powerful that throughout 

this evaluation, they always had to be taken into account. Much as there is a 

tendency to make the simplifying assumption that a particular program 

implemented at one site is implemented in the same way as any other, there is a 

tendency to assume that the jurisdictions in which the programs are plac;:-.!d are 

equally similar. Nothing could be further from the truth. Both programs and 

their environmEmts vary, and both need to be measured in the context of each 

other. An exan1\ple of the importance of this observation is presented here. 

F or those who believe prior numbers of offenses predict subsequent 

recidivism, there is a significant positive correlation between number of priors 

and recidivism. Unfortunately, ab~ve the variance accounted for by differences 

in New Pride sites on recidivism, number of pr;iors does not significantly predict 
!, 

recidivism. As previvusly discussed, Providen4te has C(llarge number of priors and 

the highest proportion recidivating. Kan~as t':ity has the second lowest number 

of priors a.'1d the lowest proportion recidiv~ting. However, the above analysis 

demonstrated that this relationship maybe fully explained by jurisdictional 

differences in both variables. The appearance of prediction is the result of 

aggregating tI'1e data without regard to these jurisdictional differences. 

The explanation of the source ('Jf such differences resides in recognizing 

that different sites file petitions on s:ubjects at different rates depending on the 

standardized pro::edures of local court jurisdictions. Corroborative evidence was 

provided by the National Center for State Courts in their two-year, study of 

150 juvenile courts in 39 states. NCSC found that "the type of court affects the 

outcome of cases and that the intake structure is the critical variable (SNI 

178:15)." 

It is clear that youth with sometimes lengthy detention periods prior to 

New Pride are being treated differently than other clients. Others with 

restitution orders have re~~"""jsibilities in addition to program participation. Still 
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others, who are loci<ed up for several days because of disruptive behavior during 

the program, are receiving treatment that is not a part of the New Pride model. 

The question' is, how do these experiences relate to program outcomes and to 

rates of recidivism? The data show that the variab~es in question have no 

significant effects on the dependent measures in this study. But jurisdictional 

differences in juvenile court procedures clearly affected the wards of the court, 

increasing or decreasing their chances of official processing, detention, 
incarceration, and waiver to adult court. 

Impact on the Projects 

Procedural Variation 

Jurisdictional differences impacted the projects in various ways, but for 

the most part projects were able to establish and to operate their programs 

effectively by working out solutions to the problems caused by these differences. 

A case in point is Pensacola. Here, a ve~'y high percentage of youth who 

qualified for. the program were waived to adult. court. In fact, Pensacola had the 

highest number of waivers of any city in Florida, including Miami. 111is was due 

to a policy of the district attorney responsible for juvenile matters, who 

maintained a "get tough" stance on crime, even though he personally liked the 

New Pride program. The Pensacola project- was able to work around this unique 

situation because of a provision in the law which allowed juvenile sanctions to be 

imposed for the waiver offense. Getti1g referrals who had been waived involved 

a great deal more work on the part of the project staff because they had to 

maintain effective liaison and and. com.mmunication with two court systems. But 

they did so successfully by putting more resources and staff time into the effort. 

Turnover of Officials 

Projects were able to deal effectively with personnel changes in the court 

systems when key supporters left. This was usually accomplished by increasing 
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public rel~i~ions efforts and communication with their replacements so that 

individuals in important positions always knew about the program. Almost 

invariably, they became active supporters as well. Many were invited to Project 

Directors' meetings to share information about New Pride 'and to learn more 

about its national replication. Such meetings were attended by Judges, Chief 

Probation Officers, District Attorneys, and Juvenile Court Administrators. 

Turnover farther down the line was also handled successfully in the same 

way by most of the projects. In a few instances, newer probation officers had 

not been briefed well enough about the appropriate procedures for sending a 

referral to the project. New Pride was supposed to be a special condition of 

probation. In a few cases, referrals were made of youth without an adjudicated 

presenting offense, even though they otherwise met the criteria. In these cases, 

since project participation was not a condition of probation, the consequences of 

non-participation were less clear. 

Competing Programs 

When New Pride projects were placed in communities with few programs 

for adjudicated youth, where the need for alternatives was greatest, the process 

of project/court cooperation and communication was facilitated. In these cities, 

competition for referrals was likely to be reduced or non-existent, and projects 

had an easier chance of negotia'ting the point in a jiuvenUe career at which it w:as 

appropriate to receive referr~ls. In communities with' m&"'lY alternatives to 

incarceration, the competition for clients did make it more difficult for the New 

Pride program to get referrals. Where there were a number of placement 

options for adjudicated youth, procedures for the point£ of referral to various 

types of programs were more ILl<ely to have been previously established by the 

court or the legislature. Such established pro~edures were sometimes in conflict 

with the New Pride three adjudication criterion for client intake. 

The New Prida projects eventually most affected by competing programs 

were located in Los Angeles, Georgetown, and 60ston8 In Los. Angeles, which is 
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discussed more fully bel d 
of adjudications did no:w:x:te:~at:henupmrboebraSt,Of youth D with the required number 

, . Ion case load • Rathe P b 
OffIcers referred yo th t h' r, ro ation 

u 0 ot er programs that did not h h' 
criteria In G ave suc str10gent 

• eorgetown the restitution program which 
"t!' , ' was a court operated 
1nl atlve already establlshed when N P 'd ew rl e was funded 
significant competition for all potential referrals who d'd ,represent~d 
school . 1 not need a speclal 

program. In Boston, the judge wanted a tightl 
the court who were having difficulty on probatiO~.run:r~gram fO~ w~rds, of 

guideline t~at did not accept "probation violations" as a pres:::i~ga:fJfudlcatdl~dn 
not meet hiS need So h ' ' ense 1 
Pride r ' s., e Withdrew his support (and his referrals) from the N~w 

rep lcatlon project and started his own. In Boston and Kansas ' 
Federal guidelines fostered the creation of compet' City, the Ing programs. 

Eligibility Criteria 

No issue was a greater challen t h " , . ge 0 t e rephcatlon projects than the hi hI 
SpeClilC Federal guidelines concerning client eligibility. The ' .g y 
problem faCing the projects initiall ' most dIfficult 
differences in court proc' y Involved reconCiling jurisdicational 

'd r essIng and legal terminology with these national 
gUI e mes. The OJJDP criteria for client acceptance into N 
was originally established as: ew Pride projects 

• Each candidate must be between the ages of 14 and 17 • 

Each candidate must have t I '" ' 
for serious misdemeanor~ e~~ two fflor, adjudi~ations 
additional presenting adjudica~d ~~f eloOlesh wl~h an 
referral. ense at t e time of 

These rather stric~ criteria, particularly toe second, came under fire from 

;~::r:;e::surc~~ as, bemg so restrictive as to eliminate many potential New 

intervie' • .For l,nstance, the system impact study discovered that, upon 
wmg all Juvenlle court judges and probation off' , , ,. " , lcers 10 three New Prid 

eltle,li, the malc;>r criticism of the program was th " e , e acceptance crlterla. Other 
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judges and key juvenile court officials from no.1-intensive sites voiced a similar 

concern during their participation at Project Directors' meetings. 

The eligibility criteria had an immediate and long-term impact on the 

number of youth served by the program. Of the projected number of clients to 

be served b)' the seven New Pride projects funded through February of 1983 

(1,'00), only 988 became active cases. An ~Intire site (East Los Angeles) was 

defunded after it was discovered that there were only 2' eligible cases in the 

entire city covering the jurisdictions qf four separate probation offices. In 

Boston, the courts refused to send any more referrals to the project because, 

among other reasons, New Pride would not accept those for whom the judges 

deemed participation essential. (Probation violations were not seen as an 

acceptable presenting offense by OJJDP.) 

Because of the overall difficulties of getting a case to adjudication and 

attendant time delays in larger cities (which can be ten months or more in some 

instances) the number of eligible clients under guidelines requiring three , . 
adjudications for placement in project New Pride were relatively few. Larger 

cities tended to have fewer formal/adjudications than other cities because the 
process was not only long, but oftera quite expensive. Taking the additional step 

of re-adjudicating an offender already on probation cost an extra $2,000 in Los 

Angeles, for exa:mple. Therefore, since probation officers have enormous 

discretion in California to send youth to programs and to shorter-term types of 

detention, the re-adjudication process was only initiated when all other 

alternatives to long-term custody had failed. 

Conside~!ng delays and 'alternative procedures in court processing, it may 

have been the case that deli.nquents in lar~er cities~ with two adjudications were 

Mote serious offenders than clients in other replication sites with three. In one 

location, clients were adju1dica1:ed, for (~xample, for the possession of an empty 

marijuana pipe in school, a,nd fot "attempting to kick'a coke machine." Juvenile 

courts in some cities were willlng to ?ear and make findings \)f delinquency in 

_, these kinds of cases. In other' cities, such as the largest ones, they were not, • 
• ¥, 
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Given these considerations, insistence on three adjudications in all sites, 

despite vast differences in the juvenile records of youth adjudicated (stemming 

from procedures pertaining to discretionary decisions along the way), may have 

had an effect opposite to the one intended. It may have excluded offenders with 

more serious offense histories such as those that are found in hrge cities with 

two adjudications~ And it may have "widened the n~t" _in other cities by 

promoting more adjudications than the court would have made in the absence of 

the replication program. 

The "net widening" hypothesis was tested to determine the impact of the 

New Pride projects on the systems of which they were a part. In order to 

measure this impact, PIRE made comparisons in the proportions of petitions filed 

that were adjudicated both before and after case action date for the comparison 

and treatment groups. There were no significant before-after differences 

between groups in any jurisdiction. This suggests that sites were not 

adjudicating more in order to "qualify" youth for the program. Jurisdictional 

variatit.:ms in client seriousness and chronicity were due to the ordinary 

standardized discretic,l of the juvenile courts in question and not to presence of 

the proj~cts and their eligibility criteria. (See Table 3.) 

In some locations, the pressures generated by the eligibility criteria 

actually increased over the last two years of Federal funding~. despite OJJDP's 

decision in 1981 to change the wording of the guidelines to two findings of guilt 

and an adjudication on the presenting offense. This occurred because fewer 

youth were being processed through the juvenile justice systems in many cities. 

According to project directors in Pensacola and Kansas City, the drop was 

between 40 to '0% of former levels. The end of the baby boom having reached 

the age of the juvenile court population, the possibility that the crime rate may 

have been going down among teenagers, and the new adult waiver proceedings in 

many states were all cited as reasons for the decline. Yet the fact remained 

that there were fewer eligible youngsters who met the criteria for New Pride 

than when the replication projects were first funded. 
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Table 3 

Su.~ed Adjudications as a Percent of Filed Petitions 
. Before and After Case Action Date 

12 Months 
Site Group Before After Difference After 

Camden T 70.6 57.1 -13.5 55.7 
C 76.8 63.6 -13.2 61.2 

Chicago T 53.3 118.6 -4.7 49 .. 0 
C 51.6 46.6 -5.0 51.7 

F~~sno T 65.2 51.7 -13.5 49.8 
C 73.1 54.2 -18.9 56 .. 1 

Kansas City T 83.0 60.8 -22.2 52.1 
C 82.7 59.7 -23.0 60.8 

Pensacola T 84.3 58.6 -25.7 51.1 
C 86.1 61.9 -24.2 58~3 

Providence T 62.3 5.2.5 -9.8 51.4-
C 63.9 52.0 -11.9 52.7 , 

/: 
San p'rancisco T 69.9 .58.7 -11.2 54.9 

C 73.5 55.4 -18.1 55.6 . __ .. .1 ••• __ 

Overall T 69.7 55.2 -14.5 52.5 
C 73.2 56.0 -17.2 56.7 

.. I 3-84 
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Difference 

-14.9 
-15.6 

-4.3 
-0.1 

-15 •. 4 ,":' 

-17.0 

-30.9 
-21.9 

-33.2 
-27.8 

-10.9 
-11.2 

-15.0 
-17.9 

-----
-17.2 
-1-605 

\ \. ,;,. 

----.----

Despite its problematic character, the original selection of strict eligibility 

criteria for the New Pride programs was not arbitrary. First, the uniform 

appl~cation of the criteria helped insure that the subjects entering the New Pride 

program were all very serious offenders (a group the New Pride prograf11 was 

specifically targeted to treat). Second, all other things being equal, this single 

set of cri~eria was designed to insure a relatively uniform sample of serious 

offenders nationwide, a useful goal for establishing a well-defined treatment 

group for study. However, utilization of these criteria did not provide a uniform 

treatment group as expected. The data showed that there were significant site

to-site differences in the relative seriousness and chronicity of offenders 

entering the programs. Further, it became clear that there were wide 

differences between sites in terms of the number of priors effectively required 

-for admission to New Pride. In fact, differences in system procedures across 

jurisdictions acted to prevent the establishment of any perfectly uniform criteria 
for program admission. 
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THE IMPACT OF ORGANIZATIONAL DIFFERENCES 

Detailed case studies of the replication projects suggest that New Pride 

can be established in jurisdictions other than the one in which the original model 

was developed (see Supplement: Case Studies of Replication). Indeed, several 

were considered to be outstanding by juvenile justice officials, key decision

makers familiar with them, and unanimously by other individuals with an 

awareness of the program. Under the conditions that obtained during the 

national replication initiative, each New Pride project began with close to the 

same dollar amount of Federal commitment, and there were adequate resources 

to cover the costs of implementation. 

Faciijtated by these optimal conditions, it was a feasible goal of the 

research to identify characteristics of private non-profit agencies which 

influenced their capability to implement highly complex community-based 

treatment programs. Because replicating New Pride meant establishing new 

organizations, and not merely adding different tasks or activities to existing 

ones, an opportunity was afforded to observe the processes of organizational 

development first hand. It. was also possible to relate these process~s to the 

organizational features of parent agencies. The projects went through periods of 

rapid growth and development that could be characterized in certain ways 

because they were similar from site to site. 

Researchers from the National Evaluation of the New Pride Replication 

Program observed the processes of project implementation over the course of 

four years. In that time, we noted that certain management structures seemed 

to work out well, while others failed to work at all; that some parent agencies 

succeeded in launching new projects, while others seemed to inhibit the effort at 

every turn. Most important to both effective implementation and 

institutionalization were the capabilities and interface of two sets of managers, 

those from the parent agency and those from the project. Whenever they pulled 

together in an effective working relationship, and had the best interest of the 

project as a primary goal of their concerted action, the projects were more 
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likely to succeed. F h 
urt ermore, problems that could not be solved were much 

less likely to arise. 

Analysis of New Pride Sites 

It is clear that any pr' t h 
h oJec as to be responsive to the needs of its 

::~c. as:s or .PUbllc,. i.e., the community which it serves and to which it must 
m d ltse

b 
and Its servlces, its goals and aspirations. In reviewing the statements 

a e a out the role of the ProJ"ect D" " 
" . lrector 10 the replication materials ev 

spec~fled duty b~t one was of an Entrepreneurial type. The Project Direct~r r::~ 
requlred developlOg the goals, the objectives, the broad ambitions of th " 
and selling them to others in the Juvenile Justice System the parente :roJect 
and to the staff It "" ' gency, 
interfacing wit~ OJ;~;.SSl~:t~d c;ntlOuo~S public relations activities, as well as 

. lOVO ved do 109 everything necessary to get the 
project launched. In 

" a way the developmental process, emphasizing these 
functIons, must be characterized as continuing 

I until the project becomes 
;;;:c:t~~y i~~epe:ent ~f Federal subsidy. Institutionalization complete, the 

needs of that c::mun~:;~ldered a clear presence iii the community serving the 

Community Groups 

033DI'; . DirLtor 
State .... --____ N Juvenile 

Agencies eeds Effective ------... Justice 
Interface ! System 

Parent Organization 

Because of the com I "tt 
" p eX! es and challenges involved in founding new 

o.~ganlzations, the most effective project directors were Entrepreneurial t 0 

WIth strong commitments to establ" h" N . " . y. es 
Th " IS lng ew PrIde 10 their own communities 
m ~ ~ro!ect s need for an Entrepreneur was initially little appreciated. Since th~ 

o e 'f Its c~mponents, staffing patterns, and so forth had already been defined 
many elt that the most essential role was that of a Prod . ' 

ucer; or simply a 

3-87 

'., 



I 

I .. 

,: 
: ' 
( , 

,) 

manager who could execute a previously defined plan. What was less well 

understood, at least in the beginning, was that strategies for imp~einentation and 

for institutionalization had to be developed. from scratch in ea~h jurisdiction. 

These tasks required vision, a sense of deeply engrained commh~ment to the 

project, an awareness of both internal and external sources of sup'port, and an 

ability to mobilize them effectively on the project's behalf. 

Proposals for the replication sites were initiated and gener~.ny written by 

individuals whose skills are entrepreneurial in nature because the task involved 

giving birth to a new endeavor for the parent agency. '-'1 two cases it also 

entailed founding new parent agencies that would be re~ponsible for overseeing 

their respe:ctive New Pride projects. However, grantees were not supposed to 

exercise the kind of entrepreneurship that might have involved changing the 

model to suit local circumstances. Rather, the awards were provided to 

establish replications of an ongoing l.EAA exemplary project that was originally 

founded iln Denver, Colorado. 

Bet:ause they were replications, New Pride grantees were expected to 

execute business as mature organizations shortly after they were funded~ There 

was little tolerance of the experimentation associated with young organizations. 

Instead, these early periods were compressed, and the projects had to go from 

birth to maturity very quickly. The necessary speed due to the special conditions 

of funding and its anticipated termination after a brief period of time produced 

stage transitions in rapid sucession. 

Tracing project histor)', three phases were easily distinguishable: Start-up, 

Implementation, and Stabilization. At each passage from one stage to another, 

particular challenges had to be met, and typical patterns of behavior emerged. 

Since the tasks were different as projects moved from one stage to the next, the 

management functions necessary to implement them shifted accordingly (see 

Adizes, 1919). 

By studying the develc.lpment: of New Pride Rep,lication projects, PIRE 

found that a management orientation or structure that was inappropriate to 
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phase-related tasks became a k ' ch f' ey problem 10 several instances. The necessity to 
ange rom mformal to formal procedures d I" 

most fraught with difficult i h a~ po~~cles marked the transition 
, y n t ose projects that were established b 

entreprenurlal types. It threatened the e ' y cert . nVlronment of autonomy and to a 
am extent, the sense of creativity enjoyed by f d 

administrators. Yet this change was es t' 1 ou~ ers and other' early sen la to prOVide a comprehensible, 

expectable, and stable environment for the staff and clients!' as well as 

systematic procedures of accountability to the courts. 

On the other hand, several proJ'ects ' be expenenced problems from the 

ginning because they were never headed by ent f ' repreneurs. In some cases, 
pro esslonal administrators hired to direct the' , e'. I ' projects tned to fix policy too 
~ y, fostermg a rather cold environment in which creat' 't ' 

rules that had no basis in the ro' e" IVI y was stIfled under 
'. f P J ct s experience. Such administrators had little 

:::: :f ~~;e f~~ure_ :nd could not inspire hope of institutionalization. Lacking a 
nor ' h c Ion a out the future, they could not effectively sell the project 

ralse t e necessary funds M t " , , • os cntlcal 10 the early stages but 
Important throut~hout, was the key role of the E t ' very " n repreneur. 

The efficacy of new ' . . " projects seemed .almost contingent on the cont' , 
actIve participation of the person who put each proposal to ether I ' mumg 
ten cases, this was the individual imbued with comm't g • n ~l~e out of 
Pride in h" 1 ment to estabhshmg New 

, 15 or her city. The ideal place for these "founders" was in th P , 

~lr::;~:et::c~:a~:ns of many gov~rnment agencies ask potential egr:!: 
d' . the conceptuallzers or writers of proposals will be the 

ones lrectlng the projects. (The mother-like commitm 
director to the im 1 ." ent of the founder-
'health.) Such p ement~~~n of hiS or her vision is necessary to organizational 

a manag,~nal set-up was clearly optimal fOl' effectl've 

implementation. 

The most effective directors had these qualifications f' I th be' • 0 mvo vement from 
in eWhig~n~g, as weU ,as ex~rience directing youth programs in the communities 

c t e New Pride projects were founded That 1'5 th ' , '. • ,elr experIence was 
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local and specific to the New Pride city. This previously established credibility 

yielded an easy interface with the area1s Juvenile Courts. 

Judging from all the organizations with which it was necessary to forge an 

effective and rapid interface, it was important that the Project Director bring to 

the job some coalesced authority, power, and influence with these other 

organizations that had been built up through prior experience. It was especially 

critical that working relationships and influential bonds had already been 

established between the project directors and the parent organizations that 

sponsored the new projects" These relationships assured the necessary 

administrative support and provided a smoothly functioning working 

environment.l 

Yet the need for a committed entrepreneurial Founder-Project Director 

coming from a pre-existing position within the parent agency restricted the 

types of grantees that could supply this combination. In four out of six 

instances the Entrepreneur that was the key figure in the proposal preparation 

stage either never had a project role or left the project during its early months. 

One project never had an Entrepreneur. In two others the Entrepreneur's 

project role was one technically subordinate to a director hired from outside the 

parent agency. In one of these situations, the founder had the power to hire or 

fire the director as the executive vice president of the parent agency. This 

occasioned some managerial conflicts that rebounded negatively on the project. 

The following table suggests the salience of the factors we have been 

discussing to project longevity and irn,titutionalization. The presence or absence 

of four key organizational variables are noted for each replication of Project 

New Pride. In seven out of ten cases, simply adding one point for each clement 

provides a total score which is the same as complete years of F ed~ral support. 

----------------------------------'--1 This need has been historically recognized by many government 
agencies whose solicitations ask that the persons who write proposals 
be current employees of applicant organizations and not ol:ltside 

consultants. 
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local and specific to the New Pride city. This previously est2blished credibility 

yielded an easy interface with the area's Juvenile Courts. 

Judging from all the organizations with which it was necessary to forge an 

effective and rapid interface, it was important that the Project Director bring to 

the job some coalesced authority, power, and influence· with thes2 other 

organizations that had been built up through prior experience. It was especially 

critical that working relat'lonships and influential bonds had' aiready been 

established between the project directors and the parent organizations that 

spon!lored the new projects. These relationships assured the necessary 

administrative support and prrovided a smoothly functioning working 

environment.l . 
Yet the need for a committed entrepreneurial Founder-Project Director 

coming from a pre-ex.i~ting position within the parent agency restricted the 

types of grantees that could supply this combination. In four out of six 

instances the Entrepreneur that was the. key figure in the proposal preparation 

stage either never had a project role or left the project during its early months. 
In two others the Entrepreneur's 

One project never had an Entrepreneur. 
project role was one technically subordinate 'to a director hired from outside the 

parent agency. In one of these situations, the founder had the power to hire or 

fire the director as the executive vice president of the parent agency. This 

occasioned some managerial conflicts that rebounded negatively on the project. 

The following table suggests the salience of the factors we have been 

discussing to project longevity and institutionaiizationn The pres~nce or ab~~~!!'icC 
of four key organizational variables are noted for each replication of Projeet 

New Pride. In seven ()ut of ten cases, simply addin:g one point for each element 

provides ~, total score which 1s the same as complete years of Federal sup'port. 

1 Th\s need has been historically recognized by many government 
ag~,cies whose solicitations ask that thEt persons who write proposals 
be cudent employees of applicant or'ganizo.tions and not outside 
consultants. 
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" . de on the basis . . ation of. projects were ma 
OJJOP decis10ns about the contmu . h" d I and in the final year, on 

. . plement10g t e mo e 
of how well the projects were 1m . :0 ti g money from another source. 

had 5ucf"eeded 10 gen,_ra n 
whether or not they ... b ' f s"Jbstantive considerations alone, 

. , made on the aslS 0 , 
Since these deC1slons were " " 1 h d a. bearing on the degree and 
the f'our key factors identifi ed here clear Y a , ' 

adequacy of implementation. 

, 'zation did not . ctural features of project organ1 
In only three cases the stru 'h' ect continued beyond the 
" d a.1 pport: that IS, t e proJ " 

add up t() the years of Fe er su, th~ t emerged as a similarity 
model The only f')atu~e .a 

years predicted from the· ch di ected by women during the 
. 'that they were ea r 

between these three Sltes IS h rs predicted by the four 
t d d beyond t e yea period of Federal support that ex en e 

fact"r total score. 
1 

Parent Agencies 

al ' their Qwn phases of development 
. grantee's, were so 10 

Parent agenCleS, or . P 'd Grants were award~d to 
d t replicate New rl e. 

at the time they attempte 0 d l' size (from two to thousands 
, . ying tremen ous Y 10 

private non-profit agenCl~S var 1 tw hundred years old), and primar} 
) (f om zero to near yo. . 

of employees, age r. , employment and tra101Og, 
" (delinquency prevention, 

organizational m1SS10n .' , ' er relief, etc.). The type 
. • mental health, university education, dlSast . life-

commuruty "ai' .; n or expertise, and Its own 
dei' ed by Its speC1 lzat.J.O 

of p~~rent agency as 10 .., often affected the way the new 
t the time of implementatlon 

cycl~~ stage a • 
projects were supported. 

. 'tions of PI'oject New Pride were implemented 
The most successful replica 'di good programs to troubled 

. 'known in their communities for provl ng 
10 agenCleS 

1 
.. .. rO'ect directors. Eventually, 

Originally, there were only two w()me~ ~s J headed by women were 
there were. four. , Two o~ ~hea1p~~l~ars. The two remaining ones 
institutionai1zed with non- e er 
lasted for three years. 

3-92 

____ ......I_ .... ~-.-----------'--- - ' 

'1 

• 

j 

I 

\ 
\ ". 

f 

Q 

------_ .. _---

youth and disadvantaged adults. These agencies had been around long enough to 

have established local credibility, but had not entered late stages of the 

organizational life-cycle. The parent agencies whlc~ were themselves in the 

Prime phase were most likely to be successful in founding new projects and in 

providing adequate support to them. (See "Project Development" ill Supplement: 

Case Studies of Replication.) A special case that worked we1linvolved a parent 

agen!=y in its own early stage of development whose director also assumed the 

role of directing New Pride. In this case, the new project did not report to a 

parent (igency in a different and perhaps incompatible stage, so that no 

premature decentralization of entrepreneurial functions occurred. The two 

projects that were established in much older agencies, having essentially 

different organizational missions, did not succeed. The bureaucratic character 

of their management structures (Administrative orientation) created an 

inappropriate or isolated working environment for the projects. 

Summation 

The management and orgal1iz,ational principles discussed in this section are 

exemplified in the following two c"ase study abstracts. Essentially, successful 

implementation and institutionalization were related to the Project Director's 

capacity to mobilize the resources of the parent agency, and through them, the 

resources of the community, on behalf of their projects. Having a previous 

management level position ~ithin the parent agency was an important 

precondition of the New Pride Director's ability to do this. If the proposal 

organizer assumed the effective directorship of the project after it was funded 

and remained in that position, the project was more likely to succeed. But it was 

essential that this Director have the support of thE~ parent agency, a condition 

that was more llkely to be met if the New Pride Director came from within the 

parent organization. 
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ILLUSTRA mE DESCRIPTION OF A SUCCESSFUL PROJECT 

At the time of receiving the New Pride grant, ,the parent agency was a 

strong one with substantial roots in the community. It had been founded by a 

group of volunteers from B-town's 'minority community, and was incorporated 

with strong support from local business and government. Youth programs had 

been one of several areas of focus of the parent agency. These had involved an 

emphasis on juvenile offenders
l 

although not on serious juvenile off·enders of the 

type served by New Pride. 

For the most part the prograrr activities of the parent agency concerned 

efforts to assure vocational training and job placement for economically 

disadvantaged persons. Comprehensi ve training efforts included assessment, 

counseling, and job development and placement services. The agency also 

worked to build a system of vocationally-oriented, academic support programs to 

assist persons with severe learning deficiencies to enter skills training programs. 

Importantly, several previous programs had involved adjudicated youth and 

status offenders. Some of the same kinds of services .provided to New Pride 

youth had been provided the juveniles served by these programs. These included 

assessment, intensive long-term counseling, educational assistance, recreation, 

and general advocacy. 

The initial sparking of interest on the part of the parent agency in applying 

for a replication grant came about when the Director of Youth Programs for the 

agency was notified of the RFP by a local criminal justice planner. 

Subsequently, this person brought the New Pride Replication Initiative to the 

agency's attention, visited the Denver program, generated local support and 

agr~~ments, and coordinated the preparation of the proposal.. This same 

individual became Acting Director of the project when the grant was awarded. 

While initially a different project director was hired to run the program, 

this person did not Vlork out and left the project after a very brief time. The 
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I person hired for the position had come from another city and had no extensive 

experience with running a juvenile dellnquency program, but rather had 

experience directing other types of projects serving youth. 

A t this point, before much time was lost, the prime mover behind the 

projeCt who ~ad served originally as Acting Director resumed and remained in 

that role for the remainder of the Federal funding period 'and beyond. This was 

very fortunate for the project. As Director of Youth Programs for the parent 

agency, this ~ndividual already had credibility, authority, and the ability to 

mobilize the resources of the parent agency as necessary to assist the project. 

The Director was also determined to implement the entire comprehensive New 

Pride model as defined in the replication matE~ria1s, making certain that staff 

understood what was expected of them. 

The program elements implemented in this project were very similar to the 

Replication mode1~ The main difference was that the project developed a 

specific position tC) carry out court liaison functions. This was done in order to 

help facilitate referrals to the program and to ~ake sure that the reporting 

requirements of 'the court were met. Having one person assume primary 

responsibilities fOI,· referrals increased the amount of communication with the 

court. This seem~~ to ensure that an effective linkage was maintained with the 

juvenile justice system. 

When referJ:ed to the project, youth underwent a..Tl exte~sive assessment and 

diagnosis. Once each client's needs and assets were identified, an Individualized 

Integrated Service Plan (JISP) with specific objectives to be met was developed. 
Because of the thoroughness tJf these plans, it became difficult to keep all of the 

treatment objectives updated as .the clients progressed through the program. 

The highest proportion of objectives developed fot' each client addressed 

employment needs with most attmtion given in this project's lISPs to 
employment service plans. 

In the intensive supervision component, clients were assigned a counselor 

to work with them in solving problems they might have in school, with their jobs, 
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and in their families, their communities, and their personal lives. During the 

first six months, clients saw their counselors three times a week. In the final six 
months less frequent meetings were held. Staff met on a ['egular basis to discuss 

the problems and progress of the cl~ents. 

The Alternative School Program focused on. highly individualized learning 

activity. Students wer~ able to complete a GED progra~ and enter other 

vocational or academic programs. Because of .:ul agreement worked out with the 

school system, students were able to receive credit for the academic work they 

completed while in New Pride. A job readiness curriculum was implemented 

whk.h addressed the needs of learning disabled separately from the needs· of 

others. 

The person functioning in the role of school reintegration coordinator was 

extremely effective in maintaining a close working relationship with the ... chool 

system. The individual responsible for school reintegration also had 

responsibility for coordinating volunteers. Volunteer lnterns served in various 

capacities within the counseling and educational components. Others helped 

with court liaison functions. Members of the Foster Grandparents Program also 

served in volunteer roles in' the project. Their contributions were highly 

appreciated by project staff because they had a. strong socializing influence on 

youth. 

Educational, cultural, and recreational activ~ties were extremely varied 

and many included all project participants or as many as wished to participate. 

Educational as well as other experiences were oriented to helping the juvenv.e 

become adept at living a full and responsible life as as member of society. 

The employment component was designed to expose each .client to the 

"World of Work" and to give each client an opportunity to explore various 

vocational fields and receive job readiness and job training skills d~signed to help 

them obtain employment. Options includ~ on the job training, work experience 

(trilineeships), direct placement, and referral to outside eJl.lployment/training 

programs. 
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An active New Pride Advisory Board was organized into working groups 

which met frequently and provided ongoing assistance to the project. Efforts 

focused on a wide range of subjects, including career development, legal 

concerns, evaluation, institutionalization and education. Through the efforts of 

Advisory BrMd members, many doors in the community were opened to the 

project. 

The project had an aLctive parents' association. Participation by parents in 

special programs activities was especially encouraged. Parents were also kept 

apprised on a regular basis concerning problems and progress of their children. 

The emphasis on parent participation seemed to have especially positive 

benefits. 

In addition to ethnographic data suggesting that thls project was the most 

effectively impl~mel1ted and institutionalized of all the replications of New 

Pride, management information and evaluation data indicated that it had the 

most posi~ve impac1~ on its clients. Analyses of the expected recidivism 

probabilities of groups by site placed this project consistently first, as the one 

with the greatest margin in favor of th~ treatment group. Furthermore, a 

greater percentage of clients successfully completed the program at this site 

than at any other. 

The effectiveness of the project could be attributed to many different 

factors. These included'the credibility and influence that the Project Director 

had with the parent agency from the beginning and the high level of experience, 

skill, and motivation of the staff. In-service training was providad to the staff to 

assist them in implementing the New Pride model. 

Almost all of the staff had extensive prior experience working in programs 

. addressing the needs of delinquent youth. Many of them had worked previously 

for the parent agency in other of its youth projects, so they were not only 

acquainted with the operating style of the agency, but they also had a first hand 

aCql.laintance with the resources of the agency and the extensive networking that 
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the agency had done in developing working relationships with various elements 

. within the community. Ready access to these resources meant that staff did not 

"'have to begin from scratch in building these essential ties with the juvenile 

justice system, the school system, and youth serving agencies in the community. 

The project's administrators and personnel were espeCi~llY well prepared 

and equiPpe~ to implement the project in a holistic'manner., They infused i~to 
their overall efforts a sense of mission and a degree of experience and expertlse 

which allowed them to be highly successful service providers to the New Pride 

target ~roup. 

The project was tightly controlled, but very well run. The fuU'complement 

of program components which were a part of the New Pride model were 

implemented in a very effective manner. The fact that the project was located 

in the same facility as the parent organization contributed in a major way to the 

success of the project. Isolation of the project from the parent agency was not a 

roblem. The readiness of the parent agency to open doors for the project, share 
Pd· T t resources, and provi~e support In other essential ways also playe a slgm lcan 

role in the success of the project. , 

Like the model program in Denver, State funds to support New Pride were 

generated from three major sources: The Departments of Social Services, 

Corrections, and Education. Because of effective management support by the 

parent agency, a good reputation in the community, and ~xtremelY har~ ~ork by 

Director who believed in New Pride, the project was still fully functlonmg and a . 
financially independent of Federal subsidy as of September 30, 1984. The project 

demonstrated that, at least for the short te~'m, institutionalization could become 

a reality. 
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o..LUSTRAnVE DESCRIPTION OF AN UNSUCCESSFUL PROJECT 

One person at the fourth or fifth level down in the administrative hierarchy 

of a very large organization in F··town showed an interest in applying for a New 

Pride Replication grant. While the parent agency itself was not established to 

operate ,social programs, it had been involved in developing a program of 

diagnostic testing for learning disabilities among juvenile delinquents. The 

te~ting tended to involve younger and less serious juvenile offenders than those 

served in th~ New Pride program. But the parent agency's involvement in the 

area of juvenile delinquency could not be considered extensive, nor was it part of 

the organization's central mission. This divergence of focus was offset to some 

extent by the fact that the person showing initial interest in applying for the 

grant did have a record of involvement with court-related juvenile delinquency 

treatment projects. 

In spite of a substantial amount of opposition within the agency about the 

advisability of operating a New Pride project under its auspices, this prime 

mover was able to persuade a key decision-maker to support the submission of a 

proposal. At the last minute the promise of a matChing grant from a different 

organization was suddenly rescinded. With extraordinary commitment to the 

idea of repllcating Ne'" Pride in F-town, this individual persuaded a key 

supporter to guarantee agency funds required for the match. As part of the 

arrangement, a replacement grant was to be located from other possible external 

sources of support. But this replacement was never found and the parent agency 

became permanently rather than temporarily responsible for the match. 

The proposal which was submitted was very well written. It conveyed the 

impression that the parent organization fully supported the enterprise, and that 

it had resources at its command which would enable j~ to do a good job. 

It was actually the case that there was very little support within the 

agency for the project. In fact, a number of strategIcally located individuals felt 

such a project was not really an appropriate one for the agency to become 

involved in. It was seen as too far afield from other projects. Only the prime 
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mover and members of the staff eventually hired had first hand experience in 

working in any kind of in-depth way with the kind of juvenile population which 

the project would be serving. The prime mover also had established many 

important ties with juvenile court officials and had a credibility at the court that 

was essential to the referral process. 

Organization of the project at the outset was unusual. The project was 

launched slowly with the prime mover designated Acting D~rector. Owing to 

familiarity with the system and previous ties, the first Director's early efforts to 

build sound llnkages with the juvenile justice system were fairly effective. He 

was not given responsibility for the day to day operation of the project, however. 

An Assistant Director was to be hired for that purpose. Since clients would not 

be entering the program for several months, the hiring of the Assistant Director 

was delayed. This seems to have been done as a CO~lt saving measure. 

Many staff were hired soon after the grant wa.., awarded in March of 1980. 

There was not enough space to accommodate them until a project facility was 

eventually located'ln th~ inner city and subsequently re~odeled. These staff had 

little to do for several months owing to the fact thiat the program did not begin 

to take referrals until after summer was over. 

The first Director was replaced after 6 months by the Assistant Director, a 

newcomer to F-town from a differept state. It was officially alleged that the 

Prime Mover was reassigned because of his lack of experience in an 

administrative role. But some staff had reportedly pressed for his removal 

because they thought it more appropriate for a black director to run a social 

program in an all-black comm~nity. 

Efforts to develop good community relations within the neighborhood 

where the facility was located proved to be inadequate, ill-timed, and poorly 

handled. Much ill will had been needlessly aroused through the failure of parent 

agency and project officials to seek out and develop trust,ing relationships with 

key persons in th~ community. Residents were cynical about yet "another" 

program run by outsiders designed to address a major social problem in their 
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- , zens 1n the community b 
of the facility there, this ill will mi ht h een consulted prior to the establishment 

, g ave been lessened. 

Compoundin b ' g pro lems m getting the ' 
apparent reticence on the part of th k project off to a sound start was an 
active role in providing gUidance :d e~ ~er~on in the parent agency to take an 
during the first few months Th . e p m resolVing problems Which aros 
f h • e parent agency see ed' e 
rom t e project and to allow th A ' m 1nclined to cut itself off 

seco d D' , e SSlstant Direct h 
n lrector, to run the prOject with. . or, w 0 soon became the 

structurally encouraged by the 1 ' bttle mterference. This isolation was 
f h ocanon of the N P' . 
rom t e parent agency. The AC>'ency' ew r1de project across town 

• 0 prov1ded Scant as . 
. slstance or monitoring. 

Am' aJor problem grew out of th f 
prime mover was from a diff e act that the persorJ Who replaced the 

r ' erent state H h d 
po 1t1CS and little Contact with 1 al • ,e a no understanding of local 
committed to the New Pride mOdo~ agenCles. AJso, this person was not 
developed and implemented elsew e1~. preferring instead a program approach 

understanding of the research and :el e. Coupled with little interest in or 

s~on~ Director seemed Particularl ll~~a g~thering asp~cts of the project, the 

t(~ project staff that might have hel;ed t;WPPed to prOVide guidance or direction 
, em meet these requirements. 

The parent agen 
cy assumed that the second D' 

of problems and progress Probl ' 1rector would keep it aoprised 
• ems which did . 

attention they needed I d ' surface cd not recei h 
. • need the second Direct ve t e 
Impressions concerning proJ'ect Qr seems to have conveYed fals 

. progress to th e 
second DIrector did not all e parent agency MOnitor Th 
. ow communicati b • e 
1n the parent agency so it was unlik 1 h on enveen the staff and key persons 
clea,r picture of what was ha . e y t at the Agency MOnitor would get a ve 

ppemng. ry 

Persons in th 
. e parent agency char ed . 

morutorin~ responsibilities never r~a1l : . WIth carrying out oversight and 
person in the parent agency with . y ulfilled these responsibilities. 'rhe 
higher leveJ administrator and head primary .responsibility for the project was a 

, of a major center withi' , 
n 1t. ThiS individual 
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did not originally support the pursuit of the New Pride grant. Another person 

was assigned monitoring responsibilities in the new program and was to spend 

two days a week on site. Monitoring activities were conducted in aperemptory 

fashion with little site exp,-;.'sure, however. Telephone reports that all was well 

were assumed to be accurate. The parent agency had little awareness of many 

problems plaguing the project. 

During the time that the second Project Director was in charge, the 

disgruntlement of the staff grew. Many of these individuals were highly 

dedicated and well qualified for their positions. Staff felt that the first Project 

Director had not been given a chance to function effectively and that the second 

Project Director was inept, insensitive, and incapable of running an effective 

program. 

The second Project Director seemed to be a major liability to the project 

in other ways as well. Not only did he have no conversancy with the juvenile 

justice system, he was not inclined to develop the kind of linkages which had to 

be maintained if the program was to get adequate numbers of referrals. Making 

matters worse,' another program' which served some of the same potential clients 

as did the New Pride Project began to draw more and more referrals away from 

it. 

The Alternative School which was a part of the project's educational 

component provided a good experience to project youth. Probation officers were 

enthusiastic about this aspect of the project's work. No movement was made 

towards getting the school accredited, however. This was partly owing to the 

fact that the office with accreditation authority waS not identified until very 

late in the two year life of the project. Relationships with the regular schools 

and other youth-serving agencies were not well developed. 

Also of CCl'ncem was the fact that the Program Evaluator did not have the 

training or motivation needed in order to fulfill the role and could not type, 

whid\ was a skill necessary to the efficient operation of a computer terminal. 

Consequently, MIS and evaluation efforts were totally inadequate during the year 
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and a half of his tenure in that role The stat 
submitted data wh'ch " • f, nonetheless, laboriously 

al 
I were required, h ttle of which was being processed by th 

ev uator. When the d A' , e secon ctlOg Director l~ft this ind' 'd a1 
,into the vacated position. ,IVI U was promoted 

In the second year of th' , 
that all was not fun t" e project the parent agency began to get a feeling 

c lorung as smoothly as the pro' t 
it believe Around th' jec management would have 

J
' ob I' h' e h e same time, the second Project Director resigned to take a 

n IS ome state. He W I 
, as rep aced by the evaluator who had no prior 

experIence managing pro: t 
)ec s and soon left entirely. This' dl 'd al 

replaced in turn b 10 VI U was 
, , y an extremely capable person selected from within the 

proJect. This person was given the title "Project Co di t " " 
the pro r el or na!>r. At thIS polOt, 

g am ements whi;:",h had been functioning in a fairly effect' 
until that ti ' Ive manner l.::~ 

, me Improved significantly. These included the educational an~ 
counseling components. 'The educational co 
outstanding all al ,'" mponent had been particularly 

ong, pllmarily oWlOg to some dedicated and capable teachers 
one of whom was aloso an experienced co I ' 
the clients. unse or, and extremely well respected by 

A third year of funding might have provided the time needed to la th 
groundwork for possible institutionalization But tli d ,y e 
through poor administration ." ,Ie am age done the project 

d' , and management In Its fIrst year and the neglect and 
ISlnterest on the part of the ' 

closed 't d parent agency proved too cnuch for it. The program 
of fun~n:. oors at the end of the second year without qualifying for a third year 

3-103 

,--_._.,.., ... , -.,. 

" 



'-
) 

'. ' ) 

, . 
. l 

h .... ",. ,,:''''' .... ~ •• ,,~ ___ ,. ~ ,.,,,.,,, 

THE CHA~J..ENGE OF INSmunONALlZArtON 

.. Most social programs initia~~~tat the s~flteor Federal level do not involve 
establishing whole new organizations. Rather, they ~sual~y. support th~ 

" development of new ,~ctivities within existing organizations, and use previously 
1 

established. structurt',S of a.gencymanagement, boards of directors, 

accountability, and c(,)I,nriu.!..u:ty support. Ordinarily suchprogr~!TIs "augment and 

encourage the diversification·of existing resclurces. This was not"thecase in the 

New Pride Replication Program. 

In this' initiative, te., new highly complex and mu1ti-face~ed organizations 

were·started from scratch. Ead. was required to develop its oWn management 
, .. , 

structure, community boarq,evaiUq.tion, and network of community support. All 

'. faced excepti(,nal'cha1!eng~~ in" order to provide a specific kind ofll~Hst1c 
community treatment exp~~'ienc~ ,for some of 'the most· serious and chronic 

j';ivenlleofienders in theit stat'.!s. 

.'. Aside from ~le task of founding new o~~ani~ations, t~~ !nsti1:utionali~ation 
. '~., of the' projects with non~Federa!fUl'!ds~ras .another major challen~e f~cingthe 

replications.. . It w~ likely to be i,mpossible without. a Clear. tra~k record of 

effective implementation witrun· the locaf community:>, a" ~trong:"gi~~for:the 
·.proj~s cQ~nua.I'!~~.a-~t;l~~;-gt"~~~~~~i1i_:~f:/politi~';:;~~I'~;~.- It mig.~tha~e been 

__ . ___ '.' _. , ........ ,.,. ___ .-,::_". __ ._. ~: \.' .'-~7: ·,·,-.~-:'G-, __ .. I)",' , " . 

melcll' eas.ler"t~~ find th~1<~sources to conti~.ue-asirigleqew activity, Or even a set 
, '.' -. - " .,\.~. . . -~-- '. ': .. ' -";' .. :~,.:-

of activities, that hadbeeri 1.,itiallv funded with Federal doIrii'ts."But in the New 

~.r:ide Replicationp.rogram,· Instl~,utiOl1aL1zation required~inassiri~""the t()ta! 

financial s\fpor~ <:,f a mu!ti-facet~projectth,atwas highly speci~ized in itS' 
target population. 
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institUtionalize projects at the. ~~f,fQ~ir1i1;tOff: of Federal funding. OJJDP 

recognized that this migh~ ,J)e .' more easily accomplished by public agencies 

because of their .. gr~atet·acce'$s and ability to secure public f~nds. However, one 

. of the res\dt!;~;~ght by the replication initiative W9>S to determine whether 

innQvative treatment strategies implemented by other youth serving agencies 

could then be supported by. public agencies who have public responsibility but 

often lack the flexibility to experiment creatively with new approaches. 

It is true that independent community";~ased organizati<:,ns serve a critical 

function in ,the administration of, justice. They often provide cost-effective 

services in community settings anda~e respected by clients and public ofticials 

alike. Further, evaluation research h~s~e~erallY shown that community-based 

human-service agencies are at least as suc~ssful or more successful in reaching 

their service objectives, at a lower per unit cost, than public agencies serving 
the same function. l 

". Yet very few private non-profit agencies have the built-in, and customarily 

more dependablef~ources of funding that most public agencies have. In addition, 

the New Pride R~9lication Initiative began at the time 'the aftermath of 

California's Proposition"13 was being feltacrcss\ the country. Srnaller programs 

c. were vying for greatly reduced Federal, state, and county appropriations with 

powerful, entrenched, sometimes unionized organizations:~roviding 'traditional, 

and therefore more publicly justifiable, services. Funding cutbacks were being 

..f~l:t ,~hrQugh~ut all 1ev1fiS of government, as the resource .base of both public and 
private'agencies was s~~vetely limited. 

. II 
II 
I, 

This situationwiils in marked contrast to the one that faced the original 

LEAAExempl~y New PrlcleProject',:as it labored to become institutionalized 
, ~ ".::,;,' . '-.. -

. It was a fequirement of replication that the projects be located- withIn >"'~~' ;{~. with non-Federal 'funds. Even ifitb~ more favorable funding climate of earlier 

" private not-for-prOfit '\I!enC!es and not in p$!le agencies such as juv~"~COill't$, '~~:~-:ill' " . tlmes, it t~~"t!":pe,()~~ modeL.,."g..f'~..Jl'J!,ars t<> establish a secure non-
,or probaiiondepartments. This waS1fe,sig~d,tQJS~p~~~tiVitY in the treatn1ent:o~~'~~~:;di>t~.t'"r.,.o~' =~.:::~~edarai:-ltinding base for all of its\~, components •. By contrast, the most 

er~ess~ as well as ~torlca!lrr~presenting the socialcircuh1S:tanC-ej:Ul)d«t~whi91.", ,,<,c'v'~-==~F -'. -r'·~~~~r. 1'-. iG _ :: 

the original, New. Pride ,wa,s ~tounded::L One oftne ea~l~Ft~ues,tionS:~~~sec}~;;~",-.. r'~' / ' \ ,J:. "" fi i~~ri:~~~) ~~~~~:lfl~~~onal Ev~luation of DelinqUency Prevention, 

concerned th~ degree t~ which private .,~t)n-profit ag~ncies \VOti!~be ,able to ~,~", ". .', 0 ·l· '",-,.JM 
-'~- . ", r'~~ .", ,~,\,~ )y 
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successfully implemented New Pride replication projects had only four years of 

increasingly reduced Federal funding in which to secure other resources for 

continuation •. 

The original New Pride Project began in Denver with a priv,ate not-for

profit agency ~ its sponsor. But it started out as an alterna~ive school, Wi~ a 

much smaller program. Other components of what eventually became the New 

Pride model were added gradually, as diffel'ent client needs were identified and 

as additional funding became available through LEAPt.. When this happened, the 

Denver project broke off from its parent agency and incot'por~ted inde.penden:lY• 

Eventually, the project secured state funding from three p~bhc agencles, wh~C~, 
in combination, provided enough resources to support all of the components It 

had developed. 

F 
'ty based effort New Pride is a comprehensive, but staff-or a commUni -, , 

intensive program " It is less costly than incarceration and represen:s a ~reative 
and appealing alt~matlve to either straight probation or secure re~udentlal care 

for the type of youth it serves. From-the_ perspective of almost all of the 

juvenile justice officials interviewed in the Intensive Site Study , the progra~ was 

highly valued because it provided more flexibility in' the range of aV<ulable 

dispositions for young multipie offenders. 

How~ver~ among''t.~~_wider constituency of public policy maker~tthe 
previously high degree of interest In'pr~~,rams for youth was giving way to o:her 

.... . h as child abuse and programs~'for .. ..;th~ victims of crime. At the time 
concerns suc . .., 
the replication projects were trying to find new mean'S-fC),r ~~ntinuation, ~~arce 

" g Onto these areas. rather than into efforts to . rehabllJ.tate resources were gcm 1 .. , . . .._ 

delinqueilts.'lnl~.OOdels~~9 for example, a child was killed by it~ pare~ts _:n~ 
two million dollars of s'~ate money w.as allocl!t~fQr:~c;hild abuse mVe$tlgatiOn. 

Many of these new programs were considered to be good ones,and far less 

expensive than New rride.!) 

The amount of money needed by New Pride rendered it ncn-competitive in 

its quest for the incr~asingly scarcere~ources available in many sta~es •. In 

Kansas City the juvenile court felt it could. operat.e .its own New Prlde-bke 
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, The amount of motiey needed by New Pride rendered it non-competitive in 

its quest, for the increasingly scarce resources available in many states. In 

Kansas City the juvenile court felt it could operate its own New Pride-like 

program less expensiv~y and with fewer problems of administration. In Boston 

the Roxbury District Court set up its own New Pride-like project after the effort 

to replicate New Pride ir') a locali not-for~profit agency had failed. 

. 
One of the most critical fa~tors in determining which sites mounteci more 

successful institutionalization -efforts was theprojec;t's access to resources. 

This, in tum, hinged on th~ relationship of the project t~') the parent agency and 

to Itscommunity supp;;;fers. Organizationally, if there was a close and 

harmonious working relationship between the parent agency and the project, it 

. was easier to mobilize an effective effort. In only one instance did a project 

succeed in becoming institutionalized with put the assistance of· such a 

relationship. In this case the project director 11lobiUt.ed the support of juvenile 

jus~ice officials and other community agencies on b~"alf of N~\V Pride, only to 

be undercut by the parent agency after the project's resources were almost 

secure. 

In Chicago, the parent agency of the replication project was unwilling to 

make the effort required to raise the money needed to continue New Pride. The 

Board of DIrectors considered it too expensive in relationship to the number of 

individuals benefitting. This agency was one of the only ones capable of actually 

rai$i~g the money needed, as opPosc::d to tapping into other sources 'of public 

funds. It could have done so with a single yearly auction."In this instance, the 

expense of the project was fiticularly unfortunate~ 

Generally, the ability of well-organized, highly motivated1 and thorough 

efforts to get NewPri~e institutionalized varied from site to site, depending on 

the availability of public funds in each community or state. ThePensacola 

project~ which ran for four years with Federal funds, tur~ed into a program for 

educationally and . emotionally Handicapped students. That is, the available 

funding base in' its area was severely restricted in the juvenile corrections field~ 

Asa consequence, it coulq continue only if it changed its target"population. So 
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while many of the former New Pride staff are now involved In the new program, 

the' replication itself was not successfully institutiQna1iz~~ jn ,that diy., 

Future Prcspects 

:, 

To institutionalize a New Pride Project r~luires al?0ut $.350,000 (i983 

dollars) for every year of operation. The non-priom,(ity statJ~ of youth programs 

in terms of political inter~t. coupled with reduced '~ublic agency budgets made 

generating this kind of money dose to impossible. It,is a great achievement that 

three out of the original ten projects were able to Jind enough support to 

continue beyond the period of their Federal grants~ Eyery additional ,ye~!, of 

continuation is bound to require massive renewed efforts on the part of both 

agency staff and supporters. Whether the ongoing projects will continue to be 

successful with these efforts will depend on their degree of organization and 

mobilization towards generating revenue and, quite simply, on: th~/availabi1ity of 

funds. 

Of the three projects that have c~ntinuedt the Proj~~t Direetorsof two of 

them have left. This may have a deleterious effeCt 'On their ,prospects for 

continuation. In one of these cases, though the Director was optimi~tic about 

getting aU of the components funded, the parent agency decided to cut back 

staff, salary, and components. , .. Because of, this the Director, who h~d been the 

instrumental pe~on in titat site's successfW search for funds, resigned. 

One site was finanCially saved by the accredita140n of its alternative 

school, because this quaJ.ified it for state~ucation subsidies ana per student 

basis. The third project that continued badly needed such accreditation; but was 

unable to meet its State standards. In thi~ case, the ,Board of Education cited 

reasons"for denial such as having to~' few books In the library, and too few study 

areas. So while it had state and local funding commitme~ts.of$180,000, the 

Db"ector was put in a position of having to decide w~therto operate the prolect . 

for six months and then close down·\!ntirely, or to ClJt the program .so r~r.fically 
that it might not resemble a New Pdd~. 

,.3~10~ 
Jo ---"_"-::.,:~ 

/1 

, 
'I 

-i'J-o 
.0;\ 

t' 
;;;:o;c::.r:.!;,"~"'~"~==i""",,".::::o':;~;~.!F-""::-':_~'-'--':;~-A,::\:.:~.:.....:~_-._ .. .a::::-~:~:::',~~~:~:;;:r.-:::;:. ... _~-r~~~==1-~·~~"~""~"""';:'~:;;::::;::;;o:;::,:..~~::-~ 

P: 

\ , 

;,J ,. 

" .. 

". 

,'1' 

. ' 

. ,Summation 

. The. replication program demonstrated that innovative treatment strategies 
Implemented by priva.te not-for .. profit agencies could be supported by state and 

local public agencies at the conclusion of four years of Federal support. The 

New Pride projects that were funded only for three years did not continue. To a 

certain. extent, this result may have 'been determined by OJJDP's final year 

iunding'criteria, which gave priority to those projects that had achieved partial 
sypport from other sources. 

Several other contingencies influenced the outcome of each site's 

continuation efforts. In order to, institutionalize successfully, funds had to be 

available from somewhel"e. This availability was restricted by.the general shift 

in public. policy interest away from youth programs across the country and b 

cutbacks in the absolute number of dollars available from all sources c~mbine:' 
Because New Pride was relatively expensive it· was more difficult to obtain the 

amount of money necessary to continue the projects as designed than it would 

have been if they had been less expensive. The expense factor sometimes gave 

the edge to less comprehensive programs vying for the same dol1a.rs in a 

c~mpetitive environment. It also forced compromises that Some Project 

DIrectors, who were especially committed to the New Pride model were 

unwilling to make,; that is, to cut the program so radically that its es:ential 

features might be jeopardized. All of th~ projects that continUed sacrificed both 

.. staff and components in order tc? survive. None were ~ble to contim~e at a level 
of effort believed by most Directors to be adequate. 
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A COMMUNITY VIEW OF PROJECT NEW PRIDE IN .THREE ciTIEs:' 
THE SYSTEM IMPACT EVALUATION 

An important segment of the national evaluation of the New Pride 

Replication Program was to conduct a longitudinal study of the impact of the 

projects on. the surrounding systems of which they wer~ a part. The system 

impact evaluation examined the views about local New ~ride projects held by 

j~venile justice system actors, other youth agency directors,. and keYr,,,decision-
. " "r' 

makers in three cities. It was designed to assess: 

• 

• 

The extent to which formal referral and communications 
linkages with the juvenile justice systems were formed 
and used; 

. The extent to which programs developed sound 
relationships with public school systems, other 
delinquency prevention efforts, and' youth-serving 
agencies in their communities; and 

• The extent to which prog'ra.r!?~ be<:ame f&vorably well 
known. in their communitie,s and WQn the .. support of. key 
decision-tnakers in their 'quest for iostitutionali:zatj~n. 

The findings of this investigation~ summarized here, assisted the national 
~' 

evaluators in interpreting other. systfaJ-n imp&ct and process study results in order" 

to: 

Determine the impact of the project on the~rganiza:tion, 
policies" and administrative procedures of t~e :juvenile 
justice system;, 

• Determine the impact of the project on othetpubllc and 
private youth serving ~gencies in the community; and . 

• Determine./I the impac.t of .,the project on community 
attitudes 1bward juvenile delinquency and the .juvenile 
just[ce system. ' 
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The Study and its Methodo!ogy 

The System Impact Evaluation sought to gain information in a variety of 

substantive II areas by ascertaining the views of knowledgeable people in the key 

systems surrounding th~ .local New Pride projects. The evaluation was based 

mainly upon int.ervie,,; data gathered from three sites. Respondents represented: 
(1) the juvenile justice system, (2) the youth agency system, and (.3) key decision .. 

makers 'in the community. The three sites were Providence, Rhode Island; 
Kansas City, Kansas; and San Francisco, California. 

The Substantive AreaS 

A panel design was employed. The same respondents interviewed durinJ!! 
,; <:) 

Year I wQ,re again interviewed in Year II. They were asked the same questions 

with minor revision during Year II. The major dlfference between the content of 

the Year I and Year II study was that during Year II three substantive areas, 
"program definition process,""view$ on alternatives," and,~~communl~y needs 

assessment," were n.,t included. These areas Were drOppe-d because they focused 

upon community-wide issues that were unlikely to be affected by:~tb~ maturation 

of the programs. Also, during Year II, questions' pertaining to ~~~'riitllikations' 
between the New Pridtl program and youth agencies were added. This was 'd~ne, 
because ()f the great emphasis pJ,aced upon this variable by 'respondents during· 
tl\~ first wave .of interviews. 

\.~ 

. ,(he Final Report of the Year I study reported the results of first-year data 
In ten substantive areas:, . 

1. 

2 • 

.3. 

" ,.. \4' 

FamiliaritY with New Pride 

Patterns of Use' of New Pride 

Communications with New Pride 
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4. I· Impressions of the New Pt'ide Program 

5. TIle Program Definition Process 

6. 

7~ 

8. 
9'. 

Position on Institutionalization of New Pride 

Process Necessary to Become Institutionalized 

Impact of New Pride on Juvenile~Justice System 

Views on Alternatives 

Needs Assessment for Programs in Local Communities 

::; i' 

ii ,', 
)(.: . 

.. ~ 

r;; 
" 

" .' J/' '. 
The Year II study focused on change. It was based on the assump~~n that 

projects mature over time, but that the nature.oflithat maturation is If?t known. 
, M 

The Year II study 'was essentially an attemp~ to measure the d!(~ction and 
~.} 

if 
~,. magnitude of Change. 

.;;' . 

Since the three samples had diffe-rent etl ertise and sto~d in different 

structural relations to the New Pride projec~, each was asked only those 

questions pertaining to the substantive areas abo t which the.y could be expected 

to be knowledgeable. The substantive areas, by rhe samples providing data, are 

graphically displayed as follows: ,.' , ',Y, ;:. . 

1. 

2. 

3. 

4. 

5. 

6. 

7. 

Categories of Questions 

Fa.miliarity with New Pride 

Patterns of Use with New Prid~ 

Communications "with ~ewPr1de 

Impression of New Pride 

Position on Institutionalization of 
New Pride. ." 

ProcesS' N~essary to Beeom~ 
,,-,' Institutionaij;zed ' 

Impact of New Pride on Juvertile 
~ustice Sy~tem ".' 

'f Juvenile 
,JuStice 

'System" 
"'-, -;' ~- ,.--. 

._:c·..::.~'--~ • 

• 

• 

• 

Juvenile 
. AgenCy'" 
'System. 

• 

• 

v 
Key, 

De.cision~ 
Makers 

• 

• 

'. " 

• 

'J 

:.; 

',:,f

. ::- :,., Q,,:f 
- ~~:t:~~~.':;~\' 

C·"· 

___ ..__r ,_ .... ....,'P"I!y_'__ 

Also during the se~:ond yea~, a context study component was added to the 

System Imp~ct Evaluation design"~ Thecontexts1:udy, had two goals. It was 

designed to ~tield Informati0!l. abo~t the sPecific operations and procedures in the' 

juvenile. courts of each of the cities studied and information on public attitudes 

toward', jU~/enile jusdci~· Data for,. the context',study were gathered through in

depth int~rviews with knowledgeable informants. At each site, the juvenile 
. - " ",:~;, -- ' 

cow~;(administrator and! cbief juvenile probation officer were interviewed. This 

component of the stuc!:r was added at the suggestiora of the Advisory Panel of the 

National Eyal~ti(Jn of the Ne.w Pride Replication Program. The Pane! memb'ers 

felt it ~as lmp.~rt!:lnt.:,tQ s~~}oem&n body of data in the'context of the court, 

operations i11 the community and the s'ocial climate of the cities. 

The first ... year report was an exhaustive pres~ntation and analysis of all the 

.. information collected in the substantive areas .. The s~ond year report was more 

narrQwlyfor..:used. The"mandate in Ye~~ II was to identify changes over time. 

Thus, this'i-eport presented information des~ibing ,and analyzihg the changes 

that occurred in . the views of respondents between Yea.rs I and II. The analysis 
wasprogrammat~c, not theoretiC'. '·the goal of the study was to provide···· 

.. str~ghtforwarq;iinform.a,ti{jn~;(he't'ay in which Ne'll Pride was. perceived by the' 

act6~s in th~;'~ey:su~~ourid~~,:systems so tnat adjustl1l.entsand improvements in 

sef'lices ;~9':'New Pride'clients and to other-cdeiiriquency tre~tment program 
c c1i,ht;::;t~d be m~cje: ,. .... " 

"--7~3;:";" . . ... "'.. " 
'. N 

f,' ,,<: . ,! ~ , 

1)e~~ilture cif the Sanlples 
/j-- -.::: ... ' 

I;:';' 

The juvenile justice ~ystem sample included all juvenUeprobation officers, 

~~venile judg~sJartd rette~~~.swhosejurisqictionfell within the target area of the 

three projects);tudled. The majority of~ the sample was composed of probatiori 

"!offiCer$,wi:.?th~~ignificant addition .of the two judges at the providenJe Family 

.Court, .tJle·two jud'ge$ of the Wyandotte County Juvenile Court 1n Ka.:fasC1ty, 
i' _'/;'. - ,. II 

1/ an9ah~ head judge and three referees of the San Francisco Juvenile Cout\t. 

.. ,,7 .-
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The youth agency sample was operationally defined as the ,directors of 

other youth agencies operatingwithi? the target area o,fthe New ~ri<!e project::r ',

which:, broadly construed, provided l~ervices in the prevention or jtreatment of 
.' If '";,"- • :! 

delinquency. This sample was initi~rygen~rated through refereneesprovidedsby 

local youth agency dire,eteries and' was "emaustedn through"the reputational 

method. That is; all appropriate agencies listed in pUblishe:d- directories were 

. called and asked upon termination of the interview if "they kn~w 'Of other 
"r • I' 

agencies proviq,l~g such services ~nt,he area. When no new agencies were 

suggested by respondf,mts,'the sample was considered complete,. 

',' 

The key decision-maker sample was selected to provide the insight and 

perspective of people in positions of power in thf': cor:nrrlunities in which the New 

Pride pr,ograms were opera'ting~ The sample was initially, g~nerated, by asking 

New ~tide project administrators' for the names of key dec~ion-makers ~n the 

community who were knowledgeable about and ,had some ~nfluence over the 
distribution of the ~YPes of public fun~s wl'1ich might se1i-ve tq" institutionalize the 

projects after cessation of Federal funding~ This sample was also completed 

using the reputational method. 

Respondents in the keydecision-makQ.r sample, among others, included five 

county supervisors, three state senators, two state representatives" two mayor~s 

representatives, three directors of Departments of C9f·rections for You:~h, two 

directors~f state social service " agencies, one superint~ndent of ,I public 
, ' /',:0 \' :) 

education, one director of a m~ci~l chamber of cominerce, three"'exec~ti~e '~ '"-:(~ ,.>'-,,, 

dIrectors of public interest or charitable ins'titutions, ~nd fouf_ dir~tor~:~i.c,lG~""~""··- - -
. ,') \':; ", "r~-:;~:~';;-:::'''''''' 

or state criminal justice planning ngencies.. . "",-c---

I" jf 
" ~-~lt.". 

Ouring the first year, the total number ()£ subject~ i~ all three~rnples W~$ 
192. In the juvenile justice5il1Tiplethere,were 77, int~e youth agency sarple 72, . 

Md in the key decision-maker sample 43. Since a: panel'study desigrt demand~_,} 
interviewing the same respondents in the ,second year, it w¥ importartt to locate· 

and interview ." Ye~r ,1 r~sgoriae~~ JO the full~§t extent possible.. This 'w~ . 
accQmplishedo'- Only sixresponderlts' were, not'·locate.din the secon~$tudy 19r. 

~5' . <~' "" ,,"', i~':' " 

Ninety-sevenperc~nt were located and interviewed. " ,~;' , ' 

4 .. ' 
,- :!'~ , , 
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The following ls:"a visual display o~ the4mple~aes of. the thrlee sites, by . 
.sample, by year: ' "";; 

t,:'; 

1-', .. ' 
Sample Sites: Year I arid Year II 

Site. 

Kansas City 

~rovidence 

San Francisco,~ 
~i"·- _~ _a&4~_. 

Totals 

.l,yvenUe Justice "7 _ 

Year r "Year 2 ..... ,. 
15 X4 

14 12 

118 408 
s. a,,_. • .. '1 

" 77;;' 
/, 74 
'/ 

: 
I 

! 

f 

::.~' ... :< .. "-

:I-"'-Uf~~tati~and An~ysis 
'-',r,; " 

-1: , 

Youth ~~gella... Key-p,edsion Maker 
Year 1 Year 2 Year 1 Year ~ 

19 18 

20 20 

33 33 

72 71 
b I --

" ".1 
i ~ ( 

/.:: 

12 

12 

19) ., -,\II.". .. 

43 

.0,'" 

12 

12 

17 
... -.. 

41 

;-::,e " "Qrlginally three questionnait"es' wer~ d~~gned~Qne:io/each (~f the sample 

- groups. Each c:ontain~ questidfis specific to areas of'~xpertise of that sample. 
The instruments were pre-tested in San Francisco and' revised. <'fhree local on-

,site research ClSSistantstllen admin~~tered ,the questionnair~s by t~ei)hone. ;ach' 

research ,Z:is$istant recorded J~nses., in full and then 'deve!opf~ a list of 
appropriate categories, ~hh which their speci:Uc data could f,,.e coded. The three 

diff7rent sets 'of '. ~r-ellm!nary codes were cr,.lmbined to,! a universal set which 

ap(~'Ued at aU si'fes;: and the responses were th~n ~oded using the final categor'ies." 
'I /.", (. 

;,During Year II the first year's codes were u$e~ as the basis upon which to 
etassify responses:::'at the time of the interview. This,technique made for more 

,efficient interviewi~g; buthaq the neg~'t.i~~:;o:,auect "of' producing a larger 
proportion of non-codable "other" re$P9~s~~'~' , 

,.:-. " 

': ' ,; ;~.:;;;,{>j:.-< ,." " ". ~'~·'1" - . ~::". ':," 

. After cod~~g,r:s~se ?atterns were quantified,. indicating ~~he.riercentages 
assoclat~ •. W~j;ifthe various possible reSponses to. each q~"estiort: BecrCluse a 
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'il .'. '''~..' t.t pt was 
,;. • t' ·O" .. lnformation waS often offere~ jna single" an,swer, an a. em . '." 
vane y. ,.1» ~', ... ~. ·· .. c ,.' •• d'. than one coded 
riiad'e to cap,ure. tfte:"·bre~dt.~of tnformation, thl,ls pro ~cmg·more . 

respons~ per' resp~~derrtforSQ~~ 'que~,t~,o~~~~ 

'. d ..' tru~ generalizable conclt,l~ions regardirig 'the'Si~nl:ficance 
In or er to cons . . . ttl central, 

focused .on the discovery of patterns among .' e 
of . the data, PIRE., .. ' . ' Because each sample repre~ented a 

. amp'les or across sites. 
tendenCles across s '. . )i:! the three samples together to 

. l' the-responses 01. " .' unique ,group,.,sllnply umpl~~ . " .... . ..' . the qualitative 
'. t app'r'opriate. For thiS l'~~ason,.= ' .. 

produce grand totals "as no .' . .' . .~. ..~~ "r" atterns 
. '. . . J ar zable conclu~ions by Identifymg Simi ar P 

technique of producmg;, gener 1, .'. ".'~' " 
.. d'ver-'-" samples ito .gene.rate conclUSions was adC!pted. across 1 ~~' ", 

The analytic process is illustrated in the follow~ng g~aphlc manner: 

Cor,text 
Study 

Analytic Process to Generate Con?usions 

I.; 
II 

• t 
. , 

J 
.j ,I 

c· 
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.~ $ocial Context of R~p1ication 

:",' . "-', \, 

the primary reason to examine the social context In which the New Pride 
" '.~ ::... ' ' . 

. repl1catiofl projects were implemented was to ascertain whether the· juvenile 

court structure or p'\lbli~ attitudes in the localcommunjtles heiped explain the 

findings generated elsewhere in the stuqy ... · r~o eviu'ence emerged that the 

context factors explored dit~c;tJ-¥aifected the perceptions of the program held 

by those interv:i~wed'inthe three sample populations. However, some lnteresting 

fil1dings did emerge e' 

····In Kansas City" and Providence, respondents reported that the public 

mainutins a" rather harsh "get tough on crime" attitude, one that Indicates a 

punishment orientation toward juvenile justice. In San Francisco this attitude 

was less apparent. At no ~ite,'however, did respondents feel that dispositic.:1al 

decisions ~y judges and referees were signifid'antly influenced by this harsh 

. publlc view'. 

Tnere at'e a number of reasons for this. ,Judges have a sophisticated 

un,der$.tanding: 0.£ the etiOlogy of juvenile crime. They understand the complexity 

.. '. of factors which qlotivate aYQU'th to delinquency. Unlike most criminal courts, 
'';:-" " , 

rehabilitation as an ethic still dominates the juvenile court. Jncarceratlon is still 
. ,,' 

seen as a "last res~tt.nAlsQ, at all three sites judges. rotate through the juvenile 

;). court, and'are net elected to and identifiable with the juvenile court in the 

public eye. As a re~ult·, they 'are s"mewhat isolated from the public sentiment, , 

which is presumed to'be more conservative. 

." Consequently, all thr~~, courts studied were generally· supportive of 

community-based alternatives: t,o 'incarceration. New Pride operated. in a 

favorable -'c!im~*evis a vis th~ courts. Judges and other j~venile court offiejals 

wer~ supportive.'Tqey wanted the projec~~,~o continue and either actively 
" " ~,., ""~"":".".: ---, " 

supported them or avoidedinhibinng their successful development. . - -' . . , 
. "'~ .... -
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Evaluators found ~ wide -range of dispositio ...... al options at all three sit~s, but 

there are many more community programs available for youth placement in San 

Francisco. Restitution and communi~y service alternatives are increasingly 

used. The San Francisco and Kansas City courts have been highly supportive of 

community-based alternative programs and use them widelye Providence' has 

: >been supportive, but somewhat less so, and uses them with somewhat lower 

frequency. There are also far fewer alternatives available there. None of the 

three juvenile courts has a formal eva~uation syst~m for the programs to which it 

refers youth. 

In the' cities where there is a specialized juvenile prosecution or defense 

unit, these units are praised for high quality work. In Kansas City, where private 

a.ttorneys provide counsel,and in Providence, where city solicitors prosecute, 

these non-specialized systems were criticized. In San ,Francisco and Provider.~e, 

defense counsel for indigent youth is provided by a specialized juvenile unit of 

the Public Defender located in the'''court building. In Kansas City, gratis defense 

is provided by appointment from.a rotating list of privateattorneys~ 

The level ofadversariainess, however, on contested cases at all three sites 

w~ reported to be high. The amourttof. plea-bargaining was high in both San 

Fr~cisco and Providence, but low in Kansas City. 

In Kansas CitY and Providence, judges rotate through juvenile cC:nir-t· 

responsibilities. San Francisco's bench is made up 'predominately of referees 

Sitting on a semi-permanent basis. Judges reportedly concur freque:otly with the 

dispositional recommendations of probation officers at the Kansas City and 

Providence sites, but less frequently in San Fran~isco. 

In general, there was a high level of concurrence between the 

recommendations pr~sented by probation officers to' judges concerning 

,dispositioJ\ and the actual sentence given by the judge or referee to. an 

adjudicated youth. This affirms the key role and power of the probation officer 

in the disposition process. If programs wish" to attract court referrals to the 

widest extent possible, or wish to influence the court towards a~ increased use of 

'i) 

-..."..----(;.,......-~--
'. 

alterna~ives to incarceration, it Is critical that su 
energy lnto developing and mal'nt " h' ch programs put substantial 
. . alnmg 19h levels f 
Juvende probation staff. 0 communication with the 

~ .. 
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1. 

ResultS III the Study 

Familiarity 

• 

• 

Project$ were widely known by j~v~nile justice system pers~nnel, 
youth agency directors and key deClSlon-makers. They were shghtly 
better .known in the second year of the study. 

Personnel of surrounding systems were usually informed. about the 
project through the direct eff?rts of the pro?ram; that IS, through 
project literature or presentations by New Pride staff, or P7rsona:lly 
informed by New Pride staff (as opposed to peer level .serVlces bke 
other probation officers, court personnel, etc.) 

2. Patterns of Use (Juvenile Justice System Only) 

3. 

• 
• 

Most probation officers and all judges referred youth to pr.ogram • 

Overwhelmingly judges accepted probation officers' recommendations 
to refer youth to New Pride programs. 

Changes in referral patterns between study years had to do wi~h thei~ 
being more or fewer. eligible clients to re~~r. Very occasionally, 

. probation officers or Judges had changed positions and were no longer 
responsible for making referrals. 

Communications 

• 

• 

• 

• 
• 

• 

Although it varied across sites, the of programs' communication with 
the court and probation was generally seen as good. 

When communication was not seen as good,. this was considered one 
- of tht;! program's major faults. 

Good communication appeared to be very important in gaining 
acceptance as a legitimate and preferred pro~ram. 

One program had a court ... liaison st~f person~ which had a w~ry 
positive effect on courtlprogram relations. 

Communication was the' most important asp~t of the response of the 
surrounding systems to the program. 

Projects should make a greater effort to 'publicize their program to· 
the public at large, to "broadcast their image." 
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4. 

s. 

Impressions of the Quality of the New Pride Project 

• Ratings were mixed between sites, years, and study populations. 

• 

• 

• 

In genera!, projects were judged as "Partly Good/Partly Poor," 
"Good," or "Very Good". Very few respondents felt that New Pride 
was a "Poor" or "Very Poor" program • 

In the first year, the projects' major strength was seen as the multi
service, comprehensive concept embodied in the New Pride model. In 
the second year, the staff and quality of services became more 
important. 

In both years, the limiting nature of the admissions criteria was 
perceived as a major weakness. 

Program Definition Process 

• Across samples and years, as the frequency of communication 
increased, respondents' impressions of program quality improved. As 
thf: frequency of communication decreased, the program was viewed 
less favorably. . .. 

• Programs seen as good were described as' effective, accountable, 
having good staff and good communication with the court. 

6. Position on Institutionalization 

7. 

" 

• Almost unanimQus.y, respondents wanted the program :to remain in 
the' community as a permanent institution after the cessation of 
Federal funding.' '\ 

Process Necessary to Become Institutionalized (Key Decision-Maker Only) 

• 

• .; 

() 

Proven effectiveness and cost-effectiveness were widely seen as 
being critical to efforts to gain funding aftel" the end of the. 
initiative. 

The support of the community and its leadership were also seen as . 
critical in this effort. 

Private funding and state funding were seen as the primary 
alternative sources which must be solicited. 
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• 

• 

• 

• 
t and staff become inore 

Respondents suggested:that man~~emen \ . 
sophisticated and active In fund ralslng efforts. 

In the second year of the study, resP?nd~~ts. b~~m~ less clear about 
what New Pride should do to become institutIon lze • 

Chances for institutionalization were seen as generally poorer in the 
second year of the study. . 

I. The Impact of New Pride on the Juvenile JusticeSystem 

• 

• 

o· ects were not seen as having a .sig~iI,IL7ant impact on the 
~~~J~r~, function, or policies of the juvenile JustIce system • 

~:a~~f s:v:.~°1.ft!"m":ti~g :.!':'~ti~e :,::~~:~:n ~ 
probation. 

9. Views on Alternatives 

10. 

Most respondents favored the use of altern~tives to incarceration ,for 
• adjudicated youth to the widest extent pgsslble. 

Res ndents thought itCcwa.sa good ide~ that alternatives ;xclude 
II seri~US offenders who are a threat ~o pubhc ~afety. ' 

Needs Assessment 

• Vocationalande~ploym~nt programs were identified as the primary 
'need at all three sItes. ' 

• The second most often identified need was educational services. 

• Also menti~ned frequently were various forms of counseling services. 

,.- '" 
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Genera! Conclusions 

The juvenile justice system study respondents were very familiar with New 

Pride. The program was highly visible to those working in juvenile court. At all 

three sites, 90 to 100 percent of 'the JJS respondents wer~ familiar with the 

program. In those cases where everyone was not familiar with it in Year I, there 

was an i~crease in familiarity by the second year. 

New Pride was also widely used as a referral source by' juvenile justice 

personnel. Two-thirds to nine-tenths of probation staff at all three sites 

referred youth to New Pride. The proportion referring cases increased in' Year 

U. All juvenile court judges and referees had referred numerous youth to 'the 

program by the end of the first year of the System Impact Study. 

Communication between the New Pride programs and the court 

deteriorated 'somewhat in the second year in San Francisco and Providence. 80th 

the quality and frequency of communication were seen as poorer in Year II by 

juvenile justice respondents at these two sites. 

Overall, juvenile justice system respondents were positively impressed by 

the New Pride programs in their communities, seeing them as high-quality' 

projects. However, in the two cities where New Pride was rated most highly in 

Year I, impressions as to quality dropped slightly in Yea~ II. Where the program 

was less well rated in Year I, impressions rose significantly in Year II. 

:i -"" .. _", 

In keeping with the ge..l'ler~ high regard for the New Pride program, a very 

high proportion of juvenUe justicere$pondents, ranging from 80 to 100. percent, 

wanted to see the program Institutiona!iz~ln the.,,$.ommunity after the cessation 

of F ederal fundin~ This proportion was even higher iri'he~:$..~Qnd year. 

In neither year did large proportions ot. juvenile justice respondents feel the 

New Pride program had a direct impact on the way the juvenile justice system 
, ' 

operated. However, more felt that it had had more of an impact by the second 

~ -' 

" 'I 
.' 

.;. 
I ',' 
I 

i 
\;: 

-.~,.~.!.':'-. 
"'-',.j 

• ,I ., 



I.'.' ~~ 
1 

year than was the case in Year I. In general, those respondents who did feel it 

. had an impact described that impact as the creation of ,a new alternative to 

incarceratio~ or new condition of probation. No respondents offered the view 

that the system had been impacted in a significant structural manner. 

Youth agency directors were also widely familiar with New Pride, though 

less so than theil' juvenile justice counterparts. Their familiarity with New Pride 

increased over ·~~me. 

Communication between New Pride and other youth serving programs was 

not explored in Year I. When as~ced in Year II, respondents indicated that one 

site (San Francisco) had quite a poor record of communication with other youth 

agencies, and that the other' two sites had moderately good records. 

Respondents offered the advice to the New Pride program that relations could be 

improved simply through more frequent contact. 

There was quite i an interesting variation in the way youth agency directors 

perceived the quality of the New Pride programs at the three different sites. In 

San Francisco, where only one-quarter of the respondents rated it highly in Year 

I, that proportion doubled in Year II. In Providence, where 100 percent rated it 

highly in Year I, one-third fewer rated it, highly in Year U. In Kansas City, it was 

rated highly by over 87 percent of the respondents in Year I and by 93 percent in 

Year II. 

Despite this variation, three-quarters to 100 percent of the youth agency 

directors at the three sites were in favor oflnstitutionalization of the program. 

The proportion increased in the second year of the st-cJdy. 

Approximately 'two-tl"fds of the key decision-makers at the three sites 

were familiar with New Pride, ~md' the propor~.on increased over the life of the 

study. Key decision-makers. c:onsist~ntly reported having a positive impression of 

the New Pride programs, with even more ra~ng it "Good" to "Very Good" in Year, 
II 

II. 
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Like the other samples, key decision-makers overwhelmingly supported 

institutionalization. A very 1nteresting phenomena, however, occurred between 
Years I and II regarding their views on how to gain funding for 

institutionalizationo During the fir,:,~ year there was a good deal of consistency 

in key decision -makers recommending the following four strategies: 

1. 

2. 
3. 
4. 

Obtain objecti~e evaluation data demonstrating effectiveness;, 

Gain the support of the community and its leaders; " 

Seek state funding; and 

" Seek private funding. 

In the second year, no such clarity emerged. Responses were spread out 

among more categories. There appeared to be growing confusion between Years 
I and II, given another year's experience in the difficult reality of funding for 

social service programs, as to what methods could actually produce renewed 

funding. 

In both years key decision-makers rated the chances for securing funding 

for institutionalization as poor~ Chances were rated the poorer during Year II. 

To summarize across samples and sites, it may be said that the New Pride 

program was well known and becoming more so in key organizational systems 
surrounding the program. 

Communication was seen as a key issue by respondents in shaping their 

views of the program. Naw Pride programs' communication with the courts and 

other youthagendes was generally seen as good, but as being less consistent 

over time. "Good communication was seen as essentia!~ particularly with 
probation officers who are in a position to help the projects greatly. 

The impression of the-quauty-of-thepfQg~m~l'~s ~tes and samples was 

varied, and there was more movement seen by Year II in co~rnurucatiofi: A 

regression to the mean phenomena seemed,~o be occurring to some extent; that 

is, those things which w!re rated highly during the first measurement dropped 
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during the second, and those things rated low during the first measuremen~l 

increased during the second,both moving toward a more "average" position. Jt 

can be said generally, however, that given variation and movement, people in the 

systems surrounding New Pride think of it as a high-quality program~ 

Another interesting pattern that emerged from the data has to do wi~h !h~" 

strengths and weaknesses respondents across sample sites saw in New p;'ride. In 

Year I, respondents rated both, the programs' strengths and weakne~sl~s around 

"concept" variables as opposed to "execution" variables. Concept, variables 

relate to qualities inherent In the New Pride program model, whilel executiqn 

qualities are attributable to the way the program is implemented • .In t~e first 
".;,.:: 

year, the strengths of the program were-genetally seen as the New"Pride mWti ... 
service comprehensive approach to services and addressing a pop~ation In ~eed 
of services. The main weakness was seen as the re$trictivenes$ of New Pride 

entrance criteria. 

In Year II there was a shift of emphasis in both strengths and weaknesses to 

execution variables. Respondents' definitions of program ~'trengthsteilded to 

empha-Size the functiOning of particular serVice componentls, like education, or 

the quality of the staff. Such a change was apparentaroun(.'i weaknesses as well. , 

The restrictiveness of entr~ce criteria was less often se(!~ as a problem in the" 

second yea..r, whi!erespondents took greater issue with staff and management 
problems. (' 

_ .,>.1:~:;:"'J '~_._ ":_. 

This change from emphasis ori-concep~· to executi6it~~p~;bably related t~ 
the passage of time, and respondents becoming more fa~i1iar with New Pride.'fn 

the second year, knowing the program better, individuals wer,e able to make 

judgements based more specifically on the program's performance, rc:ther than 

simply the idea behind it. Also in the second year, respondents hac:( ada.[)~t~ t~; 
'the limitations inherent in the nentry criteria, and no longer railed against the 

, guidelines, but worked within them. 

When onejooks at the data for all three samples at each site individually, a 

very broad-level generalization emerges. The San Francisco site, which was 
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rated p'oorly on a number of dimensions in comparison to the other two sites 

rose signific!!lltly in many categories during Year II. But it was still rated fa; 

.!e~faVOrably than the others. The Providence site, conversely, was rated highly 

. durIng Year I and slipped significantly in Year II. The Kansas City site remained 

'stable, rated ~igh1Y in both the first and second years of the System Impact 
Evaluation. 

A t the most genera! level, it might be said that New Pride, from the 

per~pective of those with ct.'relatively objective view provided by their position· in 

an ~ndepende~t but surro'iinwng system, was a smashing success. The replication 

proJects, stud!ed werf: well known, widely used, seen as good qUality programs 
a.nd considered ,w,,·orthy of institutionalizatl"on . ' 
communities. 

I 

" 
\1 

.:'---' .. 

as permanent projects in their 

" 
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THE SAN FRANCISCO SITE 

Juv~e intake in San frandsr.o is the responsibj!ity of the Probation 

De.partment. There are two iri~ake units. One serves the northern portion of~he 
city and one serves the so~thern portion. There are three options at intake. The 

first is to "ad~onish and close," where the youth penetrates no fur.ther- into the 
;... '.-

juvenile justice system. The second is "vi)iuntary or. intorJ!la! probatlonil in whi.9't 

no petition is filed, but the youth is'~upetvised by a pr6batlonofficer.The third 

option is a recommendation to the prosecutor's offiCe that,a formal peti~ion be 

filed. After this initial screening of p'etitions by' probation staff .assigned to . 

intake units, t~eir affirmative re~ommendations,",c~~ sent to the prosecutor's 

; .. , office, which has final responsibility for proceeding to adjudiCation. 
.. 

. ~rosecu~ion in san.F;~cis~o·-iS'tJle responsibllity.of a specialized juver.i1e 

unit of the District Attorney's office. The office is located on the premises..lJf 

the juvenile court 'and at the time of this StU?y was staffed with five full-time 

attorneys. ... · 
.-:'.:~ :~.~.: ." 

:::::¥. -:o.'.~! "., '.' 

., 

l) 

Legal CO,t.:.dSe1tO indigent juvE1lJliles Is the responsiblU.ty of a specialb;ed' 

;,uvenile unit of the Public Defender's office. The juvenile., unit of the Public 

Defef1der's office is staffed with seven full-time attorneys and Is also located in 

the juvenile court building~ Legal ~.ervi~es"Attorneys provi~ defe~e·counse1in 
cases where there are' multiple defendants and a conflict of interest. Privat~ 

attorneys provide legal services to that small proportion of youth who can afford 

such. representation •. 

" 
_ ~~~,?:-,.- R.espond~n'tS)ht~~iewed f6~ the. context S:'t~jFr~port that bO'f;n,th~di$tric~:.,/~.(: 
.. . ".... . ' r, 

attorneys an9{\ publlc defende~:, .are'high-.1evel' p~acti?Q~rs.: ,.Co~~t~ 
adjudicatiqn pro~e:91P'gs ate adversarial in na~~~. :~Howeve~, resp~n~~'teport 
tl~;:!t "a la.r,ge,,~p..roportion of ca.ses are settl~ ~1.ttlout contest thrQdgh the" pl~a 
~." -;,: .~ " . '. .;:... . 

. bargaining process. 

,I 

\-

- .'.:..:.:... 

, ' .. :~ 

If a petition Is adjudicated true - that is, the:youth is found guilty - a 

number of disposition options are availab!e.. For first-time, non-serious 
• I ,fII'I'I 

o:ffenders, where the family unit is somewhat stable? formal probation is the 

most frequent option. Probation supervision mayor may not be accompanied by 

other re&trictions. Some of the more commonly applied restrictions are 

restttution to the victim and community service in a probation-operated public 

works progra~~ 

A more restrictive disposition option is commitment to the county-run Log 

Cabin Ranch. This is used for older, multiple, or serious oftenderss and generally 

. involves an eight-month to one--year commitment. As alternatives to this option, 

'the judge may sentence a. youth to week~nds in the juvenile hall or to the 
• t, 

. Intensive Counseling Program with 30, 60, or 90 days'in juvenile hall •. 

"Out of home" or "private placement" in special settings such ~ group, 

. homes are generally reserved .... for p§Y?.ho!og1caUy·disturbed youth~ The state 

i:rainiragschool, the Callfornia Youth Authority, is a s~dom used option.. It 1s 

r~served for youth who have committed very ~erious offenses or. who hcwe tried 

"'~"';'>"Y , Amd,f;.:Ue(iatall the·oth~r gptions. 
.-:.:, .. --...-.. --.-.:: . \ .. >~', 

1/ 

Judges and referees sit on the San Francisco Juvenile Court bench. The 

Head Judge is a SURf!rior Court.Jud~e and rotates through the Juvenile Court 

position, but fiat for any spec1fledperiod of time. Res~ndents report that 

though the judge and referees gener~iy follow the disposi#on recommendation 
/_ , ,r.. i 

of probation offi,~ers, th~e are a substantial number of cases in which they do 
, .. ,'.:::',.,. '.- "' 

. rIOt. .~ 

Cont~t· :~tudy respondents npted that the San Francisco juvenile court has 

a longhistory,pf working closely withcommuruty-based organizations. Despite 
\I 

,the adversaria1: relationship that developed during the activist era of the 1960's, 

the court. and probation department have worked closely with tt;aditional 
, •... ~~', . ., 

agencies ~ ~l,lch,' as the YMCA,' Jewish Family' Services, and Catholic Social. 

Services, 'li-S wen as with more community-based agencies. 
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The Chief Probation Officer reported that ,an internal study conduct~d by 

the probation department revealed that almost three-quarters of the youth under 

the supervision of the department also have an active involvement with an 
outside community agency. Approximately 20 such agendes In San Francisco 

'pr()vide the majority of these services. 

Respondents reported that the relationship with community-based agencies 

providing alternative services to youth is mutually supportive. However, no 

formal evaluations of the agencies are done. Judgments as to' their effectiveness 

~cl worth are based upon the qualitY of the relationshipbatween agency staff 
i" 

sind'probation officers, as well as upon the programs' perceived effectiveness. 

Regarding t,ublic attitudes toward juvenile justice, respondents note that 

there is no W)ified view in the city. San Francisco b an extremely diverse city 

with a great deal of ethnic and economic diversity. Some groups are in the "get 

tough on crime" category, while others feel that the court is too punitive. 

Respondents report that whatever the public climat~, their experience has shown 

that judges and referees remain independent of the rapid changes in public 
l! , 

opinion. They do not feel that dispositions are presently more s,evere or that 

youth are being incarcerated at greater rates than in the past. Neither do they 

believe that alternatives to incarceration are used h~ss now than they have been 

previo~sly. 

Some respondents noted, however, that th~ head . officer of the court, the 
" 

Juvenile Court Judge, is a Superior Court Judge and thus an elected official. As 

such, he must be somewhat responsive to the public. will. The increased use of 

restitution and commluli-iy-service programs, as wel.l as of the Intensive 

Counseling Program, may be interpreted as an attempt to be responsive to the 
public will. -c.,. ·e 
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San Francisco Findings 

Context Study 

a. 

b. 

c. 

d. 

e. 

f. 

g. 

h. 

Int~e: Responsibility of Juvenile Probation Department. 

Options at Intake: "Admonish" and close informal 
recommend filing of petition. ' probation, 

Pros7~ution;; S~~alized District Attorney Unit: final responsibility 
for ~illng of petitIon, not for screening petitions. 

.Defense: Specialized Public Defender Unit. 
o .. . 
. rg~za~lon of Judiciary: Head judge and referees. Permanent 
~uperlor Judge rotates through, but no specific time period attached., 

Level of Adversarialness of Proceedings: High 

Level of Plea Bargaining: High 

Concurence with Probation's Recommendations: Medium 

~isposition Options: Probation, county institution "out of home" 
p acemen~,. weekend juveni:!e hall, Intensive Cou;selin Pro ram 
stat~ trcurung programs. High use of restitution and ~commguru'ty' serVice. . •.. 

j. Policy on A~te~ative Programs: Highly supportive, high level of 
usage, many In the area, no formal evaluation. 

k. Public A ttltudes: Mixed. 

:Iyvenlle Justice SYstem 

a. Familiariq: R(~mained high, approximately 90 percent. 

b. Use: -
• ~a~er:;f of referral, approximately 2/3 referred to New 

,rJ e, ." 7rences from Year I accounted for main! 
differ~mc:es In nature of probation officers' caseloads. y by 

• Probl/ems 1n making referrals "decreased • 

C:~,. Communication: 
!~ 
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d. 

• Program's record of communication with the court rated 
somewhat less favorably: Year I, 66.7 percent rated "good;" In 
Year II, .56~8 percent. 

• Frequency. of communication with New Pride program 
decreased. 

ImpreSsions: 

• 

• 

Increase in positive rating of quality of the program. Year I 
48.1 percent rated It "Good" to "Very. Good;" Year II, 73.2 
percent. 

/ ... ~"'.'-

New Pride concept factors i~~~~gfi~<r,1!~edcas,~:tr~gthS' in 
Year II. Education component seen as major strength in Year 
II. 

• Communication noted less of a program weakness: Year I, 25 
percent; Year II, 7.4 percent. 

e. Position on Institutionalization: Increased proportion in favor of 
institutionalization: Year I, 80 percent; Year II, 100 percent. 

f. Impact on Juvenile Justice System: 

• 

• 

Increased proportion felt New Pride had an i"1pact on the 
operation of juvenile justice system: Year 1, 48.3 percent; Year 
II, 53.9 percent. 

Mairily in areas of being a new alternative to incarceration or a 
new condition of prooation. 

Youth Agency System 

a. Familiarity: An increased proportion were familiar with New Pride: 
Year I, 51~.6 percent; Year 11, 63.6 percent. '. 

b. fommunication: 

c. 

',I 
• Approximately 1/2 rated New Prider~ record of communication 

with other youth serving agencies as good. 

• 3/4 of those who felt it was not good said it could be improved 
through increasing the frequency of contact. 

Impressions: 

• Proportion rating the program "Good" to "Very Good" doubled: 
Year I, 25 percent; Year 11, '0 percent. . " 
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d. 

• 

• 
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• 
Major strength during Year I clearly seen as the Ne Pride 
concept; "execution" variables more highly rated Year II~ 
~ack 0; community involvement,offered as a major weakness in 

ear ',w~ no~ seen as a weakness in Year II. Poor 
commuruc~tion wlth other youth agencies was seen as the maJ'or 
weakness 10 Year II. 

Institutionalization·. 3/4 f h o t e respondents In both years favored 
, insti~utionallzation. 

Key Decision-Makers 

a. 

b. 

c. 

d. 

Familiarity: Remained at approximately 2/3 in both years. 

Impressions: 

• 

• 

• 

Incr:ease in positive perceptionsoi the 
percent rated it "Good" to "Very Good." ~eroagrrlaIm5·8 3Year 

I, 36.4-, ,. percent. 

~uring : ear I program c0r:tcept factors were seen as the major 
fkrentght .ed Ye~ II emphaslzed more heavily execution factors 
J e e ucation component. 

In both years, lack of community involvement and poor 
management seen as w.eaknesses. 

~os~tio~ o~ Ir:tsti~utionalization: A high proportion favored 
InStitutlonaiJzatlon 10 both years: Year I, 81.8 percent" Year II 98 8 
percent. " " • 

!nstitutionalization Process: 

• 

• 

Year ,I s.howed a much wider variety of views as to necessa 
rraCtices and best strategies to gain institutionaliza'.!ion Yeir 

/rj!~p0!lses !,"ore clearly focused around securing objective 
e~~-"~a~~nevldence of effectiveness, private and state funding 
an galrung the support of community leaders. . ' 

~ neither year did respondentS feel it was highly probable that 
e progr~m would receive continued funding after the Federal 

Y
grantIIPe1r!.od. Year I, 17.6 percent felt the chances "Good·" 

ear , .".4 percent. ' 

'. 

• I 
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I , 



San FrancisC(J Conclusions 

There was a high, rather stable level of familiarity with the program in 

both years. It was most well known, of course, by the juvenile justice 

respondents. Since S~'1!l Francisco is a large city, compared to Providence or 

Kansas City, lower .proportions wer~ familiar with the program there than 

elsewhere. By Year n, however, approximately 2/3 of the youth agency directors 

and key decision-makers were familiar with New Pride. A large proportion of 

the probation staff used New Pride as a referral source (7096). 

San Francisco's record of communication with the court and other youth 

serving agencies was not good in the first year, and dropped a bit further in the 

second. Only one half of the youth serving agencies felt the program's record of 

communication was good. In the juvenile 'justice sample, the "Good" rating went 

down from 66.7 percent in Year I to 56.8 percent in Year II. 

The proportion of respondents giving a good rating to the overall quality of 

the program was high, however, and increased in all three samples between the 

first and the 'second years of the study. 

All three samples viewed. concept factors as significant strengths of the 

program in Year I. This was revised, however, in all three during Year II, when 

execution factors were perceived as the program's primary strengths. 

All samc~!es ove~~lminglY favored illstitutionalization of New Pride. In 

the juvenile justice system and key decision-maker sample, the proportion 

favoring insti tutionalization increased~ in Year II. 

There was little. optimism among key decision-makers as to the prog~:am's 

chances of recpjo,;ing continued funding after' the Federal grant period. In the 

first year there was some clarity cthat objective proof of ~ffectiveness, private 

sector and state funding, and <.c~f.I'lmunity support were . the keys to 

institutionalization. In Year n,no such c1~i>ty emerged. 
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During Year I, San Francisco was the least well received program of the 

three studied. In the second year, it was seen as a better program, but still not 
as good as those in the other two sites studied. 
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THE KANSAS CITY SITE 

Context 

In Kansas City, Kansas, there are two units responsible for intake at 

juvenile court. AU abuse and neglect cases go to the Director of Abuse and 

Neglect. Complaints of delinquency go to the Director of Intake where, given 

the m.erits of the case measured' against a set of departmentally developed 

objective criteria, the case is initially screened. Criteria include decisions 

around seriousness of offense, past contacts and dispositions, age, family 

situation, and the prosecutability of the case. 

The intake options are basically three: close the case, refer to diversion, 

or recommend to the prosecuting attorney that a petition be filed. There is no 

informal probation. The prosecuting attorney makes the final decision on the 

matter of fll1ng. 

If a case goes to disposition, 'a social history is done by the probation 

department. The social history includes. the youth's total situation, his family, 

and school status, and recommends a disposition option. Respondents ~gree that 

judges generally concur with probation recommendations. This may be due, in 

part, to the fact that juvenile judges rotate through the Kansas City juvenile 

court every two years and do not gain the perspective and insight in matters of 

juvenile treatment that they expect probation officers to have. 

. 
The prosecutor's role 1s the responsibility of a specialized 'juvenile unit in 

the district attorney's office. The office is staffed by three fuJI~time juve.nile 
) 

court district attorneys and is located in the juvenile court building •. \ 

Defense counsel for indigent clients (the vast majority) is provided through 

court appointment from a rotating' list of private attorneys. Considerable 

criticism Qf this type of system was voiced as respondents felt there was a great 
'.,' . 

deal of variation between attorneys with regard to the quality of defense 
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provided. A perT anent specialized public defender unit, it was suggested, might 

provide superior legal counsei'to accused juveniles. 

Olespite this, respondents noted that contested dispositions were highly 

adverscU'ial in nature. Only recently has some plea-bargaining enterE.~ the 

system as the district attorney's role has become more prominent. Still, overall, 

. the level of plea-bargaining remains low. 

If a petition is found true, there are a number of disposition options. 

Restitutiori orders and formal probation, with or without orders, are used for 

fir~t-time ar\d non-serious of,fenders. In more serious cases, judges commit youth 

to the custody of the state social service department to be placed in o~e of four 

state training schools, one for girls and three for boys, segregated on the basis of 

age. 

For "out-of-home" placement, generally reserved for "disturbed" youth, the 

" court places the boy or girl in the custody of the state social serv:ices 

department!! which in turn finds a placement in a group home or a specialized 

institution. 

The two main alternative to incarceration programs in Kansas City are the 

New Pride Project and the probation department's Intensive Supervision Project. 

The latter program involves case managers with a low IO-person caseload, 

alternative education, employment, and other service components. The project 

is not housed in anyone place, but services are "brokered" for each client by the 

case manager:'. The program is targeted for "high risk" youth who would 

otherwise go to training schools, It ha9:l0 rigId entrance criteria. The program 

grew out of, in fact, a dissatisfaction with the restrictions of New Pride 

entrance criteria. The Intensive Supervision Project, however, contracts with 

New Pride to provide case management and employment services. 

Kansas i~ a "community correction state" based on the California and 

Minnesota models. As a.resuJtoUh!s andthe historically positive relationship 

be'tWeen the court and the ~om,.~nity, the court is very supportive of 
'~, 
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alternatives programs. Court personnnel have been involved in creating both 

presently existing alternative programs. Further, respondents claim the two 

alternatives programs are used widely by the court. An increased use of 

alternatives is one of the reasons that commitments to state institutions by the 

Kansas City Court were down 50 percent in 1982 over the previous yefill, 

according to the Chief Administrator. The Court does not, however, have a 

formal method for evaluating the effectiveness of the alternative programs they 

use. 

Regarding the public's attitude toward juvenile justice in the Kansas City 

community, it was noted that while the actual rate of juvenile crime is 

decreasing (mainly due to the shrinking juvenile population), the public is 

increasingly concerned with crime as a social problem. The new Kansas State 

Juvenile Code reflects the ~'get tough ~n c-riminals and ~elinquents" approach, 

which a great deal of the public believes is the best solution to the problem. One 

respondent noted, however, that the majority of people do not feel the problem 

is really as clear as the "get tough" solution implies, but are more comfortable' 

with simplistic, all-e.xplaining answers. The same respondent felt it was very 

important to educate the public through presentin~ to them the true complexity 

of the isS'm~, involving abuse and neglec~ backgrounds~ as well as difficult 

personal and social situations. 

As in San Franclsco, the respondents felt the jUd~es were not influenced to 

a great extent by the public "get tough" attitude. Alternatives are being used at 

a higher rate, in fact, and fE!wwaivers to adult court occur. Judges in Kansas 

City's Juvenile Court may be protected from publiC influence somewhat because 

presently theirs are appointed poSitions, ~d"incumbents move through juvenile 

court on a two-year rotation. 
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Kansas City Findings 

Context Study 

a. Intake: Director' of Irl'~ake screens cases using objective criteria. 
· ." -... --:' - - .- .. '. 

b.: Options at Intake: Close, recommend to diversion, recommend filing 
a petition, court-operated diversion. 

c. Organization of Prosecution: Specialized District Attorney unit. 
Responsibility for filing petitions. 

d. Organization of Defense: Co~rt-appointed from rotating list. 

e. Organization of Judiciary: Judges rotate through every 2 years. 

f. Level of Adversarialness: High 

g. Amount of Plea. Bargaining: Lciw·. 

h. Concurrence with Probation Officer Recommendations: High 

i. 

j • 

k • 

Disposition Options: Restitution order, formal probation, commit to 
custody of state social service department for training school 
institutionalization, commit to custody of state social service agency 
for "out of home placement," Intensive Supervision Project. 

Policy on Use of ,Alternatives: Very supportive, high level of usage, 
only two such programs in the area, no formal evaluation ofihe 
programs. 

Public Attitude: Seen as harsh. 

Juvenile Justice System 

a. Familiarity: Same as Year I, 100 percent familiarity. 

b. ~ 

• 
• 

Same rate of referral, approximately 86 percent. 

Problems In making referrals decreased in year n. 
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c. Communication: 

e 

• 

Rating of program's record of communication remained stable 
and high. Year I, 85.7 percent rated it "good;" Year II, 92.8 ~ 
percent. ~ 

Large increase In frequeo~y,()tc<:l?n~act. i 
d. 

I -". -, •. '" .... "" •.. -"'''' •. ,.~~2.\ .,. _. ~ 

~rr:,~ret~ :~~t~=e H~:J. ~:~~;"~~ ~e=~~~~~~' '.", ."", .. [: .. :;;:.:::,"', ....... . 
percent. 

I e. 

f. 

Institutionalization: 
institutionalization. 

100 percent in both years in favor of 

Impact on Juvenile Justice System: Increased ~roportion ~ell'INew 
Pride had an impact on operation of Juvenile Justice system: <'(ear 1, 
55 .. 6,:percent; Year II, 85· percent. The impact, as in ~an Francisco, 
v;<;ci/ in serving as a new alternative to incarceration or a new 

... , 'c;ondition of probation. 

Youth Agency System 

a. F~~iiiar'ity: Slight increase ifiproportion familiar with New Pride: 

b. 

c. 

do 

Year I, 8lf.~2 and Year 11,89.9..",' 

Cor~munication: 85.7 percent felt program had developed a good 
record of communication. (No Year I data.) 

!!rlpressions: 

fl Positive in Path years, slight increase. Year I, 87.4 rating it 
"Good" to liVery Good;" Y e~ II, 92.8 percent. 

, ... ;. 

Strengths were se~oP~'\ diverse I~ both years, with the program 
serving a popu):\Ztion in need remaining a strength in both years. 

Institutionalization: 100 percent for institutionalization In both -years. 

4e - !<ey Decisi~'m-makers 

b. 

Familiarity: Approximate1y 2/3 In both years were famlllar with Ne", 
Pride. 

Impressions: 

Views on quality of New Pride improved; Year It 50 percent 
rated it "Good" to liVery Good;" and Year II, 87.5 percent. 

e 
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• The major strength of the project in the first year was seen as 
the New P.ride concept. EXeC1Jtion variables were seen as the 
major stretlgths in the second year. 

• Weakriessel$ that were emphasized in Year I were management 
and comn,unity involvemel'lt.. In Year II the~~ were 
communication and unde,r:,fundlng • 

Position on Institutionalization: Year I, 83.3 percent; Year J'1, 100 
'. ({~c-ent were in favor.of institutionalization. - ~ 

Process of InstitutionalizatIon: 

., Private sector funding was emphasized in ,both years. 

eJ', In nejth~r . year were the chances of seCuring funding seen as 
good, least In Year II. Year I, 4lf..4 percent rated chances 
"Good'~; to "Very Good;!; in Year 11, 36.1;. percent. 
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Kansas CltyCC)I1clusions 

One hundred percent of the juv~nlle justice sample in botft.years were 
familiar with New'Pride. Approximately 213 of the key decision-makers samRI5!~ ,. c' " . ' ,:~--'., .. 

in both years were familiar with. it. In .the youth ~gency system s~.mP!~; the 

proportion famill~ with the program increased fro~._~4-~" p~c;~t 'to 89.5 

percent. 

Probation officers referred youth ~~.,.ji-:s-table and' hlghr;ate':Over the two 

, year period; with' referral probiems'd~~~;~ing in Ye~J!.·"··:/ 

A high proportion of both juv~Jlf!lustice system and youth' agency' system 

respondents s~\v the progl"affiaShavinga good record, of comm~ication and 
'(i 'o.!.l ,;.-

impro'/ing in Year!!~ . ", 

The program was rated highlycby all three groups in the first year and rated 
even mQrce highly by aU three groups in the second year.",:.-:,,,?,~,,\;!!~'r':-;r.:;", '.{", 

~ -. 'I" . ..: .• ,.,;",:"",,;r.;:J--';;':::':;"::><;:" 

, O~e hundred percent of' all three sa,~.B\~~.~::1;i'iDl)btn years were in favor, of 
institutionalization. . :~.,,:~;,?,"',f:, ... r \ ' 

, .... __ 'f.:::,.-!,c":::f.:,-,::':':d"'-";':-'·'~' 

'D.,;~,::I1'Nf1firv~~:-·sector "Yas' seen as the key element,~ funding processes and 
.--'" \',,' -." " . ' . /.....-~., ,-d'··' , " ~ 

strategies." Unfortunately, less than 1/'1. in;tbe:""fir~t: year and' fewer than 40 
,,'. _ 'I ",_ ",.r,\ '. 

percent the s~n~/year felt that chqlJl~'were gogd'for ~inding new,funding •. 
" , . ...---;'; -:£! 

--.=,,~-'-~ -.~ (/':-- ()" 

Overall, Ka.'lSa5 ,City WS$ the best r~ived,mos1: consistel'lt~an~ .. :,m~t~,· cc"--

_""_ __ • ", ;::: =0::-._ ,..". _, .... :;.~~if' 

improved site.over time !;}f;\he three considered in theSy~t~tn·!mpact~Stuay. '- - -,', . -.--;~~f.~~:-'-'-- .-.~-----~" .. -''::.--- ~""-~- -.. 
--:.--:--,~,-;;-., .~' " ~ 

.;:; ~; 
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THE PROVIDENCE SITE 

Context 

t'r'I'" 

, .... .:.:-.! ... -' 
In Providence, .th~'-court may be said to approximate the traditional 

juvenile court-described in the literature. It 1! the juvenile justice system, arid 

maintains control from intake thr~ugh disp<?S4~.Q.~~:\,'rt' is characterized by low 

task specification, centralized j~u:thoi'ity;'~~nd little pros~cutoriai function. 

Intake has little actual ~~~J:etiSn: to' adjust cases informally. Little discretionary 

screening occurs. R~:ther, all complaints are processed according to a written 

criteria based op.,!~ge, number of priors, and the seriousness of the offense. 

Alterna~~¥~~aths for a given case include (a) close, (b) divert, (c) proceed with 
~-.,~-:.;,~~ ... ' 

,,!A~s;tition. . , , 

Probation receives the case, if the intake Ufllt files a petition. The 

probation department is itself part of the State Department of Children and 

Their Families.. This social service agency Is also responsible for the j'uvenile 

correctional' facilities. 

Th1:! Providence Court serves the entire state of Rhode Island. Cases are 

assigned to probation officers on a geographic' basis. Social histories are 

prepared and submitted after, the facts o.f·toe case have been determined. They 

are standardizE!d in f~nn~'t .with s~cjrls .. Qt-,~amily ,schPU!;',iHaracter, "offense, ' 

,aridluveilU;justice history."The'reports' ge~eraUy contain a recommendation by 

the probation officer as ;9. 'a prop~r dispositicn.The respondents noted that this 

recommendation is usually followed by the judge. 

The prosecutors role is the responsibil,ity of city sQllcitors from the 

geographic'\area in which the offense was committed. There is considerable 

criticlsmof thi~system. critiq argue that city solicitors are not experienced in 
juvenjle prosecution 'and are ineffective. Also, the prosecutor plays no (, 

signi:f~can'~role In the decision to fHe a petition-of'deiinquency. f ' 

f/ 
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Defense counsel is pr:Ovided by a specialized juvenile unit of the Publlc 

Defender's OUke. Unlike the prosecutorial system, respondents viewed the 

Public Defender's Office as excellent. 

Like the other two sites, contested dispositions are extreme.ly adversarial 

in nature. Like San Francisco and unlike Kansas City, a large amount of plea

bargaining occurs in the Providence Juvenile Court. 

Disposition options include directed orders without formal ~robation, 

formal probation with or without orders, state training school, or "out-of-homell 

placement. Alternative programs are few in the Providence area. Respondents 

estimated that ther!: were less than three or four alternative programs other 

than New Pride in i:h,~ state. 

Respondents also felt that the court assumed a supportive stance towaril"" ~ 

alternative programs such as New Pride. They noted, howev~r, that in terms of 

actual numbers, the court refers few youths to alternative programs. 

There are no formal evaluations of these programs by the courts. 

However,. the Office of Child Advocate under the governC" .... s authority acts as an 

advocate to maintain and improve children's institutior~s in Rhode Island. 

Respond~nts agreed that public attitudes i.!l the community are clearly IIget 

tough on crime"· oriented. This has resulted in a number of, punitive juvenile 

justice bills becoming law in Rhode Islamd. They report~ however, that the court 

is not "caving in" to this pressure. Judges act independently and are not seen to, 
,. 

have exchanged their disposition policie'S as a result of public opinion. . The 

juv~e court does, however, have active restitution and commu",.:';,: service 

programs which are well received by the public. 

The juvenile court in Providence is ,unique in a number of ways. Besides 

having state..wide jurisdiction, it is one of the few true family courts in the 

cQuntry, providing resolution for domestic and juvenile matters. Also, it h~fs 
doUhled the amount of judgeships in the past ten years. During that time, fi,re 

- Ii 

,1 
I 

,j 

.f 
... 

--------

new positions have been added. Finally, the records system is 100 percent 

computerized, very efficient, and provides excellent ground for quantitative 

research. 
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Providence Findings 

Context Study: 

a. 

b. 

c. 

d. 

e. 

f. 

g. 

h. 

i. 

j. 

Intake: Respunsibilityof the court. High discretion. 

Options at Intake: Close, recommend to diversion (court-operated 

diversion), recommend filing a petition. 

Organization of Prosecution: City solicitors, no responsibility in 

filing d~cision. 

OrganizaTlon of Defense: Specializ:2d juvenile unit. 

Qrganization of Judiciary: Superior court judges rotate through for 
unspecified perio~s. " 

Level of Adversarialness: High 

Level of Plea Bargaining: High 

Concurrence with Probation Officer Recommendation: High 

Disposition Options: Referral to program, formal probation$ state 
training school, "out of home" placl!ment. Wide use of restitution and 
¢ommunity service. : , 

Policy on Use of Alternatives: Moderately supportive, moderate 
level of usage, no formal evaluation of programs. 

Public Attitude: Seen asf1jarsh. 
j 

/1 
Ii 

Juvenile Justice System: 

a.. familiarity: Same in b(~th years, 100 percent. 

b. ~ 

• Slight increase on prop9rtion who referred to New Pride: Year 
1,8'.7 percent; Year 11,91 percent. 

; t 
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c. 

d. 

e. 

f. 

• Same low proportion of problems in making referrals, slightly 
less in Year II. 

Communication: 

• Proportion who rated program's record of communication as 
good dropped. Year I, 91.7 percent felt record was "GOOd;" 
Year II, '8.3 percent. 

• Frequency of contact decreased. 

Impressions: Proportion who rated program "Good" to "V ~ry Good" 
decreased. Year I, 80 percent; Year II, 66.9 percent. 

Institutionalization: Slight drop in proportion favoring 
institutionalization: Year 1,92.3 percent; Year II, 83.3 percent. 

!mpact on Juvenile Justice System: Similar low proportion felt New 
Pr"de had an impact on Juvenile Justice System: Year I, 30.8 
percent; Year II, 2'.0 percent. 

Youth Agency System 

a. Familiarity: Slight increase in familiarity: Year I, 60 percent; Year 
II, 70 percent. . 

b. 

c. 

S:ommunications: 8' percent of the Year n sample felt the program 
had developed a good record of communication with other youth 
agencies. (No Year I data). 

Imeressions: 

• Proportion rating "Good" to "Very Good" decreased by 1/3: 
Year I, 100 percent; Year II, 66.6 percent. 

• New Pride service concept seen as a major strength in both 
years. 

• Limiting entry criteria and staff 'kere seen as weaknesses in 
Year I; less so in Year II. 

d. Institutionalization: Institutionalization was favored by a large 
proportion in both years, dropping slightly in Year II: Year I, 100; 
Year 11,91.7 percent. 

\., 

Key Decision-Maker 

a. Familiarity: More were familiar in Year II" Year I, '8.' percent; 
Year II., 7' perc::ent • 
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Impressions: 

'. 

• 100 percent in both years rated program quality as "Good" to 

• 
"Very Good." . 

Program co~cept variables dominated more in Year II than Year 
I in regard to strength. 

• Staffing issues were seen as a weakness in both ye~s. 

Position on Institutionalization: 100 percent in both years in favor of 
institutionalization. 

Process of Institutionalization: 

• Focus of responses as to where energy for fundin~ shoUld be 
placed moved from state in Year I.to private sector 10 Year II. 

• Pessimism regarding future funding increased in Year II. 
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Providence Conclusions 

100 percent of the juvenile justice system sample, 3/4 of the key decision

maker sCSLmple, and 3/5 of the youth agency system sample were familiar with 

New Pride. The proportions increased in Year II among both the youth agency 

system and key decision-maker populations. 

A bigh proportion of probation officers referred youth tel' New Pride and 

the percentage incr~ased slightly in Year II. There were few cases of problems 

making referrals and these lessened in Year II. 

The propQrt:~sm of juvenile justice system respondents who felt the program 

had develoP;!(j~~~Od record of communication with the court dropped from 91.7 

per~ent in Year! to .s8 .. 3percen~ in Year II. However, 85 percent of the youth 
" \ 

agel1CY system samr:-ie rated thp r~ord "Good" in Year II. 
: ..\.' . " " 

~~~, 
, ';'" 

i' The proportion'~~" Jspof'ldents in' :both the juvenile justice and youth agency 

syStem sample who l"~:' the pi\J~l'ar:il quality a., high dropped in Year II. Among 

the juvenile justicesys*em sar:npJe, it dropped from 80 percent to 66.9 percent 
: ". ",'- ,\,-. ", . ,,~ 

and among the youth agency sample, from 100 percent to 66.6 percent. 100 

percent of the key decision-maker sample rated the program highly in both 

years • 

Although institutionalization was favored by all samples in both years, the 

proportions favoring it in the juvenile justice system and youth agency samples 

dropped during Year D. Again, 100 percent of the key decision-makers favored it 

in both jears. 

The emphasis on the key elements in gaining future funding moved from 

state monies in Year I to the private sector in Year II. 

Though Providence was a highly regarded ~te, by respc)ndents In the first 
1\ 

year of the study, it fell in many areas In Year U. . Nonetheless, like the other 

sites, it still has an overall positive image in t~e surrounding systems. 
4-40 
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DISCUSSION AND RECOMMENDATIONS FOR FUTURE IMPLEMENTA nON 

C!1 THE NEW PRIDE MODEL 

Process data gathered over the course of the Replication Initiative show 

that the New Pride model is replicable. While not all ten replication projects 

were successful, the data suggest that the serious problems some projects 

confronted were not caused by impossible. jurisdictional conditions. Perhaps the 

Los Angeles project may be the sole expection. While the cause of this project's 

failure was primarily internal to the project and its paren'; agency, the way the 

juvenile justice system/operates in that jurisdiction might have prevented even 

an effective program /from getting enough eligible youth. A t the other New 

Pride sites, difficult jurisdictional conditions were or could have baen 

surmounted or altered by a strong program. 

Although almost every site was able to adapt to its jurisdictional settings 

the vast differences among jurisdictions did impact on projects in a variety of 

ways. Basically, jUrisdictional differences set the stage for project adjustment 

and not the r~verse. The projects had to create ways of working within the 

procedures and processes of the juvenlle courts. Cases of discrepancy were 

. resoi,Ved by project efforts to work within the system or its support (and its 

referrals) could be jeopardized. 

Even. the eligibility criteria did not alter the official case processing of 

youth served. The proportions of flled petitions' that were adjudicated true in 

the comparisQ.n and treatment groups were compared both before and after case 

action date. There were no significant beforel after differ~nces between groups 

in any jurisdiction. This suggests that the courts were not adjudicating more in 

order to qualify youth for New Pride, despite the strict program eligibility 

,criteria. 

The lack of a measurable project effect on the impositional responses of 

the juvenile justice system WM further, exempluied by the data on long-term 

incarceration. Being sent to New Pride had no impact' on the rate of Department 

of Corrections commitments. With all the controls on the data in place, clients 
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were equally as likely as their comparison group counterparts to receive such 

commitment~ (see Chapter 7, Table 21). Also, findings of the system impact 

study show that the projects were not perceived by key people within the 

community as having a significant impact on the structure, function, or policies 

of the juvenile justice system. Rather, projects' effects on their surrounding 

systems were primarily that they, provided the courts with a new alternative to 

either incarceration or straight probation~ 

In general, those interviewed in the system impact study viewed New Pride 

as highly successful. "The projects examined in this intensive study were well 

known, widely used, and respected. Most respondents were strongly in favor of 

the projects' being institutionalized in their communities. Generally speaking, 

one of the most impressive parts of the entire replication program was the high 

quality of the professional staff attracted and committed to project positions. 

Hence, the resources within the projects were outstanding. Yet the task of 

institutionalization proved to be a more difficult hurdle for ·projects than 

implementing the New Pride model. Only three sites were able to generate 

enough local fundii~g tQ continue after Federal monies ceased, and these 

programs had to cut their services drastically. The full program model w~ too 

expensive to be supported by local funding sources. 

Both successful implementation and institutionalization were related to the 

Project Oirector's capacity to mobilize the resources of the p~rent agency, and 

through them, the resources of the community, on behalf of their projects. i 

Because founding a New Pride program involved establist-Jng a new organization, 

the most effective management structure included: 

• An entrepreneurial Project Director, who was responsible 
for bringing the project to the new city (proposal 
organizer; person with the sense of mission), . 

• Coming from an established management position within 
the parent agency, 

• Which enhanc~d his or her capacity to secure 
organizational res()urceson behalf of the project. 
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Sponsor ing agencies that. 
N P Od 0 were most likely to be successful in establishing 

ew rl~. projects were: 

• 

• 

i~~S~r~~~!i:nadO; ~:~~1~~s o~~anizational purpose, such as 
youth and adults; troubled or disadvantaged 

tthh·o~e that h";d a credible record of service delivery in 
elr commuOlty; 

""'OC!A th"'t 0 h .... --- -."'- were neAt er too large nor too old Th ld 
parent agencies tended to be qu--ite ~ ... + in th· o e 0 est 
have an dO. . 0 • >n:o.. ••• --_eu- ways and 
th a mIn!stratl've orIentation that did not - allow 

em t~andle the needs of a new project in an effective 
~~~'Ol; ey tended to err through either over or under 

those. th!1t were not themselves just be innin . 
orga01zatlons, Or if they were, those in which t;e 00 g as 

Do~ the pafrent age!,cy simultaneously functioned ~ec:; 
Irector 0 New PrIde. 

~i~a~l:, new projects had a better chance of surviVal if they were placed in 
comm .. :uties that had f$w programs for adJ'udicated 

youth, and no significant 
competition from court-operated initiatives. 

WhHe the exp 0 f r eriences 0 the projects demonstrate that New Pride is 
~ep lC~:le, ?centr~ lesson of their experiences is that it is very difficult if not 
mposs~ Ie LO repllcate exactly such a strictly "constructed, sophisticated and 

ex~nsl~e program model. At most sites, numerous factors made ;~act 
rephcationof the mOdel infeasible or IA"''' .... _- ~u-- _. f I Th . 

• . . -- .-..... ~1Ic:u1 ::i ccess U • ose sites able to 
;o~:muedafter Federal funding was withdrawn had to modify their programs even 
ur er ue to severely reduced b d ts H 

. u ge • . ence this question arises: what 
optIons are there besides exact replication? Exploring oth 
d t' d . er ways to ensure the 

a op J~n or a aptation of the New Pride approach may prove more fruitful. 

5-3 I. 

'-~ 

•. ',~ 
I f>.;. .~ 

J 
1 , 
i 
j 

. , 
~ 

'\ 



i. 

! " -.,:," 

I , 
Ii 

I 

I 

, 

t 
) 

, 
J;', 
j' 

, 
i , 
, 
\ 
" 

" " I'. 
l~ 
1\ 

Ways to Enhance Program Effectiveness and Reduce Costs: 
Adaptation of, the Model " 

An assumption is made here that the essential purpose of promoting the, 

New Pride model is this: 

The New Pride model pr~vides a viable set of program 
tools that can be used at the local level to add~ess t~e 
unrnet remedial and developmental needs of Juv:nl!e 
offenders in an individualized, integrated, and hobstlC 
manner., In doing this New Pride can provide a way ~or 
juveniles to break out of a pattern of delinquent h-eha:vlor 
and, find a higher, more personally and soclally" 
constructive road to adulthood. 

In light of the kinds of problems which arose in replicating and 

f" r t' .. be institutionalizing New Pride, we suggest that the concept 0 rep lca Ion 

replaced by that of "ad~ptation," while. retaining the essential purpose of the 

N Pride approach. Within this framework of model· adaptation, certain 
ew " k ' 

modifications could be made to simplify the model's design which could rna e It 

both more effective and less expensiv~. 

The central ~mphasis of this adaptive approach would be on the 

Individualized Integrated Service Plan (lISP), wruch is perhaps the single most 

important program element that mal<es New Pride unique. Only thrc~gh 

developing, using, and updating the IISP can the program be assured of offering 

truly individualized and integrated services.! Most New Pride projects found ~he 

IISP a very difficult tool to use, for they were more accustomed to a re~ctlve 

service approach than the process of planning trea:ment proactively. At S".!veral 

sites the nsp process was never considered important and thus was never fully 

utillzed •• ' these programs provided a range of services, some of which ~ere quite 

effective. However, t.he heart of the New Pride model - identifying a 'youth's 

needs setting objectives to meet. these needs, ,and working -together to design 

and c~rry out 'a plan of services to achieve the objectives - was mISsing. On the 

other hand; tho~e Sites that seriouslyt;ied to use the IISP p~'ocess found that ~s 
it became p more integral part of their progra~, it~lgnificl.mtly increased their 

~abllity ~t) ;optimize the effectiveness Q,I the many services they provided to 
:;::. :::".';~~-,= ... :;::::;,~+, 

youth. 
S-II-
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Along with the liSP pr,ocess, the basic -New Pride service interventions 

should be .emphasizeds These ,.are: ,,"'intensive supervision/counseling, 
. ,education/tutoring, and empJoyment/employment preparation. 

When a program's foundation is strong, that is, when the liSP process and 

the basic services are functioning effectively, then the program might add 

ancillary serviees and activities. Although a basic diagnostic assessment is 

necessary to .develop an appropriate liSP, a more complete diagnostic work-up, 

perhaps along the lin~ of the four-level testing battery of the model, could be 

added later. Other programe!ements which could also be added later on are 

cultural and social activities, and the cultivation and training of community 
volunteers. 

Such a concentration of emphasis would open the way for the evolution of 

more natural organizational growth than appeared possibJe in most of the New 

Pride Replication Projects. Were project efforts allowed to evolve more 

naturally, stimulated by an increased awareness of needs and potentials as well 

as by their own ev~lving motivation to address those needs, then the resulting 

organizational efforts would have a more basic integrity. Those involved in 

implementing the approach would be more likely to have a vision of how these 

efforts needed to unfold. They could evolve their own, perhaps more viable 

strategies for accompliShing them" since the strategies would have been 

generated locally and not imposed in any sense from without. Efforts to adapt 

the "basic" model would be the result of a natural evolution; they would be 

internally motivated, rather than externally motivated and subject to external 
(or the perception of external) pressure. 

In future adaptations ,!of the New Pride model, existing treatment programs 

for delinquent youth which might offer only one or two basic services could focus 

their resources on adding the other basic service components of New Pride. A 

non-computerized IISP ProCE!5S could be added at no expense, but project 

administrators and' staff wo.:JJd n~d thorough training in using the IISP.. 
Augmenting existing programs rather than creating brand new ones might ass.ure 

more stable programs with far better chances of institutionalization .. 

s-s 
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Proposed Refinements of the Model 

. .... _ . ach which places ini.tial emphasis 
W'th' th"" context of the adaptive "PPJ''l " ,. ....,~ . 

,lin - • d h b ilds a more complex 
th IISP and the basic service interventions an t en u'. f 

tIn e ecific refmements 0 
. these elements grow strong, we suggest some sp . 

p,rogramas . d modifications originated Jrom the 
the New Pride model. All of these prop_o~7 . daptations 

. estions for change or as spontaneous a 
sites therntseives, either as sugg ::.. hich will be discussed below~ai'e 
of. the ~lodei m~de locally. The modh.lcations, w 

as follows: 
(; 

1. 

2. 

4. 

5. 

6 .• 

7. 

8. 

9. 

Altering the determination of ciiel)t eligibility. 

S· lifl' ... "',..;· ... 00£ the diagnostic testing battery. Imp -.:.,~ 

Accreditation of the Alternative School. 

by the employment 
I~,creased use of local resources 
component. 

Creation of a (;;Curt liaison position. 

. .. assi ~ment of the functions of s~ool 
Sp~lC t'on ang 

d volunteer coordination after the proJect remtegra 1 
start-up phase. 

Modifying the six month intensive phase/follow-uP phase 

dichotomy. 

Simplification of program evaluation. 

Determining IlligibiUty 
,~ \, 

.... ally esta';lUshecl entrance criteria. defining offender 
, Cleatl y, a na~10n '/ . . ~,.' . th r a 

. . b' . f c?Y udications was not very satlsfY10g to. om el e 
chro01C1ty by the nurn er 0 ;/J ". . ,:I: . ~,-' . +h 

,... _// f iew lurisdiC:I:lOnai dif ... erenc~5 10 "., e 
actical or a research tf.Jlnt 0 v .~. , . 

pr,::... f es~abli:s' hing gull" t were too vast from city to 0. 'ty. 1£ new ~rOJ~ts 
proC/l.:uures 0 r; . • t . 
targeted for serious or .chronic juvenile offenders are contemplated, neVI crl;rl~ 

,should be considereci in light of all the recurrent problems. ", 
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The intent of New Pride has bee~ to serve seripus and chronic juvenile 

offenders, youth at risk of being remanded to long-term cw:;toc:lla! institutions. It 

.' ha.$ served and cont~nues to ~erve such youngsters.. (Replication clients average 
11.3 priQ,~ ,oUeni;~~-'·6.? of them sustained by the time of program admission.) 

~\ _:' .:' 

However, more flexible guidelines would be necessary to future replications of 

th~ project, especially if it were deemed desirable to target clients from large 

American cities. Jurisdictions with large cas~oads are quite unlikely to alter 
'" 

their estabUshed procedures to accommodate the referral needs of new 
;.-' 

community programs, yet they have/an abundance of serious and chronic 

offenders. This target group of .. offenders is defined and handled differently 
across the COUiitry;- .,' 

The difficulties in implementing the New Pride criteria for program entry 

suggest that future criteria for programs involving serious and chronic juvenile 

offenders should be shifted away' from simple counts of prior sustained offenses 

to a more realistic evaluation which includes the "seriousness" of prior offenses. 

Such a change would allow acceptance into the projects of subjects who have 

fewer prior counts with more serious offenses, but still retain a target population 

which includes the worst juvertjle offenders in a given jurisdiction. 

• Any eligibility guideJine for client intake should be based 
ora a. site by site determination of juvenile court 
procedures in order to assess which members of the 
population of prob~tioners are considered the most serious 
offenders.' '. 

yet it is impossible to $et an explicit site criteria based on Its~riousness" 

without some knowledge of the distribution of "seriousness" estimates within 

each jurisdiction. Such estimates may be acquired by some pre-sampling of 

juvenile history data prior to the intake of any clients at each project location. 

The sarrlple may be re1ativelysmaU, say 30 or so subjects, and may be used to 

establish a rough initial' criterion for program entry at each site. How much this 

criterion should be raised or lowered to optimize the "seriousness" of offenders 

at each new location may ~ determined from this point on as the s~e of the 

available local data base. grows. 
.-:.'" 
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• For future projects, a qualified person Sholuld obtain a 
sample of the levels' of offen~e chronicity and seriousn.ess 
found in a random draw of case-files from the juvenile 
court records in each jurisdiction, and interview court 
officials. Once the universe of official delinquents is 
estimated and the definitions and procedures employed in 
each jurisdiction have been documented from inter.view 
materials, new "individualized" criteria can be estabbshed 
in conjunction with the courts. 

Diagnostic "'I" esting 

Given the experiences of the' Replication projects, an effective or 

meaningful replication of the diagnostic component of the New Pride model 

appeared to be an unusual event, one which was contingent upon the grantee!s 

previous familiarity with the diagnostic process and with its use in formulating 

treatment plans. Specifically, in order to \ implement functional diagnostic 

procedures, the project director would appear to need this expertise. This is due 

to the complexity of its integration with the rest of the Neo" Pride model, which 

requires educating other teaching and counseling personnel unfamiliar with the 

utilization of test scores. 

The diagnostic component in its original form in the New Pride Model was 

extremely expensive and diffic,ult to implement. The value and priority of this 

component should be re-evaluated in light of the reduced resource:; that may be 

available to future New Pride programs. As suggested above, if programs wish 

to use a comlex, multi .. leve1d diagnostic testing battery, this should only be 

implemented after ~he IISP process and, the basic service components are in 
place. In the initial phases of program implementation, f;he, diagnostic 

component might be simplified in the following ways to preserve the essential 

features of the model while reducing costs: 

• Levell screening t:;,,~'S for learning disabilities should be 
few and only those !)Pt, requiring a specialist to 
administer. A qualified (·~".Jial education teacher on the 
program staff should be able to do the initial screening 
for learning disabilities. 
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Further tes~i~.~ and learning disability diagnosis should be 
the responslblllty of qualified consultants who are will' 
to do the additional t~sting at the project facility. T~~ 
pro~e.dure keeps the, diagno~tic process "in-house" while 
~V~:)lding any perceived stIgma possibly involved with 
emg referred to an outside mental health unit. 

T es~ . req~ring. board certified psychologists for their 
admimstration m many states, such as the WISC-R or 
WAIS ... R, shquld be moved to Level II and only iven to 
youth ~uspected of being learning disabled after th~ initial 
screemng. • 

Testing. for learning disabilities beyond Level II should not 
be reqUIred. . 

Youth coming into the program should be pre and post
test:d for academic achievement, at least in the areas of 
readi~g and mathematics. This testing might be done b 
t,:~n~ staff, a procedure which should facilitate th~ 
u lZ~tiOn of test results in the IISP proces~ and in the 
~eaching program. Post-testing 1s essential to provide 
1m pact data on educational services. 

The New Pride Alternative School 

At most Replication projects tfy~ Alternative School' was a high! 

succe-:uul service component. Two sites w ...... able to secure full accreditatio~ 
o~ theIr Alternative Schools so they could graduate students. Most of the other 

SItes were able t~ work out arrangements with their local school systems so they 

could award credits and receive in-kind support. This support was usually in the 

form of .~ne or two teachers ~hose salaries were paid by the local district 

psYChC,~OglCal and/or diagnostic service!!, and the like. ' 

. . T~iS .,s~rvice component has the# potential to be one of the most readily 
lnStitutlonallzedthrough achieving a(!creditation and qualifying for local state 
and/or Federal eel' . ' , . . , .. ucation momes. The experience of the Replication projects 

~ho~s It can either be fully funded by state tuition monies (Camden) or receive 

~n-kind .~upport .including teachin~ staff, books and other teaching material~, and 
upportive serVIces. The accredit,ation process however cliff f , I ers rom state to 

state an~~ be very difficult, time consun:ting, and slow. Commonly, many 

. " 

.. 

" 

, 
I , ' 



, 

requirements must be met, such as building a sufficient library, acquiring 

particular teaching materials, and developing specific curricula. Schools can 

qualify for monies that are earmarked for a number of purposes from all levels 

of government. They can tap into funds for special education, vocational 

education, or teaching and testing materials, or funds targeted for the education 

of serious juvenile offenders or emotionally disturbed youth. 

,', Qualifying for these monies, especially for enough to institutionalize the 

Alternative School, requires a focused and sustained effort. Within the New 

Pride project the Educational Supervisor, with full support from project 

administrators, could assuma responsibility for gaining school accreditation and 

qualifying for educational funds. If this were a high priority of tlle project and 

specifically assigned to one person, it is quite possible that the educational 

component could be fully institutionalized. 

• The Educational Supervisor, supported by project 
administrators, should work towards accreditation of the 
Alternative School. He or she should als~ seek out at all 
levels of government, educational monies for which the 
school might qualify, and make a major effort to secure 
as much of this funding as possible. 

Employment Component Refinement,S 

Any future New Pride projects, either nationally or locally supported, will 

probably be operating at far lower levels of funding than did" the replication 

projects in tht.~r first two years. Thus, if they are to b!! able to implement a 

viable, effective employmen~ component, which is one of the critical elements 

of the New Pride model, the tasks required of them must be clarified and 

simplified. It is import~t that realistic goals b~ set for new programs, and that 

the staffs' responsibilities be feasible and clearly specified. 

Pre-employment training, which includes job preparedness and career 

exploration, might be conducted by the New Pride teachers in alternative school 
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classrooms. A number of replication projects conducted these classes in this 

way, quite successfully. It is strongly recommended, however, that new projects 

have a curricula for such classes in advance. For specialized vocational training, 
clients could be referred to a Regional Occupational Program (ROP) or to local 

technical schols, with which the projects can enter into contractual agreements. 

Almost every city has several youthemplo~ment agencies that have 
working relationships with businesses and other organizations. The explicit 

purpose of these agencies is to place youth in jobs. With more limited funding, 

new projects will most likely have to utilize these existing employment services 

if they are to have a successful employment component. There are several ways 

this can be done. One approach would be to contract with a local eET A or other 

youth employment agency so that clients are placed in jobs on a priority basis. 

Another approach would be for the project itself to underwrite half a year's 

salary of .one of that agency's job counselors. The person selected should be 

experienced. This job counselor could then spend half of his or her time placing 

New Pride clients. An agreement could be negotiated so that the employment 
agency would continue topJace project youth for at least another year after the 

salary subsidy ended. This type of arrangement would help the project take 

advantage of services already existing in the community, while redUcing the 

costs involved. The Inter .. agency communication might also facilitate future 
funding for this component. 

As few employment c\gencies continue to supervise youth after they are 

placed in jobs, New Pride case managers could perform this function along with 

their other supervisory responsibilities. This would keep the staff involved in all 

aspects of the servicea being provided to clients. Although another agency may 

be involved in placing a client, by mOnitoring that client while he is employed, 

the New Pride case manager does not become just a broker of services, but 
remains aware of the youth's progrsss. 

Regarding the employmel,\t component as a whole, refinements of the 
model might include the following: 
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, , and career exploration classes Curricula for Job readiness h to use in the classrooms. should be provided for teac ers 

half of one year's salary of a The project mi~ht pay one- in 10 ment agency with, the 
job counselor In a local e Pula place New Pride cllents 
agreement that ,that person i~~ those ser\lices for at least 
in jobs and continue to provends This procedure could ~e 
one year after the s~~ldy, f community resources In eneralized to the utilization 0 
:reas other than employment. 

a ers could monitor the New Pride counselors or case man, is as part of their 
ress of clients placed on jO 

f~;!sive supervision of these youth. \ ' 

A Court Liaison Position 

t deal with the ' distaff at all levels were 0 
In the original New Prlde mo e, t blish referral procedures 

P 'ect Directors were to es a , 
juvenile jU~ltice system. rOJ cal ' enlle court and probation 

' tion with the 10 Juv 
and means of commUnlca , cl' t eligibility and facilitate 

el were to ascertaln len , 
department. Intake couns ors , t 'n communi~tion with thelr 

" workers were to rnaln al 
the referral. process. Case ts to the J'udge, and accompany 
clients' probation offIcers, su , bmit progr'ess repor 

youth to court hearings. 

ed problems, for vital 'birties inevitably creat 
This division of responSl 1 , hi h led to misunderstandings 

' ot communicated, w c , 
information was sometimes n I f quently found themselves 

al Also the counse ors re 
or a drop-off of ref err s., f . and places they had to be. 

ded wl'th the many tasks they had to per orm overexten 

" '. Re lication projects created a court 
To remedy this sltuation,several p sibility for maintaining 

This centralized the respon , 
liaison position.. . . ';,es with one person who spent a ~aJor 
project/juvenile Justlce system llnka~ " h" dge and Probatio.n Officers 

' t the court. GlVlng t e JU . ' ' '., 
portion of his or her tlme ~ d havirig that person readily • ' ·th issues or problems an . 
one person to contact Wl ',:' ----." - , h' which was so cruCla! to 

'tive effect on thiS relatlons Ip .. , , 
accessible had a very I?~Sl '" 't' n was created found that thelr 

'ects Every site where a court lialson POSl 10 . proJ • , 
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dealings with court officials improved significantly as a result of this staffing 
Change. 

• To facilitate a positive relationship with the jUvenile 
justice system, sites are encouraged to ,;~eate a court 
liaison position. This person should spend l:l; major portion 
of his OF her time at the Court, and have responsibility for 
facilitating referrals to the project and maintaining 
communications between court officials and the projec~. 

Schoo! Reintegration and V o{unteer Coordination 

In the New Pride Replication model, one person was assigned to supervise 

both the School Reintegration and Yolunteer Components. In their start-up 
phases, projects found that the tasks involved in these components were minimal, 

and had a low priority in comparison with other functions that needed to be 

performed. Sites needed to get their basic services in place, and fOund they 

needed all available staff to do this. Clients were not yet ready for scl\ooi 
reintegration and staff Were ""prepared to deal with an intlux of volunteers. As 

a result, almost everly project had altered the original staffing plan by the end of 

the first year. The school reintegration/volunteer COOrdinator position had 
either been eliminated and these tasks assigned to other service staff, or the 

person in this position had assumed other more pressing responsibilities. The 

consequence of these changes was that when sites became fully operational, and 
needed Volunteers to be recruited and coordinated and students reintegrated into 

public schools, there Was no one to fOCUS on performing these tasks. Process 
data show that at almost every site these two functions _ school reintegration 

and volunteer coorcilmtion - were performed only minimally, even in sites' third 
and fourth years of operation. 

A. diSCUSSed above in the overall recommendations for refinement of the 
New Pride model, the model could best be adapted from the ground up, that is, 

) 

by building the basie service components first and then adding ancilJary services. 
Both school reintegration and voluntei!r Coordination are components that should 

only be added after the fOundation of the project is strong. At that time, it is 
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important to 'consolidate the responsibility for th~se functions, with on~ or two 

persons and make their performance a high priority. Only in this way will :h~se 
tasks avoid being eclipsed by other demands, particularly those of provldmg 

direct services. 

• The School Reintegration and Volunteer Coordinati~n 
components should be implemented only after th7 ,basIC 
services are fully functioning, and should be speClflcally 

. assigned to one or two persons .. 

Intensive and Follow-up Phases 

The New Pride Replication model stipulated one year of program 

participation split into two di!crete and equal phases: a six-month lntensive 

phase and a six-month folow-up phase. In practice, this strict timetabl~ was not 

useful. Projects found that clients have very different needs. Some chent~ can 

benefit greatly from a very few months vf services. After that they are el~her 

attending a public school or working, and neither want nor need to contm~e 
int~nsive participation in the program. Others need to be intensively involved m 

New Pride for a whole year before they are prepared to strike out Ota their own. 

The six-month intensive/follow-up dichotomy proved to .be too rigid for 

sites to accomodate. The level oi services different youth need varies as much 

as the length of service involvement they need. All of the replications bought 

into the two level idea, but preferred to define these levels individually. One 

project administrator explained: . 

'V'fhe manual says (fol1ow-up~ is siJ(i mo~ths. But it .. 
doe$.r.'t work that way. We might Just b~i gettmg them to:, 
the door in six Inonths. It takes three or four months to 
get a kid turned around, and for a few months after ,th~t 
we maintain a contact. A lot of times when a ~d IS 
turned around he'll only be here once a month or twice a 
month. So a lot of times we don't r«:a1ly have a «ollow
up There's no way I can see that in SIX months we could 
sa:;'· 'Oh, six months •••• we'll see you.' Some need more; 
some need less." 

5-14 

I' 

., 

.' 

At most sites the model's timetable was altered to meet the needs of 

individual clients. As this was not an acceptable change under the replication 
guAdelines, the result was that most projects made unannounced alterations to 
the model. 

• A suggested refinement of the New Pride model is that 
clients be served for approximately one year, allowing for 
some variation to meet individual needs. A maximum of 
one and one-half years of services should be set to keep 
projects from steadily expanding the duration of services. 
The concept of intensive and follow-up phases as tw" 
different levels of program involvement should be 
retained, but their length should be individualized for 
each client. 

Evaluation 

ConSidering the financial resources of most projects that might wish to 

adapt the New Pride model, it is unrealistic to expect much to be done with 

project resources in the way of evaluation. Yet all prograr:ns need to be 

accountable, and need to have some hard data to show what they have 

a~complished. Replication grantees were unanimous in suggesting that at a 
minimum: 

• 

• 
• 

Hard data should be available to show gains in educational 
. achievement, both in reading and mathematics; 

Follow-up should be done on client recidivism; 

Service delivery information, inclUding school attendance 
records and records of other services provided to clients 
should be kept, which can provide reasonably complete 
information to the court on the participation of youth in 
the program .. 

While it is unlikely that the budgets of new projects will support a 
comprehensive evaluation component, it is important for the implementation an<i 

institutionalization of any project to maintain and present objective data. In the 

New Pride model, the IISP process Is crucial. This process can only function 
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optimally if it is computerized, for if it had to be operated manually, it would 

place a great burden on the service staff. If it proves impossible for projects to 

support a separate evaluator position, evaluation and basic computer skills should 

be required in addition to the requisite skills of some other staff position. For 

example, programs could hire an Assistant Project Director with a background in 

evaluation, with evaluation as a major part of this person's job responsibilities. 

• PIRE recommends that all new sites conduct a self
evaluation, which includes data on impact measures, 
treatment plans and the delivery of services to clients. 

Technical Assistance 

As a consequence of the heavy investment of the Federal government in 

i:he New Pride Replication Program, a solid reservoir of expertise and know-how 

has been developed in< several different locations around the country. To the 
extent possible, in the geographic areas where New Pride sites have been 

effective programs, it may be advisable to capitalize on this resour~e with 

respect to technical assistance to new projects. The Host Site concept, 

employed by the Restitution Training and Technical Assistance Project, would be 

a good one. 

In normal circu,mstances, projects could afford but little training or 

technical assistance. Therefore, the following recommendations could only be 

implemented in an optimal financial situation, such as would result if the Office 

of Juvenile Justice 'and Delinquency Prevention were to fund technical assi~tance 
to help projects adapt the New Pride model. 

• During the first month after new project staff have been 
~ired, a week-long training session should ocqur on-site to 
educate all staff in how to implement the New Pride 
model. In this session the general programmatic 
descriptions that appear' in. training manuals or other 
documentation should be translated into site-specific 
recommendations of the "what to do," "what to look for," 
"what to say," variety. 
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.' During the first month of intake the trainer or trainers 
should be back on-site for another week. Thereafter 
there should be two two-day visits allocated for technical 
ass1stanc7 as needed, and monthly telephone follow-up for 
the durat10n of the. program. 

• ,; A. program procedures manual, describing disciplinary 
i pr~cedures, level systems, staff responsibilities, etc., 
~hich represents. a new training manual for New Pride 
Sites, wou1~ be a helpful addition to already existing 
documentatIon. 
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